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(V) EXECUTIVE SUMMARY 

In the heart of the well-known industrial area, Rosslyn, just north of Pretoria, lies one of 

several formidable motor manufacturers. Nissan South Africa, (from here on known as 

NSA) is currently on the rise to become one of the global competitors in the global 

Japanese family of Nissan (Ghosn, 2005). Having excelled in the B0's, struggled in the 90's 

and after a global revival plan, under the direction of Carlos Ghosn, has continued through 

the last decade to surprise our local consumers with it's impressive line-up of luxury and 

sporty automobiles, receiving accolade after accolade in both manufacturing as well as 

after market service and support. (Ghosn, 2005). With a work force boasting 924 salaried 

employees, 300 temorary staff and 1590 hourly paid employees, NSA contributes around 

55000 vehicles per annum combined to either the domestic market or West African export 

market. 

An unusual event took place recently at the Rosslyn plant, which was to change the face 

and attitude of the manufacturing team at NSA. The organisation was about to join it's 

competitors and roll out it's plan for a new, fully integrated ERP-system in the form of SAP. 

This project began in July 2003 and through some hard work and combined effort of the 

organisation's staff and it's IT partner, EDS (Electronic Data Services), was eventually 

rolled out to business on July 11 th 2005. 

With SAP being the chosen tool, the eventual implementation and roll-out of the ERP­

system to NSA, particularly to the manufacturing division was not seen as a great success. 

The organisation found itself with tremendous inventory inaccuracies and as a result 

brought it's manufacturing facility to a grinding halt several days after the go-live date, 

triggering the need for emergency proposals and counter activities to take place. The 

resulting impact on NSA, it's marketing and sales division and ultimately it's dealer network 

and consumers was catastrophic. This put incredible pressure on not only NSA's executive 

and staff but had Japan and it's executive suddenly scrutinise their overseas market with 

intensive interest. 
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This is the reason why the researcher has chosen the topic of attempting to understand the 

real issues that NSA were exposed to during this period of 2003-2005, and identify the root 

cause of the temporary cease of production within NSA's manufacturing facility. The 

findings were analysed from a set of data captured as a result of a survey that was 

presented to a sample group of employees and contractors associated specifically to the 

production activities and production supporting departments. Further data was captured as 

a result of structured interviews with a select group of individuals representing the senior 

executive within NSA that were particularly involved in the ERP-project as a whole. 

As a result of a survey which was conducted during late September 2006, areas such as 

resistance to change, the lack of participation, training issues and general "buy-in" from the 

employees within NSA during this period prior to the go-live stage of the ERP-project were 

explored. A review of supporting literature will be shared to determine some of the reasons 

why the organisation was faced with such a difficult task of implementing an ERP-solution 

for NSA, as well as establish typical norms within industry that contribute to failure in these 

areas. Furthermore, the researcher will, with the help of business models, attempt to 

understand some of the issues that could have been avoided, and of course focus on those 

areas which were seen as being unsuccessful and possible contributing factors to the lack 

of success of the ERP-project implementation. 

Areas such as lack of participation, lack of project awareness and general resistance to 

change were found to be significantly high during the survey conducted during September 

2006, approximately 14 months after the actual go-live activity. The data will be reported 

and discussed within chapter 5, and made visual to the reader. The paradigm chosen for 

this research project is phenomenological due to the large impact on the human issues and 

requires both quantitative data types found in the questionnaire as well as qualitative data 

found during the structured interview sessions, where open ended questions were posed to 

the executive. 

Once the data was analysed and processed for understanding and presentation, a number 

of conclusions were then drawn to allow focus on particularly the vital few areas where the 

organisation can seriously understand, accept and through adapting their business can 
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avoid a re-occurrence of this in the future. We will discuss the importance of models such 

as organisational learning, as well as the typical POCA-cycle, which will be explained later 

and with the introduction of supporting literature be able to provide the organisation with 

justified recommendations. These recommendations are aimed at returning to basics and 

are designed to be in line with Nissan's global strategic requirements and most importantly 

should be seen as realisticaly possible to implement. The proposed recommendations will 

also be a result of a number of structured interview sessions conducted with the NSA 

executive to determine the reality and sustainability of the management of change and 

transformation within NSA regarding future projects. The interview sessions will be a 

discussion with the executive regarding the results of the questionnaire, and their input 

regarding possible contributory factors to these results. 

Some of the recommendations include, a suggested return to basics, improved 

communication and a commitment from senior management to ensure that NSA follows the 

advice and way forward provided to us by our Japanese collegues in the form of "The 

Nissan way", Genba Kanri, Hoshin Kanri and Nissan's newly added V-Up methodology. 

Finally after recommendations to NSA's top executive, the researcher will reflect on the 

journey taken to get to the stage where all the models, the literature and the understanding 

have almost become a day to day activity of seeking continuous improvement both within 

it's own manufacturing boundaries as well as those of it's suppliers. This important 

reflection will hopefully provide guidance to future students and possibly offer areas that 

can be further investigated or researched. 
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CHAPTER 1. BACKGROUND AND INTRODUCTION TO THE PROBLEM 

"We must become the change we want to see" 
Mahadma Gandhi 

1.1 Introduction: 

Nissan South Africa, from here on known as NSA, has established itself as a major 

competitor in the local automotive manufacturing arena. With the continuous pressures 

associated with imported brands and the race to provide the consumer with an effective 

dealer network to support their sales, NSA has managed to sustain local mar1<et share in a 

competitive playing field (Reported at NML annual consolidated financial reports 2005). 

With this in mind, all at NSA will have to transform the organisation swiftly and efficiently in 

order to remain competitive. Therefore the need to manage change and ultimately 

transformation as efficiently and effectively as possible. 

Product ranges at NSA include locally manufactured units as well as imported (CBU) units 

both contributing to the reported monthly NAMSA (National automobile mar1<et of South 

Africa) mar1<et share report. The organisational structure at NSA, is made up of multi 

divisions, each focussing on specific mid term goals provided to them by NML (Nissan 

Motor Company Japan). Our aim within this research is to focus on one specific division 

within this organisation, that of it's manufacturing facility and more specifically, the 

Production environment within the Rosslyn Plant of NSA. 
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Figure: 1.1 Sources of NSA's local model line up 

Source: Nissan ~Shift" internal magazine (2005) 
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As can be seen by Figure 1.1, above, NSA has many sources of available units within the 

South African market place. Countries such as Spain, Japan and United Kingdom 

contribute to the model line-up available to the South African consumer. However the units 

(vehicles) and operations that this report will be focussing on are the locally manufactured 

units at the Rosslyn Plant of NSA (Encircled area in Figure. 1.1 ). 

This research report will focus on the following research statement: 

Research statement: 

"Strategic Management of Change within the Production environment with specific focus on 

the Rosslyn Plant of Nissan South Africa" 

In order to achieve the above stated reseach statement, the research will be divided into 

the following research objectives namely: 

Page 6 W. A. Hunter 
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Research objectives: 

1. To identify the challenges that the Production department has undergone within the 

past 12 months. 

2. To investigate the reasons why, during this period, change almost seemed difficult. 

3. To develop and propose a strategic framework/model for the successful 

management of future transformation within NSA. 

Qualifications: 

The author is currently employed within NSA as Manager, Corporate planning, focusing on 

potential business improvements within the Manufacturing area. 

Having originally qualified as a Tool and Jig maker and later moved into an academic 

background. Having completed a 2 year post graduate qualification from Potchefstroom 

University through AGN and an MOP from Unisa SBL, while currently studying towards an 

MBA from the same institute. In addition to this the writer has18 years experience within a 

production environment with a specific passion for operations management and the 

dynamics associated to continuous transformation as a result of the need for change. 

1.2 The Problem review: 

NSA continues to focus on issues such as: 

Are we mature enough as a Company to accept the responsibilities enforced on our 

manufacturing division by the effects of globalisation and its associated need for change? 

Further questions continuously come to mind and need to be addressed namely: 

Can NSA as an organisation manage the transformation required to meet the challenges 

associated to change, and most importantly can these challenges be met in time? Can 

NSA seriously assign the organisation, as a manufacturing division to ensure that the 
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extensive list of demands will be met, and if so, is there an easy way to communicate these 

needs and change requirements as well as facilitate the obvious mind set change to the 

employees in such a way that it can be met with a positive and participative attitude? The 

answer to all of the above questions could quite simply be yes, through participative change 

management and facilitation, as well as a clear understanding of the needs of the 

employees who will be directly affected by the changes, only then can the goals possibly be 

met. 

The aspect of testing the organisation's readiness and the preparedness for this challenge 

associated to globalisation, becomes paramount at this stage of the game. Further 

questions may be asked by the business, management and the employees, such as: 

, Why is change necessary for NSA to survive? 

, How will NSA benefit from this change and what is expected from employees? 

• Is NSA capable of implementing and sustaining these requirements? 

Are these questions really that obvious to any human resource department facing inevitable 

change? Where the difference is really measured, is the ability to pro-actively address 

these issues as early as possible and to have a clear communications plan thus ensuring 

that change is gradual and progressive rather than forceful and directive. 

1.3 The problem statement/ Research question: 

The purpose of this research report, is to highlight, within manufacturing, the preparedness 

of the production department of NSA (a local automobile manufacturer) to meet the 

demands associated to the management of change and the effect on the organisation. 

The change should be well facilitated in order not to discard issues such as participation or 

cultural influence. The final objective of this research will be to provide a framework 

whereby NSA, can utilize a simple set of rules to avoid disappointing results regarding the 

implementation of typically large projects. 
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1.4 Sub-problems: 

This research report will focus on investigating the following sub-problems: 

Sub-problem A: An investigation into the previous approach to change management 

during the recent implementation of the ERP solution within the Production 

environment of Nissan South Africa between the period, 2003 - 2005. 

Generally it can be said that in order to make a success of any project it is important to 

involve the participants, in this case the production personnel at NSA, and of course the 

users of the proposed SAP-system. During the initial phase of the ERP project (Beginning 

July 2003 and ending July 2005) the general consensus was that this particular aspect was 

not carried out, so much so that even the representatives that were responsible to analyse 

and capture current state were not aware of the full extent of the project charter. This could 

point to poor communication even at the off-set of this project. 

It is important to understand why NSA embarked on the need for an ERP (Enterprise 

Resource Planning-solution} in the first place. The need for standardisation of working 

platforms becomes essential should globalisation in any organisation become a need rather 

than a competitive advantage, keeping in mind that when NSA adopted the ERP-solution, 

most other automotive manufacturers had already completed their implementations or were 

at least nearing completion. 

When looking at globalization, it is now no longer an objective but imperative, as markets 

open and geographic barriers become increasingly blurred and even irrelevant. Corporate 

alliances, whether joint ventures or acquisitions, will increasingly be driven by competitive 

pressures and strategies, rather than financial structuring (Slater, 1993). As stated above, 

Slater (1993) makes mention of the blurring of geographic barriers, here we see in South 

Africa the increased imported range of motor vehicles available to the consumer. With this 

obvious infringement into our "back yard", the only alternative besides losing market share 

is to retaliate by competing for market share on a global scale, and not restricting NSA 
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South Africa to the domestic market. Not withstanding the obvious increased opportunities 

that extend from globalization such as increased economies of scale, reduction in costs 

and the potential maximization of profits. 

With this in mind, the poor implementation of the adopted ERP-solution for NSA, that of the 

introduction of SAP to the entire business, with the exclusion of the HR, QM and BW­

modules is reviewed (Human resources, Quality management and Business warehouse 

modules). During the initial phase of the project in April of 2003, a number of strategic 

requirements for the project were implemented, such as: 

• Crew forming (gathering of necessary resources for the particular modules); 

• Establishment of the project charter (Definition of project scope); 

• Potential barriers to successful implementation (Risk analysis); 

• Stakeholder analysis (measuring the buy-in from senior management); 

• Establishment of a communication plan (Which remains dynamic throughout); 

• Overview and basic training for project business representatives; and 

• Setting of ground rules and expectations from project management. 

One can see from the above preparation phase, that the ideal scene was beginning to take 

shape. However, there were some shortcomings with regard to issues such as resource 

gathering and stakeholder analysis. As one senior manager stated: "One can see from the 

analysis that there are a number of burning platforms" (Stated during an executive 

feedback session on the status of the ERP-project roll-out.) 
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1.4.1 Resource gathering: 

When embarking on a project the size of the NSA ERP-project, one cannot help but 

wonder if the organisation has the correct number of resources in comparison to those 

numbers of consultants whom are obviously required to assist and guide. The consultanV 

business representative ratio is important to the success of the project and can be 

measured using bench-marking of other auto-manufacturers implementing similar 

solutions. Unfortunately NSA was found to be under-staffed in these areas and as a result 

of this are still today mapping processes and "tweaking" the SAP-system to provide the 

ultimate solution based on best practice as there was no time nor sufficient resources to 

spend on detailed solutions. (Currently the situation, as noted during a discussion with the 

project team manager, addressing, amongst other things, the need for continued support.) 

1.4.2 Stakeholder analysis: 

During the initial phase the stakeholders were to be evaluated and mapped according to a 

matrix.. The purpose of the stakeholder-mapping was to determine the feelings of 

participants involved in the project as well as the level of progress. The stakeholder 

analysis also assisted project management in the assessment of potential risks associated 

to the successful implementation of the project. 

Table 1.1 details the need for, firstly establishing stakeholder's position, with regard to 

personal views as well as a recommended position for the project management team to 

ensure deliverables are met with a positive attitude through the assurance of participation 

during the initial planning phase. Furthermore, stakeholder-analysis allows the gathering of 

sufficient data concerning all areas that may influence the outcome of the project in order to 

assist project management, in pro-actively mapping areas of concern, while at the same 

time, prioritizing areas in order to ensure that sufficient time is allocated to remove potential 

obstacles. 
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Table 1.1: Stakeholder analysis 

Stakeholder analysis 
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Source: JI.Up Training material (2005). 

The stakeholder matrix-mapping, was unfortunately, not carried out and resulted in a lack 

of focus on what the customer ultimately sought after, as opposed to what the project team 

was actually about to deliver, leading to the unsuccessful implementation of the proposed 

ERP-solution. This resulted in the question posed: what could have been done to avoid a 

disappointing project implementation at NSA? 

Sub-Problem B: An investigation into the reasons for the previously identified 

strengths and weaknesses of the past change management strategy. 

It is important that any person would want to avoid making the same mistake over again, 

this is understandably just as true for any organization implementing change. The 

importance of registering mistakes, taking cognizance of those mistakes and most 

importantly, learning from those previous mistakes. This is therefore paramount when any 

organization considers embarking on transformation. 

NSA has a tool that is used to continuously evaluate the status of any particular project. 

This tool is known as the POCA-cycle, and focuses on ensuring that the project team 

moves continuously around the cycle, focusing on areas such as: Plan, Do, Check and 

Action. The data is then evaluated and the cycle begins again. In this way one is ensured 

of a proper evaluation during various stages of the project. This type of focus has been 
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rooted into the V-UP methodology that has been adopted by Nissan from a global 

perspective, with the project management's need for "tollgate" signoff at the end of each 

stage prior to allowing the team to continue to the next stage of the project. This type of 

approach would have been beneficial to the project team during the ERP-implementation, 

as there seemed to be areas of concern regarding what was in scope and what was not. 

(this was a comment made several times during the weekly meetings held between NSA, 

whom was seen as the client and EDS, representing the service provider.) The V-UP 

strategy would have pointed out, almost immediately that the scope of the project was un­

clear and pre-determined milestones would have been required to define the exact scope 

of the project before continuing. 

By using the results of a survey conducted within the business, and by focusing on three 

groups of people, namely those involved in management, those from the business team 

and finally those employees that will eventually be known as the users, NSA was able to 

measure the preparedness of the staff whom would directly be impacted by the ERP­

implementation. Twenty-one questions were asked in the survey, and the same questions 

were asked on four different occasions, allowing consistency in measurement. However, 

the researcher wishes to focus on the possible weaknesses as well as the strengths 

identified during a prior survey conducted at various stages between September 2003 and 

March 2005. Figure 1.2, in the SWOT-analysis describes areas of weaknesses as well as 

NSA's strengths during the project implementation. 
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Figure: 1.2 SWOT• analysis on NSA's ERP- implementation 
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The above SWOT-analysis, allows NSA to realise the areas where weaknesses may have 

been experienced during the roll out of ERP-Areas such as limited knowledge, training, and 

underatanding are all seen as weaknesses, while, consultant dependency, expensive 

licensing and lack of discipline to sustain the system going forward are seen as current as 

well as future threats (Results obtained during an internal E-Mail request for comments 

from the ERP-project team 8 months after Go-live had been realized) The above SWOT­

analysis identifies weaknesses and threats, which NSA should pro-actively address and 

manage in future. 
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Important areas of strength were realized such as: business knowledge, change 

management training and team-building. While these are vital to the success of any 

project, one needs to point out that these areas should have been focused on the eventual 

end-user and not only the project implementation team. The knowledgeable resources that 

have been highlighted, was unfortunately limited to a small number of business 

representatives that the organization could spare. As mentioned previously, there was a 

need for additional skilled representation to allow proper mapping and development of 

business processes. This proved to be one of the major contributing factors to the poor 

implementation of the project at the "go live" stage. The team was too thinly spread across 

the operations environment and this resulted in massive workloads on limited resources 

where problem solving and user assistance were required and expected. 

There are a number of pitfalls, when using a tool such as a SWOT-analysis. Although the 

tool serves its purpose well when used in the context of the ERP-evaluation and potential 

opportunities moving forward. However if this tool is not used correctly, one may find a 

situation where the organization is limited to its current strengths and weaknesses and the 

users of this tool may find this limiting during a strategic planning session. Furthermore one 

can understand that if the organization was to focus particularly on its weaknesses, the 

executives may find themselves locked into detail concerning reasons for non achievement 

rather than attempting to challenge the boundaries of the organisation's possibilities. 

Sub-Problem C: An identification of the factors that facilitate and contribute to • 

successful implementation of organisational change whether planned or unplanned. 

Participation has always been identified as a potential remedy for resistance to change 

(Lewin, 1947). Keeping in mind that at this stage no suggestion is being made by the 

researcher nor by NSA, whether resistance was present or not. I do however suggest that 

there are a number of issues in specific areas that could have been avoided or found 

themselves better prepared for what we see as continuous, inevitable change. 
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"The methodology used when businesses are expected to implement such large projects, 

as well as the unavoidable re-engineering that comes with it, is quite straight forward and 

has been enhanced over the years based on experience" (Bates; 2005). The business 

gets exposed to the proposed methodology and advice is given on the preferred 

approaches to be taken. "I remember at one stage where the project was seen by senior 

management as nothing more than a "plug and play", in fact everyone was looking for the 

disk" (A comment made by one of the project team members during a weekly feedback 

session regarding ERP-project status and readiness.) Such a comment indicates that there 

was minimum change management and/or involvement from top management toward the 

actual understanding of the goals and objectives of the project. 

Thus, with the expertise of the experienced consultants who have witnessed the "change 

curve" on a regular basis, (as they have been involved with many similar projects), should 

come the ownership by the business and ultimately the human resource department, to 

slowly guide the organisation through a well-developed communication plan. This 

communication plan should not only focus on the outcomes but on the need to change thus 

explaining the bigger picture and not just focussing on directed change, but rather a 

planned change. 

The next section focuses on the change curve and the impact thereof in managing 

employees perceptions. 
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Figure 1.3: The change curve 
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1.4.3 The change curve in perspective: 

Goal 

One can see the relevance of the emotions (Y axis) over time (X axis) plays an important 

role, and the understanding of these emotional dips is crucial to the correct management of 

the staff that are subject to the project implementation phases. 

It is vital for the change agents, in most cases a specific team of individuals focussing on 

the needs and reactions of the different groups of people directly and indirectly affected by 

the proposed project, to monitor the different phases of the change curve and assist where 

necessary in directing or supporting at the relevant times. Trying to build a bridge across 

the curve and effectively shorten the journey would prove to be disastrous; the journey is 

the important aspect of the experience during the transformation period (Davis and Dean, 

2005). 
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1.4.4 Directed change: 

Directed change is a top down focus type of change management. This type of change 

management requires less communication to the work force as it is seen as a non­

negotiable strategic part of the business going forward. Senior management therefore 

feels that it is necessary and therefore almost forces the change into place. 

1.4.5 Planned change: 

Planned change however is a little different in the sense that it involves a lot more 

communication and of course the inevitable participation of the stakeholders, which 

obviously includes the employees. 

The use of change management tools are not being disputed by the researcher but are 

found to be rather commendable in such areas as the securing of the services of change 

agents and consultants to assist in the process, break-away sessions to create an ideal 

worl< environment and change management facilitation work shops. However the change 

management was focused on the business representatives as well as the consultants, who 

were in a way themselves, "agents of change" due to the role they were expected to play in 

the ERP-project implementation. The business representatives were participating in the 

planning phase and therefore more accommodating as far as change was concerned. 

Sub-Problem D: To provide recommendations and fonmulate a strategic framework/ 

model for future management of change at NSA. 

NSA would want to pro-actively, measure the preparedness of the various divisions and 

departments. NSA would wish to make use of a survey as well as interviews to capture the 

results of the recently implemented ERP-solution at NSA, with specific focus on the 

production department of the manufacturing facility at Rosslyn, South Africa in order to 

prioritise specific needs. In hind sight, after the chaos of the ERP-introduction, one could 

back track and evaluate the state of preparedness that the production department was at. 

This result would be a frightening eye opener for any change management facilitator or 

project manager, which by the way was highlighted by the project team (All team leads as 
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well as project management) prior to the project completion at a "go/no go" decision 

meeting (These meetings are held at strategic milestones of the project where top 

management, as a steering committee, gets to evaluate the current status of the project 

and when and where relevant then authorise the continuation of the project representatives 

of NSA, were not the only employees who were to be exposed to the new processes and 

systems, therefore the facilitation offered by these change agents should have extended to 

the business as a whole, and been offered as soon as possible during the project. 

There are a number of change management tools available to the NSA business manager, 

however, what will be investigated here, is the correct tools as well as the correct use of 

these tools to drive the desired results. The recognition of "resistance to change", the pro­

active approach to the management of that so called inevitable potential resistance, 

together with the relative and carefully chosen tools of change, will bring NSA to a point 

where we would be in a position to provide recommendations to the business to best 

address the department's needs (those areas that were found to be lacking within the 

organisation during the go-live and post go-live stages of the project.) In some cases 

management may well be able to point out a few areas where there should be additional 

focus, if the organisation saw there was a need for a significant shift in the business and it's 

day to day activities. 

1.5 Research objectives: 

The objectives of this research project are to identify and address the following issues: 

• To identify the change management challenges that the production department at 

NSA has recently undergone; 

• To evaluate the lessons learnt from these type of changes, and how could NSA be 

better positioned to address these continuous dynamics; and 

• The development and proposal of a strategic framework I model for the successful 

management of change at NSA. 
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1.6 Importance of this research: 

The importance of this research is to ensure that the report is meaningful in the sense that 

should NSA consider transformation as a result of external changes, the organisation 

should be able to benefit from the discussion and findings covered within this document. In 

addition to this, there is the need to point out the strategic importance to NSA, thus that 

NSA will generally deliver late on projects, resources will not be adequate in numbers to 

support the required objectives, while adequate training may be found to be lacking in 

some areas. 

Furthermore, there is an opportunity to investigate the frequently discussed and debated 

relationships between areas such as resistance to change and participation, as well as the 

cultural influence when change is considered within different companies or companies 

within different countries. There are three attitudes that an organisation's employees might 

have regarding the need for change. (Elizur and Guttman; 1978) and re-affirmed by 

Dunham, et a/.,(1989). These attitudes are categorised as: 

• Affective, having a feeling of being linked to satisfaction associated to the change. 

• Cognitive, the organisation's opinions and knowledge needed to address the 

change successfully (Later measured as "Organisational"). 

• Behavioural attitude, where the employee's behaviour or intended behaviour related 

to the change is known (Later measured as "Individual"). 

These attitudes, when known, can help NSA in determining the approach to change in 

order to minimise the impact on the employees, and ultimately on the company's bottom 

line. Should the cognitive approach be used early on in the road map of change, resulting 

in the early address of NSA's opinion toward the change, the organisation might be able to 

benefit by indirectly effecting the behavioural attitude as a result, therefore leading to a 

more successful implementation of change. However, if handled incorrectly, or 

misunderstood, the organisation may find itself in an uncomfortable situation. 
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The study will attempt to identify and present recommendation to NSA on possible 

shortcomings related to the complexities of change management. 

1. 7 Research overview: 

Nissan South Afrtca has had a number of extreme pressures placed upon the organisation 

over the last number of years, with the period 2003 - 2005 being no exception. With the 

realisation of increased globalisation and the obvious need to adapt the systems to the 

"new" common platform, it has become necessary for NSA to approve and implement an 

extensive ERP-system, something that will give NSA the edge to compete both globally and 

within the domestic marl<et. This choice was made in the form of SAP (Systems Application 

and Processes). A well established system with obvious advantages of standardardisation, 

fully integrated transparent functionality, with the just as obvious difficult task of design and 

implementation. 

The focus of this dissertation is therefore to evaluate where NSA could have been more 

pro-active, in the sense of improved communication, continuous feedback to the business 

on the changes continuously taking place regarding process mapping. Training in the fonn 

of "role based" rather than "process based" was never presented as an option, while 

configuration was left to consultants with absolutely no input allowed from business 

representation, which inevitably leads to consultant dependency. A situation in which NSA 

currently finds the organisation in, which relates to the original '1hreats" in the SWOT­

analysis, previously discussed in Figure. 1.2. 

Participation within NSA was recorded at its lowest level, during a human research and 

development survey conducted midway through the implementation (NSA Human 

resources department, September, 2004 ). The questions therefore which this dissertation 

will focus on are: 

• Could this poor participation, poor ownership and ultimately poor implementation 

have been avoided? 
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• Could the dramatic impact on production have been minimised?, and 

• Could the loss of volume with regards to manufacturing been prevented? 

The dissertation will explore the detail and analyse the facts with reference to NSA's 

implementation of change management. 

1.8 Limitations and delimitations: 

1.8.1 Limitations of this report: 

Limitations are defined by Collis and Hussey (2003) as the constraints within the research 

project or study being conducted. 

The purpose of this report is to highlight the need for specific tools in the management of 

change. It is not directed at any specific shortfall in management's ability, nor does it try to 

assume that tools were not used or at least presented to management during the project­

implementation phase. The focus rather remains on the importance of the tools and 

attempts to measure the result or _failure should the methodologies and I or tools be ignored 

during a significantly large business transformation taking place in the future. 

1. The study will be based on interviews with internal employees of different levels, but 

will focus specifically on the Production environment. 

2. This study will include a survey conducted internally, representing a sample of the 

NSA manufacturing population, spanning across gender, age and position, to ensure 

an un-bias picture is captured of the feelings associated to NSA's approach to 

project-implementation. 

1.8.2 Delimitations of this report: 

Delimitations are defined by Collis and Hussey (2003) as the reservations of the study. 

While the introduction of the new ERP SAP-solution was aimed at, and impacted directly 

on, NSA as a whole from the financial planning, purchasing and manufacturing 
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responsibilities through to the sales and dealer networking areas, the report will only, due to 

restrictions of time and resources, be focussed specifically at the manufacturing division. 

Further focus on the production activities will allow a considerable amount of detail to 

emerge and further enable the researcher to address specific areas of improvement within 

the production facility at Rosslyn, South Africa. With this said, no generalisation can be 

made regarding the motor industry as a whole, as only NSA employees are to be surveyed 

and interviewed. If change is therefore seen to be inevitable, then NSA should best equip 

the organisation with proven methodologies to assist with the facilitation of the 

transformation processes if the organisation is to expect positive results regarding buy-in to 

the complex task of change management. 

It is therefore vitally important to understand and recognise the issues that may hinder the 

process, and equally important to do something about these. Furthermore, the researcher 

would expect NSA to be in a position to find this report meaningful when considering future 

long term projects and to be in a position to investigate the possibility of further 

improvement and benefits from the results obtained from this dissertation. 

Finally the objective of this research will be to provide NSA, particularly the production 

department, with recommendations on some of the areas discussed as well as to provide 

factual detail to support the recommendations that may enable NSA to learn from past 

experiences and better equip the organisation for the changing road ahead. 

1.9 Conclusion: 

After having been introduced to the background of NSA's business as well as the 

objectives of this dissertation report, it can be established where the boundaries, of such a 

large scope of ground to be covered, are placed. As the field into which this report will 

attempt to explore and research is so widely spread, it is important for the reader to 

understand that the specific areas of change management, preparation for change as well 

as the management of eventual transformation will be discussed and evaluated. 
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A structured approach has been used in order to deliver this dissertation. Various chapters 

have been well structured to ensure that all the sub-problems are addressed, and that valid 

and reliable data is obtained from the research. The data has been carefully analysed so 

that the data is transfonned into useable relevant infonnation, which is robust enough for 

good management decisions to be formed. A detailed discussion on the objective and 

importance of the study will be introduced in chapter 1. 

An analysis of the problems within NSA fonns the focal point for Chapter 2. This chapter 

has been written using various models and theories, which have been applied to the NSA 

Production environment. 

A literature review has been explored within Chapter 3, herein a critical analysis has been 

conducted on available relevant material, which focuses on the topic. The literature review 

considers the points of view of many authors, and considers the applicability of these works 

to the solving of the sub-problems. 

Chapter 4 considers the method used in this research project. Once again the 

methodology has been formulated to best answer the research problem, and the 

associated sub-problems. 

A questionnaire has been used to interact with the production employees at NSA to 

detennine what their views are with regards to change management. The results of the 

questionnaire have been analysed and collated to indicate areas of focus and are 

presented and discussed in chapter 5. This information has been used to formulate findings 

and recommendations for NSA, these findings pertain to all of the sub-problems as 

recognised in Chapter 1. Furthermore, these findings and implications discussed in chapter 

5, will be followed by conclusion and recommendations to management recorded in 

Chapter 6 of this dissertation report. 
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Finally, the opportunity for the researcher to reflect on areas that have been rewarding both 

during the complete MBA programme as well as the research project. Those lessons 

learned and opportunities for further study will be discussed in chapter 7. 
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CHAPTER 2. EXPLORING THE PROBLEM 

"To live a creative life, we must lose our fear of being wrong" 
Joseph Chilton Pearce 

2.1 Introduction: 

Within this chapter, the researcher will establish the real areas of concern pertaining to the 

topic of discussion, namely that of managing strategic change within an organisation that 

has no choice but to adapt and transform accordingly. These concerns will be explored 

using business models adapted from various subjects and disciplines to help highlight the 

concerns NSA is trying to address. 

With the focus being on the achievement of the objectives of this dissertation, chapter 2 will 

introduce the reader to some of the current models that are available for use within NSA. 

2.2 The problem analysis: 

Within the South African business environment, it has been remarked that SA businesses 

look inward, and are "closed" as far as issues regarding globalisation (Human and Horwitz; 

1992). This view was later also confirmed by Vermaak in 1996 when he commented that 

South African organisations have as a result of the past isolation, found themselves to be 

quite "lethargic and myopic" and suggested that the organisations wake up and change 

(Swanepoel, el al., 1998). 
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Figure 2.1: The risk of strategic drift within Nissan South Africa 
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All organisations are faced with, at some point in time with the risk of strategic drift. It is the 

speed by which organisations realize this fluxing effect and of course the speed of action 

that contributes towards either competitive advantage, or just plain survival. In Figure 2.1 

the star depicts the fork in the road, this is where the decision needs to be made on a 

strategic level. Number 3 represents a pro-active approach in searching for a solution to 

assist the organisation out of this "fluxing" phase. Number 4, on the other hand depicts the 

path, which the organisation will inevitably follow should there be no adjustment to in its 

strategic thinking and implementation, that path if chosen, unfortunately may lead to 

demise. This would be justification enough to convince senior management within the 

organisation that progress is inevitable and requires constant thought and action in order to 

be competitive. This was probably the stage that NSA was at with regard to their ageing 

"legacy", (Main frame) systems, therefore qualifying the need to adopt a globally accepted 

alternative such as an ERP-solution. Seeking the ultimate solution would not have been an 
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easy task and a considerable amount of benchmarking may have been used as a concept 

analysis tool. Several solutions would have been put to the board of directors, and SAP 

was seen as the preferred option, keeping in mind that most auto manufacturers are 

currently involved with SAP in some form or another, both locally and globally (Information 

on benchmarking obtained by project team at the outset of the planning phase of ERP, as 

indicated in discussion with the relevant business analysts.) 

If NSA is to become a "learning organisation", the need for a revised mental model will be 

appropriate. Schein (1992) believes that it is possible to develop a "learning culture" within 

an organisation, and the responsibility ultimately lies with the senior management to 

encourage such a culture. Schein (1992) goes on to list the following attitudes and beliefs 

that should be shared by the organisation's members: 

• Senior managers' should encourage members to solve problems pro-actively; 

• Senior managers and experts can be questioned by other employees; 

o There is no one "best" way of working, sometimes in teams, sometimes as 

individuals; 

• Communicating information at all levels is important for organisational success; 

• Diversity in the organisation is good, provided that everyone communicates with 

each other; and 

• Organisational members should be open and reflective about experiences, therefore 

allowing solutions to emerge. 

The above requirements, according to Schein (1992) are good guidelines for organisational 

success through participation, as well as a plain understanding that the challenge is simply 

being able to shift the organisation from where it is at present to where it wants to be with 

the least effort and disruption. Fortunately NSA has developed a strategic tool that does 

just that. This tool is introduced by Carlos Ghozn as the Value-up (V-up) philosophy at the 

global Nissan conference in Japan in 2002. 
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2.2.2 Nissan's global Value-up strategy and the contribution towards global 
success: 

After the success of the Nissan 180 strategy, which depicted the following: 

• the need to realize a drive to become number 1 in the world, 

• to increase operating profit to 8% and 

, to reduce, at that time, NSA's extensive debt burden to 0, after which, a new more 

focussed drive was sought after (Nissan I-Shift magazine, 2003) 

The launching of the Value-up strategy to succeed Nissan 180 was a sure winner. After 

the positive results and the assurance that Nissan could achieve it's targets, however 

steep, the challenge to pro-actively seek and solve current problems by involving all parties 

in group discussion seemed almost simple. With the launch of the global V-Up project 

management office, supporting a group of representatives from all countries, the new 

culture had begun to pemneate through the stiff, almost archaic project approach of the 

past. The time had come where change became the order of the day and accepted by all 

as part of the day to day business, while ensuring that value is obtainable and of course 

sustainable. 

The V-Up methodology is a hybrid of standard management tools combined with the 

philosophy of 6 Sigma, which is used throughout the automotive as well as various other 

industries as an improvement methodology to drive out in-efficiencies by using a disciplined 

and systematic approach (Erasmus, 2006). In V-Up NSA uses what is called a DECIDE 

approach, which breaks down into Define, Estimate, Create a team, Improve/Innovate, 

Deploy and Evaluate. Within this methodology there is a disciplined staging process, 

where continuous re-,,valuation takes place, and specific toll-gate (milestones} sign-offs are 

required as the project progresses. Repeating mistakes or not learning from the past is a 

totally unacceptable philosophy when using tools such as Six-sigma or V-Up. 
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Furthermore, participation in any given proposed change is unavoidable when using the V­

Up methodology due to the need for the continuous involvement of SME's (subject matter 

experts) and therefore NSA's drive to ease the pressures associated to change or the 

impact caused by change is made easier through the use of the correct tools and 

methodology. In addition to this, the increased involvement of management and supporting 

areas in what is termed "crew" meetings, ultimately aims to deliver a sort of ownership 

within the business, rather than an "outside looking in" perspective. This approach allows 

the crew to develop and implement a chosen solution focussing on planned change as 

opposed to directed change. 

Figure 2.2: The V-UP process of tollgate sign off 

-----·' -
-- - . 

~Deflr'lfl -• • - e.til'IMlle - • 

Source: V•Up training material, generation 5, (2006). 

Figure 2.2 depicts the organisation's need for tollgate (milestone) achievement points, thus 

ensuring that each objective has been clearly met and evaluated for quality of delivery. At 

these crucial points in the project, the leader, the stakeholders as well as the crew are 

brought up to speed regarding status, current concerns and most importantly plans for the 

next phase of the project. 

In reality, NSA finds that with the use of the V-UP methodology and the need for tollgate 

sign-off, the disciplines are measurable and the quality of the work is almost consistent due 

to the standardisation of templates used. In the past, NSA has found that there are perfect 

plans but poor deployment, leaving the project in doubt whether the actual "voice of the 

customer" or "voice of the stakeholder" was in fact satisfied, with Nissan's V-UP 

methodology. The project will thus not continue to the next phase if the specific objectives 

of the previous stage were not met and agreed by all parties involved. 
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Below, in Figure 2.3 the specific objectives (however brief), at this level can be seen, thus 

bringing the project and the road map into perspective. Timing as shown in the figure is 

variable and of course should definitely be amended and agreed upon at the outset of the 

project and adhered to throughout the journey. One can clearly see the various steps used 

to ensure there is no mistake in the journey that each project must take: 

• Define, estimate and form a crew; 

• Understand the current state; 

, Define the root cause of the problem; 

o Provide solutions; and 

, Deployment of the solutions. 

o Evaluation of success and achievement. 

The important issue surrounding the tollgate sign-off requirement, shown in figure 2.3, is 

the fact that there is no possibility of moving onto the next phase of the project if the 

required deliverables have not been met. There are specific dates set up where the V­

Leader (Project sponsor), the V-Expert (Project office representative) and the V-Pilot 

(Project co-ordinator) come together to discuss achievement and deliberate whether the 

project may advance to the next phase. This serves a very important function as areas of 

concern are identified early in the project implementation road map and may be addressed 

pro-actively, rather than be presented as a surprise closer to the planned roll-out 

( deployment) phase of the project. 
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Figure 2.3: Road map for V-UP methodology 
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The scale of major transition failure is difficult to determine because the majority of failures 

go unreported (Strebel, 1996). The key is to learn from failure, says Lucey, (2004). "The 

introduction of an ERP-project should be no different, people have gone before us and we 

are most certainly not going to be the last, but yet, our culture is, to re-design the wheel, so 

much so that ignorance prevails, even when the expert advisor demands an audience with 

senior management to discuss the pitfalls, the warning signals are just not heard" (As 

discovered during a feedback session held with all the stakeholders of the NSA ERP 

implementation project). This particular case refers to the warnings regarding the readiness 

of the organisation as seen by the NSA-project team members during the run up towards 

the actual go live phase in July 2005. 
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A Chinese proverb reads: "The beginning of wisdom is to call things by their right names" 

and transformation and/or re-engineering are no different (Management Services, 

2005). The sooner this is acknowledged, the sooner NSA can work to remove the potential 

barriers that exist. The organisation should understand that by simply ignoring the issues 

on hand will most certainly lead to irreversible, costly mistakes. One important step for any 

organisation is to admit they have made mistakes in the past (Ghosn, 2005). 

Figure 2.4: Single loop learning model (Argyris and Schon, 1978) 
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Source: The Open University Business School, Strategy Book 6. (2002) 

Figure 2.4 shows the standard "single loop learning model", which focuses on the process 

that an organisation such as NSA should follow to identify an issue requiring change. After 

which it will then identify the specific solution and the implementation of that solution, 

followed by "discovering and documenting the data captured". Finally the organisation will, 

after having considered all the facts, implement the solution. This particular method does 

not allow an analysis phase where the organisation may call on previous experiences to 

determine areas that should either be avoided or followed. 
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Figure 2.5: Complex double loop learning model (Argyris and Schon, 1978) 
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Figure 2.5 displays the introduction of the second loop in the process the organisation 

uses, this allows for the comparison of the previous, similar proposal, and its solution, and 

therefore enables NSA to evaluate if any similar proposals were unsuccessful, and if so, 

what were the issues causing failure. This will then allow NSA and it's management to learn 

from previous experiences. 

In the sections detailed above, the issues surrounding the failure of organisations and 

specifically NSA, to involve the stakeholders in the planning and implementation phases 

lead to the resistance to change. An organisational attitude of not focussing on issues 

such as failure to learn from previous mistakes therefore needs to be investigated. 
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2.2.3 Completing the loop: 

While it is important to know and understand that an organisation such as NSA should 

learn from previous experiences, it is also vital to ensure that the relevant steps in the loop 

are administered and completed. As previously mentioned in the V-UP methodology, where 

the importance of tollgate sign-off is introduced, so it is just as important to move through 

the different phases of what is called the POCA-cycle (Plan, Do, Check and Action). A 

common pitfall in NSA is the failure to move through the relevant steps and always 

attempting to return to the previous step and thus slowing down or interfering with the 

progress of the project. Figure 2.6 displays the POCA-cycle and the flow of the activities. 

Figure 2.6: The PDCA cycle 

PLAN 

AcnON DO 

otECK 
STUDY 

Source: •Leaming as a foundation to the learning organisation~, (2006). 

Based on the previous discussions regarding the need to follow through and deliver the 

correct requirements at each stage of any given project, one can then involve all levels of 

management in the intended roadmap for the project as well as the particular milestones or 

tollgates that are expected with each corresponding set of objectives. Performing at this 

level will contribute to acceptance of the proposed project and in some way assist with the 

relevant stakeholder's participation while assisting to avoiding. if at all possible, the dreaded 
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resistance to change. The POCA-cycle has been slightly adapted over the years, with the 

addition of the two areas, namely, "study" and "learn". These additional areas provide an 

opportunity for learning prior to moving to the next phase of the model (Grimbeek, 2006). 

Thus, the POCA-cycle is almost simplifying or including the complex double loop learning 

model as depicted earlier in Figure. 2.5. 

2.2.4 Resistance to change: 

The question, "Is there really a resistance to change?" was asked by Lewin in the mid 

1930's. This referred to the resistance as a force affecting managers and employees 

equally, more of a sort of force field working against change (Dent and Galloway Goldberg, 

2003). However Kotter (1995) believed that people do not necessarily resist change but 

rather resist the result of the change. Thus believing that people are reluctant toward 

changing their work environment for fear that they will be singled out and demoted or 

retrenched due to automation. When taken into context one can see that there may not 

necessarily be a "resistance to change" as can be expected, as stakeholders may wish to 

change, depending of course, on the organisational circumstances, but fear the 

consequences that may be related to the change. 

The question can therefore be asked why do stakeholders then fail if the resistance is not 

addressed? Addressing the issues and understanding that there will always be some level 

of resistance, even after all the planning and other logic behind the change has been 

addressed is paramount. According to an article by Atkinson, (2005), the trick is to 

recognise, and ultimately welcome the resistance as a healthy response and an opportunity 

to openly debate possibilities and treat it as a powerful learning process. 
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2.2.5 An organisation failing to become a "learning organisation": 

Learning from past failures is no new global strategy but rather a basic fundamental that 

business and organisations just fail to consider. Take for example, the difference between 

transformation and change. Change is situational, e.g. the new site, the new boss. 

Transformation however, is the psychological process people go through in order to come 

to terms with the new situation, put simply, change is external, transformation is internal 

(Bridges, 2002). Therefore transformation may come as a need to support an external 

influence that requires change, like for instance NSA's need to change to support global 

pressures and different requirements, thus placing the need for transformation solely on the 

door step of the organisation. This in turn places a burden on the organisation, and would 

require the use of a model/framework for the successful communication of the 

organisation's intended change. 

It is important to mention that research was conducted in order to investigate the role of 

participation in project management quite a number of years ago. The research project, 

conducted in America in the early 1940's at a pyjama manufacturing company, focussed on 

specific control groups of different types. The authors French and Coch; (1948) 

successfully managed to prove that there was a relationship between resistance to change 

and participation in the planning and execution phase of any new project to be 

implemented (Lewin, 1947). Given, that the project was conducted far too long ago, and 

the only similarity we may find today is the fact that we still wear pyjamas, while all other 

aspects would most probably have changed and improved with time. Still there is the 

burning issue that between the control groups that were monitored in those days, there is 

the clear understanding that if you involve a group of people in the planning and execution 

phases of any intended change, one will find that there is most definitely an influence on 

any resistance that can be foreseen. The same view has also been debated by the two 

"gurus" in the field of change management and understanding namely Kotter (1995) and 

Lewin (1947). Finally with regard to the control groups used in the research project held in 

the pyjama factory, and a similar test conducted in a similar factory in Denmark a number 

of years later, the results proved negative. The research highlighted the relationship 

between participation, reluctance to change and the cultural background present within any 

organisation. 
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This report will explore the Cultural Web (Johnson, 1988) in the following chapter, where 

areas will be identified that contribute to some sort of resistance as a result of cultural 

differences, and focus on how change agents can overcome the barriers if there is an 

acceptance that problems do actually exist. 

A quick sanity check should be made on a regular basis, checking for 5 main activities that 

may lead to a company becoming a learning organisation. According to Grimbeek (2006), 

NSA should ask the following questions: 

Does NSA as an organisation: 

• Perform systematic problem solving? 

• Experiment with new approaches? 

• Learn from the organisations's own experience and past history? 

• Learn from experience and best practice of others? and 

• Transfer knowledge quickly and efficiently throughout the entire organisation? 

Grimbeek (2006) is of the opinion that, organisations are rarely consistent and successful 

at achieving or maintaining these type of activities as a result of not making these activities 

part of daily operations, which, if performed correctly, could in fact allow the organisation to 

manage the organisational learning more effectively. 

2.2.6 Preparedness: 

A very important aspect of any strategic planning process is to understand and measure 

the preparedness of the internal environment. The question should be asked whether the 

resources are capable of evolving or transforming to the necessary requirement within the 

specified time period. 
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An organisation and it's senior management must be in touch with the realistic capabilities 

before subjecting the company to any level of strategic change. In Figure 2.7 the Argenti 

model can be compared with the steps followed by NSA during the corporate planning 

process prior to the realisation that ERP was a possible future solution. By comparing the 

steps suggested by Argenti with the steps followed by NSA, one can identify an area of 

concern related to the strategic appraisal process (step 3 in the diagram). It can be noted 

that there should have been more time allocated to this particular step as it involves the 

comparison and benchmarking technique used so frequently in business analysis today. 

In addition to this, there is the need for an internal analysis, designed to identify the 

capabilities of the organisation from an internal perspective. Questions to be asked are: 

• Is the organisation capable of implementing such a sophisticated solution? 

• Can the organisation transform to the obvious changes required to adopt such a 

system? 

• Does the organisation have the discipline within the work force to sustain such a 

system? and 

• Can the organisation measure the shortfalls and train employees accordingly within 

the required time frame to adopt such a system? 
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Figure 2.7: Argenti's model of the corporate planning process, adapted for 

comparison to the process followed by NSA 
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Argenti"s model allows one to follow a pre-<letenmined course of action which. even though 

was developed in the early 1980"s. can still find an acceptable place in today"s business 

world due to its simplicity. The focus of the model is to follow a few simple steps to achieve 

success during the strategic planning phase. Although the model is used at the corporate 

planning level, it may be adapted for NSA's current concern, thus to follow some simple 

steps to the project identification, project choice and project implementation phases. 

However this model only helps one to realise the needs of the organisation and does not 

necessarily provide one with instant success when it comes to implementing the needs that 

were identified. The report therefore focuses on the need and complexity associated with 

transfonmation. 
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2.2.7 The orchestra syndrome: 

The researcher has found within NSA, a number of incredible underlying opportunities. 

Having been given the chance over the past number of years to be exposed to the 

corporate environment of the organisation, thus viewing the "overall, bigger picture", the 

researcher has seen, with incredible surprise, an arsenal of huge potential, which at this 

point is not being utilised either correctly or to its full potential. 

A comment was made recently, confirming this potential, in the form of "if we are so 

advanced regarding IT-systems, and we are advanced as far as business improvement, 

readiness and capability, then why is it that we are not achieving our objectives within those 

boundaries? (This is the current situation within manufacturing as pointed out by our 

executive during the monthly management feedback sessions). The researcher found this 

statement to be profound in its simplicity as one can make the assumption that NSA does 

not "gel" or want to as the organisation is not fully integrated. Herein lies the secret to 

ultimate success of an organisation; it is the ability to work as a team or rather can one say 

a fully-fledged "orchestra" that makes an organisation successful. 

Take the analogy of the opening night of a concert, with a full to capacity auditorium, the 

musicians have all been practicing to the extreme, each one in his/her own realm of 

thought, wondering if this will be the performance of their life time. 

Now, enter the thoughts of the conductor, totally caught up in the moment of truth, can he/ 

she fuse this collection of individuals into a harmonious symphony. The conductor knows 

each of these professionals in their own right have their own personal agenda and are 

striving for a boost or opportunity in their respective careers. The conductor knows he/she 

will have to harness this drive and passion for success, and direct this into a combined 

effort and ultimately produce the most harmonious and professional piece of musical score. 

The conductor knows that having a well talented violinist and three excellent percussionists 

does not mean that the final production will achieve the typical standard of what the violinist 
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on his/her own may produce. Here it is about being able to utilise the strengths that are 

available and work with these and attempt to allow the strength found in particular areas to 

permeate into other, not so strong areas, within the rest of the orchestra or as we will know 

it, the manufacturing team. 

Just as the analogy of the orchestra depicts an understanding of teamwork, the corporate 

environment is no different. NSA as an organisation has to understand the need for fusion 

and inter-relationships across the various departments of the organisation as well as the 

industry. The days of working in individual silos are no longer viable and senior 

management needs to adopt this type of thinking and begin putting into practice activities 

that promote inter-departmental and inter-divisional thinking and understanding. As 

discussed earlier there is no better tool for insight than to be able to work in an 

environment that continuously gets to hover at 30 000 feet above the organisation and "see 

the bigger picture". 

2.3 Conclusion: 

So there we have it, one would particularly want to end this chapter with a "so what" 

statement, such as "well what are you going to do about this?" At this point it is a valid 

question and within the next chapter the opinions of the management gurus of the industry 

will be analysed in order to build an understanding of the common pitfalls in the business 

environment, and exploring familiar concepts such as cross functionality, integration, 

participation, and continuous improvement. 
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CHAPTER 3. THE LITERATURE REVIEW 

"The most recognisable characteristic of world class manufacturers is their ability to 
adapt quickly to changing customer and market related requirements". 

Richard Schonberger. author of "World class manufactun·ng·· 

3.1 Introduction: 

After reviewing a number of articles from various authors that over the years have become 

synonymous with the subject of strategic planning and change management within an 

organisation, one can see that there is various views which contribute to debate. This 

chapter will allow the researcher to elaborate on the different views of authors on the 

respective fields and to critically appraise their findings, while at the same time point out 

areas where there is consistency. 

3.2 Literature review: 

The literature review will focus on providing secondary information based on the stated 

sub-problems as detailed in chapter 1. 

3.2.1 Resistance to change: 

The question was raised earlier regarding resistance to change and where does this stem 

from? The answer to this question lies in the term that was created in the early 1930's by 

Kurt Lewin as a force affecting both managers and employees alike (Dent and Goldberg, 

2003). The term has always been used whenever there is any project or proposal for any 

type of change to be introduced to any group of people. The question NSA should be 

asking, is there really such a thing as resistance to change? 

Kotter (1995) believes there is not, but rather believes that resistance to change is merely 

brought upon an organsiation as a result of the thought that it may experience some sort of 
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resistance from the employees who are about to be exposed to the change. Kotter (1995) 

states that there is rather a resistance to the results that the change may affect, such as 

performance review, ability to perform the job, possible re-shuffling, or the fear of changing 

structures as a result of the changes taking place. Here, the argument that "resistance to 

change" is not necessarily there but there are results of that change that need careful and 

pro-active planning to ensure work place satisfaction. 

Kotter (1995) goes on to say that employees actually are in favour of change, if the change 

has been communicated correctly and there is a definite need for that change. One may 

find that change is in fact sought after by the individual. Obviously all of the above depends 

on the nature of the change, as well as, the impact on the individuals' ability to perform. 

This leads to the comment that participation may play a vital role in change management. 

During a study conducted in the mid -1940's in a pyjama factory in America, it was found 

that different controlled groups of people exposed to different aspects of a required change 

reacted considerably different. The first known published reference to resistance to change 

was by French and Coch in 1948, after research was conducted at Harwood Manufacturing 

(the Pyjama factory referred to in Chapter 2) involving four groups of employees, each 

exposed to a different aspect of the project. One group was exposed to the planning and 

development phase and as a result of this was more prone to change due to the direct 

participation. Another group was pushed to conform to new standards and deliverables 

without being part of the planning phase, this group was found to be resistant to any 

changes that were being placed upon them. Although it has been pointed out that the 

conducted research is very old, the learnings are still relevant and can be applied within 

today's organisational environments. Therefore participation may be seen as relevant 

during project planning phases. 

3.2.2 Cultural influences: 

Therefore, by observing the results of this Harwood Manufacturing test, where the results of 

the findings from French and Coch were quite significantly leaning toward a link between 

participation and the success of managing change, one can postulate that participation 
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plays a vital role in the successful track record of change management. However when this 

test was conducted in Denmark, using similar control groups and data, the result was very 

different, leading to a hypothesis that change acceptance or reluctance may be culturally 

driven. 

Johnson, in 1988, with his model of the "cultural web", (seen in Figure. 3.1, overleaf) shows 

that there are vital differences between organisations taking into account the various 

cultural factors. Employees have different views on "the way things are done around here". 

These types of concerns are brought to the surface in areas such as acquisitions or 

mergers, where two completely different cultures are forced to interact as a result of global 

mergers or trans-continental joint ventures. In the world today, this is becoming an 

increasingly popular method of sustaining competitive advantage, and therefore has to be 

met with an equally positive attitude. This will be explored later using this "cultural web" 

model (Johnson 1988). 

One can take a look at the huge impact associated to the "alliance" between Nissan and 

Renault (I-Shift magazine, 2006). It was thought that there would be a huge clash of 

cultures between the Japanese and the French, a sort of "Suchi meets E'scargot". Carlos 

Ghosn was the man in the centre of this, and coined the phrase: "Cultural alliance of 

equals, rather than the use of an, acquire and absorb model" (Ghosn, 2006). The important 

aspect according to Ghosn, is that the cultural values of both Japanese and French are in 

turn fundamental strengths for both Nissan and Renault and should be understood and 

embraced and ultimately used to the organisation's advantage by allowing both schools of 

learning to be equal. Furthermore, by adopting English as the business language, the way 

is paved for compromise between the two cultures. 

In Figure 3.1 below, the importance of understanding the inter-relationship of various 

aspects associated to different cultures are depicted. The basic values, ideologies and 

assumptions, which guide and fashion individual and business behaviours are evident in 

more tangible factors such as stories, myths, rituals, language and jargon, office 
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decorations and layout as well as prevailing modes of dress among the staff (Wilson and 

Rosenfeld, 1990). 

Figure 3.1: The Cultural web 

Soft Issues 

Myths & Stories 

Rituals & Routines 

Symbols 

Source: (Johnson, 1988). 

3.2.2.1 My1hs and stories: 

Organisational 
Structure 

Power 
Structure 

0 

Hnrd Issues 

These are deeply embedded in the cultural web, for example, each different culture will 

have stories about specific heroes within their organisation who have found themselves 

raised almost to mentor status for those who come along afterwards. This aspect within the 

NSA environment, the employees remember the days when we had twenty three directors 

within our ranks, each having a specific portfolio which he/she was responsible to manage. 

Many employees used to ask, what was everyone doing? 

Page 46 W. A. Hunter 



e NISSAN SOUTH AFRICA (PTY) LTD. 

3.2.2.2 Rituals and routines: 

There are specific ways in which things are done within different organisations, for example 

the Japanese will have a morning exercise session prior to any work being done. This is 

seen as compulsory within the working environment, and should be respected should there 

be a worker exchange programme. At NSA, we follow a stringent path down which the 

Japanese influence guides us, using specific guide lines that have been proven world wide 

to assist in managing our shop floor environment, such as GK (Genba Kanri). 

3.2.2.3 Symbols: 

Symbols represent the deeper values of the organisation such as the company logo or the 

corporate mission and vision statements. At NSA, it is important to understand and remain 

focussed on our original mission and vision statement. Although an organisation has to 

continuously change to remain competitive, we must not lose sight of our values and 

principles, pointed out in the statement. 

3.2.2.4 Control systems: 

Different organisations use different methods of measurement, such as the preferred 

system used by the Japanese, namely the NPMS model (Nissan plant management 

systems). This particular control system may be adopted into the Renault organisation, if it 

were found to be more effective than, for example, any particular French system. This is 

where change could be effective regarding control systems. If a particular system works, it 

should be tested in another environment with the intention to standardise and share 

functionality which is successful. 

3.2.2.5 Organisational structures: 

Some organisations have rigid structures and some have flat informal structures. These are 

areas where under normal circumstances, organisations would find most difficult to agree 

on. If we look at NSA specifically, the structure of senior executive through to operator on 

the shop floor has many steps representing some form of supervisory role through to 

management of specific areas, while a typical structure at Nissan in the United Kingdom 
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does not have quite so many stages in between the executive and the operator. NSA could 

learn from this method of "flatter structures" to define roles and responsibilities. 

3.2.2.6 Power structures: 

This is where the strength and guts of the organisation is shown. Is the organisation willing 

to challenge or is it simply content to go with the flow? As NSA has become one of the 

global players within the Nissan global camp, the organisation now has to compete with 

costs, efficiencies and quality on a global standard. Areas such as cost per unit to 

manufacture are now compared on a global scale and become relevant when competing 

for local manufacturing projects. 

3.2.3 Participation: 

Cartwright (1973) suggests that the only way to achieve dynamic change successfully is to 

become part of the group itself. This helps justify French and Coch's findings regarding the 

link between participation and change management success (French and Coch, 1948). 

Marrow (1957), suggests that change is made easier if the welfare of the business 

becomes everybody's business. One can say that both these suggestions lead to the 

realization that there is a definite benefit that participation may have on the facilitation of 

change. Take the statement: "Nobody washes a rental car", this presents itself as an 

interesting fact about ownership. If a project is "adopted" by the staff within the 

organisation, then a sense of ownership occurs and with that ownership comes care. This 

is imperative if the organisation is to expect a successful project realisation. 

Had senior management been more involved with the project, an understanding of the 

changes will have been more apparent and as a result, the impact of the change would 

have been realised at an earlier stage and corrective actions could have been put into 

place. Carlos Ghosn believes that it is the responsibility of top level executives to develop 

future leaders by seeking out those individuals whom are profoundly conscious of their 

company's intent and not necessarily their own. (Ghosn, 2005), this statement re-iterates 

the need for participation at all levels. 
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Machiavelli, a reknowned political genius (1469 -1527) made mention of the fact that there 

is no more delicate task, than to take up the leading role in the implementation of change. 

The question can be asked whether this can be avoided through participation? Gill (2003) 

questions whether change can be seen as a delicate task if organisations involve the entire 

group that is affected? Change therefore has to be well managed by effective leadership in 

order to be successfully introduced and ultimately sustained within an organisation. 

3.2.4 Change management or change leadership? 

A further number of authors go on to say that "change" is primarily about leadership. 

(Kotter, 1995: 106 -116), states that "Change, by definition, requires creating a new system, 

which in turn always demands leadership". This is never more appropriate to the situation 

regarding the ERP implementation at NSA, where a completely new operating system was 

to be introduced, something that was to impact almost the entire business organisation due 

to the reliance on, and utilization of, the old out-dated "Main frame" system. Sadler (1997), 

concurs that success within British Industry is due more to inspirational leadership than to 

good management. This author is thus alluding to the aspects of "change management or 

change leadership". 

A survey conducted amongst 259 senior executives within Fortune 500 Companies in the 

USA by the American Management Association in 1994 revealed the following keys to 

successful change: 

Table 3.1: Attribute measurement table 

Attribute: Percentage mentioning this as Important: 
" 

'1 ,, 

Leadershio: 
,. 

92% 

Comorate values 84% 

Communication 75% 

Team buildina ' 69% 

Education & Trainino 64% 

Source: ·change management or change feadershipn Arlicfe, 2002. 
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Understandably, the date of this finding far outweighs the progress that has been possible 

between then and now, but one can still have the opportunity to realize the differences 

between the two attributes. One must keep in mind that change management versus 

change leadership does in no way indicate that these concepts are mutually exclusive but 

rather point out the need for the two attributes to be complimentary to each other. The 

above results, in table 3.1, tend to indicate that leadership is a primary requirement if the 

journey is change. 

Although the results are not conclusive as the differences in percentage are not substantial 

enough, one can investigate over time conducting further literature reviews, what facts 

and/or further tests have been conducted to conclusively point to leadership versus for 

example, participation as an attribute for consideration to ease the journey towards change. 

3.2.5 The Harley Davidson success story: 

One is always reminded of the Harley Davidson turnaround strategy (Harley Davidson 

success story, 2006)) used to move their motorcycle manufacturing from a "known failure" 

in engineering to a "respected" product amongst the keen motorcycle fraternity. 

Harley's chairman and CEO, Don James (1986) was reported as saying "we have the worst 

machinery in the world available to us here at the manufacturing facility". Incidentally a 

number of years later the same man made the comment "our machines are amongst the 

best in the world and the interesting fact is, they are the same machines as they have 

always been" (James, 1999). 

The success of Harley Davidson, is contributed to the internal culture of the employees, the 

way in which the employees refused to accept that poor quality is a given and the manner 

in which the employees began to take ownership of the processes. This success story 

serves as a benchmark for NSA as it helps to realise the importance of the employees 

within the organisation and re-iterates the need to take cognisance of the wants and needs 

of employees as valuable assets. One can clearly see that the success and turnaround 
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experienced by this motorcycle manufacturer was most definitely as a result in the changes 

that were implemented by the people as well as the organisation's focus on its staff and 

ultimately the customer. The change was not brought about by the change in machinery, 

which the CEO so wilfully wanted to portray but by the adaptability of the employees. The 

culture within the organisation was the golden thread for Harley Davidson and should 

become a learning experience to other manufacturing organisations. 

James (2004) goes on to state that the success at Harley Davidson's Canadian plant can 

be attributed to 1 O passionate steps that can stand the test of time. These steps which the 

organisation and thus NSA should adopt can be summarised as follows: 

1. Get closer to the customer; 

2. Understand what your customer is buying into; 

3. The devil is in the detail, execute the plan as well as it was planned; 

4. Create internal structure to carry out the mission; 

5. Anticipate and prepare for change by listening and getting involved; 

6. Look ahead and plan for 5 years or more into the future; 

7. Give back to industry and society; 

8. It's ok to make mistakes, as long as everyone learns from this; 

9. Empower the individual; and 

10. Pay attention and keep to the organisation's core values. 

James (2004) relates closely to the discussion as detailed in the cultural web-analysis both 

highlighting the impact of culture as well as organisational structures. 
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3.2.6 The Nissan success story: 

Nissan on a global scale was in a situation in the late 90's, where market share had 

dropped to an all time record low, morale was as a result, at it's lowest (Ghosn, 2005) The 

organisation had no alternative but to seek a global partner. Who could Nissan as a brand 

possibly merge with and still as a result retain it's identity and most importantly it's culture? 

Two possible candidates came to mind, they were; The German automotive giant, Daimler 

Chrysler and the somewhat smaller French competitor, Renault, almost like a battle 

between David and Goliath (Ghosn, 2005). 

Renault was successful in achieving 36% of Nissan worldwide (Ghosn, 2005), and 

immediately began sending a small entourage of auditors and specialists to Japan. Carlos 

Ghosn was put in charge of the fact finding mission and spent just three months evaluating 

the current state and planning a solution to Nissan's problems. Shortly after this, using the 

Tokyo Motor Show as the ideal stage setting, Ghosn announced his Nissan revival plan, 

later to be known quite simply as the NRP. 

Carlos Ghosn knew Nissan had a number of dysfunctions but chose to address only those 

that he believed were the most crucial to putting Nissan, as a brand, back on the map. "It 

was clear that we could not afford to spread ourselves too thinly" (Ghosn, 2005). The first 

major challenge for Ghosn and his team was for the organisation to admit that it had made 

mistakes in the past, with this out of the way the gates were open for changes to take 

place. Ghosn immediately announced his dramatic and somewhat drastic revival plan, 

which included a number of tight objectives. The Nissan 180 plan was to sell one million 

more vehicles globally, have an 8% operating profit and have zero debt by the end of the 

first three years of announcing his plan. 

Nissan achieved these stringent targets, which, amongst other things, included the 

shedding of quite a substantial number of jobs as well as the closing of a considerable 

number of plants globally. Ghosn then moved on to the challenges of even stiffer targets, 
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and as a result has become one of the most profitable auto manufacturers in the world 

(Ghosn, 2005). The fact that, change on this scale was possible, even with the cross 

cultural aspects associated to the French and the Japanese, respective identities were kept 

and all cultural differences were respected. The result was a successful implementation of 

a dream that one man had and could implement with the help of a willing, motivated and re­

vitalised group of employees, goes to show that with the right motivation, anything is 

possible. Could this motivation and drive to succeed permeate into the ranks of the local 

manufacturing concern here at Rosslyn NSA? With the right values, communication, drive 

for improvement and an ideal methodology to ensure close out of potential improvements, 

then the answer could be positive. The following section will focus on the importance of 

those values within the organisation. 

3.2.7 Values in the organisation: 

The question can be asked: what are values within an organisation and who should be the 

keeper of such values? In simplistic terms, values are the "mini-motivators" within an 

organisation. These provide the drivers for the employees and in some companies have 

been found to lead to competitive advantage, allowing specific companies that are value 

focussed to out perform those that are not (Kotter and Heskett, 1999). Results quoted in 

the Kotter and Heskett (1999) report included some of the following aspects: 

• Rate of job creation seven times higher, and 

• Growth in revenue, over four times faster than other organisations. 

Further studies by Dearlove and Coomber (1999) reveal that there is significantly lower 

employment turnover when the employing company values respect and teamwork. These 

results were found among a survey of over 1000 US graduates. Therefore, if any 

organisation values the employees within the organisation, ideal teams are then created in 

which all team members strive for the common goal of success. The objective therefore will 

be to ensure that when change is upon NSA, which it most certainly will be, then the 

organisation must be up to the challenge of managing the transformation with precision and 

structure. Having a team focussed on the common goal of the organisation just makes 

sense in the long run. Furthermore, it has been suggested that an organisation needs to 

Page 53 W. A. Hunter 



NISSAN SOUTH AFRICA (PTY) LTD. 

align individual as well as organisational values to support change (Sullivan, 2002). 

Sullivan further states that values have power within an organisation and that the "feel good 

factor" that is injected into individuals when values are realised, has an amazing effect on 

the potential of the organisation. Therefore, an organisation needs to understand that 

values are the "moral compass" of a successful organisation, assisting in both routine as 

well as difficult decision making situations (Sullivan, 2002). 

3.2.8 Kaizen and Continuous workplace improvement: 

The Japanese philosophy of small continuous improvements rings true within NSA, having 

been instilled almost in the culture of the work force. Rewards for ideas generated from the 

people that are in fact closest to the process should be introduced. From the Japanese 

words Kai, meaning "change" and zen, meaning "to become good", Shigeo Shingo, 

introduced into Nissan, the quick fix process improvement ideology. The key principles of 

Kaizen are therefore: 

• Quality, effort, involvement of all employees, willingness to change and 

communication. 

In addition to this, Mosaaki Imai, author of KAIZEN, points out that gradual, never ending 

improvements, doing little things better while setting and achieving ever higher standards is 

key to Japan's competitive success (Swinehart, 2000). 

This typical use of pre-determined steps and methods of evaluation live on in 

methodologies such as Six Sigma, LEAN manufacturing and V-Up strategies, using 

acronyms such as POCA: Plan, Do, Check and Act, or SCORE: Select, Clarify, Organise, 

Run and Evaluate. One can see the pattern emerging, giving NSA one clear objective and 

that is to clearly understand the situation and only then strive to improve, and most 

importantly, deploy and later evaluate. These are the type of tools that a learning 

organisation should have instilled within their respective departments as basic values and 

standard practices to ensure that transformation is a continuous process. 
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According to Swinehart, et al, (2000), there are four dominant principles to support a 

framework assisting an organisation in pursuing world class manufacturing status. These 

principles can be summarised as follows: 

1. JIT (Just in time): This principle focuses on the evaluation of waste. This waste is 

defined as anything other than the minimum requirement needed of materials, labour, 

resources, equipment and time. NSA could do well by adapting, in it's basic form, some of 

these aspects associated to JIT. The capability to ensure that we have only the 

components required for production of the immediate schedule could improve the overall 

plant efficiency and capability. 

2. TQC (Total quality control): Under this principle, everyone in the organisation must be 

involved in improving the product quality. Focus is placed on defect prevention rather than 

defect detection. Improved communications to all staff members about their ultimate 

involvement in the quality of the brand which was adopted recently within manufacturing at 

NSA, could possibly improve the way each individual views his/her contribution towards the 

end result that of producing a Nissan vehicle into finished goods inventory. 

3. TPM (Total preventative maintenance): With the TPM principle, machines and 

equipment are maintained so often and thoroughly that these rarely break or mis-perform 

during a production run. Within NSA, there could be some consideration given to this area. 

Seemingly, maintenance budgets are not seen at the same level of importance as other 

areas such as internal improvements or other budgetary requirements. 

4. CIM (Computer integrated manufacturing): This principle involves the integration of 

manufacturing operations; from design, production and distribution to after-sales service 

and support in the field, through the use of computer and information technology. This is 

the area where the focus is largest within NSA, especially with the new implementation of 

the ERP-solution, moving the organisation to a completely integrated system across all 

divisions. 
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Based on the literature reviewed, a 5th principle can be added to the above.The principle 

will focus on a softer issue such as the organisational "values" that have been presented 

earlier in the chapter. With this 5th principle, the "feel good factor" that is so obviously 

lacking within most organisations, can be investigated, evaluated and specific pillars 

supporting the values within the company can be nurtured to assist the organisation in 

achieving a common goal. 

3.2.9 V-UP methodology: 

This dissertation will not be complete without a look into the tools one can use to ensure 

change is communicated, while employees are given the opportunity to participate in the 

planning phases and what better tool to introduce these specific requirements other than 

the V-Up methodology. This extensive set of tools is made available to identify root causes 

of process efficiencies and in turn propose ideal, realistic sustainable solutions. The 

important and probably most fundamental difference that the V-UP methodology provides 

is the introduction of the tollgate requirements at the various stages of the project. This 

methodology ensures that there is no further passage along the project path until specific 

pre-conditioned criteria has been met. In addition to the V-Up methodology, the emotional 

curve and Johnson's cultural web and many more models or tools will be used in an 

attempt to capture and analyse the data related to the process of change management and 

the facilitation of transformation within NSA's production environment. 

3.3 Conclusion: 

After having reviewed the thoughts and writings of the relevant authors and experts in their 

respective fields, one can therefore begin to develop an understanding of the various 

drivers impacting change within organisations. Understandably, the change management 

field is enormous and complex in it's understanding and requires substantial time and effort 

to research and evaluate all aspects associated to areas such as change, transformation, 

the link between cultural aspects as well as participation of various levels of management, 

the different views on change management or change leadership and finally, ensuring that 

an organisation can pursue world class manufacturing status. 
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This research report focusses specifically on transformation as a result of the need for 

change and of course the ability of an organisation to sustain the continuous pursuit of 

change management. 

In the following chapter, the methods will be identified that will be used to evaluate the 

preparedness of NSA as an organisation for the ERP-implementation process and its 

eventual roll-out, which occurred in July 2005. 
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CHAPTER 4. RESEARCH METHODOLOGY 

"Mistakes are the portals of discovery" 

James Joyce (1882 - 1941) 

4.1 Introduction: 

Within this chapter the researcher will lay out the plans for the various stages of the data 

collection process and the steps anticipated during the data analysis stage. This chapter 

will focus on creating an understanding on which instruments are to be used, to understand 

the different aspects associated with data collection and analysis and in conclusion discuss 

the common areas that a researcher should avoid getting caught up in, if one is to be sure 

that the data collection and analysis process is to be considered valid. 

4.2 Research methodology: 

When embarking on research it is important to understand the differences in 

methodologies. Two types of specific methodologies exist, namely nomothetic and 

ideographic. Both of which will be explored with reference to this particular project at hand. 

4.11.1 Nomothetic: 

This type of methodology is specific to a laboratory type research project where specific 

criteria has to be maintained in order to achieve a specific result. This type of methodology 

is associated, but again, not restricted to, a positivistic paradigm. (Collis and Hussey, 2003) 

4.11.2 Ideographic: 

Ideographic methodology, on the other hand is more associated to circumstances requiring 

a more "in-depth" understanding of the research, where issues such as the human factor 

will feature (Collis and Hussey, 2003). One must keep in mind that the methodology does 

not have to be seen as one or the other but more a move along the continuum toward a 

specific methodology. The Ideographic methodology would therefore be prominent where a 
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phenomenological paradigm is being addressed. This type of methodology (ideographic) 

will best be suited within the context of this research, involving the management of, and the 

understanding of the change that was undertaken at NSA. When using a 

phenomenological paradigm, the researcher is promted to asking questions such as: 

"what?" or "how?", and in doing so, leaves the path open for many other potential lines of 

enquiry (Collis and Hussey, 2003). This therefore ensures that no particular hypothesis is 

perceived. 

The important factor is to ensure that the human involvement factor does not allow for a 

typical "boxed" generalised opinion, as there are far more complexities associated to any 

research that involves people. Further justification for the use of the phenomenological 

paradigm, is the understanding that human behaviour is most certainly involved in a topic of 

related to change management, and therefore a topic such as the one we are dealing with 

in this report. Considerable regard is paid to the subjective state of the individual and the 

researcher can not be completely separated from the topic (Collis and Hussey, 2003). 

Therefore we are driven to pursue the phenomenological paradigm. 

Figure 4.2: Graphic representation of data analysis technique 
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Source: Researcher's graphic representation of paradigms and methodologies. 
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The researcher will be using a triangulation method of analysis, using both quantitative as 

well as qualitative methods of data collection, which will ensure richness and realistic result. 

As can be seen in Figure 4.2, the different paradigms being positivistic and 

phenomenological are displayed. However both types of data will be collected such as 

qualitative and quantitative. Finally the researcher will be using a method of triangulation 

during data analysis, which allows the capturing of both data types with two different 

instruments such as a questionnaire and a number of structured interviews with the 

management of NSA. 

4.3 Data collection methods and instruments: 

The instruments that the researcher will be making use of during the data collection 

process are a questionnaire as well as structured interview questionnaire. 

4.3.1 Questionnaire: 

With the help of a questionnaire, the researcher will obtain quantitative as well as 

qualitative data due to the specific questions asked. At the outset of the questionnaire, 

demographic questions will be asked such as job position and length of time in current 

position, leading to qualitative data. This qualitative data can be quantified and then used to 

establish preferences within each specific field of employment or highlight any areas of 

concern regarding differences of opinion between different levels of management. 

The questions included in the questionnaire will provide the researcher with data required 

to evaluate the research objectives and allow the building of a current state analysis of the 

underlying culture within the organisation, which will provide quantitative data. 
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4.3.2 Structured interviews: 

During the structured interviews the same group of questions will be used to ensure 

consistency. However, the interviewees will be allowed the opportunity to elaborate and 

extend his/her feelings about the particular results tha are to be obtained from the survey 

questions. This approach will allow a qualitative element to be brought to the project and 

allow a more phenomenological paradigm to be explored. The open ended questions will 

assist the researcher in obtaining far richer data related to the results of the survey. 

4.4 Population and Sample selection: 

4.4.1 Selecting the group of questionnaire respondents: 

Within NSA, there are a large number of candidates from which the researcher can choose 

to undergo the questionnaire. In order to avoid bias, the researcher must be very careful 

and avoid choosing specific candidates within specific groups but rather use a stratified 

approach. Using the stratified sampling method will allow the researcher to avoid over 

representation of specific groups such as those responsible for the project implementation 

or employees who are disappointed with the initial roll-out or those that are expected to 

maintain and continuously develop the chosen solution (Collis and Hussey, 2003). 

A researcher must avoid areas such as theoretical sampling, choosing data sources that 

are most apt to helping develop a theory of the process in question, therefore ensuring he/ 

she avoids discriminant sampling by using only the data sources that will help validate that 

theory (Creswell, 2002). In order to avoid the above mentioned situation, the stratified 

sampling method will be used. 

154 (One hundred and fifty four) invitations to submit their Questionnaire will be sent out to 

individuals that form part of the employee compliment of 326 (three hundred and twenty 

six) within NSA manufacturing. The questionnaire is to be attached to a web link, inviting 
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the individuals to participate by almost luring them with important words such as "you have 

been specifically selected" and "your contribution towards this research is valued". It is 

anticipated that the introduction letter attached to the survey will increase the potential 

response rate. 

4.4.2 Structuring of sample: 

• NSA permanent employees = 326 

• Invites to the web link to be distributed through NSA's internal network = 154 

• Penetration of 154 / 326 = 4 7% 

o Average expected return = 50% response rate 

• Potential number of completed questionnaires= 77 (50% of 154) 

• Representation as a result of 50% realised returns= 24% (Must be> than 10%) 

Based on the population and the proposed sample size as detailed above, the focus will be 

on the following areas of distribution: 

• Users of the SAP-system at NSA: 70, those candidates who find themselves working 

on the NSA SAP-system on a daily basis; 

• Users of the SAP-system at NSA: 44, those candidates who find themselves working 

on the system less than 50% of their time; 

• Those employees not necessarily working on SAP: 20 but are indirectly affected by 

the introduction, such as supervisory staff requiring reports; 

• IT consultants at EDS (IT contracting agency): 10, the candidates who were involved 

in the design and configuration of the proposed SAP implementation; and 

• The project team members NSA: 10, those candidates directly involved with the 

analysis of current state, the design of proposed state and the integration testing on 

behalf of NSA, acting as their representatives on the project. 
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Should the above be adhered to, the researcher will be satisfying the required criteria for 

successful data collection namely: 

• 24% representation on the questionnaire and 10% representation from the 

structured interviews would be sufficient to satisfy the required sample size and 

selection; 

• Random selection of respondents, using stratified approach; 

• Un-bias representation of respondents, acknowledging that there is an expected 

50% response from all areas; 

• Confidentiality is ensured as no name will be linked to any response; and 

• Anonymity will be granted, as questionnaires will only be numbered not named, 

therefore allowing a more rich and objective viewpoint from each respondent. 

4.4.3 Selecting ideal candidates for structured interviews: 

As far as the structured interviews are concerned, the researcher will be aiming at specific 

strategically placed individuals who were directly involved or responsible for either the 

decision making process of the chosen ERP-solution or were actually directly involved in 

the implementation of SAP. 

Specific areas of responsibilities the researcher will be focusing on include: 

• HR Manager (Change management); 

• IT Senior Manager (Strategic planning); 

• Manufacturing General Manager (Client); 

• Strategic Team Leader Materials Management (Contracting consultant); and 

• Strategic Team leader Production Planning (Contracting consultant). 
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Tabla 4.1: Data capturing and analysis Matrix 

.,_... =·- - Po,,glltlon -~ ...... ......... .... . -Objective 1: To ldentlttthe -- 326 $Ulltd suff challenges that the 
Production department has Questionnaire - - -· n "' 

........... 
"51fflluutl --· d.allll'alpb: 

undergone within the paS112 ....... "°""""'' 
ObJecttve 1: 

Structured - -...... .. • ... --Interviews - .... 
Objective 2: To l""8stlgate the - 326 1Nltd stiff 

reasons w\Tf, dur1ng this Questionnaire ........ - -· n "' --"511ffluutl --· .... _ 
period, change was difficult ....... :J8 ConNl-.tl 

Objective 2: Structured - .....,, 
Interviews - - .. • .. , --.... 

Objective 3: The development - 326 IHit<:I stiff and proposal of a strategic 
lframeworkl model for the Questionnaire ........ - -· n '" 

......... .,.. __ --· .... _ 
successful management of ........ :J8 CoflAll:11111 

'"lure chanae 
Objective 3: -Strucb.Jred "" ..... - .. • .., qudl.U,,t 

Interviews - .... 

Table 4.1 shows quite clearly the types of data being collected as well as the methods, 

which will be used to evaluate the data once it has been collected. 

4.5 Sources of data: 

Within this research project two types of data, namely, primary data as well as secondary 

data will be used. 

Primary data will be the feedback results on the questionnaire and interview sessions, as 

this will be collected directly from the respondents as well as the interviewees. This data will 

be gathered, coded and then analysed to provide the majority of the information used for 

this particular research topic, keeping in mind that information, when organised in a useful 

form becomes data (Collis and Hussey, 2003). On the other hand, there has been the 

opportunity to collect and analyse secondary data, which have been obtained either from 

books, articles, published statistics as well as minutes of vital and/or important meetings 
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relevant to the subject being researched (Refer to chapter 2 and 3). Keeping in mind that 

with qualitative research, the potential sources of data are limited only by the researcher's 

open-mindedness and creativity (Eisner, 1998). Furthermore, the researcher will attend a 

number of strategic seminars and/or workshops to experience the latest trends regarding 

change management and the journey of transformation. This will allow the researcher to 

ensure that current strategies are measured against the theoretical; paradigms and models 

of gurus of the past (Davis and Dean, 2005). 

4.6 Reliability, validity and generalisability: 

It is vital during the data analysis phase to ensure that the researcher understands the 

relationship that reliability and validity of data share. The reliability test will lie with the 

ability to replicate the same set of questions and obtain a similar outcome or result, 

whereas the test of validity will lie in the interpretation of the results. One can find that the 

reliability may be high while the validity may be low, as depicted overleaf in Figure. 4.1. 

This does not necessarily lead to a discrepancy, but indicates that the outcome may be 

repeated and a similar result may be obtained. However the fact that the validity is low 

could mean that the measurement criteria may not necessarily be ideal. A validity test will 

be included, by introducing similar questions focussing on different angles in the 

questionnaire. 
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Figure 4.1: Matrix indicating relationship between reliability and validity 

High 

0* OJ* Typically within a Pay-off matrix, 
one would seek to focus on 

aspects which lie ..,,.;thin a specific 
area on the matrix. For instance if 

we look at aspect number 2, 
located off to the left hand top 

quadrant, this indicates that the 
·reliabil~y• is high but the "...alidily" 

is potentially 10\llf. On the other 
hand, the aspect number 1, is off to 

the top right hand quadrant, 
indicating that both the "reliability" 

as well as the "validily" are 
potenlia11y high. 

Low 
Low High 

Validity 

Source: Ansoff's pay off matrix, Open Universiry Strategy book {2002) 

The focus of the research is to have the result plotted in the right hand top corner of the 

matrix shown in Figure 4.1. Position (1) indicates that both reliability and validity are "high". 

This would be the ideal scenario for a researcher to ensure that validity is secure by 

building in cross tabular checks such as questions rephrased at different stages of the 

questionnaire. The researcher has done this in the questionnaire, asking a question in a 

different manner to detect if there is a different response. These types of question 

numbers will be coded to ensure correct analysis at a later stage. 

Furthermore, generalisability needs to be considered. It will be unfair to generalise about 

an outcome of a research topic. Again, reference back to my control group in the pyjama 

factory, where a specific result was obtained in North America, but when this control group 

was duplicated and the test performed in Denmark the results were very different, therefore 

indicating the possibility of cultural influence. This specific research finding cannot be 
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generalised as the sample is only focussed on employees of NSA and does in no way 

represent any organisation external to NSA manufacturing. 

Questions that may be asked to test reliability, validity and generalisability can include: 

• Can the research be repeated with similar results? 

o How valid are the measuring instruments? 

• Is specific data available to generalise the findings? Has the evaluation been 

exposed to a second opinion? 

4.7 Defining parameters and scope: 

The scope of this research project is to evaluate the success of the recently implemented 

SAP-project, taking the thoughts of all NSA employees into account across the board from 

top management, IT consultants, business representatives and finally to system users. This 

will ensure that all employees that have had access as well as those that currently still have 

access to the NSA SAP system will have equal opportunity to complete the questionnaire. 

Top management, who are familiar with all areas impacted by the change, will be 

interviewed and allowed, through open-ended questions, an opportunity to give his/her 

opinion on the area being researched as well as the past project's success factors. The 

qualitative factor of the open ended questions will assist the researcher, in building a model 

which is both useful and realistic for NSA's production team to consider. 

4.8 Implementation issues: 

In order to ensure that the questionnaire phase is carried out successfully, there are a 

number of milestone checks that need to be verified: 

• Have valid questions been asked, focussing on the research objectives? 
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• Would the researcher feel comfortable if he/she were to be expected to answer the 

questionnaire? 

• Has it been established that the questionnaire is not too personal? and 

• Has the questionnaire been piloted and tested adequately? 

The researcher has no intention in wasting the time of any of the senior management and 

their staff, while ensuring that a professional, formal environment is created. These aspects 

will assist in enabling a speedy, qualitative method of data collection. The use of some of 

the following tools to assist with this particular instrument may be considered: 

• Notepad for easy and quick notes during the interview (which could assist in 

establishing the mood at the time the interview was held); 

• Recording device to avoid mis-interpretation (If this is acceptable to the interviewee); 

• Scheduling a one on one session in the comfort of the interviewees' office; and 

, Forwarding the results of the survey prior to the interview session, in order for the 

executive representative to understand and prepare. 

As qualitative researchers collect data, many also begin jotting notes (sometimes called 

memos) about their initial interpretations of what they are seeing and hearing (Leedy and 

Onnrod, 2005). These notes will allow the researcher to reflect on the situations or the 

mood during the interview and assist in increasing the richness of the data collected. The 

people being studied must know the nature of the study and be willing participants in it, 

(known as informed consent), and any data collected should not be traceable back to 

particular individuals (thus maintaining their right to privacy) (Leedy and Ormrod, 2005). 

During the interviews with specific senior management staff, it will be important for the 

researcher to maintain rapport and to create a feeling of trust. This can be achieved by 

showing compassion and interest in other ways such as body language, smiling, 

maintaining eye contact and leaning forward, using such neutral encouragements as ugo 

on" or "what do you mean ?" (Shank, 2002). 
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Finally, there may be concerns regarding participation in completing the questionnaire due 

to the current pressures related to the production department within the manufacturing 

division. These concerns are related to the launch of a new model derivative into the 

domestic market place (The TIIDA), and all related new model introduction requirements 

with which Manufacturing are faced. However, with this in mind the researcher will aim to 

counteract this concern by soliciting the help of senior management to sanction the 

questionnaire. This will be done under the banner of its potential contributing factors 

towards the development of an improved model or framework for the management of 

change and transformation related to future project implementation within manufacturing. 

This is where the "lure" statement is so important when inviting the respondents to 

participate in the research project by linking to the web link supplied on the invite. 

4.9 Ethical issues: 

It is difficult to conduct research at all without running into ethical arguments (Coolican, 

1992). According to the author Kervin (1992) an ideal checklist shoud be used in order to 

cover all areas. The list should consist of the following: 

1. Will the research process harm the participants or those about whom information is 

gathered, including indirect participants? 

2. Are the findings of the research likely to cause harm to others not involved in the 

research? 

3. Is accepted research practice being violated when conducting the research and data 

analysis as well as drawing conclusion? and 

4. Are community standards of conduct being violated? 

Various areas of ethics may be compromised when attempting to gather information on the 

research project. It is important to be aware of these potential pitfalls at the outset of the 

project. Areas such as the exposure of an illegal activity or the need to share knowledge 

with a superior even after you have guaranteed anonymity. 
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Within NSA, a strict code of conduct regarding areas such as those mentioned above exist 

and it is vital to adhere to these rules. Should there be any reason for information 

disclosure, providing it is justified enough to prove transgression or legal violation, then the 

decision must be made and the options evaluated to determine whether or not that 

information must be released even after anonymity has been guaranteed. NSA's code of 

conduct uses the analogy of a game of soccer using such terms as "red card offences" for 

illegal conduct such as "foul play" at the work place. This helps to drive home the need for 

"fair play" regarding principles at work and initiates a cultural spin on the need for everyone 

to take ownership and be aware of un-ethical conduct in the work place, or as the analogy 

may go, the field of play. This promotes the aspect of values within NSA and helps secure 

an environment where all can work together towards a common goal. 

4.10 Confidentiality: 

Assurance of confidentiality will be given, providing that there are no out of the ordinary 

findings that require disclosure due to ethics, (discussed in previous paragraph). Any 

response will be marked by IP address only to ensure that there are no duplicate 

responses received. Assurance to the respondents that confidentiality will be strictly 

adhered to will ensure that the participation of the respondents are in fact meaningful, 

objective and contribute to the research and data analysis. A situation where an employee 

feels intimidated and therefore does not answer objectively will render the exercise 

regarding the questionnaire useless. Within this questionnaire the researcher will ensure 

that the respondents understand that anonymity will be respected, as there is no need to 

have a name linked to a returned questionnaire. 

However, while the structured interviews will enable me to identify with each participant, it is 

important for the researcher to assure the candidates (senior management) that 

confidentiality will be guaranteed. This will allow open ended questions to be answered 

truthfully and objectively, again there will be no particular need to link a specific response to 

a particular interviewee, and this must be communicated to the interviewees at the outset of 

the meeting. 
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4.11 Relationship of questionnaire to objectives: 

It is vital to ensure that the questions asked in the questionnaire relate directly to the 

objectives of the research project. In some instances one may find the researcher could get 

carried away with the questions they themselves would like to ask and lose track of the 

objective the researcher is seeking to answer. A trial run of questions and analysis should 

clearly point this out and should not be ignored. This again links to the need for a "pilot" 

exercise prior to the actual release of the proposed questionnaire. 

The table 4.2 below indicates the relationship of the questions asked in this research 

questionnaire to the objectives of the research statement; this allows the crosscheck and 

evaluation of the ability of the questions to address the objectives. 

Table 4.2: Relationship of question numbers to research objectives 

Oblectlve 1 Qblectlve 2 Oblectlve 3 
"'J 1: 

To identify the challenges that , , The development and proposal 

the Production department has To Investigate the reasons why of a strategic framework/ model 

undergone within the last 12 change was dffflcult for the successful management 

Months , of future change , 

Questions related to Objective 1 Questions related to Objective 2 Questions related to Objective 3 

1; 2; 3; 4; 5; 6; 7; 19 & 20 
8; 9; 10; 11; 12; 13; 14; 15; 16; 17 11; 12; 13; 14; 16; 17; 18; 19; &20 

&20 

4.12 Pilot study: 

On completion of the questionnaire draft, it is important to perform a pilot exercise, which 

will enable an un-bias representative to test the questionnaire for mistakes, areas where 

the researcher may potentially offend individuals or specific inconsistencies that may have 

been overlooked during the preparation stage. 
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Ideally, the questionnaire should be tried out on people who represent a similar group of 

expected respondents whom the researcher is seeking to question. This will allow for 

correction of mistakes or areas that are not so obvious where ambiguity may creep in. 

Several attempts may be necessary prior to the questionnaire being ready for distribution to 

the researcher's potential respondents, keeping in mind that there is only one opportunity to 

collect the data, and therefore should ensure 100% accuracy. Respondents would not take 

lightly to a request to re-submit their questionnaire for whatever reason. 

The pilot study of the questionnaire should address all aspects, not only areas where there 

are inconsistencies or mistakes in grammar or even ambiguity, but also areas such as the 

purpose of the questionnaire should be tested, according to Collis and Hussey, (2003), 

seeking answers to the following: 

1. Are there sufficient questions to enable adequate analysis? 

2. Do the questions relate to the research objectives? 

3. Are the questions easy to follow and understand? 

4. Has the respondent's anonymity been assured? and 

5. Is there a guarantee on confidentiality of information? 

Furthermore additional questions should be answered during the pilot exercise, according 

to Gill and Johnson (2003): 

1. Are the instructions to the respondents clear and unambiguous? 

2. Can the questions be understood, and are these free from jargon? 

3. Are the purposes of the research revealed to respondents in a way that will prevent 

bias? 

4. Is it possible that the respondents may find the wording of questions offensive, 

insensitive or embarrassing? and 

5. May the wording lead the respondent to a particular answer or imposed assumption 

that may be un-warranted ? 
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Only at the adherence to the affore-mentioned criteria should the questionnaire finally be 

distributed for completion. 

A number of changes were made after the initial pilot exercise was conducted. A list below 

indicates some areas where changes were required and reinforces the need to pilot any 

questionnaire prior to distribution to the prespective respondents: 

• Some areas where ambiguity could have been a concern; 

• Duplication of question asked; 

• Spelling mistakes; 

• Original length of time specified to complete the questionnaire; 

• Original was to be hard copy, proposed new solution was to be web linked; and 

• Hard copy was originally three pages, web link became one page. 

Table 4.3: Road map for Research project 

.. 
Project plan for research and preparation of data 

., Literature search 2 Months Searching for relevant literalure, initialy to begin 
C Feb & Ma orocess. lhis will continue throuahout oroiect 
0 ., 

Comnarison of imnlimentation methodolnnies 1 Month Discover differences to aproach similar problems. 1/1 .. Continue leterature search and review ' locate these oraanisations or Oecartments 
,:: 
IL In deoth analvsis on ~al few" 1 Month Focus on Iha real differences. Select the vital few 

Mav that we will discuss 

0 
Literature search to include interviews 2 Months Embark on extensive interviews across the 

.! Jun & Jul soectrum of reoortino levels to include users 

., 
Survev results of interviews and reflect on chanaes 1 Month Reflect on those results obtained from the 

= Review of literature Aua interviews. How does this comoare lo literature? 
,:: 
IL 

Field work to include bench marked orrianisations 1 Month The posibility of physically exploring other 
Seo oroanisations thal have had similar exrieriences 

Phase 3 Como1etion of Reoort editino and creoaralion 2 Months Comprehensiwl analysis of captured detail and 

Oct & Nov presentation, including editing and preparation 

Source: Collis and Hussey, (2003). 
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As can be seen in Table 4.3 above, the plan of work will allow the researcher specific time 

frames to focus on particular aspects of the data collection and evaluation phases. It is 

important at this stage to map out the journey or road map to ensure that the process is 

consistent and achievable. Review of this plan should be done regularly and should any 

updates be required, these should be done immediately to indicate the impact on other 

areas of focus. 

4.14 Data types and research variables: 

Data types and research variables can be best explained by the following sub-categories: 

4.14.1 The Independent variable: 

These are the number of "yes" or "no" records. These can be manipulated to determine the 

outcome of the dependant variable. These can be seen as the answers selected by the 

respondents to the particular questions, such as, agree, strongly agree, disagree, strongly 

disagree or simply do not know. 

4.14.2 The Dependant variable: 

This could be seen as the resulting outcome of the independent variable. If y = f(x), ("y 

equalling a function of x"), then x would be the independent and y would be the dependant 

variable. The dependant variable is directly influenced by the resulting independent 

variable. This is the conclusion that is drawn from the independent variable such as we can 

now see due to the respondent's response that the following statement is significantly 

correct. 

4.14.3 The Confounding variable: 

The fact that the population being surveyed knows he/she is being monitored is known as 

the confounding variable, as this knowledge could influence the answer provided by the 

person being surveyed. It is important during the survey that the respondent's answer the 
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questions objectively, and should under no circumstances feel that they are being 

pressured into a particular response. 

4.14.4 Extraneous variable: 

This extraneous variable is seen as any other variable other than the dependant variable 

that may have an impact such as an extra question which did not feature in the original 

questionnaire. This will not be present during the survey conducted within NSA 

manufacturing as this particular group of questions may not necessarily be repeated in it's 

entirety at a later stage. 

4.14.5 Order effect: 

As the questionnaire becomes more acceptable and as it is introduced quarterly, the 

population may answer in a more relaxed manner than previously, or have a better 

understanding of what is required, effectively contributing to an incorrect reading. Order 

effect will not be present during this particular survey as the researcher aims to present the 

survey only once. 

It is vitally important to understand the explanations of different variables as these will be 

required during the data analysis section of this report. Having a clear understanding of 

what is being measured and what criteria may be influential to a consistent and normalised 

data collection process will prove to be crucial. Therefore the researcher has to be sure that 

he/she understands the underlying aspects associated to the recently implemented ERP­

solution for NSA. 

4.15 Bias: 

There are a number of situations where biases arising during the course of an experiment 

may cause an influence or mediation of the effects of the independent variable (Collis and 

Hussey, 2003). If the example of the survey conducted at NSA during 2003-2004 (the 

survey condicted by HRD during the preparation phases of the ERP-project) is used as an 
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example, one can say that the influence of the following can be seen as biases in this 

particular project: 

1. The re-structuring of the department responsible for SAP support, resulting in 

different understanding of the sample being tested and therefore influencing the 

outcome of the test or experiment, such as re-shuffling of management team after the 

go-live period. The management of the respective areas are found to be different and 

therefore answers could be different. 

2. New employees employed between surveys, that may have a better understanding, 

or less of SAP and its capabilities can be included in the survey at a later stage, thus 

influencing the true validity of the testing being done quarterly., such as those newly 

appointed consultants whom were not specifically involved in the earlier stages of 

planning but were later brought on board for support. The following questions can 

then be asked 

• Are apples being compared to apples? 

• Is the sample population the same from quarter to quarter? and 

• Is the sample population the same from survey to survey. 

3. The involvement and/or interaction of the experimenter and the subjects being 

monitored can have an impact on the results. One can experience a direct influence 

from the researcher in the form of being lead to a researchers intention and/or 

preferred outcome. Such as a researcher using pressing questions until his/her 

required outcome is achieved or aiming questionnaires at preffered supporters of 

either a positive or negative outcome. 

There could be many more biases relevant to this report, as there are a number of 

individuals within the organisation that had a pre-conceived idea that the introduction of 

SAP into NSA was not going to be a success, so therefore one could imagine that the 

answering of the questions within the survey could be directed towards a negative result. 

This can be analysed further during the data analysis phase where these particular 

occurrences, if any would be seen as "outliers", and as a result may be disregarded and 

not considered during the stage where conclusions are drawn. 
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4.16 Conclusion: 

After having reviewed the methodology to be used during the data collection and analysis 

stages of the research project, the focus will now move to the results as found from the 

survey as well as the structured interview sessions. The following chapter will thus 

introduce the reader to the actual results of the survey performed on the previously 

categorised population. This will be followed by discussion around the qualitative data 

collected during the structured interview sessions with the executive. During these 

structured interviews, the results of the survey conducted during September 2006, was 

disclosed to the executive and the researcher presented open ended questions for 

discussion. 

In addition to the presentation of the data in chapter 5, the researcher will discuss some of 

the findings in detail. 
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CHAPTER 5. DATA PRESENTATION AND ANALYSIS 

"Facts do not cease to exist just because they are ignored" 
Aldous Huxley (1894 - 1963) 

5.1 Introduction: 

In this chapter the researcher will firstly present the general demographics of the 

respondents partaking in the research survey. Then the focus will be on the questions 

associated to objective 1, where all tables and charts will be shown and discussed, before 

moving onto objective 2, and finally followed by questions associated to objective 3. The 

questionnaire is attached as appendix 8.2.1 at the end of the report and the questions 

pertaining to each sub-problem are displayed in chapter 4. Additional data concerning a list 

of questions that are to be presented to the executive for comment can be found at the end 

of this report as appendix 8.2.3. The researcher will use these questions and the 

opportunity to present to the executive some of the significant findings based on the survey 

while at the same time seeking comment and guidance regarding potential 

recommendations for the future. These results will be presented at the end of this chapter. 

5.2 Demographic results: 

Table 5.1: General demographics of respondents 

Engineering & Quality 

Finance & Control 

Production 

Female Total 
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Management 
Non SupeNisory 

Non SupeNisory 

Consulting 
Non SupeNisory 
SupeNisory 

1 
1 

1 

1 
1 
1 

6 
W. A. Hunter 



NISSAN SOUTH AFRICA (PTY) LTD. 

.. •· 
• • • • 

. ··..:4"'Ji1~ 
'· ·' " 

Mala I 
En9ineerin9 & Qua.Ii!,): 

Management 2 
Non Supervisory 3 
Supervisory B 

Finance & Control 
Consulting 1 
Non Supervisory 2 
Supervisory 1 

Lo9ietics 
Consulting 3 
Management 3 
Supervisory 2 

Produdion 
Consulting 2 
Management 6 
Non Supervisory 1 
Senior Management 1 
Supervisory 1 

Mala Total . " 36 ' ' 

~,'iibfilj) " ~ 

The above tables indicate the general demographics of the production support areas within 

NSA manufacturing. The researcher wishes to bring the reader into the picture regarding 

these facts related to gender, position held and field of employment. A number of 

comparisons will be made where position of employment or field of employment may make 

a difference in the responses obtained from repondents. The data above displays that out 

of all usable responses within the sample of 42, there were 6 female respondents and 36 

male respondents. 
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5.3 Results of questionnaire: 

5.3.1 Objective 1: 

To identify the challenges that the Production department has undergone within the past 12 
months. 

Table 5.2: The success of the ERP implementation. 

Management 
Agree 
Oisogree 
Strongl>_'. disagree 

2 

• 6 

Management Total I' 12 

Non SuRervisory_J 
Agree 
Disagree 6 
Strongly agree 1 
Strongly disogree 1 

28.57 

Non SUR81ViSO~c.T,cOe,le,ae,1 _____ _;__ ___ _,9'--+---'2"-1.c,4,c3.~. -J 

I II 

Curren! Position c·· 

Cnongo In OTOonlsoUon r-
CJ Manogomonl Agroo 
Cl Manogomonl Oleogroo 
c Monogomonl Strongl't' ogroo 
CJ Monggc;,monl Strongl't' Cllsogro 

• N0n eup0IVIB0,Y Agr0<I 

As indicated by above data, the success of the ERP implementation was not, in the eyes of 

the respondents, representing only those of supervisory and management staff, seen as a 

success. With non-supervisory staff and management making up 50% of the total 

respondents, one can see that the message is relatively clear, regardless of the position 

held that 81% of respondents agreed that the implementation was not a success. 
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Table 5.3: Success of the execution during the transition period 

Between 6 &. 1 O x:ears 
Agree 
Oiso.gree 
Do Not know 
Strongly disagree 

Between 6 &. 1 O years Total 

Greater than 1 O ~ars 
Agree 
Disagree 
Do Not know 
Stron lY disagree 

Greater than 1 Or.ears Total 

Less than 6 r.ears 

Less than 6 xears Total 

Agree 
Disagree 
Siron ly disagree 

oAQrao 
a Olsogroe 
COO NOll<nOW 

St n I 

1 

• 
1 
1 

11 26.19 

6 

• 1 
1 

16 38.10 

J 

' 9 

16 

This question focussed on the length of time in current position and this was examined 

against the respondent's understanding of how successful the transition was. This allows 

an analysis of the difference of opinion as measured against the opinion that this is "the 

way things are done around here". 10 respondents out of 42, representing 24% agree that 

the transition to the new ERP solution was successful, while an overwhelming percentage 

of respondents , equalling 72% indicate that the transition was in fact unsuccessful. 
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Table 5.4: The understanding of the difficulties associated to change management 

Agree 
Oisogree 
Strongly agree 

co7'isu1trrrg,....,_1 o=ta'°1,_ _____________ _ 

Management 
Agree 
Oisogree 
Strongly agree 
Strongly disagree 

• 1 
2 
( 

5 
1 
5 
1 
1·2-

"No"nSuec,ee,mB.;· s,,o,.,ryJ ____ _; 
Agree 5 

• • .. 

28.57 

1~--,,,------a,,-,--,---"s'-'1'-',o'-'"!>i!l!ec•ec•s.'ce"'-'"'------"•---I------I 
Non SuQervisofY.:_T,:oe_t,_,aJ.,_ _______ J..I ____ _,,9,_ __ 1 __ ..,2s.,1_;.◄e,3,___1 
Senior Management 

Senior M·arfagemefit-rOt8] Slrong~o,•,a•,a•-----{---~--2;3·9 

Sueervisory:c_ _____ __, 
Agree 7 
Disagree 1 
Do Not know 1 

____ _,,So,1'c,o:.,.n:,,g.!).'. ag",'°c-",;...---- 4 
SuQervisolf.TOtal O rs--

larookdownl 

cAg,oe 
DDlsogroo 

a Do NO'I know 

Q SIJong,v OQfOO -

.-30.95 

" 

'"' 

Most agree that change in an organisation is generally difficult to manage: 88% of the 

respondents indicated that this is generally the case. 
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Table 5.5: Measurement of personal preparedness for the ERP Implementation 

Agree 2 
Diso.gree 1 

l=--~~~~~-----~S~•~m~n=•Y~,;•~e~o'-------i◄---1--~~-I 
Consulting Total 7 16.67 

Management 
Ag,ee 
Oisngree 
Strongly agree 

---~S~•~•o=ng!,Y. disagree 
·t-,tanagementlOtal <-1 t· 

No'nS~iSofY. ____ ~ 

5 

• 
2 
1 

r2 

Agree 5 
Diaogree 2 
Do Nat know 1 

lc,-~-----~.....,-.--~S~t,~o~n,,.gly disagree 1 

Non Su~erviSOfY.;:'T;;o:'.:t;'al:'::::=-.:;-------------"9'---t--"'-'-' "•◄e,Jc....-J 
SefiioTManagement 
___ --·---· -~---~ _ __ _ Scrong,tt: disagrco 

senior Management 1-otal ~ ' , : . } 
~UJ!8MSO!)'. 

Agree 
Diuag,ee 

1 
l 

l=----,--c-,-,,-.-.----~S~•~'"~"=9'Y. o.g~•,ee,eec_ _____ --,~--+--==--l 
SUJ!BrviSOfY. Total 

1e,oa1<downl 

.... 

, ... 

1 woo woll prop_arod i'Dr mO c:honoo•;: 

OAgroo 
0011:1a11roo 

COONOll<00...-

0 Glrongly ugroo 

• fro I a roe 

Actual personal preparedness is clear here when dealing with the responses from the 

consultants, but there are mixed feelings amongst the business concerning the level of 

preparedness. 62% of respondents are in agreement that they were personally prepared 

for the ERP implementation while 33% indicated they were not. 
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5.3.2 Objective 2: 

To investigate the reasons why. during this period (July 2003 and July 2005) was difficult. 

Table 5.6: "I could have been more involved in the preparation phase" 

• 
Consu ting___J 

Af1JOO 
01oagroo 
Do Not know 
Strongly a!:JrOC 
Strongly d1oagroo 

Consulting TOtal 
·Managemen(:J 

Agroo 
Diuogroo 
Do Not know 
Str~ agroo 

'Management-TOt'al 
"Noii'""SUQ81'Visory 

Agree 
Dioagroo 
Do Not know 
Strongly agroo 

21 
1 I 

~I 1 • 

7 r--,, ,, 
1 
3 

1·2 

3 
1 I 
21 

--"- ______ Str.!:!'!.9l~y~d,,,,;•~•~9a,'~"~"'----------.'.+-
Non SuQervisory:_T,.;o"t"al"'---------------"-;­

~I 
9 

Sen1or Manag!t_.ment 
Dicag_!!!_O 

Senior M~a-n-a~g-e-m-""e-"'ntTot'al 

§!!Qervisory=-:J 
A9ree 
Disagree 
Strongly agree 
~~ d1oagrcc 

Sueerv1sory,: TOtSI 1 

,. 

m °'Clroo 
mO1•011roo 
OOONOlknOW 

0 8trongt-, ogroo 

• ' " . 

1 
1 

H 
31 1 • 

" 
rs 

16.67 
------····· 

21. ◄ 3 '-

2.30 

3 .95 
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The measurement of participation, asking the question whether the respondents felt they 

could have been more involved indicates a shift towards the need for increased 

participation. 71% agreed that they could have been more involved, while 28% indicated 

that they were adequately involved. 
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Table 5.7: "The business was too busy with day to day activities to take change 
seriously" 

Agree 
Disagree 
Strong! o. ree 

Management Total " 

Non Sueerviso!Y 

7 
1 
4 

12 

Agree 5 
Disagree 1 
Do Not know 1 
Strongly agree 1 

16.67 

Strongly disag,.;.re~ec,_ _____ ~1 __ _,_ ____ _, 

Non Sueervisorx,_T~o~t~a~l _________ 9~--'----'-3"-'0."'-95"--_. 

leiOilkdownl 

' .. 

, .. 
Bualnass too bUiyictbe-C0ITTeffl8(1(.;' 

OA(lree 

CIOiaa,;iree 

OO0N0lknOW 

o Strongfy agree 

■ 61 n dlSB r e 

ffi 

This question focussed on testing the hypothesis that change is always ranked second to 

the standard day to day activities. The data finding strengthens this argument by indicating 

an overwhelming number of respondents are in agreement that the business was too busy 

to manage change effectively. 81% of Respondents agree with the statement while 14% 

disagree. 
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Table 5.8: The business was aware of the change but did not react seriously 

,E!!gineering &. Quali!Y.:, __ ~ I 
Agree 

•=----------=--,-,S,.:t,:;,oe_ne;,!!l(c;e=''-'e"e'-----------,..,e;.-._ 
Engineering &. Qualify Total "1, 

l~t 

16 

Finance &. Control 
Agree 
Stron I a ree 

Finance & Control Total 

Logistics 

Logistics Total 

Production 

jerOakdowril 

Agree 
Disagree 
Do Not know 
Strongly o ree 

Agree 
Disogree 
Strongly agree 
Stron ly disagree 

Awarenoas ofchang8 n0)}:ikon s_er1or,. 
CAgroo 
DOlsagreo 
coo Not know 
c Strol"lgly ogreo 
■ frcl"I disa ree 

L~ 
2( 
3 
6 

' I 
•I , L. 
1 
2 
8 

~~----· 

C 

"""" ,._.,, 

35.71 
--~--~ 

11.90 

19.05 

33.33 

" " 

Being aware of the need for change is one thing however not reacting seriously or 

effectively to that need for change is a little more serious. Out of the 42 respondents, in 

their various fields of employment, 90% felt that business was most certainly aware of the 

impending change but did not react seriously. 
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Table 5.9: Opinion of the different levels of supervision on awareness and 
understanding of change 

consulting Total 

Management Total 

Agree 
Stron I a ree 

Agree 
Disagree 
Do Not know 
Strongly agree 
Stron ly disagree 

Non SuRervisory:, __ --' 
Agree 
Stron I a ree 

Non SuQervisory: Total 

SUQ8rviSO!),'. ____ _, 
Agree 

•=----=------'s""'"''""""'g~,.:;'"e:"'--------SuQervisory: Total ,, '., 

I Bre"akdownl 

,. .. 

CJ Agren 

Cl Dlaagroo 

ODO N0111now 

o Strongly ognu, 
■ Siron di& r 

5 
2 
7 16.67 

' 
' -4 ' 

2 ' 1 
4 L ___ 

1 
12 28.57 

,-

6 -- ------
3 
9 21.43 

---------

7 
--------

6 

13 

It is important to show the differences of opinion regarding awareness through the different 

levels of management (Refer to Table 5.9) as well as the different departments supporting 

production (Refer to Table 5.8.). The response was 90% in agreement when the different 

fields of employment were tested. However based on the demographical breakdown it is 

interesting to see where the responses actually lie. 100% of supervisory, non-supervisory 

and consulting staff agree that they understood the change while management are only 

75% in agreement. 1 respondent, that of senior management was disregarded. 
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Table 5.10: "I understood my role within the new system on a process level" 

Management Total 

Non Su11ervisory __ _, 

Agree 
Disagree 
Strongly agree 
Strong.I diso ree 

Agree 
Disagree 

• 

Do Not know 
Strongl diso ree 

Non Su11ervisory Total ,, 

Su11ervisory'------' 
Agree 
Disagree 
Do Not know 
Strongly agree 

l~--~-~,--,--,------"Ste_•"-"-ong! diso ree 

' .. 

CIOIOtlgHIO 

0 00 N01 l<nOW 

o StronolY 110100 

" . 

5 

• 
1 
2 

12 

J 
2 
2 
1 
8 

2 
6 

28.57 

"" 19.05 

i ----b-· -
1 ........ . 

Again there is a need to measure the preparedness of the respondents regarding their 

understanding of what was expected from them with the implementation of the ERP­

solution where process understanding is concerned (Refer to Table 5.10), as well as 

transactional understanding (Refer to Table 5.11). On a process level, there are mixed 

feelings regarding the Respondent's understanding of what was required. 39% indicated 

that they understood their respective roles, while 51% indicated that they did not. 9% failed 

to answer this question. Consultants and senior management were disregarded. 
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Table 5.11: "I understood my role within the new system on a transactional level" 

Management 
Agree 
Disagree 
Strongly ogree 
Strong!>' disagree 

• 
3 
1 

• 
Management Total 12 

Non SuP-ervison, 
Agree 
Disagree 
Do Not know 
Strongly agree 

1 
3 
3 
1 
1 

9 
•~~~~--~--'s'=':;.'°:=o"9'Y.:c.d,c·:,•s,_,a,,g,0,"e"e'-------
Non Su(,!ervison,: Total • '" 

Su(,!ervisory=::J 

., .. 
,, .. 

Agree 
Disagree 
Do Not know 
Strongly agree 
Strongl disa ree 

• 

iJ'rillnocs nt tfnneattiOnnl levt!I,"; 

cAQrvo 
001a.11groa 
OOONOlknow 
C 81Jon,;iiv 11g,ov 
•onucs~,o 

2 
6 
1 
2 

L--1 _______ , 
' f-- -- . 
i ---------

28.57 

21.43 

On a transactional level, the understanding was a little less. 29% of Respondents indicated 

that they understood what was expected of them, while 56% indicated they were not 

familiar wtth what was required of them. 12% of Respondents failed to answer this 

question. Again the consultants as well as one senior manager was disregarded as this 

was not applicable to those particular respondents 
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Table 5.12: "I felt that the implementation of the new system was a waste of time, 
money and effort'' 

• 
Oinngree 3 
Do Not know 1 

,-----~S~•~•o~n~g"l~y~d~;~•2•~g~rn~e,,_ ________ 3 __ -+--==---l 
~onsuffing TOfal 1 16.67 
Management 1----------

Agree S 
Disogree S 

•~=----'S~•~•~o~n0gfy!"-~d~;•~•~'l~•~•~•'---------- 2 
"Management-iota! f2 28.57 

Non-suP--eMs·ory 
Agree -II 
Oiso.gree 2 
Do Not know 2 

,--~s~"~"~•~g,01y'-"d~is~•~•"'~"~"'---------' ------~--• 
NOflSu2erv1sory: TOt'a.l 9 j = 21.43 

"Senior"t-4anagement r---------
,-'-A=•~•~•'---------------1' SeriiorManagement'"TOtal 

~QBIVISOry: J ot'a.l 

!er88kdownf 

10% 

Ag roe 
Oisngree 
Do Not know 
Strongly disogrne 

cost, lime and otrortwas_to regan:flng 1:; 

cAgroo 
CJ Olsogroe 
□ Do Not know 

c::i Iron dlsa ree 

•• 
!----·----

While 100% of the consultants believe that there was no waste of money, time and effort, 

the business differs to this opinion. 45% of Respondents believe that the ERP-

implementation lead to wastage, while 31 % disagree that time, money and effort were 

wasted. 7% of Respondents however failed to comment. 
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5.3.3 Objective 3: 

The development and proposal of a strategic framework/model for the successful 
management of future change. 

Table 5.13: "The business fully understood the impact associated with the ERP 
implementation" 

Dicngroe 

Consulting TOt'al 
Strongl).'. dinng,0m"'o'-------

·Management 
Agroo 
Oio .. gree 
Do Not know 

,-----~S"''-''°'-'"!>fll)! disngme 
'Management·Tot'al 
NOn ~UP-0rv1Sory: 

Agroo 
Oio .. groe 
Suongly disngroo 

Agroo 
Oio,.groo 

-----~S~•~•""'"~g•~ dinagroo 
·s~s'oiyTOta1 , 
.Gr.tnd1iljotr;1I 

lerookd~_I 

5 

, ..... ,.,, 

Buo1noso undorotood thO Impact or er ... 
CIAgroo 

m 01oogroo 
c Do Not know 

• 

2 
' • ' 7 16.67 
I , 

" 2 
2 

r2 28.57 

1 

" 2 
9 21.◄ 3 

! 
----- ---------

1 
1 2.38 

2 
D 
3 

l"S 

• • ' ' 

An overwhelming number of Respondents (83%) are in agreement, that there was a lack of 

understanding of the impact of ERP on the business. While 21% indicated that they felt the 

business did understand the impact brought about by the ERP-implementation. 
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Table 5.14: "There was value for the business in the awareness campaign" 

Agree 
Disagree 
Strongly disagree 

Management Total 

NonSujiervisory 
Agree 
Oisogree 
Do Not know 
Siron I disa ree 

Non SuP.ervison, Total 

OOi!I ; ,_,_ 

' 

12 28.57 

'1---

~t--- ____ , 
2 
9 21.◄3 

·seniOfManag~ent .~~~~--:==-= 
Strongly ~,

0
•~•~• _____________ 1,.4: ___ _, 

Senioflit'"an=a"'g"'e"'m°'e"'nfT oral 1 2a38 

SuP.ervisory=-:J 
Agree 
DisHgree 
Do Not know 
Strongly ogree 
Siron I disa ree 

SuP.ervisoffTotal 

0 

en-ecllve Cnmpolgn Aware~esa-.; 

CAgroo 

CIOlangroo 
COO NOlknOW 

O Strongiy ogreo 

• Iron diD0 

·•:;;; ·',\ '.f'··"t 

,;_ 

Although there was an awareness campaign running during the entire duration of the 

project, it is important to determine the value that this activity contributed in the minds of the 

respondents. 71% of Respondents believe that there was in-sufficient value, while 17% 

believe there was significant value in the awareness campaign. 11 % of the Respondents 

failed to comment. The consultants were excluded from this awareness campaign (7 off). 
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Table 5.15: "I understood what was expected form me at the go live stage" 

Agroo 
Dioagrcc 
Do Nol know 

COl'lS{jltih-g-n>t8.I 

·~anagement:::J 

,, .c.l .~:: 
;. - .. 

Agree 
Di5agrec 3 c_.:::_ ___ _ 
Do Nol know 1 

·~anagement-TOta1==-==-------------. 1·2+--~,-.~.s-,~--1 

'NOl'lSUR8rYISOry' 
Agree 
Disagreo 

N'OllSUR-EflV1SO~:wtJ11!>! disagree 

'SeriiOf~anag!t.ment 
•-~~~=="A,:,_ree 1 

Senior Manag~e,_m'-'-"e,_n,,t_T,.o,csta""--1 ------'--~---'---------'1+----''ea-"'"'"'----1 
§QJ:!°8"'1S0TJl--=:J i-------- •• -------

~r:::roo : l=.-=-:: 
Do Nol know 21 

'SuRervisc3NTOtat 1"3 30.95 

·, understood the·bu~_1ri1;1sa eXPectatl_or~ 

cAgree 
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coo Not know 
c Siron dlsa ree 

62% of the Respondents understood what the organisation expected of them, while 33% 

believed that they did not understand. Interestingly enough, management and supervisory 

positions seemed to be more informed, with 66% of management and 69% of supervisory 

staff indicating that they fully understood, while only 33% of non supervisory staff indicated 

that they were aware of what was expected of them. 
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Table 5.16: "I want to be kept informed of how the organisation is changing" 

• l;:_: .. /~t.: :. ,i(bi)iil 
~ . . ' . " 

Agree 3 
,-... 

Slrongly agree 4 
Consulting TOtal'----~==~-=~---------7•----16~.,~,--1 

Management 
Agree 1 
Do Nol know 1 
Slrongty agree 8 
Strongty disa.gree 2 

ManagemenfTotal'----==~==~--,.,------12 2 . 

NOllSuP.erviso~----
Agreo 3 
Strongly agree 5 

,--~s"""""='~•";"'"='"""---~,------'i---1--~~~-1 N'onSUP.efVi50!Y.TOtal g 21.◄J 

Seniof"Manag,,e,,m,,,e,,nt,__ __ 
Strongly n ree 

Senior Management Total 

..... 

Agree 
Do Nol know 
Strongly ngree 
Siron diaft ree 

I want to bo lnformod of!'Utu'i'o Orgonh';" 

cAgree 
Cl Do Nol know 

C Buong1y agree 
o Str n . ' . 

6 
1 
s 
1 

L__ ______ _ 

l II , . 

It is important to measure the need for the employees and thus respondents to want to 

know where the organisation envisages itself in the future. Respondents were asked their 

views pertaining to the position in the company (Refer to Table 5.16) as well as field of 

employment (Refer to Table 5.17). 86% of Respondents agreed that they would want to be 

infom,ed of the changes within the organisation. 10% of Respondents indicated they do not 

wish to know, while 5% indicated they were unsure. 

Page 94 W. A. Hunter 



NISSAN SOUTH AFRICA (PTY) LTD. 

Table 5.17: "I want to be kept informed of how the organisation is changing" 

•• • • • • • • • 
Agree 8 
Strongly agree 6 

Engineenng ti; Qual!!x Total 

·Finance &: Co'nt'rol 

Strongly di,snge,rn:,.ee.... ________ 
1
1
6 
___ +-~=~-I 

35.71 

Agree 2 
Do Not know 1 

,------"s-""-""-"""•"'Yc:•e:•"'"e"e'----------- 2 'Finance g.-eontrofTOtal 5-- 11.90 

Logistics 

Logistics Total 

Production 

Agree 
Strongly agree 
Strongly disogree 

1 
6 
1 
8 

Agrco 2 
Do Not know 1 
Strongly ogree 9 
Strongly disogree 2 

'Pioi:tucl:iori"TOta.1,-----~====•~~-------1,i 

jereakdownj 

" 

i want to be informed of future Organh~­

CJAgree 
CJ Do Not Know 

o Strongly agree 
o Siron I disa ree 

19.05 
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I I I I ,, 

Respondent's feedback on this question proved to be interesting when compared to the 

organisational demographics. Interestingly enough, the areas not requiring involvement or 

feedback were two respondents in management, one in a supervisory and the other in a 

non-supervisory position. Two of these respondents are in the production area, while one 

is in logistics area and the other in the engineering/quality area. 
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5.4 Results of structured interviews: 

During the structured interviews held with specific senior management staff, there were a 

number of issues presented for discussion. It was important for the researcher at this stage 

to present a summary of the results of the questionnaire conducted with the manufacturing 

staff during the month of September 2006. 

Amongst other things, areas such as the following were discussed in detail during the 

structured interviews with specific executives: 

• Misalignment of the system v's the user; 

• The lack of input and/or participation from line management; 

• Lack of attendance at training sessions; 

• Lack of attendance at awareness sessions; 

• Lack of ownership from line management; 

• Clarity on expectations of awareness campaign; 

• Resources being stretched; and 

• Discipline taken regarding non achievers. 

The executive were not surprised by the results of the survey, and continuously compared 

the findings of this survey to a number of audits that were presented post go-live with SAP. 

These reports indicated some similar findings in the following areas: 

• Lack of communication consistency; 

• In-adequate training of business representatives on the project team; 

• Change management of the users and eventual owners of the new system; 

• Mis-allignment of the system v's the users; 

• Possible in-compatible solutions; and 

• Lack of buy-in from stakeholders. 
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5.5 Discussion of findings: 

5.5.1 Managing transformation: 

Remember the change curve in chapter 1, where it is understood that no matter what the 

situation or the type of project or the event which is about to happen, one can almost 

guarantee that the emotional cycle will be introduced (Davis and Dean, 2005). There will 

always be a situation where all employees involved with the change will be exposed to this 

transformation process. An important aspect of managing transformation is allowing the 

different cycles to take place whilst acknowledging the different stages of the change curve 

and the potential differences that different individuals will be experiencing. As can be seen 

in figure 5.1, the various phases of the transformation road map are clear and each 

individual has to go through each one of these. There is a fundamental reason for this and 

that is to allow each individual to experience each phase, and so move on to the next 

phase in his/her own time. This will ensure that the individual is in fact dealing with the 

relevant information afforded to him/her at each of theses milestones (Davis and Dean, 

2005). A recommendation going forward could be for the organisation to fully understand 

these phases of figure 5.1 in order to make provision for a detailed awareness campaign 

well in advance of the proposed project start date in order to allow for preparation of the 

respective employees that will inevitably be impacted by the impending change. 

Figure 5.1: Transition process. 
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Something h11ppens 
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-~o 
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Source: Leveraging Organisational Change, (2005). 
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There are a few good words of advice given to managers responsible for managing change 

by Elizabeth Harper Neeld. She goes on to say that when you go through major change 

you can never be immune from all the pain, trauma, confusion or dis-equilibrium. You have 

the very same responses you had before, but now you know that there are life-affirming 

choices and that in itse~ is a process. You have confidence in that process and you may 

now move through the process in less chronological time. You are not nearty so likely to get 

stuck (Harper Beeld, 2005). Figure 5.2 below illustrates the area where some individuals 

are slower than others when it comes to the confusion/creativity phase of the 

transformation road map. 

Figure 5.2: The confusion / creativity phase. 

4. Decline 
---. .. 0 

0 

5. Confusion-/ 
Some people take longer to move from stage 4 to stage 5 

Source: Leveraging Organisational Change, (2005). 

5.5.2 Fine tuning existing systems: 

NSA has recently recovered from extensive debt and loss of market share. The strategic 

decision to adopt an ERP solution was one of many steps taken to revitalise the image and 

improve the processes at NSA. The ultimate goal in any manufacturing organisation is to 

reduce cost to manufacture, increase awareness of quality and ultimately increase 

revenue. SAP has provided a platform from which to attempt to deal with these 

requirements however these challenges may not be met without a strategic communication 

plan and an intensive shift in NSA's inherent responsibilities and values toward the 

company and the system itself. 
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SAP has laid the foundation, at a cost of course, but the time has now come to adopt and 

enhance the system and make it NSA's own. It has been a long time coming, however the 

benefits are about to be reaped as a result of the implementation of SAP into NSA. The 

organisation has to begin training and/or recruiting potential staff members that will be able 

to continue with the technical aspects of the system management and in doing so will 

eliminate the current consultant dependency that the organisation is now subjected to. This 

in itself is not an easy task as the skill lies within the company's IT (information technology) 

partner, whom are at present responsible for all system enhancements as well as day to 

day support. The question is: "Do we continue down this road, or do we begin a 

comprehensive training programme to adopt the necessary skills to enable the business to 

continue and sustain the system long after the SAP consultants have left?" The preferred 

practices found within the SAP system were required to be aligned to the organisation in 

order to be successful, however the success of the re-engineering process that so often 

runs parallel to most IT projects was not evident. This resulted in a number of gaps 

associated to areas such as system discipline and accuracy. 

If it is true that 90% of IT projects fail to deliver their targets, then at the same time it must 

be noted that 70% of business process re-engineering projects also fail (Robertson, 2006). 

Therefore the statistics normally quoted are not necessarily only related to IT, keeping in 

mind that in most cases the introduction of new improved IT systems requires some sort of, 

if not a lot of, process changes. The organisation has to be aware of this and plan 

accordingly and more specifically set up it's resources accordingly to pro-actively address 

this type of occurrence in future projects. 

5.5.3 Improved communication: 

The period over the last 18 months, beginning just prior to the "go-live" stage of the project 

has been an upward climb as far as volume achievement and process efficiency within 

manufacturing are concerned. What NSA is faced with now is a de-motivated work force, a 

workforce that has been subjected to long hours to recover some of the dignity lost by the 

organisation as a result of "post go-live". The time has come for complete revival from the 

bottom to the top. Improved communications must take priority and have a new and true 

Page 99 W. A. Hunter 



e NISSAN SOUTH AFRICA (PTY) LTD. 

meaning within manufacturing. The heart and sole of any successful organisation lies within 

its workforce and the inherent values are what drives the success home. One is reminded 

of the Harley Davidson success story, Don James kept the same machines, he also kept 

the same processes, but he changed the way he dealt with his work force (Harley Davidson 

success story, 2006). He changed the way the work force were treated, while at the same 

time he empowered them to be able to assist in making the improvements. This is similar 

to the "brand awareness" campaign that NSA as an organisation was exposed to through 

theatrics. Our largest challenge within manufacturing will be to do just this. The work force 

should stand up and say enough is enough, my brand is important to me and I am going to 

compete to keep it mine. 

However, if the organisation is serious about communication and transparency, one must 

seek the ideal opportunity and venue to support this type of extensive and continuous 

communication. An ideal opportunity to convey this message on a continuous basis is 

during the "green area" meetings (standard pre-shift meeting opportunity for all operators, 

foremen and their supervisory staff). The trick however, is to keep this message consistent 

throughout all levels, and more importantly, keep the message continuous. There is a need 

to have a balance between delivery and communication (Bigge, 2006). If the organisation is 

to increase it's plan for communication it is imperative that the deliveries promised are met 

to ensure that communication in the future actually has value. Furthermore, brand 

awareness at NSA should become a daily acivity and discussion point, and ultimately a way 

of life and not just something that seems to dwell in the house of sales and marketing, but 

fully alive and kicking in the heart of manufacturing. 

5.5.4 Becoming a learning organisation: 

NSA has the technology, the organisation can and is most certainly equipped to compete, 

the question however, is how does NSA ensure that a similar approach to project 

management that was experienced during 2003-2005 is not going to be followed? Some of 

the positive results regarding the latest project are already obvious. Areas within these 

newly launched projects that are seen as possible weaknesses or are seen as potential 

risks are highlighted during the weekly status meetings. This already seems to be a step in 
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the right direction as there is immediate awareness and participation to address the 

concerns. Typically large budgeted projects are lucky in a way due to the fact that mistakes 

are quickly identified and dealt with at the correct levels due to the amount of investment at 

stake. Thus, NSA has managed in some way, however small, to change to enable the 

cycle of learning to be included in the planning phases. Whether NSA uses the POCA­

cycle from Demming (1988) or we use the double loop learning model from Argyris and 

Schon (1978). So long as we as an organisation just learn from past experience and do not 

necessarily repeat our mistakes of the past. 

In Table 5.8, earlier, the respondents indicated that 90% were aware of the impending 

change but did not take that change seriously. This result should be unacceptable to the 

organisation's executive as it implies that there is a lack lustre approach to impending 

change and as a result may be faced with a work force that is unable to adapt quickly and 

effectively. It could therefore recommended that any further projects of this size and nature 

in the future should be communicated well in advance and each departmental manager 

should be assigned to specific tasks within the project plan to ensure participation, 

awareness and complete understanding of the impending impact of such a project, even if 

this means that resources need to be "stretched" to achieve this, (Bigge, 2006). 

Furthermore there should be continuous feedback sessions aimed particularly at specific 

managers of crucial areas, requiring their feedback on issues encountered, potential risk 

factors forseen and other subjects related to the particular project. This type of 

communication, going both ways ensures then that the respective managers of the crucial 

areas are in fact on board and up to date with the progress of the impending change. 

Again, through improved awareness campaigns, the organisation has to involve all 

members whom are to be affected by the impending change and ensure that buy-in is 

complete and most of all genuine. Non attendance of these sessions should be 

communicated to the respective senior management where disciplinary action should be 

carried out (Erasmus, 2006). 
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5.5.5 Training, process v's transactional: 

The aspect of user training prior to the implementation of the ERP-project was subject to 

scrutiny. Although there was an extensive training plan proposed and implemented by the 

human resources department as well as an external service provider, there are questions 

arising concerning the level of training. Ultimately within a project of this size and 

complexity, keeping in mind that the entire main frame system was to be exchanged with a 

much more sophisticated and more disciplined and fully integrated system, requiring a lot 

more involvement than the previous almost archaic main frame system. 

With 51% of respondents indicating they did not understand their role within the new 

process and only 39% indicating that they did, there should be a concern raised with top 

management if they expect business to continue as normal. An even more worrying factor 

is that only 29% of respondents understood what they as users were expected to do on a 

transactional level, 56% indicating they did not understand what was expected of them at 

this level. It is fundamental within any project to have comprehensive training to ensure 

firstly, that those affected by the change have the tools to deal with this transformation and 

secondly, have an understanding of how the day to day activities are to continue. 

5.5.6 The need for change: 

In any project, the understanding of the need for change is vital, and it is in this area that 

most organisations experience the largest resistance. Implementation of change in 

organisations is often problematic. This is especially likely to be the case where such a 

change involves people, and where personal relationships and emotional responses 

predominate (McCalman and Paton, 1992). Therefore, Understanding the need for change 

will most definitely influence the reaction to change. In NSA's case the need for change 

specifically was not communicated either extensively or often enough at the correct forums. 

Had the organisation fully understood the need to evolve within the IT (Information 

technology) environment as a result of ageing equipment and continued restrictions 

regarding current systems, while promoting the advantages of the newly proposed systems, 

the resistance that was so obviously experienced (results of survey September 2006) would 

have been substantially minimised. 
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It is important to view the way change takes place. Change on its own can cause extensive 

resistance and ultimately fear of unknown outcomes resulting in negative perceptions. At 

NSA, specific areas of change were seen as a little slower than other areas, and 

incidentally these areas that reacted slower are unfortunately the areas where there is an 

ongoing need for support and continued enhancement as specific modules and 

transactions within specific areas are not fully developed. If one has to look at the 

respondent's view in Table 5.13 (earlier in this chapter), it is clear that the impact of the 

project was not fully understood. 83% of the Respondents agreed that they did not fully 

understand, with only 21 % indicating that the impact of the project was understood. Here 

again communication is vital, while participation is unquestionably required and will 

inevitabley lead to awareness, which was so obviously lacking and most certainly could 

have been avoided. 

5.5.7 Communication of future change: 

With the final question in the survey, asking the business if they would want to be informed 

of future changes within the organization, interestingly enough 86% of the respondents 

indicated they would want to be informed of future changes. However 10% indicated they 

did not wish to know and 5% failed to answer the question. Looking into the detail of this 

question, as displayed in Table 5.17, (Chapter 5) one can see that those Respondents 

indicating that they did not wish to know about future changes within the organisation, were 

in fact two from management, one supervisor and one non supervisor. If one delves 

deeper into a little more detail, the results reveal that two of these respondents are within 

production while one is in quality and the other in logistics. The concern is the two 

managers in production. This indicates that they are so caught up in their day to day 

activities that there is no intention to get involved, either for fear of increased work load or 

simply ignorance. This finding will be dealt with later in chapter 6. 

5.5.8 Awareness campaign: 

Within Table 5.14, one can clearly see that although there was an awareness campaign 

running through the entirety of the project life cycle or road map, the business represented 

by the respondents to the survey indicated that there was concern. 71% of the 
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Respondents believe that the awareness campaign had in-sufficient value, while 17% 

believed there was value. It is interestingly to note that 11 % of the respondents failed to 

comment, indicating that they either did not know about the campaign or simply did not 

understand the campaign. As mentioned previously, awareness and communication of the 

organisation's intentions and reasons for these resulting changes becomes a fundamental 

requirement for future change. Failure to adhere to these simple rules will most definitely 

lead to an unsuccessful implementation. A possible recommendation here could be for 

disciplinary action to be taken immediately after a lack of attendance has been 

experienced, thus sending a clear message to all involved that awareness is crucial and 

compulsory in any project roll-out. 

Looking at Table 5.15, it is important to have some positive response, here 62% of the 

respondents indicated that they understood what was expected of them at the "go-live" 

stage of the project. This shows us that there was willingness at the later stages to get 

involved. Interestingly enough at a more detailed level, one can see that management and 

supervisory levels were definitely more informed of the organisation's expectations. This 

would again bring one to the pyramid of principles, where GK (Genba Kanri) was not 

evident, as the communication to all levels did not take place. The managerial staff whom 

are responsible for representing each area are supposed to communicate continuously. 

Employees being "left in the dark" simply become non contributory to the organisational 

goals and objectives. A contributing factor to the lack of understanding or awareness of 

what was expected of each area including the lack of understanding from some of the 

senior management could be the structure of reporting within the Nissan global heirachy. 
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In figure 5.3, one can see that there is quite a communication structure that needs to be 

followed when an organization such as NSA embarks on a project typical in size to that of 

the ERP-project. The communication between the IT divisions of both NML (Japan) and 

NSA (South Africa) were in sync, while the corresponding divisions regarding purchasing 

were not (both indicated by the stars on the diagram). It is vital for this communication to 

take place if the projects of this size and nature are to be successful in future, as the 

purchasing division within NML was found to be unaware of some of the strategies that 

NSA and ERP were proposing, such as centralized purchasing (which is SAP preferred 

practice). This is seen as a typical example of project mis-understanding and lack of 

communication. Furthermore, this lack of awareness was translated into a slow and difficult 

process within the purchasing division during the blueprint phase of the project. 

Page 105 W.A. Hunter 



NISSAN SOUTH AFRICA (PTY) LTD. 

5.5.9 Finding commitment for change: 

In figure 5.4, the relationship of all the aspects discussed within this chapter can be seen 

interacting with each other. In order to realise "real support" during the change process, the 

organization has to address all of these issues. Only when the organisation has focused on 

all of these issues can it be said that there is real opportunity for genuine commitment to 

change. 

Figure 5.4: Inter-relationship to achieving commitment 

Skill up 
for the new rote. 

Information 
Provide enough info. that 

is needed 

High commttment. 
Is realised and cannot be 

demanded. 

Identify the new role 
That which is to be 

oerformed 

Why 
Explain why change 

is needed 

Source: Multilingual glossary of Industrial psychology terms, (2004). 

KPl's 
Indicate these for 

success 

Time 
Allow for enough time so 

that effect can be 
realised 

Figure 5.4, shows quite clearly the inter-relationship of all aspects dealing with change. 

NSA will be able to relate to some of these areas as they were seen to be problematic, due 

to non conformance to this type of model. Had the organization managed to deal with all of 

the areas here, there would have been a clear understanding of what needs to change, as 

well as why that change must continue. A clear outline of time lines and expectancies may 

have been relaised and most importantly the skills would have bee developed accordingly. 
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5.6 Conclusion: 

After extensive evaluation of the results of the questionnaire as well as the analysis of the 

structured interviews, the researcher may now address specific areas of concern and 

elaborate upon them while aiming to detect an opportunity for improvement. This will allow 

the researcher to draw conclusion from this data analysis. while using the detail and 

findings from this chapter as well as some of the comments made which will be introduced 

in the forth-coming chapter 6, labelled conclusions and recommendations. 

During the interviews held with the various members of the executive, a summary of the 

results and findings from the questionnaire was presented for discussion. Only those areas 

with significant results were brought under discussion. This list of questions can be viewed 

as an appendix at the end of this report, 8.2.3. The response from the executive to the 

respective questions has led to opportunity for recommendation to be made. This will be 

further discussed within chapter 6. 
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CHAPTER 6. CONCLUSIONS AND RECOMMENDATIONS 

"There are two kinds of light - the glow that illuminates, and the glare that obscures" 
James Thu,ber {1894 - 1961) 

6.1 Introduction 

The conclusions and recommendations in this chapter will be discussed by combining the 

findings forthcoming from the literature review and management models and comparing the 

information with the data as evident from the quetsionnaires and interviews. As the results 

were made available and analysis of the data from the questionnaires was complete, the 

researcher prepared a set of open ended questions for the executive. These questions 

were based on the results and were aimed at capturing qualitative data while at the same 

time attempting to establish a way forward with regard to possible future recommendations. 

Only those areas with significant reason for discussion were prepared for the structured 

interview sessions scheduled for the executive. These questions were to be put to the 

executive as open ended and therefore allowing room for discussion around specific 

understanding of the result as well as possible remedies and recommendations for future 

management of these specific areas. 

6.2 Conclusions and recommendations: 

6.2.1 Objective 1: Understanding the experience of the ERP implementation: 

6.2.1.1 Conclusions: 

Based on the respondents' answers, over 80% indicated that ERP implementation was not 

a success within NSA. Almost 88% agree that in general, change in such a large 

organisation should not be taken lightly and is generally considered a difficult task. 72% of 

Respondents indicated that the transformation was not a smooth road and this we may 
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attribute to the fact that a number of activities were either not performed at all or were 

performed at a very low priority. These specific areas we will focus on as we progress 

through the results of the survey. 

Understanding change is one thing, managing the transformation as a result of that change 

process is a completely different animal. Within NSA this was found to be totally non 

existent when these areas were addressed during the survey. One can clearly see that the 

business was not prepared, (based on the survey results} the people did not understand 

exactly what was expected of them and their general preparedness was lacking. For what 

reason one may ask? Could this have been avoided? We will explore in detail, these 

aspects associated to the transformation process. 

We are not alone with regard to implementation of such large projects such as an ERP­

project therefore there are definite ways in which the rough road experienced by NSA 

during the latter half of 2005 may be avoided in future. During the structured interview 

sessions held with specific members of the executive, the feeling was mutual surrounding 

the training preparedness. In some interviews, it was suggested that there was a complete 

mis-allignment between the system v's the users. This could be seen as a major 

contribution factor to the problems experienced at the go-live stage of the project 

implementation. Further areas of concern were found to be, in the opinion of the executive, 

the lack of ownership by the individual managers and their inability to perform a balance 

between their day to day activities and those areas of responsibility associated to the 

project. 

6.2.1.2 Recommendation: 

A clear understanding of roles and responsibilities is required, which will be discussed later 

in this chapter, however, the project realisation cannot be seen as successful unless you 

have the buy-in of the respective management whom are expected to take ownership of the 

finished product. The need for participation is paramount one could bravely say there is 

almost a link between the success of projects as a result of the level of participation. 
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The need for specific tollgate sign-off at various stages should not even be negotiable. The 

project team's aim and objective at the second phase of the ERP project was to have 

management and it's executive to sign off the "blueprint" in order for the team to continue 

with the development needed to deliver this solution to the next phase. This vital phase of 

the project was not realised but the project continued with the proposed development even 

without the signatures needed to authorise the proposal. Complete lack of understanding 

could be the contributing factor to non achievement of the second objective of the project, 

which just seemed to snowball as we moved through the road map on towards the next 

phase. The V-up methodology allows no further movement beyond a milstone deliverable if 

the objectives of that milestone are not delivered in detail. This is an opportunity for NSA to 

embrace a set of tools to assist with breaking problem statements into smaller more 

manageable chunks and assigning realistic deliverables to trained facilitators and/or pilots 

(project co-ordinators). 

6.2.2 Objective 2: Analysis of contributing factors: 

6.2.2.1 Conclusion: 

During the analysis in the previous chapter, a significant finding that the respondents were 

not particularly sure of their roles and responsibilities became rather evident as a result of 

the question: "I could have been more involved during the implementation phase of the 

project". Here It could be said that as a result of unknown or un-clarified roles and 

responsibilities there was uncertaintly of who would be required to take responsibility of 

particular aspects of the proposed new system. Therefore it is vitally important to 

understand the need for clarity within roles and responsibilities for all staff whom will be 

involved or impacted by any project implementation, as specific employees need to be 

contracted to deliver specific aspects of the project while at the same time getting involved. 

When the management group are involved, the day to day activities are continued but there 

is an awareness that the impending project requires focus. This became obvious during the 

survey that day to day activities took priority and minimum focus was directed to the project, 

where 81 % of respondents indicated that they did not take the project seriously and 

therefore underestimated the impact on the organisation. The executive also commented 
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on a similar finding, where attendance at training sessions was seen to be lacking. The 

power within the area responsible for training was limtted and as a result any non 

attendance was not escalated to the relevant senior management. This resulted in a lack of 

knowledge of the system's capabilities and therefore lead to a loss of clarity on specific 

management responsibility. 

6.2.2.1 Recommendation: 

6.2.2.1.1 Japanese philosophy: 

The Japanese philosophy has a simple solution to understand roles and responsibilities, by 

ensuring that NSA has the fundamental building blocks required within an organisation. 

These are known as the GK/ HK philosophy, otherwise known as Genba Kanri (Shop floor 

management) and Hoshin kanri (Management by objective or process). NSA should, as an 

organisation take heed from it's global partners whom are suggesting that the organisation 

stick to the original plan and require building blocks to assist NSA in achieving Genba 

Kanri, Hoshin Kanri and Value-up. Within these principles all areas of responsibility are 

made clear and communicated to all levels from the operator responsible for sweeping the 

floor right up to the senior executive responsible for long term strategic planning. 

Figure 6.1: Nissan's pyramid of principles 

'" 
,HOSHJN!l(ANRJ 

Source: V-Up Project management office, (2006). 
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The importance of the "pyramid of principles" is in the understanding that these steps are 

seen as building blocks. One must ensure that the organisation prepares for the first level, 

the foundation, that of GK, known as shop floor management before attempting to establish 

an HK level, that of management by objective. The last, but most certainly not least step, 

that of "V-up", is seen as the roof of the pyramid in the sense that once the other building 

blocks are in place, NSA may begin to drive the organisation from a corporate level 

focussing on all sorts of value added opportunities. This V-up principle is the latest mid 

tenm goal (next 3 years} of Carlos Ghosn's and the Nissan/Renault alliance, with the main 

objectives being: 

• 4,2 million more new vehicle sales; 

• Double figure operating profit; and 

• 20% ROIC (Return on invested capital}. 

Currently the organisation, is attempting in some instances to build this structure featured 

as seen in Figure 6.1 from the top down, almost similar to a builder attempting to build the 

roof first. NSA's greatest challenge for the short term is to re-vitalise this foundation (that of 

GK} in the shortest possible time, introducing the basics of shop floor management to the 

workforce as a whole. A recommendation on how this may be achievable is to follow: 

Keeping in mind that NSA is not new to these principles, everything was in place a number 

of years ago. This should be the goal of the organisation at least from a manufacturing 

perspective to bring back this basic foundation and with it the disciplines required and the 

knowledge of responsibility for each department. The re-introduction of our basic platfonm 

of GK can quite easily be met. With the task of achieving our GK commitment given to each 

manager and in turn given to his/her supervisor and ultimately his/her foreman, we will be 

able to revive what we know as a fundamental requirement to shop floor management 

success. A pilot department may be identified within the production environment and this 

green area (pre-shift meeting area) should be used as a template for all other production 

departments and support areas. Continuous audits should be done on a weekly basis to 

detenmine progress and then on a monthly basis once all aspects have been achieved to 
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measure consistency and sustainability. This GK revival should begin almost immediately, if 

we are to realise the benefit and minimise the impact of some of the current projects that 

NSA is currently involved with. 

Once the GK step has been re-introduced NSA can then as an organisation really begin to 

perform in the HK area, that of management by objective/process. Table 5.7 (in chapter 5) 

indicates that 81% of the respondents agreed that the business was too busy with day to 

day activities to worry about ERP-implementation. However if responsibilities were clear at 

the outset of the project and KPl's (Key performance indicators) were established as well 

as measurables defined within the day to day activities, each manager would have been 

well aware of what his/her responsibilities were. NSA as an organisation has to be made 

aware from the highest level that ERP was in fact one of the most important deliverables for 

all levels of management and the only way to achieve something like this is to include it in 

the respective manager's key performance indicators (a set of tools for each department 

that allows measurement on performance on a monthly basis). 

Furthermore, if HK were used to establish these measurement tools for performance 

management there would have been a far more positive response to the awareness 

campaign. If each manager was instructed to get involved in the proposed ERP-solution 

and understand from their perspective exactly what the impact would have been in their 

specific environment, then the proposed change that was about to hit manufacturing and 

other divisions of the organisation would have been taken a lot more seriously. 

6.2.2.2.2 Managing change: 

A recommendation going forward regarding management of change is firstly to ensure that 

all parties are aware of the reason for the change then understand the aspect of what the 

extent of the change is to be and finally, clearly define how the change will impact the 

individual. An awareness programme was set up within NSA to explain most of these 

issues but failed to suffice. (Based on results of survey, refer table 5.14) 71% indicated that 

there was insufficient value to the awareness campaign which one can understand that this 
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is unacceptable if the organisation wishes to avoid failure In future. It would therefore be 

recommended that not only do we have an awareness campaign addressing all of the 

previously mentioned issues but that we also have an internal audit to determine whether 

the campaign is in fact substantial enough to add value to the impending project and thus 

ensure a smooth transformation process. 

Keeping in mind that all users need to understand the transactional requirement prior to 

"going-live" with such a project as the SAP-system is very transactional driven and fully 

integrated. Meaning if the first step has not yet been completed or has been completed 

incorrectly, the next step for another user fails. If this is the case, human nature takes over, 

initiative kicks in and the system is over-ridden. One can understand that chaos then 

begins, as all elements within the system no longer are in sync. Aspects which may be 

affected by this could be areas such as inventory levels and/or cost elements. 

As one can understand from the above conclusions, training is vital. Thus, the sooner the 

training begins and is performed at the correct level, role based as well as process based, 

the more successful the organisation can expect the project implementation to be. When 

the word, role based training is mentioned, the focus is directed at each user assigned to a 

particular number of tasks within the process. The user is then trained to the level of 

understanding the whole process, where he/she fits into this process and most importantly 

understands how he/she is supposed to perform that task within the process. 

6.2.2.2.3 Improved communications: 

Therefore in conclusion to this objective, one can understand that part of the process within 

the road map to implement any large or medium size project should be an extensive 

communications plan to all levels. This plan should include, amongst other things, the 

reason for the need for change, the alternative solutions that were debated and the 

consequences should the change not be accepted or implemented. At NSA, this could be 

quite easily be achieved by increasing the number of workshops under pinning all aspects 

mentioned above. Over and above the arranging of the work shops, it is vitally important 
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that all members of the executive are seen to be attending these work shops and therefore 

establish a general requirement for all management. These workshops should be driven by 

the HRD (Human resources and development) department as a basic need for successful 

project understanding and implementation. At NSA all this detail was obviously established 

and understood, otherwise a project of this nature would have never even gotten off the 

ground, however the communication of all of this detail needed to be flushed through the 

entire organisation as early as the out-set of the project, this would have most certainly 

saved a lot of heartache regarding uncertainty, difference of opinion and fear of the 

unknown. 

Workshops, promoting the specific project should kick off much earlier in the planning 

phase, automatically increasing the awareness. Continuous repetitive workshops where the 

same message is repeated should be scheduled to ensure the complete compliment of 

staff have been addressed as some sessions may not be suitable for all staff members to 

attend. This type of approach to an awareness campaign is nothing new to our 

manufacturing division as there will always be some sort of crisis that requires immediate 

response and therefore multiple sessions are scheduled to cater for this. 

6.2.2.2.4 The need for re-engineering: 

Finally, NSA and it's staff had to be made aware of the need for SAP as an ERP-solution. 

The organisation would so obviously find itself needing to be re-engineered to a certain 

extent, as specific disciplines and structures were required to be in place to ensure that 

ERP was sustainable going forward. However this re-engineering aspect of the project was 

seemingly incomplete which impacted directly on the capability of the ERP-solution to drive 

the business successfully. As a result of this failure to prepare the organisation, the ERP­

project, as a solution becomes the failed product, which of course is not necessarily the 

case. Some of these failures may be attributed to the failure of related process change 

projects or re-engineering, and therefore the failure to implement the ERP-solution 

successfully should not be seen solely as a failed IT-project but rather seen as a failure as 

a result of contributing factors. 
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6.2.3 Objective 3: The way forward: 

6.2.3.1 Conclusion: 

The objectives above focussed on the analysis and the evaluation and conclusions. This 

section of the dissertation looks at a number of proposed steps to avoid something as 

drastic as the failure to successfully implement an ERP-solution within NSA without 

extensive impact to manufacturing and the sales opportunity as a whole. The 

implementation at NSA most certainly required extra focus, resulting in increased costs and 

loss of production volume, the current situation (12 months along) is far from being an 

impressive result, it is the journey of that preparation phase and the actual implementation 

followed by the "post go-live" activities and determination that is ultimately being evaluated 

within this report. The researchers goal at this point is to pro-actively avoid, by using a 

number of simple steps, a repeat performance of the ERP-implementation within NSA. It is 

not impossible for NSA to avoid such a repeat performance, all the organisation has to do 

is "learn" from the mistakes of the past ("Learning organisation") and pro-actively prepare a 

set of steps that can under no circumstances be compromised during the road map of 

future projects. 

6.2.3.2 Recommendation: 

6.2.3.2.1 Future communication: 

Managing the above, ensuring that the management team within NSA are kept up to date 

with future changes and at the same time knowing that the team wishes to be informed is 

not going to be an easy task. However, if senior management within the manufacturing 

environment were to become supporters of the change and promote the need to embrace 

change on a regular basis, the task of motivating all management to want to be aware of 

what is changing becomes easier. Arranging workshops, focusing on promoting the need 

for change, promoting the underatanding why change is necessary and rewarding those 

that deliver change is a way of internally addressing this concern. The allocation of 

resources to assist with the understanding of business related processes during the initial 

planning phases of future projects should be briefed on the expected outcome and specific 
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role which management wishes them to perform. For example when business 

representatives are allocated to an ERP-implementation project, they should be seen as 

representing the business and as such have the business' interest at heart first and 

foremost. During the ERP implementation at NSA during the period 2003-2005, there was 

evidence that the representation were focusing on SAP's interest rather than NSA's interest 

(Internal audit finding 2006). This could be attributed to the fact that the business 

representatives were better informed of the benefits and opportunities that SAP could offer. 

6.2.2.3.2 Recommended framework: 

While all of the previous findings as discussed in the above chapters, are provided with 

possible solutions and/or recommendations to avoid re-occurrence, it is important to 

provide NSA with an ideal proposal and realistic solution to assist manufacturing and more 

specifically production with a basic framework to guide future project implementations. 

While most of the detail provided within this framework appears to be simplistic, it is 

interesting to note that each of the steps are well known to all of us and are probably 

considered basic. 

The following 5 steps are recommended to drive change within the manufacturing 

environment at NSA in future, should projects be of similar size and/or complexity to that of 

the recently implemented ERP project at NSA. Keeping in mind that the organization has 

already reacted to some of the findings regarding the un-successful implementation and 

begun working on different, improved approaches to managing the people aspect of 

transformation. 

6.2.2.3.3 5 steps to effective change management: 

Managing change effectively is an art form in its own right. The typical senior executive has 

little enough time to manage the day to day business, let alone trying to make his/her way 

through a forest of methodologies and approaches. Managing this change need not be as 

tricky as it seems. The steps proposed or those which are recommended does in no way 

pretend to be anything more than a distilling of a vast number of years of experience of real 
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life situations, but these steps are actionable, viable and most importantly, realistic for 

introducing change particularly within NSA. 

Figure 6.2: 5 Steps for effective change management 

Project 

u 
Step 5 

Lead l'rom the 
top 

Step 1 
Understand what 

needs to be 
ca.hnged 

Step 2 
Clearly define 

the change 
proce11 

& Step4 
Pay attention to 

your people 

Step3 
Resorce the 

process property 

Source: IEE, Engineering Management (February I March 2004). 

In Figure 6.2, one can see the simplicity of effective change management. The following 

section details each of these steps: 

Step 1. 

Understand what needs to be changed, what is driving the need for change, if it is loss of 

revenue, or is it ageing systems such as the old "legacy main frame" triggering the 

proposed ERP-solution for NSA. Executive management must see the root cause of the 

concern and not just the symptoms. This will help in establishing the correct solution. 

Importantly enough, the methodology followed in our current V-up principles does just that, 

it allows the pilot, as we know him/her (the project coordinator), to, with extensive use of a 

number of tools, drill down to expose the true root cause of the problem and, as mentioned 

earlier in this report, only then can we move to the next phase which is identifying the 
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solutions to address the problem. Having specific tollgates to ensure objectives of each 

stage of the project have been met are crucial, if we are to avoid the situation where our 

"blueprint" (the document mapping out the new proposed solution for SAP) for the 

organisation was not met with excitement and ultimate buy-in. Should this type of thing 

happen in the future, the project should remain on hold until the ultimate objective of that 

stage is achieved. Gut feel is one thing in management but you need to back this up with 

fact before considerable investment can take place. Management must be convinced that 

the proposed solution can in fact deliver the goods, and that should be re-visited at each 

stage of the project milesones (or tollgates). 

Step 2. 

A clear understanding of what exactly needs to be done has to be drawn up and agreed 

upon. Usually there is more than one dimension to change. (R. Wasson, 2004), therefore it 

is essential to be prepared for structural changes as a result of strategic change, if the 

need arises. Wasson goes on to say that normally when a new IT system is introduced it 

requires a change in structure. This is even more obvious within NSA, after the introduction 

of the new ERP-system it became necessary to change the structure of specific 

departments, and in some cases actually establish new departments, as well as new roles 

and responsibilities. It is the speed in which the organization may recognize this and adapt 

accordingly that contributes to the success or potential failure of a project of significant size. 

NSA has to "cut" through the red tape in these types of areas and allow quick thinking 

management of change to drive the key dimensions of the organization. If we do not focus 

on ALL these dimensions, such as, strategy, structure, people, culture, perfonnance 

measures, technology and processes, our plan becomes nothing more than a 2 legged 

stool (R. Wasson, 2004 ). Finally within this step, one should consider an action plan should 

one of the items at any of the stages of the project go wrong, a sort of risk analysis or back 

up plan. The proposed ideal tool for this is a FMEA (failure mode effect analysis), allowing 

each attribute of the project to have a back up feature, detailing the possibility, frequency 

and impact of any of the pillars of the project falling behind or ultimately failing. 
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Step 3. 

The importance of correctly resourcing a project is often overlooked. This area is of vital 

importance as the selection of the ideal candidates for the management of change are 

normally the "go getters" in the organization and senior management would much prefer 

having this type of manager driving the day to day business. This re-shuffling should be 

seen as an opportunity to allow for some junior exposure, if the manager was released on a 

part time basis to assist with the "change monster". One must keep in mind, the ideal 

candidates for this part time assignment are normally technically minded, drivers of change, 

have good people management skills and are generally well regarded in the business. At 

NSA, there was fault within this category, the under-estimation of the size and seriousness 

of the ERP-project at face value was obvious. The staff that were assigned to assist the 

consultants in the mapping of the current processes in order to seek an ideal blueprint 

going forward were tremendously thin on the ground. This, as one can imagine results in a 

poorer quality of the delivered product due to time constraints and excessive work load. 

Step 4. 

Understanding the people who will be involved in the project is an important aspect of 

successfully managing change. People need to know what the project entails, the aspect of 

who will be winners and who will be losers, needs to be well communicated. This helps put 

people's minds at ease and ultimately eliminates the need for rumour. The psychology 

facet of change is the area that requires the largest focus, as we all know, it is people who 

make or break projects. Understanding these needs and who are the alies and who are the 

potential enemies of any given project are the basic needs if we are to experience a 

successful project implementation. Within the V-up tool box we have a "stakeholder 

analysis", allowing the project leader and members of his/her team to identify the current 

position of these vital alies and/or enemies. Furthermore the tool allows the researcher to 

plot his/her intention with regard to where this particular stakeholder should be to ensure 

minimum impact from a potential negative staff member or ultimate exposure for those that 
' are in favour. Again our attention is drawn to table. 6.1 to illustrate this vital understanding. 
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Table 6.1: Stakeholder analysis 

Stakeholder analysis 
Na!ree or Staloaholdert1 Division 

Strona l'eeatlw t-eutrol Posltlw Strona IJJBltlw Reasons for 
nel!<ltlw (-2) C-,) (O) (♦1) ('2) attitu:ta 

Production Manufacturing Past ex "'"~ Production rnml s, chain mana""me~• 
. r, 

o .... mtlons ma chain mana"" menI 
Press aha~ Manufacturlnc ' 
En•~ " Manufactur1nc 
Purchasln" s, cha!n manaoc rTEn ' 

, Reserwd 
ales & Dist Marketln" -.,__ 

rahousln11 Manufacturl 
Maintenance & En1r noerln Manufacturln; u 
Finance Co rate ed to ta ''"" Line au Manufacturl 

12 Pl;mnln<> s, chain mana<1Ament 

Source: V-Up training manual, (2005) 

Step 5. 

Finally, in our 5 steps to effective change management, is the aspect of support from top 

management, but real, support, not this wishy washy agreement that top management are 

committed, but rather a hard line on the floor, visual support. In most cases, support in the 

boardroom is often agreed upon and minuted, but it is rarely seen to be carried out 

amongst the people on the shop floor or within the project teams. 

Within NSA, with constant continuous change under the guise of "Kaizen" it becomes more 

important for top management to always be willing to lead from the top, Robert Wasson, 

concludes with the reminder that businesses should be exposed to continuous change on a 

constant basis. The idea of change should almost be embraced by the organisation, after 

all if there is a need and a will for change there is therefore still life and with this, an 

opportunity to better the organisation on a continuous basis. 
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Figure. 6.3: The way forward. 
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' 
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" Revive our " Complete revivaf " Value up with 
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I @•] I I I 11 JDitr#(@ . I 
' 

• Profltablllty by FYOO • +1M units by 9/bs • 4.2M units In FY08 
• Operating profit • 8% Operadn9 profit I •Topleveloperadng 
margin>4.5% In FY02 margin I profit margin 
• SO% debt reduction by • o automotive debt ' • ROIC average 20% 
FYD2 I 

···- .. _, . _____ j 

Source: "The Nissan way0 presentation to the executive, (2006). 

What better way to continue with constant change opportunities than to adopt the current 

V-Up methodology (which supports the Value-up strategic plan) over the next couple of 

years. With the increased interest and awareness of V-Up (results of a V-Up survey 

conducted throughout the business Oct. 2005). and with it, it's strive to achieve added 

value through process efficiency and waste elimination, the organisation can work together 

as a team and continuously strive to better the current state and improve the capability to 

deliver consistently to it's agreed schedule. As can be seen above in figure 6.3, the past 

mid tenn plans proposed for Nissan's success, have up to now been achieved. Beginning 

with the Nissan revival plan in 1999 (NRP), moving on to the N180 proposal, and now 

currently finding ourselves faced with the challenges associated to the new Value-up 

strategic plan. NSA has the capability to realise these stiff targets, as they have done so in 

the past. It is how we learn from previous mistakes that will allow us another opportunity to 

prove ourselves that becomes the challenge, both now and in the future. 
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The V-Up project management office (founded by Carlos Ghosn, in support of the Value-up 

strategy) is available to assist with issue faclilitation, project management as well as having 

a prominent role in establishing ideal projects for the organisation in line with it's mid term 

commitment to Japan. Furthermore with the realisation of the complexity within 

manufacturing and the understanding of the given time constraints associated to large 

scoped projects, the V-Up office plans to introduce a new set of tools called "Senmon 

Kadai" (Single issue project realisation). This will allow manufacturing to scope smaller 

more immediate concerns and use a similar methodology (slightly compacted in the 

availability of tools) to that of DECIDE (discussed earlier in chapter 3). 

If all cements above are considered, the organisation has to believe it can iron-out most of 

the concerns related to the current SAP-system. Using the afore-mentioned 

recommendations and applying them to improving re-engineering and processes in line 

with the current IT system should be considered. It has been mentioned before about the 

concerns related to the "stretch of resources" expected to assist with business 

improvements, using SAP as a base. Consideration will have to be given regarding 

allocation of resources to assist with aligning some of the SAP processes closer to the 

organisation's requirements and it's capabilities. This may be possible with the more 

effective use of it's well trained "super-users" (those representatives that have had a 

considerable amount of SAP training) in the work-shopping of potential areas of 

improvement and enhancement to increase the efficiency and effectiveness of the current 

ERP-solution. These areas, after being identified, should be best improved through the use 

of benchmar1<ing techniques, such as a clear understanding of how do our competitors 

navigate over similar experiences. 

6.2.2.3.4 Believing in the organisation: 

If NSA are serious about achieving their objectives over the next couple of years then they 

have to align themselves from within. With the launch of the extensive campaign on a 

global scale, named aptly, "The Nissan Way", with the slogan: ''The power comes from 

within", NSA may be able to reach the goals to which they are striving. The important 
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message in this campaign is you have to believe in yourself. Figure 6.4, below, depicts the 

coming together as an organisation and striving toward a common goal. 

Figure 6.4: Believing in the organisation. 

"The ower comes from inside" 

Source: ·rhe Nissan way" presentation to the executive, (2006). 

The organization, if it is to succeed should, put into place, the basic principles linked to this 

powerful campaign known simply as: "The Nissan Way". This campaign focuses on 

changing the organisational mindset and ensuring that this happens by recommending 

actions that are both realistic and simplistic. Below in table 6.2, one can see the structure of 

this campaign. Note that there is not only a realization that specific mindsets have to 

change but also there are specific actions that must take place to support the success of 

such mindset changes. 
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Table 6.2: The methodology to achieve The Nissan Way. 

Mindset 
1, Cross-functional, Cross-cuttural 

Bo 0p0r, ond dw:iw OfllPlllhJ-.wda diffa,a:nt wi-.; --2. Transparent 
Bede.a,,ba~,no~...-dnohm,g. 

3. Learner 
Bo ~:o. .._., lrom -=ry OppClrt,ll'lity: 
c,~,,~~-

4. Frugal 
Ad,io,o IM,l:ffi,ffl .-111:1 -..ith minimum raourcG:I, 

5, Competitive 
No~. ti,~,.. on ~lion, 
_. C0ftU'luOaA bondffl:irl.ir,g. 

Actions 
1, Motivate 

How 11:re )'0U Clllo,gi<ltlQ yaursol attd othenl? 

2. Commit & Target 
An ,_ ~ ,rd - )'OU ltb'lfldting eno,q, 
1~,o.rpollll'd::ll1 

3, Perform 
Alo you !ut,, locu:iod on~ r=J:17 

4. Measure 
How do )'OU - pcrlllffflUCO? 

5. ChaDenge 
How ArV )'0U dririr'l,g CO'llnoi. atid oompci<IMI progroao 
i,c,outt,e~ny'P 

Source: aThe Nissan way" presentation to the executive, (2006). 

6.3 Conclusion: 

With the conclusions discussed in this chapter and the resulting recommendations provided 

to senior management at NSA, one could only hope that a re-occurrence of the poor ERP­

implementation during the 2003-2005 period will not be repeated and we as an 

organisation can safely say we are a learning organisation because we choose to take note 

of our past mistakes and strive for continuous improvement as we go along. 

The recommendations provided in this chapter are in no way complex and interestingly 

enough seem almost basic at their first appearance, however this is the stage at which 

NSA manufacturing has now found itself. Returning to some basic principles is not a poor 

reflection on the organisation but rather a coming of age as far as organisational maturity is 

concerned with an understanding that if we cannot get the basics correct we will continue to 

fail in the most basic of areas. The management of future projects such as the proposed 

"Conductor project" (that of a complete replacement of the shop floor control system) 

cannot afford to fall victim to a similar fate as that of the ERP project implementation. Our 

organisation as we know it would simply not be able to withstand the impact of a repeat 

performance. 
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CHAPTER 7. CRITICAL REFLECTION 

"Knowledge is power'' 
Sir Francis Bacon (1561- 1626) 

7.1 Introduction: 

This chapter allows the researcher to reflect on the research project as a whole and reflect 

on the good as well as the bad parts, in the hope that some day this may serve as advice 

for future researchers. Here it gives me, the researcher the opportunity to elaborate on 

negative accounts and of course some positive accounts while focusing on opportunities 

found during the journey for subjects and areas that could serve as possible future 

research objectives. 

The reflection deals with a number of aspects, namely those issues and/or findings related 

to the complete MBA programme as well as those issues related to the research project on 

it's own. Finally the researcher has the opportunity to reflect on more personal issues 

experienced during this period. 

7.2 Formal reflection on the complete programme of MBA: 

7.2.1 The dynamics: 

During the last 3 years, glued to the books at any given opportunity has now at last come to 

an end, however one can not just accept that the journey is complete and the interest in the 

academics of business must just cease to exist. There almost seems to be a gap 

somewhere which needs to be filled, either by further investigation into some of the topics 

raised within this report or by keeping up with the progress of business management 

through the reading of abstract and the many articles available. The knowledge that one 

gains on a programme as dynamic as the SBL / Open University MBA programme is of a 

richness that cannot easily be taken away. Each of the subjects administered over the last 
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couple of year.; has, in it's own way provided a clear understanding of the task at hand and 

most definitely found it's way into general discussion when anything regarding business 

management becomes the topic. Any organisation can be proud to have student 

representation from this type of programme on their staff, as the passion for process 

understanding, continuous improvement opportunities and just becoming a sponge for 

business academics almost becomes second nature during, as well as at the end of this 

programme. 

7.2.2 The journey: 

The journey rather than the destination has been the largest contributing factor in the case 

of the entire MBA programme at SBL, Unisa. The assignments were well structured and 

progressive, allowing the student to slowly familiarise him/heraelf with the expected level of 

output. The tutors used during the initial stages of the programme were instrumental in 

preparing us for the long and difficult road ahead, we as students starting out did not 

necessarily underatand this at the time but it later became evident of the need for strategic 

thinking and not operational thinking, bigger picture and not specific detail, or as the one 

tutor put it, "step back and get the bird's eye view of the situation". {Brink, 2004). 

7.2.3 The way forward: 

After having completed the MBA programme, one must seek an alternative hobby, as the 

time available to the student is going to be incredible. The constant buzz that was always 

part of the discussion, whether it be at the study schools, the day schools or the residential 

schools will have to be replaced with something. One may consider at this stage delving in 

more detail into his/her topic, and furthering their underatanding and knowledge of their 

particular research topic, as there are always new ways of dealing with business issues 

being introduced continuously 
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7.3 Formal reflection on the research project of MBA: 

During the final stage of the programme, when we were introduced to the reseach project, 

the students tend to get a little complacent, thinking that the final part of the programme 

can only get easier. That is when the quiet before the storm sets in, and shortly after this, 

the storm begins brewing until half the year is gone and the students find themselves ship 

wrecked and rapidly running out of time. 

One is never prepared for the amount of work that is involved in the second half of the 

year. The ramp up during the specific assignments that were required, slowly introduced us 

to the methodology and the pace at which the students should work, however, once I 

moved into the preparation for data collection phase, I began to realise the complexity of 

what I was getting involved with. As can be seen in figure 7 .1, below, the need for a mini­

project plan becomes necessary in order to ensure that the tight schedule surrounding the 

final stretch of the research project is achieved. 

Table: 7 .1: Final preparation schedule. 

ACTION SEPTEMBER OCTOBER NOVEMBER 
Send out auestionnaire X 
Data anal-s X 
Preparation of data X 
Presentation of data X 
Structured Interviews X 
Complete report X 
Send report for technical edltlnn X 
Make necessan• chan1:1es X 
Lanciuaae edltlna X 
Final edltlnq X 
Prlntlna of 4 x CODles X 
Deliver report to book binders X 
Collect final renorts X 
Submit 3 x co oles of reoort to Unlsa X 

There are many more hours required during these closing stages to ensure that everything 

is presented correctly. The editing is checked, then re-checked prior to sending the report 
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to printing, each of courae resulting in many hours of reading and editing. This was the 

stage at which I found myself and the research project almost attached at the hip, the 

amount of hour.; spend editing, cutting and pasting, and than even some sections were 

erased and re-written. One must never under-estimate the amount of work associated to a 

research project. 

Another aspect of what I found during the later stages of the research project was how 

interesting everything began to become. I was slowly becoming a sponge for all sorts of 

literature related to any sort of business related literature. Any question related to: "how are 

the studies going?" quickly had me in discussion mode, relating to all the findings and/or 

some of the outstanding literature that I had come across lately. I had become so 

passionate about business improvements, that I was actually bringing these topics into 

standard social conver.;ation, and ultimately having to check myself and switch off, if I were 

to keep the same social circles and not bore everybody that came near me. 

7.3.1 The understanding: 

Now at the final stages of the research project, there is a clear understanding of the need 

for time management. This is the one factor that can cause many problems if not managed 

correctly or efficiently. When attempting to combine all the literature, apply specific 

business models and argue the facts, one realises almost immediately that the remaining 

time is very limited, as was explained in figure 7.1 and the need for a timing plan becomes 

necessary. 

7.4 Personal reflection: 

The journey that I have travelled over the last 3 year.; has been a most dynamic, learning 

experience for which I am most grateful to both NSA as well as Unisa for the opportunity to 

compete at this highly rated academic level. Coming from a technical background originally 

and having to move into an academic direction was not easy in the early stages, however it 

has most certainly proved to have been the right choice. My understanding of the "bigger 
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picture" as a result of being exposed to all aspects of business as a whole has increased 

my confidence in the board room as well as on the social field of play. The combination of 

in house training at NSA on softer skills combined with the tutorship and guidance supplied 

by Unisa and it's partner, Open University, has created a confidence level within me that 

can contribute positively to NSA and more specifically to manufacturing as a whole in the 

future. 

The impact on one's social life is almost certainly a factor to be considered. The question 

is, was it worth it? My answer to this is quite simply yes, I have learned so much during this 

intensive period of four years (three of them related to the MBA programme), and have 

most definitely matured in other areas. My confidence at high level meetings has grown at 

a phenomenal rate due to the fact that I am comfortable with the understanding at a 

strategic level. The increased persuasiveness that I possess, as a result of the academic 

backing allows the creative opportunities to come to light, allowing what we have taken so 

long to learn to eventually bear fruit and serve it's ultimate purpose, and that is to add value 

to NSA. 

I have been fortunate enough over the years to have received a promotion as a result of my 

continued studies, and in saying that have had the opportunity to put into practice some of 

the tools and models that we were taught over this period. My involvement currently within 

the corporate planning environment allows me to practically apply most of the thought 

processes and models at a strategic level, and therefore contributing positively to the 

company's ROI associated to the cost involved in my initial and furthered education. 

As for the future, I think I am going to put a hold on further study and enjoy some real 

outdoor living. I will arrange almost immediately to pack some bags and head out on my 

off-road bike (which has been collecting dust) and explore the road less traveled. I will 

enjoy this feeling of new found freedom, satisfied in the knowledge that I have had the 

opportunity to increase my contribution towards NSA by assisting in finding better, more 

cost effective and efficient ways of manufacturing within our production environment here 

at Rosslyn, South Africa. 
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Finally in conclusion, I would like to state the need for a study partner during the MBA 

programme. I, per.;onally found this to be an advantage over some of our fellow students 

whom were not necessarily in close proximity to have adopted this particular strategy. 

Having a close study partner should be seen as something in addition to the integration 

with the standard study group member.;, someone whom you can use as a sort of pace 

maker or sounding board. A commitment between the two study partners creates a sort of 

challenge and drive to continue, as we know, even in continued study, there will be the 

areas where the emotional curve comes into play. With a close study partner there is 

always help at bay in the fonm of motivation as well as the creation of a healthy competitive 

environment. 
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8.2 List of appendices: 

Appendix 8.2.1 Questionnaire used to conduct survey 

Appendix 8.2.2 Table containing results of questionnaire (raw data) 
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Appendix 8.2.1: Questionnaire used in survey: 

e 
I M3A P.ESEARD-i PROECT 

O\al"IQII! management readiness assessment questtornalre 

J,tr9 'ltw1 a -,e,,- h.:ts passed srce a,, ~rr8'd.lttn of a,, SAP BU' 9JI.J1D,,, p.s a resuu, a,i, ~i'e anm tD a=ess 'hi a.cam IINl1 of 'hi lflllBrrentattn 

~it, a"d irUlJITllt)' w!U be respected and guarentaod -..NB It 111 !trp:rta'II: 111 i.rd;nt.r,d Myg., must pleas:o answo- the IClllm,olrig 
quesllllns ableclJvely n lhl o:nran afasal!tn;J Nls:3al S_A, with ~rg ii.Jue ?'llJect lff1:llementa!D'II. 

Fu-lherrn:n, "' cµisatn'lai'e wm assist l'1 UDEn1a"drg 'hi ram, of h respcrdEr,tll wtuu 'hi 01'1)711Utbi b ei;:osed ID a:rdhDa ct,a,v:, .rel tow N.isslrl S.A. 
ca, a.o'd ll'Tl!ICBSlir)' liunratbi reg.rd",! Ms-a ,;rirsfbrl'M!Dn r1QJnlrnEl'1tl. 

I COl'lth.e_. I 
I .'· 

s 
ln<>RuSes: I'. 
1, All ~tbns rTIJSt be answered. 
?, Partlc[pate only crice. 
3. ~ tt-e --tbns a9 acnramlw as --'-8. 

Please ndlca!EI ra-, preferen:e by selec~ Ire apprq:ll"lalB answer CMtahecl In 
the ''diop-d:lw11"boxes an Iha rlq'lt hand side nsrt tc each questbn. 

Demog-aphlc determination ' " ' ' !, 1 

L °"""'· P1easeSeled ,-,.~ 

2. CuTent posltbn hald by raspondent (ycusalf). F1ee.se Select 1:,.. 

J cu-rent Held of en,:ik:Jyrnent Please Select I~ 

4. Length of time i1 arrant posltkln. Please Seled 1~: 

5. Average lergth of time spent an SAP system per day. Please Select r.~ 

I 
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Questions to ~ research objectives i 
' 

I. In my mn::I, tha in-p8rnent.atlon of Iha ERP project was a su:cess. Please Select I,., 

2. The BusheS9 was well~ and ready fa Iha c:hn3e. Plee.se Select i;.; 

3. I was well prepared and ready for the charge. Please Select ' ,,'":. 

4. ~ Is gere-alty difficult to lrnplerrent rt rrost crgcr,!sattm. Pleose Select 
,. ,, .... 

5. The comrrunlcatb"I regardhg the rea&r1S fur the ERP lmplementattn I Please Select ~ was clear to me. 
6. The mlg"atbl to an ERP soutrn was recessary 8Y8"I lfwe had to I P1ee.?~ _Select ~ the hardsh ...... assoc:iatBd to ,+,.,.....,... 

7. The transltb"I to the new system was well executBd. Please Select :;;: 

8. I o:utl have been rrore lnvOtved n the ERP p-o):!ct preparatirl Ff\ase. Plee.se Select :, ... 
9. The business was too tusy with day to day act!Yltes to be co cer, e:I with I Plee.se Select §) 

the I ,- -- -- - .. 

10. The buslnass was made aware of the changes but did rot talcs thase I Please Si:!lect lil serleustw-. 

II. I 1hrdc my ca,trb.Jtm was vauable to the pre Jed team at Va'"laJs stages I Please Select ~ of the oro1cr1-

12. I felt I was part of the plamlng and preparation fer 1he transttlOn from j Plee.se Select ~ •-~to SAP. 

13. By 1he time we "went IW I was fully trained to ca,tn.Je with my ):ti on a I Please Select ~ ............,., level. 

14. By 1he time we "went llve" I was fully ITalned to conth.Je with my specific I Please Select lil w, 1in:tlon on a transactional level. 

15. I felt lhat the ntrod..ctlon of 1he new system was a waste of time, rrcnElf Please Select .E. a elfcrt. - --- -

16. The tuslress was rot kept up to da1B wl1h the ?"OIJ"8SS of the projeet at I Pleas_e_ Select ti the va-lOUs s~. 
,., 

17. Tha rusmss fully lJ'lderstood the Impact associated to lmplernenlnJ the I Please Select fil SAP ERP """'tern. 
18. Thsre was vaue h the J#areness campagn tlYCll.qOJtthe ERP I Please Select a l......,lementattln. 

I 9. I understood what was expected of me at the ''Go-i.lYe" stage of the I Please Select fil ~-
20. I want to be kept hfun-ed of how the O'ganlsatk:n Is charYJhg. r Please Select ,., 

(OPTIONAL): Please feel fr9e to add any colllments that you Ceelwill add value 
re •• the as1es1mellt. 

Won! Count ' 1250 -
Plea:,e keep the lenQ"ht oi your comments no longer than Bllout E.I 
245 chue.cters long,., i 

i ·, 
·---·-···- .. -· - -·- - ~ 

I Subrr,iJ:l!IYl~SP.,On_s_~ ~p:wli I 
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Appendix 8.2.2: Raw data prior to analysis: 

jld lo.ino.nl ..... I O.,Enu I """" I .IIMTml!!! I !!!!suco.ss I M!3! I ""!!!I! I 0!510'13nl!! I ERl'c,;,mms I ERP11i111•• I ~Tl1nS I ER!l!!, I ,_ - ·- ,.,... iltaflln 10\ - llhilJtt !ClsagrH Sl'qlyagm '2AQIII 'AGIII .. jlhigiri IJlp, : ,_ .. , - ,... , .... , , .... ~~--~~-""'--·..L~!" ••.• ~ --·•"""-1 ,_ - - ,.., '" - :~ 1-~-... '/qa lll(Jft IP, ···--tdi..!:"I 1~-1 ·- --- """' '" , .... I~ liQ111 Sllql'fagm ;,vtt agru Dlffgrtt AG111 ·- ...... - 1D-,urs Lust.an 10\ , .... := i:-:~- ="l:pl = ~~ -=+~~--F~~ 10 Flffllle - - ,... -~O'l ,_ 
II- - ·- ,.,.... 

"' - I~ /,Qrtl Stql'flOret ,vtt :Ac,tt llliAgm .Agrff ~ 
12 Femm - - ,.,... '" , .... ,,.... ,....., - - ·- ~- -,, ... --·- ,.., I.Us t,an 10'1 ..... idlnartt IDiPai" mlrG!f~ ~lltqu·-· .. ~--~-~'" - ~J ..... - - """' ·-· - ,C!Rp, lliAgm Stql'f.- llsl(.Ja A(m IDlffgrtt JQ1tt 

15 Ftnmt - - ,.,... 
' - lmlJtt 'lill'" AGIII ~ ~--~~--... "!"' -·-·---< ,._ --- ,.,... Lust.an 10\ , .... dlwgi" •liQii. _--·=tttqi,.lliftt·- .... • .. ...,.-~~---1 

11- - ·- 1oi,un: '" .. ,dlwgiWI 'lill'" AcJtt ,vtt :A(m Pqa illil'" ' 
18 Femalt --·- ,.,.... Lust.an 10\ agpi idiAGl" jDiAp • jmlrG!f-"" ,vtt ~Pqa - ldiDQIII l"'OIII : ..... --- ·-· diAfJH_______.__Pirtt '~-"'" Pqa .. ,A(m--+,-~TT~ : ,, ... - ·- ,.,... '" .. ,.. '/oQ'" ----r-"""" l9tt I~ -t"Aolll Ill'" ! ,,_ ...,,,,,,. ~ Ltat.an 10\ ~ ,lmlJH '/,Qrtl .. ,.... 1'..... i•-· I" ...... I n.., - - ,.... Ldt.an 10\ ~ !dinp ~'" !Agrtl 

agpi .dlsaQl'tt -S11011Qlli ~Stql'f11p1 
oisla!!!...__.. Dlffgrtt 10o1a.-: ,. ... --- - t.usllln 10\ ... I"'" ldiDJU I~ i 

" ... --- ,... '" all?fl :dlP;I" :DiA;rn mq1y1p1 tJs.- a"'" dlap:1 'Agin ,...,, - 'i'- ,.,.., 
'" ~diA;rtt iSlrOi'dJa,tt, ,:1qar l:pl ----;,.. ,1111,a -------~7 

21.lilllt - - ,.,.., '" DDIJtt !~ '/1/jrtt ISllqlyagm Pp .. llhl(litt :~ 

29'Femalt ...... , - ,.,... 
'" agpi !llnp 'lill.!!!...... .. ~AGIII ~ IIAp $•.. 'ag!!!__j ,, ... --- ,.,.., 
'" ~ :dlsl;ral iSUOl'dJoisaQIII •AcJtt ~ A(m diDglll illjlri ' ,,_ - - ,.,... -~O'l , .... 

•~ 
1
1i11!!!........ ---,.'~----~""" •• ~llsilfill• -r______j 

31 Ftmal - ·- ,.,... 
"' , .... ·- 10 )'UJ'I Lts:st.an 10\ 

,11ngru ~ AcJtt ,vtt I~ 1bi1Jn Do 1a .-1 m,.,, -- Agra -.-~d'l114ffl ISl'ql'fap ,vtt l[lgpl ·lbi&Jn Agin : ,. ... QJpmom, ·- ,.,.... 
""' ~- ;~ .. __ tlJ.!!!,__ ___ ~~ .. 1~-~r~--..r~ ____ j 

~ ... ~ .... ·- ,.,.., 
"' ..... ...... -"",ii'""' ... --ra'.. 1- ·-~ ,,_ - ·- ,.,.., '" DDPI i~~-- DoNxlno11 ,.,.- DoNxlflOm

0

Dotalno11~ 1 -- s.im, - ,.,.., 
'" ~----·~.!!-~.!'11~.ll(nl q11p----~~-· --➔~ l~---, ~- -· - ,.,... 501 --- ,.,.., t.usmn 10, 

..- ;CIAGrtt ,S!Jm~_-,.. jmlrG!f_agm ~....!9'!!....... . ......;...AGr.!!... .. __:_..AGI!!... .. __ ., ... -- /911 CklOII ,Cblgrtt ,V.. ,vtt rAcJtt 'Agrtt J1Gm , - ·- ,.,.... Lusflln 10\ 
- I I - --t;-- ---+--·--

41 ... ~~- - ~.!! --· ·1""""-------h~~- --t;~----k~~. ; ~- - ·- ,... -· a~ ,as.-~'" ffll'G!L~~A(JN diagni, ~ _J .,, ... - ·- ,... -· ~ :IJn,tt ,~dsagrtl AcJtt l,mgrtt lgrtt dlDQIII lgrtl ' ~- ...... - ,... 
~-- .. AQrel :lhlgln l~ilQltt IIIR?n I/pl_________,!~~ . 

1
agrtt .... ..i 

.i I OemGen °""" """"' "'r .. .. r .. I ..... , .,, 'I .... I OmOal,. mio::mns I ER Trw I ER .... ...,_ - ,.., Lm«iin 101 1a.- I- IA;jrtt !Stqtyqtt .... , .... , .... ! .... .... ...,_ - ,.., ... , ·- 1-.~ ·- ilsagM IApi 'diagru . .. .... - - ,.., "' a..,. .,,,.. ;Aartt '.Srtn;lt,JQl!t ""' . ... 1..., 1..., 
--.... - - """' INcm\ :DSi!JH - ,.,,... ...... ,Cb lttkl011lllo 1t1t 111'1:,;1 Do tlilln:llil ...... 

~ ... ..., .... - 10,.., ... , ,....,. ...... ,,,,.. .... ilsagm !.tip ...... .... 
w ... - - ,o,.., Lmfml 10'1. 'Dap ,,,,... ,.,,... , ...... .... . .... - .... 
61[Female - - ,.., Lmfml 10\ :Dsao"tt !iisap, illo tbknoo ....... .... ..... - IDoNx.., ,,. .. - - """' "' ,,,,.. 

'"""" -.... .... ""' . ... ...... . .. 
~ ... ...,_ - ,o,.., "' 1Dsap I- ,,,,.. I- .... , .... 'cisagru , .... 
M:rema - - ,.., "' '""' --.... . .... .... , .... I- 1'9tt 
55!female - - ,.., "' ,,,,.. ldis:agrtt IAartt ..... ""' ..... ,.,,... ,,,.. 
M""' - - ,.... "' !Dap ,..... 1,,,.. , .... lb ltt k1011 !Af!t , ...... , .... 
~ ... - . ..., ,o,.., "' , ...... - ~cisagfttl~ - 1 ...... 

'ci8111 . .. 
~ ... - - ,.., , ... , ....... - ...... , ......... ... .. .... . .... . .. 
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Appendix 8.2.3: Questions for structured interviews: 

Page 1 

' 
Questionnaire # 2

0 

Change management 
readiness assessment 

questionnaire 

A list of open ended questions for duscussion during structured interviews 
with the executive. 

Question 1: Are you aware that according to the respondents, 80% indicated the the 
ERP implementation was not seen as a success ? 

, 

0 

Question 2: 81% of the respondents say that they feel the day to day activities were 
more important and therefore the project activities were ranked second ? 

q - ,0 

Question 3: What is your take on the fact that the respondents indicated their 
awareness of the change but did not take this pending change and resulting impact 
serious! ? 

Question 4: Only 39% of respondents indicated they understood their roles on a 
process level, while only 29% indicated they understood on a transactional level, how 
can this result be improved ? 

Question 5: Are you aware that the respondents indicated that the awareness 
campaign conducted during the project implementation provided insufficient value ? 

Question 6: Our employees indicated that they wish to be informed of the future 
changes within the organisation, how do we intend accommodating this wish ? 

' ;, , "11, 
:, " ~a 
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