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Abstract 

 

Organisations are experiencing business and social pressures as their commercial 

settings become more hostile and disruptive, and the macro environment 

increasingly demands greater accountability and operational effectiveness from 

companies. The need for change management to secure business functionality 

has also become a great concern for the mobile telecom markets. To survive they 

must enlarge their borders of service delivery to rural societies in South Africa— 

and beyond its borders—while having to scrutinise their internal and external 

operational services for market share and revenue. New technologies alone are 

not enough to change system paradigms in production, consumption, 

geographical expansion, and the introduction of new products and people skills 

are all of extreme importance. 

 

The research focuses on a South Africa telecom operator who has come to the 

realisation that its current organisational system was cultivating inconsistencies in 

diverse and disparate ways of work caused by the constant reinvention of new 

policies and procedures. There was a lack of sharing knowledge about systems 

and processes with the other markets and headquarters. A need existed for an 

operational business model to transform back office processes across the 

telecom’s multi-national markets; and for new HR taxonomy to be applied to the 

back office functions while employees were performing their daily duties. The HR 

taxonomy for the back offices is viewed as an enabler for the markets and 

headquarters to respond rapidly and more creatively to changing market 

conditions, as well as to business and customer needs. An immediate change was 

to construct a centralised Shared Services Hub and Centre of Excellence (CoE) at 

headquarters in South Africa to increase governance compliance, reduce cost and 

increase focus on revenue. 

 

Data was collected by sending the request for information (RFI) sheets to all 22 

operating companies across the ecosystem. From there the research team, 

consisting of the researcher as HR director and the 45 HR managers sampled 

from the different country markets by purposive sampling, engaged in recurring 

rounds of participative action research. The action research took place over a 
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period of two years in which participants were involved in several iterative, in-

depth focus group discussions until accepted HR taxonomy could be submitted to 

the Advisory Board. 

 

The operational business transformation model, as an outcome and contribution of 

the research, is a HR driven process that has currently effectively been executed 

as a pilot project implementation in the HR back offices of the telecom in Ghana, 

Cameroon and Benin over a period of three to four years. It is essential to note 

that HR management focuses on only one process in the entire HR taxonomy, 

namely Recruitment and Selection. The current focus, apart from implementing 

HR Recruitment and Selection in the different  markets, is setting up a recruitment 

hub that is to be located within the Shared Services Hub (SSH) in South Africa  

based on these processes for easier “lift and shift”. 

 

Some of the findings are that the updated plans and blueprints and the learning 

curves need to be specific for each country given its unique operating context. 

Constant dialogue and reports on the change process outcomes should regularly 

be communicated throughout the organisation. While the pilot project takes place 

over a period of three to four years, validation and implementation are assessed 

quarterly. 

 

Keywords: Telecommunication transformation, Operational business models, 

Telecommunications Business Models, Back office operating models, Human 

resources back office functions, Recruitment and Selection, HR taxonomy, HR 

taxonomy implementation 
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CHAPTER 1: CONTEXT OF THE STUDY 

1.1. Introduction  

 

Throughout the world, organisations are increasingly experiencing business, social 

and environmental pressures as the commercial setting in which they function 

becomes highly dynamic and turbulent. The business environment has also 

become more hostile and disruptive, and organisations are confronted with new 

information and communication technologies, shortened product life cycles, and 

competition in progressively tougher global environments (Brown, Hagel, De Maar 

& Wooll, 2016). 

 

Companies need to manage multiple distribution channels, complicated supply 

chains, expensive IT implementations and strategic partnerships—and still be 

flexible enough in their operational areas to immediately react to market changes 

(Hodgson, 2003). Although, when it comes to disruption, it is often the destructive 

way in which organisations respond to external forces that cause their downfall 

(Brown, Hagel, De Maar & Wooll, 2016). 

 

Vibrant forces demand increased organisational accountability within social 

structures. In turn, it leads to a greater call for operational effectiveness and 

efficiency with limited resources available (Fowler, 2013). Most organisations are 

involved in implementing new actions because fluctuations in the external 

environment automatically demand changes in business strategies (Verzuh, 

2005). Consequently, organisations need to keep well-informed of these driving 

forces to ensure sustainability (Verzuh, 2005).  

 

The demand for change management to secure business functionality has equally 

become a great concern for the mobile telecom markets. It has become evident 

that telecoms need to expand their borders of service delivery and scrutinise their 

internal and external services and operations to ensure market share.  
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1.1.1 Telecommunication expansion into the African and other rural markets 
 

In 2014 Deloitte found in an analysis that a growing number of local South African 

companies, large South African and global industries, foreign investors and 

governments are focusing on the African continent to share in the growing 

telecommunication opportunities these markets have to offer (Deloite, 2014). 

Maritz Africa Intelligence reports that the telecom market is changing faster than 

what the operators can respond to (Maritz Africa Intelligence, 2016). 

Furthermore, the mobile telecommunication industry is moving toward maturity, 

implying that consolidation is becoming a reality that can lead to survival of only 

the most cost-effective and agile suppliers in the market segment. The competition 

requires companies to deliver outstanding facilities and products at cheaper rates 

(Deloitte, 2014). Another finding is that the more the urban market is becoming 

saturated, the more the mobile telecommunication segment is turning to expand 

into semi-urban and rural areas in Africa, as well as countries beyond its 

boundaries (Agamya, 2012).  

In 2000, Africa had a mobile connection penetration rate of about 2%. By 2011 the 

figure had grown to about 65%. An MTN broadband subscription services report of 

2013 estimated that broadband services would reach close to 265 million 

customers by 2015 (Douglas, 2013).  The reason is that Africa has grown at 8.7% 

compound annual growth rate (CAGR) between 2000 and 2010, with a forecast 

real gross domestic product (GDP) annual growth rate of 5.5% by 2017 (Deloitte, 

2014). These figures make Africa the fastest growing continent second to China. 

The number of people in the African middle class has grown by 130 million, while 

the African Development Bank forecasts another 100 million inhabitants to be 

moving to the middle class by 2020 (Deloitte, 2014). These improved economic 

conditions in Africa have caused the fastest telecommunication services growth in 

the world and transformed major characteristics of peoples’ social and business 

lives (Maritz Africa Intelligence, 2016). 

Central African telecom growth remains the fastest in countries such as Nigeria 

and Sudan, and will keep on growing where saturation is still relatively small 

(Maritz Africa Intelligence, 2016). These mobile services have become a core 

existence enabler to many user segments as it increases communication, 
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productivity provides licensing opportunities and brings about an improved 

regulatory environment (Deloitte, 2014). 

On the other hand, Maritz Africa Intelligence projects East Africa as a better region 

to face the economic impact because it offers increased and more profitable 

solutions to mobile growth. Apparently, there is often more wealth hidden in East 

Africa than usually assumed (Maritz Africa Intelligence, 2016). 

 

1.1.2 Impact on the telecommunication industry 

 

From the discussion above it is evident that opposition in the market will increase; 

and so will the many issues attached to reaching and servicing rural customers. 

Becker, Lazaric, Nelson and Winter (2005), supported by Becker and Zirpoli 

(2009), agree that the capability of organisations to compete is determined by their 

ability to unceasingly introduce new products, improve their manufacturing and 

organisational processes, and exploit new technologies. The impact expands to all 

players in the telecommunication chain, including suppliers of hardware, software, 

all other products and services, and people in the telecom market that have to 

innovate and reposition their products (Deloitte, 2014). 

 

In the past few years it is also the different products that have forced competitive 

players in the telecom industry to strategize their efforts toward sustainability. 

More than often, traditional carriers are replaced by new entrants to the market 

offering innovative added value, while a general restructuring in the operational 

environment forces other operators to consolidate their services. Stiff competition 

in the telecom business has the effect that tariffs must be reduced while increased 

rivalry among the suppliers is promoted (Maritz Africa Intelligence, 2016). 

 
Feller (2015) and Boons and Lüdeke-Freud (2012) refer to Hodgson (2003) with 

confirmation that, as changes in the commercial settings become more aggressive 

and uncertain, organisations realise that new technologies alone are not enough 

to change system paradigms in production and consumption. Hodgson (2003) 

observed that fierce competition forces businesses to follow profits via two main 

directions. 
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The first  direction is to enter markets by geographical expansion and by 

introducing new products, while the second solution is cutting costs through the 

adoption of new technologies and, of utmost importance for this study, new people 

skills. All these factors imply that companies have no choice but to design their 

business models as flexible as possible and to deal with the stiff competition as 

soon as conceivable within the rapidly changing environment (Hodgen, 2003). 

 

1.1.3 A business model for a sustainable future  

 

According to Hodgen (2003), a business model is a tool created to enable 

business managers to make tactical decisions in a complex work environment.  A 

business model expresses a logical way by which the business should operate 

(Casadesus-Masanell & Ricart, 2009). It includes "data and other evidence that 

support a value proposition for the customer and, a viable structure of revenues 

and costs for the enterprise delivering that value” (AOM, 2014; Teece, 2010: 192). 

Such a model or tool should enable business management to measure, quantify 

and respond to any changes in the organisation to stay competitive in the evolving 

macro environment (Osterwalder, 2004). Thus, it is important for business 

managers to comprehend what their business management model should look like 

and what critical elements it should include. Osterwalder, Pigneur and Tucci 

(2005) regard the term business model as i) the way in which a company does 

business, and ii) explaining how the organisation conceptualises its business 

activities to reduce complexity to a plausible level. The practical consensus is that 

to remain competitive and sustain future growth, organisations must continuously 

develop and adapt their business models (Amit & Zott, 2013; Teece, 2010). 

1.2 Motivation for the study  

The business case for this study is Telecoms Network Industry (TNI). In order to 

keep its identity confidential, the name is used as a pseudonym for one of the 

large mobile telecommunications suppliers and carriers in Africa. Countries 

included in TNI’s telecommunication services are Afghanistan, Benin, Botswana, 

Cameroon, Cote d’Ivoire, Cyprus, Ghana, Guinea Bissau, Guinea Republic, Iran, 

Liberia, Nigeria, Republic of Congo (Congo-Brazzaville), Rwanda, South Africa, 

Sudan, South Sudan, Swaziland, Syria, Uganda, Yemen and Zambia (TNI 
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company information, 2016).  Its customer base included more than 215 million 

subscribers in 2016. TNI functions in the operational, industrial and macro- 

environments along with the other mobile telecommunication service providers in 

Africa and across its continental borders. TNI faces a complex telecommunication 

industry where all players compete within the same markets trying to break into 

the unsaturated more semi-urban and rural areas of Africa (Maritz Africa 

Intelligence, 2016). (See also 1.1.1) 

TNI and its markets, of which the researcher has been part since 2007, 

progressed with exponential growth. Each of its core business markets grew on 

their trajectory by purely focusing on enhancing their market share within and 

beyond the terms and obligations defined by the governing licence agreements in 

the countries of operation. The markets enjoyed a strong sense of autonomy 

across each of the continents with the only obligation being to report back 

regularly to TNI headquarters. In theory, this refers to an “open system” in which 

the environment and other markets exert various forces of economic, political and 

social nature on the organisation (Bastedo, 2004). 

However, it became evident to management that under the current burden and 

hostile circumstances, TNI’s open system cultivated inconsistency, diverse ways 

of working, constant reinvention of policies, procedures and practices, little sharing 

of experiences, and the creation of legacy systems with no central line of sight 

from headquarters. 

Such an unstable, complex situation was exposing the entire TNI negatively in 

vastly different and unique legislative contexts. The researcher also came to 

realise that in a volatile and insecure system, people practices get affected to such 

an extent that, such as in the case of TNI, it created substantial challenges for the 

organisation from a talent and global mobility point of view. 

Each procedure is currently sharing its unique complexity with its multiple effects 

on all operations in the 22 markets of the ecosystem. The description generates a 

grim picture of a successful conglomerate that has failed to acknowledge and 

respond to the changing dynamics and appears to be lacking control to face its 

declining yields. 
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Management realised that change strategies and innovative decision making 

seemed unavoidable to reinvent its operational business model, which would 

include its people, processes and technology to enhance its value within an ever-

changing market environment. Competition and rivalry need careful and 

continuous observation for the organisation to play its role in the macrocosm with 

different political, economic, legal, socio-cultural, environmental and technological 

elements in Africa and in the other countries beyond Africa. Simultaneously, it was 

realised that TNI must drive its operational and transactional functions with care in 

all three the environments depicted in Figure 1.1. For this reason, it appeared 

essential to explore exactly where TNI positions itself in the African telecom 

strategy concerning the industry and the macro environment.  Figure 1.1 

demonstrates the position of TNI and its markets in the industry and macro 

environment. 

      

 
 
Figure 1.1: TNI positioned in the industry and macro environment 
Source: Adapted from Parackal (2011)  
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Having observed the entire industry and macro environment, TNI realised that its 

operational business model that focuses on people, processes and systems, 

needed improvement as part of the entire business change process within the 

organisation.  

The next step was to investigate which forces have the greatest impact on the 

organisation and its operational business. Table 1.1 below discusses some of the 

multiple factors found to influence a sustainable operational business model and 

change in TNI.  

Table 1.1: Factors that affect TNI’s operational business model  

Operational Business Model 

Operational budget The operational budget gets influenced by the 

transactional (industry) and contextual (macro) 

environment as well as offerings to and from these areas. 

It is related to how people and processes get managed 

within TNI, how the human resources back-office functions 

and how technologies across all markets and their branch 

offices are improved. 

People and process The business operating model (from a human resources 

perspective) focuses on the improvement of people and 

back office processes for productivity and efficiency, for 

improved financial outcomes and to supply chain 

management. 

Branch offices Reporting structures need to be shared collectively and 

transformed to ensure better control of processes. In turn, 

this has an effect on staff morale, behaviour and work 

procedures.  

Scope It concerns the inclusion of the stakeholders, employees, 

and shareholders while ensuring that technology, systems 

and business processes should be of the highest standard. 

Risk Risk not only appears during investment in the best 

technology, services or products, but also in a highly 

volatile environment where human resources and 

processes need either to be protected against risks in the 

environment or managed in such a way as not to cause 

risk taking.  

Contracts Signing contracts, whether internal or external, can 

oscillate between innovative thinking and decision making, 
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in this case, the human relations and operational areas. 

Source: Adapted from Parackal (2011) 

From the discussion above it can be reasoned that given the rapidly changing 

competitive landscape, the enormous shift in global regulatory environment, 

tectonic shifts in technology, and the need for the connectedness of the consumer 

base, excessive pressure is exerted on the fabric of TNI which has grown rapidly 

in all directions. The majority of this growth has been top-line focused on 

increasing the market share and leveraging the opportunities in the different TNI 

markets, while the back offices (including their people, processes and technology) 

in the 22 countries were left to function autonomously with little input and control 

from headquarters.  

Thus the focus begins to fall on a clear research problem for further research 

toward a possible solution, as will be formulated in the next section. 

1.3 Research problem 

TNI’s intense focus on revenue share and top-line growth resulted in less attention 

being given to the back office functions across headquarters and its 22 

landscapes with their diverse cultures. It caused the organisation to find itself 

entwined in different ways of working, and with a severe lack of standardisation 

and structure running across the system’s operational companies. The result was 

significant delays in processes and, therefore, the organisation was getting 

exposed to great risk if requirements and demands were not carried out in time. 

Where at first diversity was considered a key strength of the structure, it was no 

longer an advantage going forward given the context of change in business 

dynamics and competition (TNI company confidential documentation, 2013). 

With the current shift in focus back to the markets and their back office functions, 

TNI’s entire business model needed to be interrogated and transformed. The 

competitive markets were not only being challenged by peers in the telecom 

domain, but also by active players in the data space such as Google, WhatsApp 

and Facebook, amongst others. The organisation was forced to do serious 

introspection as its core business continues to shrink. The diminishing percentage 
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of contribution to total revenue demands a different thinking process to draw 

investors (TNI company confidential documentation, 2013). 

The opinion, before suggesting a re-engineering process, was that efficient back 

office processes would increase the cohesiveness across the Human Resources, 

Finance, and Supply Chain Management departments in the various operating 

companies. TNI, like other telecoms, can no longer afford duplication of functions 

and technology investments, disparate, inefficient ways of working with its exertion 

on cost structures, as the impact impedes heavily on its go-to-market strategy.  

In summary, duplication of functions, financial and administrative inefficiencies, 

lack of transparency, and inadequate reporting is shared by each operating 

company in a complex and unique manner.  

The discussion above provides an opportunity for research and an investigation 

into the back office functions of TNI’s current operational business model. 

Decision making for change and reconstruction seemed necessary to ensure that 

the organisation maintains its stability in the telecommunications environment. It 

also became evident that any transformation process could only be implemented 

during the daily performance of duties. 

 

Consequently, the research problem has been formulated as follows: 

 

There is a need for the redesign of the operational business model to 

transform back office processes across TNI’s multi-national markets and for 

HR taxonomy to be implemented during the performance of current duties. 

 

TNI’s global excellence is driven via the back offices (economies of scale), while 

timely, accurate management information by local expertise and alignment must 

be established (TNI company confidential documentation, 2013). 

An operational business model appears to be an important part of the integrated 

solution to address inefficiencies within the TNI organisational environment and to 

deliver greater value for all stakeholders: shareholders, employees and 

consumers.  
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1.4 Aim and objectives of research 

 

The aim of this study is to explore the redesigning of an operational business 

model to manage the work flow in back offices across all companies, and describe 

how HR taxonomy could be implemented during the performance of current 

duties. 

It became apparent that smaller objectives were to be undertaken before the final 

aim and outcome of the research could be achieved. These objectives include the 

following: 

1. To understand the factors that affect the redesigning of an organisation’s 

business model to manage work flow in TNI back offices, and the effect that 

transformation and change management may have on individual and 

organisational effectiveness across all markets. 

2. To investigate which methods and procedures could be followed during the 

redesigning of an operational business model and HR taxonomy to manage 

workflow in TNI back offices, and how it could be applied. 

3. To realise new HR taxonomy by running a pilot project for implementation in a 

live TNI ecosystem. 

During the entire change management process, the organisation’s return on 

investment (ROI) had to be kept under close observation. The validity of the 

research and outcome are verified by success factors shown in the specific 

markets considered for pilot implementation during a specified period. 

1.5 Research question 

 

The main research question depends on the assumption that a redesigned 

operational business model would improve TNI back office processes (see 1.4), 

and will drive the aim of the research project.  

Furthermore, the assumption is that such a large multi-national telecom 

conglomerate will be able to maintain a satisfactory level of operational 

functionality while undergoing a large-scale transformation. The model under 

investigation should address costs, efficiencies and growth opportunities. 
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The research questions address the aim and objectives of the study and are also 

divided into a main question with sub-questions that are addressed in each 

chapter: 

How can an operational business model for managing change of back office 

processes be designed and HR taxonomy implemented while people are 

performing their current duties? 

1. What are the factors that affect the redesign of an operational business model 

for managing work flow in TNI back offices, and what effect does 

transformation and change management have on individual and organisational 

efficiency across all markets? 

2. How could an operational business model reflecting HR taxonomy be 

designed to manage workflow in TNI back office processes and for application 

in the organisation? 

3. How could HR taxonomy be realised by running a pilot project for 

implementation in a live TNI ecosystem? 

1.6 Research approach 

By gaining more knowledge the researcher gets a contextual and intellectual 

understanding of the research topic in a more impartial and non-judgemental way 

without changing “essential components” within the self (Darlaston-Jones, 2007:  

25). Increased knowledge produces new insights (Collins & Hussey, 2003: 1), 

usually explored and shaped according to a certain research paradigm or 

approach that characterises the collection, analysis and interpretation of the 

research data. It can also be described as the researcher’s assumptions, concepts 

or propositions that position his thinking and research derived from his 

understanding of the accepted and the familiar world (Lopes, 2015). It introduces his 

“beliefs” and “being” and outlines his assumptions about reality (O’Gorman & 

MacIntosh, 2015). 

 

Consequently, the researcher finds it necessary to state his views which include 

three elements, namely i) his beliefs about the nature of knowledge, ii) a research 

methodology, and iii) criteria applied to test the validity of the study (Cresswell, 

2003; MacNaughton, Rolfe & Siraj-Blatchford (2001). 
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1.6.1 Researcher’s personal approach 

 

The research approach defined in this study justifies the reason for embarking on 

the research journey and validates the value and applicability of the research. The 

researcher’s role is that of Human Resources Director in Telecoms Network 

Industry (TNI) in South Sudan and Cote d’Ivoire. Over a period of 15 years, the 

researcher has demonstrated the ability to successfully lead transformation 

projects toward building sustainable organisations and has collected vast 

experience in the ambit of consulting with particular emphasis on project 

implementation. His exposure to projects ranges from inception to methodology 

through to implementation.  

1.6.2 The Da Vinci Institute approach 

 

Being registered as MSc student at The Da Vinci Institute for Technology offered 

him the opportunity to combine Da Vinci Institute’s teaching of management 

leadership in the disciplines of technology, innovation, people and systems with 

his work environment and the actual issues to be investigated (see 1.4). The 

primary objective of the social research is that, if you create a model, it must be 

applicable and executable in the workplace (Bless, Higson-Smith & Sithole, 2013). 

By investigating the current organisational situation and addressing the gap, the 

analysis and interpretation led to generating a practical application in the form of 

an operational business model for the back office processes across all 22 markets 

in the TNI organisational ecosystem. 

 

There are two approaches or paradigms, namely the researcher’s ontology and 

epistemology that need to be clarified beforehand because these two 

philosophical viewpoints determine the way forward for the remainder of the 

research. 

 

1.6.3 Ontological approach 

The research design and methodology of the study match the description of Knorr-

Cetina (2009: 253) who refers to the ontological approach as “a potentially 

empirical investigation into the kinds of entities, the forms of being, or structures of 
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existence in an area”. Usually, researchers state their reality at the beginning of 

their research journey by engaging either an objective or subjective research 

perspective of the world within which they will explore their research topic 

(O’Gorman & MacIntosh, 2015). 

The researcher believes that communication is a fundamental right; that it should 

be recognised as being of national and international importance; and that it must 

be realised as an essential part of everyday life, not only in South Africa but also 

on the African continent and beyond its borders. The need for communication 

presents opportunities which in their essence leverage agility. This statement 

requires the researcher to declare two areas of being, namely that of a subjectivist 

and that of an objectivist. 

1.6.3.1 Subjectivist approach 

The first is of the researcher having a subjective perception while interacting with 

living subjects in constructing reality (O’Gorman & MacIntosh, 2015). He is 

concerned about communication and learning being imperative; something without 

which people cannot function and, therefore, conceivably need an operational 

business model to solve the human resources back-office issues in the 

organisation.  

Values and interpretations of the researcher and participants are shared in a 

social context (Sarantakos, 1998) while being exposed to different behaviours, 

attitudes, experiences and interpretations of the employees. In such an important 

reality approach "each experiences their place and time in the world in a different 

way" (O'Gorman & MacIntosh, 2015: 57).  

Subjectivity goes hand in hand with an interpretive understanding of what is 

happening in a particular context, also known as hermeneutics (Mertens, 2005). 

Having a subjective approach to interpretation requires a qualitative methodology 

(Mackenzie & Knipe, 2006), and any taxonomy or pattern that appears from it is 

an implication that needs to be interpreted, understood and applied (Sarantakos, 

2012). 
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1.6.3.2 Objectivist approach 

 

The second approach is that of an objectivist whose work experience informs him 

of the opportunities in the market to be leveraged and for which an investigation 

into HR taxonomy is necessary to address the back office processes and technical 

issues (Bless, Higson-Smith & Sithole, 2013). Actuality exists outside the 

researcher, and objective procedures are used to determine the properties.  

Objectivity belongs to the positivist who prefers a pragmatic application of 

research methods to the study of social reality (Bryman & Bell, 2011). The 

positivist operates in an objective-controlled paradigm applying matter-of-fact data 

collection and analysis. By following a positivist epistemology the researcher 

intends ‘to do’, therefore adapting past experiences and effects in the work 

environment to investigate and test direct observations and involvements (Lessem 

& Schieffer, 2010). Positivist research is associated with quantitative methods of 

data collection and analysis (Mackenzie & Knipe, 2006). 

1.6.4 Epistemological approach 

The researcher’s epistemology is related to his ontology and what he considers as 

reality. By outlining his epistemological approach he concerns himself with the way 

he determines “what is true” (Sarantakos, 1998, pp. 36-37) or the manner in which 

valid knowledge is obtained (O’Gorman & MacIntosh, 2015). Different techniques 

of inquiry are examined to come to a conclusion (Easterby-Smith, Thorpe & 

Jackson, 2008).  

The researcher, partially subjectivist, follows an interpretive paradigm in which he 

focuses on meaning(s) and efforts collectively constructed by people to create 

understanding from qualitative information and to create an operational business 

model with its possible implications (Bless, Higson-Smith & Sithole, 2013; 

(Mackenzie & Knipe, 2006). Multiple methods are used to establish different views 

through inductive reasoning (O’Gorman & MacIntosh, 2015, Bryman & Bell, 2011). 

Babbie (2013) states that, despite being interpretive with an inescapable 

subjective experience, the researcher still seeks agreement on what is real, or 

what is objective. 
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In agreement with Babbie (2013) and also having to take on a positivist stance, 

the researcher needs to focus on the facts, look for causalities and fundamental 

laws and try to reduce phenomena to the simplest elements. An objective-

controlled ontology uses quantitative research techniques to deduce meaning 

from statistically analysed and existing, coded business data to create HR 

workflow or taxonomy (Babbie, 2013). Concepts get operationalised before they 

are measured (O'Gorman & MacIntosh, 2015). It is important for the study to be as 

objective and neutral as possible in the interpretation and presentation of the 

outcome of the research (O’Gorman & Mackintosh, 2015).  

Being both interpretivist and objectivist, the researcher uses a mixed method 

research approach applying different methods to collect and analyse data. Thus, 

the researcher’s ontological and epistemological assumptions guide his theoretical 

framework and literature review, and also the research methodology and design. 

1.7 Theoretical Framework 

 

O’Gorman and Mackintosh (2015) describe the theoretical framework or 

philosophical paradigm as an outline within which research gets conducted. The 

theoretical framework is based on the research problem and the researcher’s 

approach toward the research. It is formulated to contest or encompass the 

current assumptions about the phenomenon (Swanson, 2013) or object of 

experience (O’Gorman & Mackintosh, 2015). 

A theoretical framework supports the researcher to state which theories and 

concepts are relevant to the topic and to consider broader areas of knowledge or 

views about the phenomenon (Swanson, 2013). Reviewing other ideas and 

articulating theoretical assumptions enables the researcher to address questions 

about the why and how of his research (USC, 2017; Corvellec, 2013). Insights 

serve as building blocks to specify the relationships between the different research 

elements or variables (Welman, Kruger & Mitchell, 2007). Some of the elements 

explored in this study are human behaviour and cultural differences that are 

important in the change management process and the implementation of an 

operational business model for back office processes in TNI. 
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The reason for research towards an outcome and application is the fact that the 

researcher, as HR director, wants to contribute towards improvement and 

achievement of a prosperous future for the organisation. It became apparent that 

the organisation would not be sustainable if it continued functioning under current 

circumstances. This observation calls for systems thinking in a complex 

organisational environment in which thinking and decision making is of utmost 

importance. By applying systems thinking it envisions an ideal future and then 

works backwards to where the organisation is at the moment (Haines, 2016). 

1.7.1 Systems theory  

 

Systems theory was developed in the 1940s through to the 1970s and concerns a 

way of thinking and decision making based on the concept that all key processes in 

an organisation are dynamically interrelated (Furst-Bowe, 2011), and that complex 

organisations must be understood as a whole entity (Baskerville, 1999). Systems 

thinking interconnects many separate processes causing interdependence of the 

different thinking systems to form an integrated, holistic structure (Sargut & 

McGrath, 2011) such as in the case of TNI as telecommunication services 

operator. As this is a concept that needs understanding, learning should always 

take place in a systems thinking environment. 

Senge (1990), one of the founders of systems thinking, speaks of the ‘learning 

organisation’ as an organisation that recurrently develops its people, processes 

and systems to create a better and sustainable future (Senge, 1990). 

Organisational learning is a practice in which errors get continually identified and 

corrected (Ackoff, 2003; Senge, 1993) while organisational agents persistently 

ensure that learning takes place (Codrington, 2010). 

Haines (2016: 29) describes systems thinking very appropriately as ‘thinking 

backwards' because management perceives what would be the model future 

vision and outcomes for the organisation and then works backwards to what the 

state of the organisation is at present. Beginning with the end in mind is a 

fundamental building block to achieve success as a customer-oriented, high-

performance learning organisation. The idea is to create a systems framework for 

the change process in which every function, action and reaction is considered to 

obtain the outcome of the learning organisation (Haines, 2016). 
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Such an approach involves analytic skills to identify and understand the system, 

predict behaviours, and devise modifications to the system to produce the desired 

effect (Arnold & Wade, 2015). Codrington (2010) states that whenever business 

leaders take concrete decisions, they must realise that the organisation does not 

know anything; there is no organisational transformation, only personal 

transformation. Citing Goran Carstedt, former senior executive of Volvo and IKEA 

who gave a speech in 2002, he writes: “The maximum potential knowledge of an 

organisation is the sum of knowledge of all its employees [when making actual 

decisions] and network” (Codrington, 2010). 

Change process leaders are responsible for creating meaning and cultivating self-

confidence within the people to learn new processes and apply new systems in 

the work environment. The best way is by using people's strategic assets, 

including knowledge, trust, information and relationships, each of these relying on 

talented people (Codrington, 2010).  

 

Senge (1990) asserted that organisations that do experience sustainability 

problems but nevertheless become successful are those that know how to 

recognise employees’ commitment and capacity to learn at all levels in an 

organisation. Personal development in a learning organisation implies people 

given the opportunity to persistently redefine and shape vision and future (Senge, 

1990). 

From this discussion it can be construed that systems thinking is a holistic, 

cohesive approach to management thinking and planning that allows stakeholders 

a better understanding of the multitude of relationships between the parts which 

are critical to the organisation. The whole is more than the sum of its parts 

whereas the parts cannot be studied and understood separately (Furst-Bowe, 

2011) as they act in a multitude of relationships to establish synergy and 

organisational efficiency and effectiveness (Almeida, Domingues & Sampaio, 2014). 

1.7.2 TNI as a complex system 

 

TNI’s infrastructure serves as a complex system that interconnects various 

separate systems and comprises interconnection and interdependence of various 

other complex systems. It includes its operational business model which can also 
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be called a business management system (Sargut & McGrath, 2011). Magee and 

de Weck (2004: 2) explain a complex system as a system with "numerous 

components and interconnections, interactions or interdependencies that are 

difficult to describe, understand, predict, manage, design, and change" (Carleton 

University, 2016).  

Complex systems are more difficult for leaders to manage because these systems 

behave in unexpected ways (Snowden & Boon, 2007), causing escalating levels 

of interconnectedness (Lichtenstein & Plowman, 2009). Snowden and Boon view 

complexity as a way of thinking about the world rather than a way of working 

(Snowden & Boon (2007). The degree of systems complexity may be unintended 

and could lie beyond the human’s cognitive limits (Sargut & McGrath, 2011).  

Complex systems theory falls in the domain of chaos theory that, according to the 

Fractal Foundation (n.d.), includes “nonlinear things that are effectively impossible 

to predict or control”. Such a system is diverse and based on an infinite number of 

non-linear connected elements and actions driven by human complexity. Complex 

system behaviour is highly sensitive to slight changes in conditions. Small 

adjustments can have large consequences for the organisation because 

management does not know the original detail and conditions of a complex 

system. It, thus, cannot predict the outcome (Sargut & McGrath, 2011; Snowden & 

Boon, 2007). 

TNI’s ecosystems with each of their social, market and economic systems are 

interconnected within a larger environment which makes it more important to avoid 

actions that could be detrimental to the long-term well-being of the organisation 

(Fractal Foundation, n.d.). 

The theoretical framework, which includes systems theory and chaos theory, 

forms the background for a literature review on concepts such as change and 

change management, performance management, change behaviour and business 

process management. Chapter 2 gives a detailed discussion of the various 

elements. 
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1.8 Research methodology and design 

 

The methodological approach introduces the underlying reasons for using a 

particular research method(s) to collect data for the study. The theoretical 

concepts discussed in Chapter 2 will inform the choice of methods applied to 

gather, analyse and interpret information from the actual work environment. 

A research method, according to Schneider (2014), denotes the practical 

procedures taken for the research, and the techniques used for obtaining data 

(Bryman & Bell, 2011). The research methods for this study, defined in Chapter 3, 

articulate why the specific actions were taken to obtain data and how it was 

analysed. The methods chosen will, by implication, affect the findings and 

interpretations and will verify the validity of the academic research report (SHUL, 

n.d.). 

This study uses a mixed methods approach to collect and analyse the data for 

eventual discussion of the research findings and solutions. It initially requires a 

thorough literature review of the research methods available to investigate and 

present a real work problem in the telecom environment. The solution and 

outcome are presented as an academic research report (Azedevo, 2011; Bryman, 

2008).  

1.8.1 Mixed methods research  

 

Mixed methods use both qualitative and quantitative techniques that include 

descriptions, interpretations and statistical measurements in a corresponding 

fashion to expand the researcher’s understanding of the research topic (Bless et 

al., 2013). The two primary research techniques discussed in Chapter 3 are 

Qualitative and Quantitative research.   

1.8.2 Qualitative research  

 

The qualitative research approach for this study uses words and descriptions to 

record ideas from different participants, focus groups, and responses to the 

questions modelled on aspects of the TNI business world (Bless et al., 2013). 

Interpretation takes on an inductive reasoning method to understand the theory 

collected from a literature review and the data collected during the iterative focus 
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group discussions to create new theory from an interpretivist understanding of the 

business world (Bryman & Bell, 2011). 

1.8.3 Quantitative research  

 

The quantitative research aspect relies on statistical figures extracted from the TNI 

management system database to compare and analyse different variables and 

scales (Bless et al., 2013). It takes on a more “deductive approach to the 

relationship between theory and research” (Bryman & Bell, 2011:51). Investigation 

and measurement of the progress of implementation would not have been 

possible without integrating the quantitative data with the qualitative information 

for selection of an implementation sight in TNI for application of the findings. 

1.8.4 Research design 

 

The research design is closely related to the research methodology. It depicts the 

different steps used to systematically select, collect and process the data 

(Schneider, 2014; Bryman, 2008). The research design reveals decisions about 

precedence given to a range of scopes in the research process and causal 

connections between the different concepts or variables. It explains how data 

collected from a group of individuals can be generalised to present the remainder 

of the larger group, and to understand the behaviour and its meaning in a specific 

social context. Thus, the research design increases the importance of the social 

phenomenon with all its interconnections (Bryman & Bell, 2011). 

The research design further depends on the purpose of the inquiry. This research 

uses an exploratory study to address the research question and its requirements, 

such as whether the researcher needs to expand his knowledge of the 

phenomenon. The need arises in the case where there are high levels of 

uncertainty and ignorance about the extent and scope of the topic (Bless et al., 

2013: 57). The flexibility and more informal structure of an exploratory type of 

study make it easier to identify the boundaries of the environment that the problem 

belongs to. The research embraces change and transformation of the current 

situation, and the organisation as a whole, through participative action research, 

also called, participatory inquiry (Lessem & Schieffer, 2010). 
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There is also an element of descriptive research present as both qualitative and 

quantitative perspectives and descriptions were derived from TNI forums, 

interviews and statistics (Bless et al., 2013). As implementation of the solution has 

already started, the study requires a more descriptive engagement of the reader. 

A descriptive type of research usually necessitates more structure given to the 

discussion (Van Wyk, n.d.). 

1.8.5 Action Research  

 

Kurt Lewin (1946) was influential in popularising action research in the 1940s 

although he is much less known for his involvement in action research than for his 

contribution to change theory (see 2.2.2).  

Baskerville (1999) opines that the main reason for a researcher to apply action 

research is that the “complex social processes can be studied in more detail by 

introducing changes into these processes and observing the effects of these 

changes”. He suggests that the choice of using a case study with a change-

oriented aim fits well into the application of action research.  

Bryman and Bell (2011) agree with Baskerville when they state that, in business, 

action research helps bridging the gap between researchers and business 

managers (also called practitioners). It is expected of the researcher to be 

involved in the practice. For this reason they view action research as particularly 

useful in investigating functional problems in organisations, which include learning 

and change (Bryman & Bell, 2011). 

Action research requires the adoption of an interpretivist viewpoint for the 

investigation of the individual or organisation, and the recognition of qualitative 

data and analyses. It calls for social intervention into the research conditions 

(Baskerville, 1999). 

1.8.6. Participatory action research 

 

Participatory action research (or participative inquiry) acknowledges the value of 

the opinions and thoughts of all people in the organisation (see also systems 

theory discussed in 1.7.1). Such as with action research, the collaborative method 

of inquiry requires the employees in the organisation to actively participate in the 

research and to benefit from the research (Bryman & Bell, 2011).  
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Participatory research increases the investigators’ human knowledge and 

encourages the connection and collaboration between people. Thus, during this 

research the participants and the researcher took action and positively contributed 

to determine the problem and positive solutions for the case study (Baskerville, 

1999; Bless et al, 2013). This approach empowers people by their being involved 

in the project team or focus group during the investigation, the planning and 

implementation of the solution. It is believed that collective action brings about 

more long-term solutions to the problem (Bless et al., 2013).  

1.9 Significance of the study  

 

The academic value of the research lies in the researcher’s expectancy to 

contribute to the existing body of knowledge concerning an operational business 

model application in management and change management studies. It may 

support human resources business leaders and practitioners to positively apply 

appropriate strategies to their operational business activities.  

The outcome of this research will be presented to TNI Executive Group 

Committee. Although the model is already in its pilot implementation stage, the 

theory and description around the original investigation can support future 

investigation and application in other sectors of the operator’s environment. It may 

also contribute to the improvement and general growth of African multi-national 

telecom operators, and the challenges faced by new competition when confronted 

by cost and efficiency barriers. 

Return on Investment (ROI) could clarify any success factors for the African multi-

national to further consider, and could improve the potential for sustainable job 

creation. 

Personally, it supports the researcher in his scholarly research, publication of 

results and getting to grips with a wide range of practical considerations. 

1.10 Limitations of the study 

 

The scope and aim of the research was to prepare an academic research report 

concerning the journey TNI as a large telecom conglomerate followed during the 

operational business model planning and transformation of its back office 



 

23 
 

processes. The areas in question include Human Resources, Finance, and Supply 

Chain Management across all 22 operating companies and group headquarters. 

However, the researcher, as Director HR, limited the focus of his study to process 

change and to an operational business model creation within the Human 

Resources component. The reason for the narrow focus concerns the urgency of 

the project. Research had to take place within a limited period to investigate the 

recognised gap in operational deficiencies and to create a solution that had to be 

implemented as soon as possible. The limited timeframe was pertinent to minimise 

change anxiety.  

Back office administrative functions were selected for the pilot implementation 

study with the intent to extend the standardisation and implementation to other 

business areas, should the pilot implementation prove to be successful. 

This academic research document reports on the initial investigation and research 

of the problem in question, finding a solution to the research problem, and 

applying the outcome in TNI as operational telecom business organisation while 

daily operations had to be sustained.   

The data analysis could not be done without a margin of prejudice as the research 

intended to recommend a new way of work, thus causing a percentage of 

participants deliberately attempting to skew the data for their own benefit. 

1.11 Ethical considerations 

 

TNI is cognisant of the fact that the level of transformation toward which the 

organisation strives cannot be achieved without affecting people and their jobs. 

During the research and implementation, serious consideration had to be given to 

job loss, impact on family, and associated instances that may affect the livelihood 

of each employee. 

As TNI's operational functions stretch across so many countries, the culture of the 

organisation is still being threatened by dangerous elements of xenophobia, 

ethnicity differences, and cultural nuances experienced during the collection and 

interpretation of data, and the implementation of the solution in the organisation. 

The construction of focus groups had to be taken into consideration carefully 

during the collection of information. People’s rights and consents, as well as 
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consent from management of all multi-national companies, had to be received up 

front. 

Tax, legal requirements and other statutory provisions had to be observed when 

data was interpreted, and also while participants were identified as part of the 

change management process. It was acknowledged that communication between 

management and employees improve the free flow of knowledge which enhances 

decision making (Kumar, Sing & Shankar, 2016). 

During the investigation the researcher and team found that by practicing 

inclusivity the organisation was able to communicate the need for transformation 

and change management of back office functions openly to the diverse number of 

employees, although not always easily accepted. Management could share the 

need for specific skills and knowledge requirements, risk aversion, losses and 

rewards with the workforce. It improved the way customer needs and wants, and 

market-related information were transferred with the vision to improve customer 

satisfaction leading to improved revenue. 

After completion of the research TNI intends to view its transformation strategy as 

a leveraging opportunity to address both a business and social need, and to start 

a new trend and thought pattern. Given that the transformation will overlap in the 

various departments, a positive pilot project was essential.  

While selecting the areas for the pilot study, consideration of the impact of 

revenue was critical. At that stage it was the opportune moment to select 

horizontal touchpoints involving 

 cautious optimism, 

 change with minimal disruption, and 

 performing while transforming. 

Not only were the products and services of the organisation of national importance 

to the research, but the organisation also had a deep sense of national pride. This 

was a value embedded in each of the markets within which TNI operates. 
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1.12 Validity and Reliability 

 

Reliability is tested by asking the question “How accurate and consistent are the 

instruments?” Validity can be tested by asking questions such as “What do the 

instruments actually measure?” (Bless, et al., 2013: 229). 

Often a researcher has to wait for some future events against which to measure 

the instruments. In the case of this study, the analysed data and outcomes were 

applied directly to the back office processes in a pilot study executed in the 

Human Resources offices of TNI over a period of three to four years. 

The researcher played a major role during application of both qualitative and 

quantitative research techniques. While applying qualitative research methods the 

researcher had to be a self-critical, thoughtful and curious human being used as 

trustworthy research instrument through which the world of telecommunication and 

change was investigated. This is important because the skills and sensitivity of the 

researcher dictate the depth and quality of the study (Bless, Higson-Smith & 

Sithole, 2013). 

While applying qualitative and quantitative methods for data collection the 

researcher also found that objectivity and detachment from the object of research 

was essential since the results had to be obtained independently from the 

researcher. In this case, the researcher was not instrumental in the extraction of 

statistical data from the system for the creation of diagrams and figures presented 

during the focus group meetings (Bless, et al., 2013). 

Validity and reliability of the study will be further discussed in Chapter 5. 

1.13 Outline of the study 

 

The intention of this chapter has been to give the reader an insight into the context 

of the study concerning the problem, the aim of the research and the research 

questions to be addressed in the chapters to follow. The outline below gives a 

brief description of what will be discussed in the following chapters. 

Chapter two provides the theoretical framework within which the research is 

grounded. Various theories concerning change and change management are 

discussed, such as Michael Porter’s Five Forces model, Kurt Lewin’s change 
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model, Kotter’s change model and the Change Curve. This is followed by a 

discussion of the elements of TNI’s business reality including people, processes 

and technology that have to face strategic change interventions. As HR and the 

back office processes play a major object of investigation in the research, factors 

such as performance management, operational behaviour and multi-cultural 

backgrounds are explored. Business process management and the threats and 

opportunities associated with transformation are looked at before an operational 

business model is explored. 

Chapter 3 describes the choice of methods used for the collection and analysis of 

the data. A mixed methods approach for data collection and analysis is explored. 

The qualitative research methods include a case study as main source of 

information, while participative action research with focus groups is applied for 

data collection and theory building. A quantitative method includes the collection 

of statistical data by requesting for information (RFI). The research design 

includes an exploratory and descriptive study. Purposive sampling is used as 

sampling method to collect HR experts from the 22 markets as sample. 

Chapter 4 describes the data analysis and interpretation process. HR taxonomy is 

presented as the operational business model to be applied as a pilot project in 

Ghana as implementation sight. A governance structure for the change process 

and an HR recruitment policy are discussed. 

Chapter 5 presents a summary of the research journey and findings. The research 

questions are tested against the outcomes. The validity and reliability of the 

research is discussed. Recommendations for further research are given as 

conclusion to the chapter and study. 

1.14 Conclusion and confidentiality agreement 

  

As a conclusion to this chapter it is important to note that a confidentiality 

agreement was signed with the participating back office operators. To ensure a 

transparent and trustworthy research environment for the operators, the identity of 

the source of data or evidence provided will not be disclosed. All materials 

submitted as part of the research have to be de-identified for the sake of the 

organisation. Participating research subjects were given an identifying letter in 
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alphabetical order during the data collection process. For example, when quoting 

the CEO of a specific operator, the reference was indicated as “The CEO of 

Operator A stated the following…” or “the CEO (OP_A) suggested…” when the 

abbreviated form was used.  
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CHAPTER 2: THEORETICAL FRAMEWORK AND LITERATURE REVIEW 

2.1 Introduction 

 

Research takes place within a more generally shaped body of knowledge and 

theories surrounding the particular research topic (Creswell, 2003). By the same 

token, the researcher’s theoretical framework is influenced by other authors’ 

theories, logical assumptions, concepts and propositions that guide his thinking 

and enquiry (O’Gorman & Macintosh, 2015, Creswell, 2003 (see also 1.8). 

The theoretical paradigm centres on literature concerning organisational change 

and business process management (BPM) with the aim to get an understanding 

how to generate and implement an operational business model for the 

transformation of back office processes in Telecom Network Industry (TNI). By 

engaging himself in a much broader research framework, the researcher’s 

knowledge of the research problem was challenged and extended (Swanson, 

2013), as well as his knowledge of the research methodology and design which 

will be discussed in Chapter 3. 

The literature research reviewed theories on systems thinking (see 1.9.1), Porter’s 

five forces shaping the strategy of an organisation; Kotter’s change model; the 

Change Curve; and Maslow’s behavioural approach to change. This was done 

with the aim to answer the research question: 

What are the factors that affect the redesign of an operational business model 

for managing work flow in TNI back offices and what effect does 

transformation and change management have on individual and organisational 

efficiency across all markets? 

Once the most appropriate theories are covered, the chapter will explore literature 

sources on the most important elements included in the research, namely 

organisational change and change management of the business concerning back 

office processes. It is followed by a debate on performance management and 

multi-cultural backgrounds which form part of TNI’s transformational business 

reality. 
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2.2 Theories of change and change management 

 

Change management explored within a systems theory paradigm, (see 1.9.1) is 

an organised approach ensuring that changes are thoroughly and efficiently 

planned and implemented for the long-term benefit of the organisation (TATA, 

2013). It can either be proactive or reactive, depending on whether it is scheduled 

and initiated by management, in which case it is proactive; or it can be in response 

to external or internal setbacks which cause it to be reactive (Gabriel, 2015). 

Change management usually focuses on the wider impact of change, particularly 

on the people and how they, as individuals or teams, move from the current state 

in the system to a future ideal state (Gabriel, 2015; TATA, 2013). 

What also interested the researcher is that there seems to be a relationship 

between growth and progress; different people cultures in the organisation which 

in turn, transform the organisational culture; and the change that needs to take 

place to back office processes across TNI’s markets to ensure stability (Gabriel, 

2015). 

Change can range from a simple to a major system transformation to accomplish 

the organisation’s potential. Although, in a complex environment with numerous 

back office functions across many of the telecom operator’s business markets, any 

process change signifies a significant change. As such, the literature research 

focuses on TATA’s (2013) two types of change management programmes that are 

equally important for TNI’s stability and success, namely: 

a) A systematic organisation-wide change event involving an organisation-wide 

transformation effort, and b) an accurate internal change management or change 

control programme that includes sharing tools and processes to manage daily 

operational or project-specific modifications. These two change plans seem 

equally important for any organisation’s success. In the case of this study, the 

change anticipates modifying the state of current processes and procedures for 

human resources (HR) back offices.   

Change management differs from project management in its ultimate objective. 

Project management is limited to the application of a set of tools and processes by 

a smaller group of individuals or employees to achieve the project goals. On the 
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other hand, change management underlines the people aspect of change and 

requires commitment and action at all levels of the organisation, which includes 

executives, senior leaders, middle managers, supervisors, and staff (TATA, 2013). 

The next section explores the forces that drive business in the organisation to 

strategise and plan for change when there are warnings that business 

sustainability and future existence could be under threat. 

2.2.1 Michael Porter’s Five Forces model 

  

Michael Porter (1979) developed his five competitive forces model that can be 

applied to either a new or existing business that needs more insight to shape its 

strategy and to prepare for change. According to Porter, an organisation’s 

competition stretches far beyond its competitors in the industry as the rivalry can 

include customers, suppliers, potential entrants, and substitute products (Porter, 

2008).  

Porter’s Five Forces model has importance for this study as TNI needs a healthy 

business industry that understands the roots of profitability and the underlying 

positive or negative causes, especially if the current cost-effectiveness of the 

organisation is under stress (Arline, 2015). Being aware of these five forces makes 

management and employees conscious of the environment. Thereby, while trying 

to improve profits, the organisation is simultaneously reinforcing itself strategically 

against rivalry from the external environment. Porter acclaims the role of a good 

strategist as that of a person understanding and being able to cope with 

competition (Porter 1979). 

 

Figure 2 illustrates Porter’s Five Forces model that highlights the powers 

manifested in industry irrespective of how large the brand or influence is. These 

five forces drive competition in the telecoms area on an organisational, industrial 

and macro-environment level (Agamya, 2012) (see also figure 1.1). 
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2.2.1.1 Competitive rivalry 

 

Competitive rivalry is the first of the five forces that drive general business and 

TNI’s profitability. It represents the number of companies respectively selling the 

same services or products. The competition is quantified by the Concentration 

Ratio (CR) which is the percentage of the market share divided by the four largest 

firms in the specific industry. When consumers can easily switch to a competitor’s 

offering at little cost, the organisation must invest in advertising and price wars 

with its competitors. Such actions have an effect on the organisation’s bottom line 

(Arline, 2015). 

2.2.1. Supplier power 

 

The bargaining power of suppliers concerns the strength of power the business 

suppliers have in controlling price increases. Price hikes will again lower an 

organisation’s profitability. Supplier power will include the switching costs of firms 



 

32 
 

in the industry, the number of substitutes available and the supply purchase cost 

in comparison to that of the substitutes (Porter, 2008). 

      

2.2.1.3 Buyer power 

 

The purchasing power of the customer is another competitive factor in Porter’s 

analysis. Buyers in the telecom industry fall into two categories, namely a) 

individual customers and b) enterprise customers which include IT companies and 

banks. Alternatively, there are many telecom providers currently in the market with 

a large variety of products which may be cheaper than those provided by the 

current organisation (Agamya, 2012). High buyer power is explained as the power 

the customer has to switch from one telecommunication service provider to 

another and the influence it has on pricing and quality. If the supplier's product is 

noticeably different from that of the competitors' and consequently, the number of 

sales is low, it means buying power is lower (Arline, 2015).  

2.2.1.4 Threat of new entrants 

 

The threat of new entrants gets influenced by how easily new competitors can 

enter the market space and deplete market share. According to Agamya (2012), 

the telecom sector is one of the fastest industries being inundated with smaller 

telecom service operators. Thresholds to new entrants include total cost 

advantages, access to inputs, economies of scale and renowned brands (Arline, 

2015; Agamya, 2012). 

2.2.1.5 Threat of substitute products or services 

 

The last force comprises the organisation’s awareness of the competitors’ 

products, prices and quality of service compared to its offerings, and how much 

those competitors are earning. The threat of substitute products and services is 

informed by the customers’ inclination to change and the immediate and long-term 

switching costs (Arline, 2015; Porter, 1979, 2008). 

The planning of change by TNI to address these forces and their effects, and gain 

a workable competitive edge, implies that there is an obvious dissatisfaction with 

the current state of reality, as discussed in 1.4. Change is usually driven by an 
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organisational problem and should be addressed as soon as possible. A better 

state of reality ought to be identified and offered to management for institutional 

buy-in of the change efforts. Additionally, an utmost attempt should be made to 

warrant the sustainability of these change determinants (Viljoen, 2015: 41). 

 

The mode in which organisational change spreads across various disciplines (see 

1.8.2) stretches from psychology and behavioural science to engineering and 

systems thinking (see 1.9.1). As stated by TATA (2013, p. 4) change does not 

happen in isolation. It impacts on the entire organisation and each person/aspect 

associated with it. It is essential to note that the ‘organisation’ is not the one that 

changes; it is the people within organisations that need to undergo change.  “The 

success of the project ultimately is measured by the difference in work done by 

each multiplied by the number of employees impacted by the change” TATA, 

(2013, p. 4).  

Any successful change process starts with a motivation for change to take place 

(Gilley, Gilley & McMillan, 2009). Some individuals in the organisation should be 

assisted to review their assumptions about the self and their relation to other 

employees in the work environment (Gilley, et al., 2009). The following change 

models are discussed as examples of how to manage change as an individual and 

as an organisation. 

2.2.2 Kurt Lewin's Change Model 

 

Lewin (1947), one of the founders of change management, advocates that all 

forces in the work environment should be taken into account on a trial and error 

basis in the effort to predict or specify a favourable outcome (Gabriel, 2015). 

Lewin argues that change could be momentary if reinforcement is not practised. 

As action research was part of the learning and data collection approach taken in 

the organisational investigation, the iterative method of the primary and 

supplementary research fits well into the framework. It enables groups and 

individuals to move from a less acceptable to a more suitable set of actions 

(Gabriel, 2015). 

Lewin’s (1947) 3-stage model is known as an Unfreeze-Change-Refreeze process 

of change. The first (unfreeze) stage prepares people in the organisation for 
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change that is necessary and makes them aware that it will take place. During the 

process of communication reasons are given why the existing way of functioning 

cannot continue, such as declining sales, worrying customer satisfaction, and less 

than satisfying financial results. During this stage, management can expect 

uncertainty and distress expressed by people because the ‘way things are done’ is 

being challenged. Their beliefs, values, attitudes and behaviours that currently 

define the self are challenged, and people are thrown off balance (Gilley, et al., 

2009). 

The transition from unfreezing to the second phase (change phase) does not 

happen overnight. People start resolving their uncertainty and take the time to 

embrace new directions. Once some people understand the benefit of change, 

they start to participate proactively in the change and look for new ways to do 

things. Management must realise that not everyone will be willing to follow the new 

approach and support the change and benefits (TATA, 2013). People who are 

profiting from the status quo are aware that they will be harmed by change. Their 

resistance to change will accordingly be more intense. 

Refreeze happens in the final step of the 3-stage model. It is applied when the 

changes in the organisation are taking shape and starting to deliver. Refreezing 

equalises the group and newly applied processes to ensure that the new 

behaviours are reasonably safe from regression. At this stage, management has 

to ensure that the new behaviour is congruent with the behaviour, personality and 

environment of the learning individual otherwise it could lead to a new round of 

disconfirmation (Schein, 1996, Lewin, 1947). 

Lewin (1947) viewed successful change as a group activity. If group norms and 

routines are not transformed simultaneously, changes to processes and individual 

behaviour will not be sustained. The refreezing step often requires changes to 

organisational culture, norms, policies and practices to take place first (Cummings 

& Huse, 1989). Various authors (Hatch, 1997; Dawson, 1994; Kanter, Stein & Jick, 

1992) view Lewin’s 3-stage model as having become outdated in the last two 

decades because Lewin accepted that the organisation was operating in a stable 

state. However, his theory still forms the basis of other change management 
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theories (Burns, 2004). This can be noticed in the discussion of the following two 

principles.  

2.2.3 Kotter's Change Model 

 

Kotter (1996) introduces an eight-step action process for implementing successful 

transformation. He stresses that 75 percent of the management of an organisation 

needs to buy into the organisational change. Kotter's action plan is founded on the 

solid bases of communication, empowerment and focus (TATA, 2013). The 

following steps created by Kotter relate closely to the action research and 

methodology discussed in Chapter 3: 

 

 

Figure 2.2 Kotter’s Change Model 

Source: US Aid (2014) 

 

Step 1 establishes a sense of urgency within people to realise the need for 

change and to convince them that they should take action. 

Step 2 creates a guiding coalition with enough power to lead the change effort and 

encourage the group to work as a team. 
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Step 3 develops a change vision to direct the change effort and strategies to 

achieve the vision. 

Step 4 communicates the vision and ensures that as many employees as possible 

understand and accept it. 

Step 5 creates empowerment for broad-based action and removes change 

systems and structures that undermine change. 

Step 6 generates achievements that are easily visible and recognise employees 

for reward.  

Step 7 increases credibility by changing systems, structures and policies not 

aligned with the vision. The HR department hires, promotes and develops 

employees who can implement the change processes and vision. 

Step 8 incorporates the changes into the organisational culture by voicing the 

connections between new behaviours and corporate success.   

After the change process, it is important to ensure that the new approaches and 

processes are embedded so that people do not revert to old habits. It requires that 

the new processes are monitored, feedback is given and received, and that 

interventions take place over a lengthy period after the change (TATA, 2013, 

Todnem, 2005). 

2.2.4 Change Curve 

 

The Change Curve process is included in the theoretical framework as it focuses 

specifically on people and processes, and the stages of personal transition 

involved in the change process. Elisabeth Kübler-Ross (1960, 2009) developed a 

five-stage model to counsel people going through personal change and trauma in 

any situation, similar to the steps followed during death and bereavement 

counselling (TATA, 2013). As with any other theory or model, it is transferable to 

other change curves in varying degrees and ways. Such is John Fisher’s personal 

transition curve originally presented in 1999 and revised by the author in 2012.  

Table 2.1 below gives an abstract of what the authors anticipate an individual’s 

response to change and transformation in an organisation may be. All people do 
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not go through all the emotions as described below. It very much depends on 

each person's personality and behaviour. 

Table 2.1 The Change Curve 

Anxiety 

One becomes aware of events outside one’s understanding 

and cannot picture work and life in the future. Uncertainty 

exists as to what to expect and how to adequately interpret 

the new actions required by the organisation. Management 

should supply as much information as possible to prevent 

anxiety. 

Happiness 

Some individuals experience a feeling of relief that 

circumstances are going to change and will not continue as 

before. An emotional state of anticipation and excitement is 

experienced at the prospect of improvement. The 

organisation needs to manage unrealistic expectations and 

redefine without alienating the individual.  

Fear 

Individual realises the imminent change in his or her core 

behavioural structures and lifestyle. Change has an impact 

on one’s self-perception, and how the organisation might see 

one and accept one’s current and future behaviour.  

Threat 

The person becomes unsure how to react to a perceived new 

and alien environment in which the old rules no longer relate 

and one is not yet familiar with the new ones. 

Guilt 

Individual starts exploring how he or she acted or reacted in 

the past and wants to begin to re-define the sense of self and 

core beliefs, and how carefully one has been following these. 

Recognising the incorrectness of one’s previous actions can 

cause guilt as one realises the impact of one’s behaviour on 

current circumstances. 

Depression 

The individual shows a general lack of motivation and 

confusion. Uncertainty exists as to what the future holds and 

how to fit into the new circumstances. Person cannot identify 
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and has no clear vision how to operate, and of what the 

future holds. 

Gradual 

acceptance 

Depending on a person’s situation, this stage may show 

emotional detachment and objectivity. It is the start of 

validating one’s thoughts and actions and managing one’s 

control over change. There is an awareness of the benefit of 

the change, fitting into circumstances and how to interact 

successfully. 

Moving forward 

Individual starts getting back the sense of self and exerting 

more control over change in a positive way. Starts feeling 

comfortable that actions are in line with one’s convictions, 

beliefs and that the right choices were made. 

Disillusion 

Cognisance that one’s values, beliefs and goals are 

incompatible and that the gap is too large to accommodate. 

The person becomes unmotivated, unfocused and 

increasingly dissatisfied with situation. Gradually, labour gets 

withdrawn, either mentally (by just 'going through the 

motions', doing the bare minimum, or by actively undermining 

the change by criticism and complaining) or physically by 

resigning. 

Hostility 

The new processes are ignored, and the individual continues 

with old practices that are no longer part of the new process. 

The worst case is that the organisation needs to get rid of the 

particular person as it he can damage its reputation.  

Denial 

There is a conscious or unconscious lack of acceptance of 

change and a denial of impact on the individual. People 

continue using old practices and processes and ignore 

evidence or information conflicting with their belief systems. 

Anger 

There is anger associated with some individuals who get 

emotionally upset while moving through the transitional 

period and as the wider implications of change are 
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recognised. The organisation may be blamed for the situation 

and for causing stress to the individual. 

Complacency 

The individual has survived either the initial or the final stage 

of transformation and got used to the new reality. People 

have learned the new processes and are again operating 

within their comfort zone. 

 

Sources: TATA (2013); Fisher (2012); Kübler-Ross (1960) 

To summarise, any change in an organisation has the potential to impact on the 

individual. It can engender conflict between the individual’s present values and 

beliefs and the transformed characteristics of the structure. The responsibility of 

the manager or change agent is to drive the transition as efficiently and trouble-

free as possible. It can be done by providing training and additional information, 

and to support each person going through the change curve (TATA, 2013). 

2.3 Business process re-engineering 

 

This approach deals with understudying the operations of an organisation and 

modifying these for better performance; and clearly spelling out the vision and 

objectives of the organisation (Hammer, 2003). Such an approach makes it easier 

for employees to buy into the vision of the organisation; however, the method may 

depend on reducing the workforce and streamlining certain processes which may 

not yield the desired results. Similarly, by attempting to simplify the change 

process, many vital details may be left out (Hammer, 2003). 

The following points concerning the process of business change re-engineering 

were taken into consideration during the initial planning and implementation of 

change in TNI.  

2.3.1 Speed of Change Model  

 

Conner proposed this approach in 1993. He opines that every institution has an 

optimum speed of transition and that each person responds to change at a 

different pace. The approach suggests that organisations should consider the 

peculiarities of individuals involved in the change process since the rate of 
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embracing change varies from one person to another. Some individuals embrace 

changes and progress at a slower pace while others move at a faster speed than 

required. The author further states that implementing changes at higher rates than 

the employees can effectively handle may lead to adverse effects such as illness, 

absenteeism, low morale, decreased motivation and anger which may, in turn, 

reduce productivity. Furthermore, Conner defines a point known as ‘future point' at 

which incorporating change may lead to undesirable effects and advises that the 

leaders of the change effort must be resilient to achieve success. By not regulating 

the change process to suit all employees may significantly hamper change. The 

organisation may not be able to catch up with the latest trends when a large 

number of the employees are slow or some of the employees move at a much 

faster speed than required.  

2.3.2 Theories E and O on Change  

 

Theories E and O were proposed by Beer and Nohria in 2000. Theory E is aimed 

at the economic value of the proposed change: for example, by retrenching 

workers an organisation's finances will increase. Theory O focuses on developing 

corporate culture and human resources within an organisation in response to 

change. Such an approach aims at improving trust, emotional support and 

commitment by using communication as a tool. The authors suggest that 

combining the two approaches is more rewarding as the extremes of these 

approaches make them unfit for use in isolation, except where they are applied in 

combination with other procedures (Beer & Nohria, 2000). 

2.3.3 Diffusion Theory  

 

Rogers proposed his diffusion of innovations theory in 2003. It is a 

communication-based theory emphasising the methods by which information 

regarding changes gets transmitted throughout the organisation. The rate of 

adoption of change usually happens in an S-shape as some adopters accept the 

changes early while others only follow when the change becomes standard. This 

approach reduces the tension that accompanies every change process, as some 

employees learn better and faster from their colleagues with whom they are more 
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comfortable to relate (Rogers, 2003).  However, it was found that this is a slow 

approach and not suitable if an aggressive implementation is necessary.  

2.3.4 Agents of Change 

 

Kotter and Schlesinger (1979) identified various agents of change, namely:   

2.3.4.1 Training that imparts education  

 

This means training that enables a deeper understanding of the change initiative 

and that relates to new knowledge, skills or behaviour. For example, the 

employees get to learn new technologies, work processes, routines and behaviour 

that are in line with the change vision of the research and investigation (Alvesson, 

2002). 

2.3.4.2 Communication  

 

Communication enables the employees to understand the reason behind the need 

for change and the strategies for achieving the change vision. It deepens their 

understanding of and commitment to the ongoing change process (Whelan-Berry, 

Gordon & Hinings, 2003). Butcher and Atkinson (2001) admonish organisational 

leaders to manage language and communication by selecting the right vocabulary 

to reflect the desired organisational identity. Communication, when rightly handled, 

leads to individual change adoption, development of employee identities, helps 

deal with anxieties and serves as a tool against resistance to change (Cameron & 

Green, 2004).  

2.3.4.3 Participation and involvement  

 

By increasing the participation of employees in the change process, it broadens 

their understanding of the process and boosts their commitment to the process 

(Whelan-Berry & Somerville, 2010) (see also 1.8.6).  

2.3.4.4 Leadership  

 

Schermerhom, Hunt, Osborn and Passmore (2006) are of the opinion that 

leadership impacts events which facilitate the change process in the workplace.  A 
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leader is an inquirer and, as such, leaders need to spend more time asking 

questions, generating possibilities, enhancing strengths and charting new courses 

of action, rather than solving problems and issuing directives (Luechauer & 

Locander, 2007).  

2.3.4.5 Short-term wins  

 

Short-term and visible wins remind those employees that have embraced change 

that the change is successful. Furthermore, it enables those employees resistant 

to change that the change is necessary and can work. Kotter already argued in 

1996 that short-term wins provide evidence that changes are required, motivate 

change agents, help revise vision and strategies and also keep bosses on board 

while building momentum (Kotter, 1996) (see also 2.2.3). 

2.3.2.6 Aligned Human Resources practices  

 

Human resource practices such as training, recruitment, criteria for performance 

appraisal, socialisation of new employees and incentives activate changes (Kotter 

& Cohen, 2002; Cameron & Green, 2004). Other human resource practices such 

as incentives and rewards should be aligned with change initiatives (Kotter & 

Cohen, 2002). Burke (2008) further argues that aligning these human resource 

practices will sustain the momentum of the change implementation. 

2.3.2.7 Change vision  

 

According to Brenner (2008) and Burke (2008), defining a clear and compelling 

change vision in response to a need for change is not enough, unless employees 

and relevant stakeholders adjust to the view. Recardo (1995) opines that 

organisational vision must be compelling and accepted by individual employees. 

When staff and stakeholders accept change vision, it directly engages them in the 

change process and confirms that they have faith in the decisions of the 

organisation (Palmer & Dunford, 2008). Whelan-Berry (2005) argues that the 

majority of change initiatives and attempts by change management leaders fail 

because of no clear change vision. Successful changes are not acknowledged by 

employees because the leaders’ visions are not unique or compelling to 

employees. Whelan-Berry further notes that an accepted change vision is often 
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linked to the early stages of the change process, especially moving the vision to 

the group level and, sometimes, with individual adoption of change initiatives 

(Whelan-Berry & Somerville, 2010). 

2.3.2.8 Facilitation and support  

 

Kotter & Schlesinger (2008) opine that providing support such as training of new 

skills, giving staff time off after a hard period, and providing emotional support are 

ways to confront potential resistance to change.   

2.3.2.9 Structure and control processes  

 

Results from several studies (Recardo, 1995; Galpin, 1996; Porras & Hoffer, 1996) 

have shown that organisational structures and processes such as planning, 

budgeting, reporting, operation, and customer and technology systems can 

enhance the effectiveness of a change initiative. The change experienced by 

members of the organisation strengthens their belief in the change process.  

The next step in the research is discussing concepts or elements concerning 

business taxonomy to transform the human resources back offices processes in 

TNI's operational ecosystem. As the back office functions extend across 22 

markets with multicultural backgrounds, intercultural competencies had to be 

taken into consideration as part of the change and transformation process. Human 

resources performance management and the management of back office 

operators is the major concept to be explored in the research. 

2.4 TNI’s transformational business reality  

 

The pertinence of change planning and intervention depends to a large extent on 

how the theory can be turned into practice, or the other way round (Rees & Hall, 

2010). As noticed from the discussions above, change management drives the 

effective implementation of planned change as part of organisational 

transformation and development (Cummings & Worley, 2015).  

What interested the researcher were the processes and leadership strategies that 

produce regulatory improvements and address people, processes and technology. 

The transformational business reality in TNI as case study is explored below. 
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2.4.1 People, processes and technology  

Coherent with The Da Vinci Institute's management leadership studies, the 

researcher deemed it fit to study the significance of technology, innovation and 

people in TNI’s organisational system. Seidler-de Alwis and Hartmann (2008) 

opine that employees who share knowledge do not only promote innovation but 

also contribute to the creation of intellectual capital. People apply their skills, 

knowledge and experience in the workplace to represent the human capital of an 

organisation.  

TNI’s human capital is essential for productivity and business efficiency. Without 

the understanding of processes and the consequences linked to actions if 

procedures were not followed correctly, its human capital can be no asset to the 

business and success of the organisation (Barnes, 2011).    

At the same time, there is a finely tuned link between people, processes, 

technology, and managerial innovation, explicitly so in a telecommunication 

organisation where these elements cannot be separated. People perform the 

operations while technology is used as the enabler and core infrastructure for the 

processing of information (Barnes, 2011).  

Information technology will also be used in TNI’s case to restructure the current 

business model by altering how people perform their work and how knowledge will 

be applied and shared more effectively in future. If the technology is designed 

according to TNI requirements, well defined and functional, it will facilitate agility 

and growth; and the way cost of doing business is determined. Integrated 

management databases must be shared extensively throughout the organisation. 

 Conversely, the ability to share information quickly amongst organisations 

requires operators to function diligently and appropriately. “Big data” sets can now 

be analysed to discover underlying trends and patterns in the organisation which, 

in turn, can inform strategic decision making (Cummings & Worley, 2015). This 

requires the downscaling, delayering and restructuring of the back office functions 

within TNI and its companies.  
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2.4.2 Strategic change interventions 

Strategic change interventions must be planned to improve the organisation’s 

design, strategy and its relationship with the environment; addressing the 

suitability of its technical, structural, informational, human resources and cultural 

components. It is a pity that the need for strategic change is usually only activated 

by some significant disruption in the organisation, such as a disorder in work 

processes, regulatory requirements, disputes with major customers or either a 

technological breakdown or breakthrough (Cummings & Worley, 2015; Cameron & 

Green 2015). 

During its organisational change management planning, TNI managers focused 

on outcomes and tangible results, such as optimising cost and efficiency (see 2.2). 

However, it became clear that the organisational leaders should balance change 

efforts across three dimensions, namely developing and delivering clear 

outcomes; mobilising their influence, authority and power by performance 

management; and, most importantly for a successful outcome, taking people's 

emotions into account and enabling individuals and cultures to adapt to the 

change; otherwise, the change is not sustainable (TNI company confidential 

documentation, 2013). 

Organisations are, however, made up of several essential components, and 

people-centred leadership strategies are required to attain the objectives of the 

organisational change and the ‘survivability’ of the organisation (Cameron & 

Green, 2015, p. 5). 

Figure 2.3 gives a picture of what personal leadership entails during the change 

and transformational process in organisational context. 
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Figure 2.3 Organisational context 

Source: Adapted from Cameron & Green (2015, p. 5) 

 

 

2.4.3 Performance management within TNI  

 

The aim of instituting the change management process by HR was to lay the 

foundation for the performance management framework by identifying strategic 

drivers and Key Result Factors (KRFs) with a particular focus on 

 a)  future strategic drivers for the service delivery platforms, and 

 b) future KRFs per service delivery platform. Emphasis was placed on the 

standardisation of these service delivery platforms (TNI certified documentation, 

2013). 

The overarching strategic driver establishing the key focus of the Service Delivery 

Platform is that if you drive all strategic processes in a service delivery platform at 
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the same time, the probability of success will increase (Cummings & Worley, 

2015). 

Change and performance management objectives are generic for all delivery 

platforms. These objectives include lowering delivery costs (economies of scale), 

providing distinctive client experience, obtaining the ability to continuously improve 

to develop people capability and competence (global excellence), and establishing 

local expertise and alignment (TNI certified documentation, 2013). 

Strategic planning and decision making for the HR managers in TNI included 

introducing new technology; discontinuing segregation of work; removing 

duplication; enhancing reporting capabilities; introducing standardisation; and the 

most important factor, ensuring cost effectiveness for TNI (TNI company 

confidential  documentation, 2013). 

2.4.4 Planning an HR transformation management model 

A primary role of HR during the change process is to help the organisation foster 

and encourage a supportive environment in which innovative thinking for 

operational efficiency takes place (Bahner & Stroh, 2004). For this reason, 

brainstorming exercises with top management teams and their staff were planned 

to occur every 24 to 36 months to ascertain how TNI can grow, meet future 

demands, enlarge its consumer base and meet the long-term needs of customers.   

During the exercise Bahner & Stroh’s (2004) suggestions were taken into 

consideration (see also 2.2.1):  

Who are the customers being served currently and perhaps in the future? 

What current and future channels may be used to serve these customers? 

Who are your contestants and what are their competitive advantages? 

What is your competitive advantage and what may it be in future? 

Where do your margins come from? 

What skills and capabilities make you unique? (Bahner & Stroh, 2004). 

 

While HR was planning for operational process change in TNI, the concern was 

that change usually requires the individual to learn something new, unlearn 

previous behaviours or functions, or adjust to new operating requirements 
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(Cameron and Green, 2015). HR realised that what used to be an automatic 

process or performance for an operator now needs new thinking and decision 

making (TNI company confidential documentation, 2013). It may cause anxiety 

and nervousness for some employees going through the learning curve which, 

consequently, could lead to a reduction in performance, efficiency and 

effectiveness for a period. However, confidence levels do rise again based on the 

capacity of the individual to learn and assimilate new information for improved 

performance (Cameron & Green, 2015). 

2.4.5 Changing operational behaviour and processes 

 

The focus in this section is on how HR management could support operators to 

change their work behaviour where their behaviour was not contributing to the 

effectiveness of TNI. The awareness and further analysis of each of the operator’s 

behaviour led to an appreciation of what was contributing to their success or non-

achievement in their particular jobs (Cameron & Green, 2015).  

To ensure the preferred behaviour as required after the operating business model 

was introduced, the approach was to encourage the individual to behave in a 

specific way or discourage the current behaviour in any other way. Both 

approaches have advantages and disadvantages for the organisation and the 

individual (Cameron & Green, 2015). Some of the back office operators in the 22 

markets of TNI needed to change their work processes and the way they behaved 

towards customers, towards each other and towards the organisation to achieve 

the operational business change nomenclature needed.  

The description above makes it clear that the primary objective of HR in the 

change management process was to improve back office processes. It takes into 

consideration changing the individual’s behaviour of performing his work, the 

working relationships between back office operators in the different countries, and 

between the companies’ back offices and headquarters. Through a participative 

change process employees were also included in the goal setting by taking into 

consideration how each will personally experience that change. Cognitive 

processes and organisational learning form a large part of TNI's learning and 

inclusive system (UNESCO, 2009). 
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It became essential to study and understand whether the wrong behaviour of 

operators in the back offices was based on factors such as the interaction of 

energies and forces within the organisation and individual, or among the various 

structures of personalities, including cultural differences and competencies. 

Managers who want to gain an understanding of the reactions of staff during a 

change planning process may use a psychodynamic perspective to deal with 

these intricacies. Briefly, it tries to understand and explain the individuals’ 

personalities according to conscious and unconscious forces, such as their 

desires and beliefs during the performance of their jobs and while learning new 

applications (Kranz, 2009). 

It becomes evident that effective change requires diagnosis, conceptualisation, 

planning and implementation of transformational actions (Kranz, 2009). There 

usually is an element of choice about what the individual person experiences 

about change in the organisation, whether new processes and changes are 

accepted or whether a new job is the individual’s only choice for a new future 

(Cameron & Green, 2015).  

2.4.6 Individual motivation for change 

 

Maslow’s (1954) theory of motivation, also called the hierarchy of needs, gives 

significant insight into what the individual needs of the employees could be during 

the change planning and implementation process. Maslow’s pyramid of needs 

explains what he believed drive individuals to be creative, considerate, 

spontaneous and capable to live their lives to the full. His awareness was that 

human beings do have an inherent desire to grow and change for the better. Basic 

needs climb up the hierarchy of needs to the stage of self-actualisation. To reach 

this stage, the individual first has to satisfy some lower needs as shown in Figure 

2.4 below. 

The theory portrays that every individual is motivated by needs of which the most 

basic are inborn. Physiological needs concern air, food, water sex, sleep, chemical 

balances in the body, and excretion. Only once these physiological needs are met, 

does the need for safety, such as protection from elements, physical security, 

employment, order, law and stability come to mind (Maslow, 1954). 
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The third level in the hierarchy includes needs such as belonging, love, being part 

of the work group, family, relationships and affection. Esteem and cognitive needs 

usually follow on the fourth level which includes self-esteem, achievement, 

mastery, independence, status, confidence, dominance, knowledge and meaning. 

It is only at the highest level of the triangle that a person, according to Maslow, 

needs self-actualisation and appreciation. At this stage the individual searches for 

beauty, realises personal potential, and seeks personal growth, morality and 

creativity. They use problem solving, accept facts and balance, and exercise less 

judgment (Nesbit, 2013; Maslow, 1954).  

 

 

 Figure 2.4 Maslow’s hierarchy of needs. Source: Nesbit (2013) 

2.4.7 Multi-cultural backgrounds in an organisation     

 

Organisational culture is driven by the combined values throughout the 

organisation while language is not only a means of communication but also 

represents the fabric of cultural expressions and acts as a carrier of identity, 

values and worldviews (UNESCO, 2013).   
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TNI employs individuals from diverse cultural and linguistic backgrounds who all 

work in the same organisation, add value and strengthen positive relationships 

with the local community. They encourage businesses and people from different 

backgrounds to use TNI’s telecom services in the specific country. It also brings 

inclusivity because they understand and know how to comply with the legal and 

moral obligations of the specific country in which the market operates (Victoria 

Dept. of Human Services, 2017).   

Conversely, including a diverse workforce of different cultural, ethnic and racial 

backgrounds in the organisational system has the result that all employees do not 

share traditional western cultural values which usually is expected of them to 

ensure efficiency. Operators have varied concepts of time and body language 

while each culture may contrast in how to demonstrate respect. These different 

needs and characteristics should be considered in the diverse cultural 

backgrounds when HR managers attract and retain employees. Openness, 

respect and responsiveness to all people should be shown during this time. 

Flawless and constant information with clear guidelines concerning work 

processes, learning, and training facilities need to be provided (HR Council 

Canada, 2016)). Such an inclusive workplace also requires employees from 

different backgrounds to be included in the decision-making processes concerning 

a change in the operational functions. It cultivates a culture of trust which, with a 

professional development plan, can have promotional opportunities (HR Council 

Canada, 2016). 

According to UNESCO (2009), cultural diversity can also be experienced as an 

invitation to discover individuals and groups, each with their complexities and 

multiple allegiances, to be engaged in the process of dialogue. In practice, this 

demands skills to negotiate and compromise, linked to a commitment to mutual 

understanding, and should be deployed in a wide range of cultural contexts. It is 

essential that provisions are made for the empowerment of all participants in 

intercultural dialogue through capacity-building and inclusive projects that permit 

interaction without loss of personal or collective identity (UNESCO, 2009). 
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2.5 Designing an operational business model for TNI 

 

TNI’s operational business model, which includes HR working processes, is 

directed by its objectives and operational environment. Interrelated tasks are 

designed to add customer value while the different types of end-to-end activities 

cover specific issues. In business, this is called the value chain listing processes 

necessary to achieve the best outcomes for all stakeholders. For this reason, the 

value chain has to cross all functional boundaries in TNI’s value delivery (Bek, 

2014; Weske, 2012).  

During the planning of TNI’s operational business model, Michael Porter's (1985) 

value chain was adopted as a model to design HR taxonomy. The value chain can 

be applied to all systems. 

2.5.1 Value chain 

 

Michael Porter’s (1985) value chain defines a chain or sequence of activities 

common to most businesses. The logical way within which it differentiates 

between support activities and primary activities makes it a popular tool to use in 

the strategic planning of business processes (Bek, 2014). 

The primary or generic activities are categorised on the horizontal line, and the 

support activities are organised vertically in a single continuous flow from left to 

right. The flow from left to right represents all the sub-processes that directly 

contribute to the organisation’s inputs, are processed, and then changed to 

outputs purchased by the customer (Bek, 2014). 

The secondary or support activities are there to sustain the primary functions. In 

Figure 2.5 the support activities represent the organisation’s infrastructure, its HR 

management, technology development and its procurement. Each of these 

activities can play a role in any of the primary activities. HR management is taken 

as support activity including its primary back office processes as HR taxonomy 

design is the object of research for the study. 
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Figure 2.5 Porter’s Value Chain. Source: Bek (2014) 

 

TNI’s HR management, in its support function, signifies how well the organisation 

is recruiting, hiring, training, motivating, rewarding and retaining employees. As 

people embody a significant organisational source of value (see 2.4.1), TNI can 

obtain a strong advantage by applying outstanding HR practices. This topic will be 

expounded further during the planning and design of HR taxonomy generated 

during the focus group sessions in Chapter 3 and theorised in Chapter 4. 

2.5.2 Benefits of applying business process management  

 

Some of the most important and common business drivers for TNI and its 

companies were the necessity to save money and increase revenue. It created the 

urgency to improve existing back office processes and to design new operational 

business processes. It had to be done to advance customer satisfaction; see to 

the recovery of organisational alertness and reliability; ensure improved business 

cohesiveness and control, including decreasing risk factors; and comply with 

regulations as applied in the different countries (Bek, 2014). 
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2.5.3 Threats and opportunities associated with transformation 

 

Considering such a complex transformation initiative, the associated risks factors 

unique to TNI had to be taken into consideration while opportunities in other areas 

were being created. Some of the risks envisaged by HR were discussed during 

the focus group meetings of which the following are the most sensitive (TNI 

company confidential documentation, 2013). 

 

People 

Staff costs rank among the highest operating expenditure (OPEX) lines. 

Embarking on a transformation initiative of this scale without realising headcount 

savings can render the process fruitless. Thus, headcount reduction becomes an 

imperative qualitative measure. Headcount reduction can unfortunately come with 

certain innate risks, such as reduced productivity during the transformation period, 

low morale, and a creation of doubt around the employee value proposition which 

threatens employee engagement. 

Headcount enhancement 

While there may be a headcount reduction in certain operational areas, some 

other areas may need additional staff. This can involve both capital expenditure 

(CAPEX) and OPEX exposure. This factor has an implication for job creation and, 

more importantly, employability of the same workforce in other areas. 

Skills 

A new operating business model would require new or improved skills. The lack of 

immediate availability of skills can affect productivity and implementation while 

investment may be required in terms of skills development. A strategy to buy, build 

or borrow skills will be required of which each has its risks associated. 

Write-off of investments 

With a shift toward standardisation, the requirement will be to move to a single 

technology platform. This means that certain embedded technology (which has 

already been paid for) will have to be changed. With this comes a possibility that 

certain technology contracts and licence agreements would need to be cancelled, 
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resulting in penalties to be paid. If data are not currently being stored in the 

organisation’s data centre, there may be costs involved to transfer data to the new 

technology. In some instances data may not be moved and may be lost, which will 

require calculated decision making in order to mitigate any risks. 

Business socio-economic matching to business need 

Cognisant of the organisation’s history in its country of origin and its entrenchment 

in each of the countries of operation, coupled with contributions that have made 

the organisation a flagship, the transformation will have some significant impact 

which needs to be properly and diplomatically managed. The loss of jobs can 

become a key highlight that may strain the relationship between the organisation 

and its stakeholders. The fact that the transformation action touches the fabric of 

the organisation may be unpalatable to staff and trade unions. 

Brand reputation 

Brand identity and strength may be threatened during the period of transformation. 

Other variables  

A number of other variables need to be closely monitored, such as cost, 

organisational culture, commitment, employee engagement, productivity, customer 

experience and active collaboration. 

2.6 Conclusion 

 

In the theoretical framework several theories concerning change and change 

management were discussed, as well as business process re-engineering in 

preparation for a literature sources review on the most important concepts or 

elements in TNI’s transformational business reality. 

The business change management discussion includes what is viewed the most 

important assets of an organisational system, namely people processes and 

technology if and when strategic change interventions are planned. These 

interventions include performance management, change behaviour, individual 

motivation for change and handling multi-cultural backgrounds during the 

organisational change process management. 
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Contextual information is given concerning an operational business model for TNI 

based on Porter’s value chain; the benefits for TNI to apply operational business 

process management; and realistic threats and opportunities which accompany 

TNI’s planning and implementation periods are discussed. 

Following on the theory explored for designing an operational business model and 

HR taxonomy, Chapter 3 will describe the research methods and research design 

applied to collect primary data to generate an operational business model for HR 

back office change processes in TNI.  
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CHAPTER 3: RESEARCH METHODOLOGY AND DESIGN 

 

3.1 Introduction  

 

Research methodology comprises methods or techniques used to identify, select, 

and analyse information for exploring the problem before following the research 

journey towards a solution (Kallet, 2004). The research design denotes the overall 

strategy that the research project follows in line with the research methods used. It 

constitutes an outline for the collection, measurement and analysis of data, and 

ensures that the actual evidence is obtained to address the research problem as 

logically and effectively as possible (Bryman & Bell, 2011; De Vaus, 2001).   

This chapter discusses the choice of methods that were used to research and 

analyse the work-related problem and to determine whether the gap in knowledge 

and application can be addressed successfully (De Vaus, 2001). The research 

design focuses on the data sources that were identified and the steps used to 

address the research gap, plus the pathway that was followed to reach an 

outcome (O’Gorman & MacIntosh, 2015). 

The phenomenon concerns the fact that an operational business model can guide 

the organisational routines that have direct power over the exchange of 

knowledge to the advantage or detriment of an organisation (Feller, 2015). Due to 

the repetition of procedures and practices these routines can determine the 

behaviour and activities of the back office operators (Witt, 2011). An organisation’s 

routines can to a large extent explain its capabilities. Performance variations in 

processes that seem not to benefit the organisation need to be looked at as a 

signal that change has to take place (Feller, 2015). 

Therefore, the chapter addresses the following sub-question: 

How could a new operational business model indicating HR taxonomy, be 

designed for the management and application of workflow in TNI back offices? 

This chapter first clarifies the applied research methodology and, afterwards, the 

research design explicitly developed for the collection and analysis of data 

towards a solution for TNI as a case study will be explained.  
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3.2 Mixed methods research  

 

The research methodology is based on the researcher’s ontological and 

epistemological approach in which he uses a subjective mode to interpret 

information from literature and research findings while also applying an objective-

positivist approach during the collection and analysis of the statistical data (see 

Chapter 1). 

Since the early 90s, mixed methods research has become an acceptable and 

increasingly useful approach to conducting business studies in the social sciences 

(Bryman & Bell, 2011), and to address different epistemological approaches 

(Bryman, 2009). A mixed methods approach to this research was determined by 

the practical nature of collecting and analysing data for TNI in an attempt to find a 

solution to the problematic workflow in the back office processes. For this reason, 

qualitative research is used as the main data collection method while quantitative 

data collection and analysis methods were used to collect statistical data within a 

systems thinking approach.  

According to Merriam and Tisdell (2015), qualitative research is a process creating 

an understanding of the actions of subjects rather than the act itself. Grasping the 

motivation for the actions of management and employees and integrating human 

resource’s taxonomy for back office efforts were paramount to an emerging 

operational business model (see also 1.8.2) 

A qualitative research methodology with an interpretive research approach thus 

permitted the researcher to connect to the research phenomenon. A subjective 

interpretation of the collected data required inductive reasoning to generate an 

understanding of the findings of the focus groups that were used to discuss the 

event and come to a decision (Azevedo, et al., 2011). Qualitative research, in this 

case, involved in-depth participative group discussions and interpretation of the 

different concept, which together create a general understanding of ‘thick 

description” while simultaneously observing the participants in their work 

environment (Ponterotto, 2006: 543). 

Additionally, a quantitative research methodology with an empirical-analytical 

approach was necessary for a more objective focus and analysis of the data. In 
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this case, a deductive reasoning approach was applied to analyse the statistical 

data that was retrieved from the TNI system management databases into easier 

understandable figures (Azevedo, et al., 2011) (see also 1.8.3). 

The research methodology determines the research process undertaken and what 

techniques and tools were used to collect the data. A discussion of the research 

methods follows below. 

3.2.1 Case study 

 

The term ‘case study’ as a qualitative research method, does not denote a specific 

procedure that was used. In a case study, the research intensively centres on 

understanding the uniqueness of a particular case, whether it is a group, 

community or organisation with its practices that are investigated (Welman et al., 

2007). Babbie (2013: 338) contends that the “chief purpose of a case study may 

be descriptive as “the in-depth study of a particular case can yield explanatory 

insights”. A case study is commonly used as a research technique in business and 

management research (Eisenhardt & Graebner, 2007). 

This case study represents TNI as a unit of research which demands a detailed 

and intensive analysis of the complexity and particular nature of the situation 

(Bryman & Bell, 2011; Stake, 1995). It required fieldwork to explore the 

phenomenon within three divisions of TNI, namely, Finance, HR and Supply Chain 

Management (SCM) of which HR was depicted with the anticipation and 

opportunity to learn and apply the knowledge gained.  

All interpretations were done in TNI as field of research. Direct observations of 

events in progress led to attempts to theorise from the observations before 

presenting these ideas to the focus groups for further discussion. It seemed the 

most natural approach for the researcher and the group of participants to follow 

during the research journey concerning the processes, attitudes and behaviours 

within TNI as work environment (Babbie, 2013). 

Field research can thus be viewed as yet another way of doing action research. 

The concept, namely, participative or collaborative action research is discussed in 

the following section.  
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3.2.2 Participative or collaborative action research 

 

Participative or collaborative action research is a qualitative research approach 

known for its use in scholarly studies. It concerns a group of people coming 

together to explore issues of concern and interest about the unit of research 

(Reason, 2006). Consequently, it allows researchers to cooperate and take action 

to improve practice, resolve specific problems, and investigate the effects of the 

action that was taken (Streubert and Carpenter, 2002). The application of action 

research is, according to Berg (2004), a democratic, rigorous, yet reflective 

implementation of a solution that occurs as actual part of the research process, 

and of which there is usually no delay in implementation (Berg, 2004; Streubert & 

Carpenter, 2002).  

All individuals involved in the research effort act as co-researchers whose 

cooperative thinking and decision making contribute to the generation of ideas 

about designing and managing the project while drawing conclusions from 

experience. At the same time, they are also co-subjects, participating in the 

research activity (Reason, 2006; Baskerville, 1999). 

In this study, the researcher’s interpretive viewpoint was formed by his 

involvement in becoming part of the investigation. His observations were partially 

restricted by his values and relevant knowledge influencing his observations, for 

example, being one of the study subjects in HR (Baskerville, 1999).  Everyone in 

the different groups contributed to thinking and decision making about how to 

explore the issues and questions in TNI while voicing their ideas and getting 

involved in the activities.   

3.2.3 Focus groups 

 

The research made use of focus groups as a technique to listen to and observe 

conversations between knowledgeable informants. Remenyi (2013) opines that 

the individual members of a focus group can easier reveal their attitudes, opinions 

and beliefs through a process of conversation than stating them individually to the 

researcher. The different views during the debate can successfully lead to revised 

or new ideas on the phenomenon, and how to drive the research project forward. 
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Focus groups need an experienced person to facilitate the conversation and, 

afterwards, to produce a record of the discussions or recordings (Remenyi, 2013).    

This study made extensive use of focus groups as interview technique to collect 

data within the organisation in a more structured way. It was important to select 

the focus group participants as carefully as possible according to unambiguously 

stated criteria (Bless et al., 2013). Participants with exceptional knowledge of the 

organisation, the telecommunication environment and its markets were selected. 

They also had to have a practical awareness of the strengths and weaknesses 

across TNI’s back office functions.  

Thus, the value of a focus group lies in the conversations and generation of new 

ideas. The discussion does not take place between the researcher and the 

discussion group, but rather between the focus group members sharing multiple 

voices (Remenyi, 2013). 

3.3 Research design 

 

The research design or plan is a detailed blueprint to guide the research project 

towards its objectives (Aaker et al., 2004) and is focused on the end-product (Van 

Wyk, n.d.). It is an expressed or unexpressed logic sketch in which the empirical 

data is connected to the research aim and the researcher is enabled to draw 

conclusions from the findings (Yin, 2008). 

Two research designs were combined to collect data and give reliability to the 

outcomes namely an exploratory and descriptive research design.  

3.3.1 Exploratory design 

 

The study followed a research design whereby an initial exploratory approach was 

adopted for a thorough understanding of the occurrence before the data collection 

and analysis plan could be developed as the intervening strategy. It included an 

iterative process that started with understanding the given situation, 

conceptualising the problem, and then applying it to the situational problem in the 

telecom operational work environment (Coghlan and Brydon-Miller, 2014). 

An exploratory study showed it to be valuable to address the phenomenon in TNI 

about which there was still high levels of uncertainty and ignorance (Van Wyk, 
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n.d.). Little knowledge about the subject matter existed in the organisation at the 

beginning while, at the same time, it was necessary to protect sensitive 

information restricted to TNI in the telecom environment. 

3.3.2 Descriptive design 

 

The objective of using a descriptive research design together with the exploratory 

research design was to succinctly give an honest and valid representation of the 

factors relevant to the research and data capture processes. Therefore, it is 

viewed as a more structured process than exploratory research (Van Wyk, n.d.). 

A descriptive research design was used to provide answers to questions 

concerning the ‘what’ and the ‘how’ associated with the research problem and 

questions. It presented a more quantitatively focused reality of the work 

environment in which management data and statistics were drawn from the group, 

using their system management databases to make sense of it (Given, 2007). It 

implies that a more positivist-objective approach was taken towards the statistical 

data. The data first had to be extracted and analysed before it could be presented 

to the participating focus groups in an attempt to contribute to the conversation. 

The researcher took part in the action research both as investigator and as a 

participant, and reports on the research project in this capacity. It seems relevant 

at this stage to report on the sample of the TNI population which was used, and 

the sampling techniques that were applied to get to this sample. 

3.4 Population and sample 

The research population includes all subjects in the organisation that comply with 

a standard set of characteristics that identify them as part of the organisational 

system. Sampling, on the other hand, is also the process of selecting a particular 

group of subjects from the population who, as individuals or as teams, are 

representative of the general group from which they were selected (Lim & Ting, 

2012). In TNI's case, it was important to correctly identify the research sample by 

selecting a representative group whose values and beliefs signified those of the 

general TNI population. 

TNI has a population of about 30 000 employees. Although the transformation will 

impact all 30 000 members in some or other manner, the impact on all 30 000 will 
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be limited. The focus groups were only concerned with the back offices and their 

processes across the 22 markets (TNI company confidential documentation, 

2013). 

Participants who were identified for the study were experts and/or owners of 

processes in the various human resources disciplines depicted in the HR 

taxonomy located across the TNI footprint. They were able to give a critical view of 

each of their operational areas in TNI. The same applied for the areas of Finance 

and Supply Chain Management (SCM).  

The sample consisted of 45 participants who had a significant input and rich 

information to guide and steer the research, and who envisioned change 

management processes. The members, when joined into the group discussions, 

were segregated from their various areas of specialisation in order for the 

contributions to be succinct.  

3.5 Sampling technique used 

 

Searching for the most appropriate sampling method meant being conscious that 

the research process should be flexible and reliable. Purposive sampling was 

chosen as technique to select particular members with company knowledge, as 

well as managerial and decision-making skills for the creation of an operational 

business model. This approach agrees with what Cho and Ling (2014) purport as 

a type of sampling in which specific settings, persons or events are purposefully 

selected because of the essential information they can provide that cannot be 

collected from other sources in the same efficient manner. 

Purposive sampling was also decided upon because of the sensitive nature of the 

views of HR employees while collecting information from other participants without 

necessarily having to disrupt their work schedules. Additional to the particular 

members, precise data was tracked from available digital data sources within TNI 

and its service providers. It encompassed statistical information collected at 

multiple stages of the investigation process (Bless et al., 2013).   
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3.6 Data collection process 

 

The data collection process started off with a literature review of the main research 

concepts as discussed in Chapter 2. The discussion of the secondary data 

retrieved from the literature review formed the foundation for this chapter in which 

the primary data collection procedures were explained. 

The main objective of the section below is to identify the context and boundaries 

of the research environment in which the problem, opportunities and situations 

reside, and to explore and identify any outstanding factors that might be relevant 

for collecting data. 

3.6.1 Context and boundaries of the study environment 

 

Every business has the objective to drive shareholder value, thus creation of 

revenue remains the focal point. In all telecom operators, such as in TNI, the main 

focus is the technical infrastructure more commonly referred to as the “backbone” 

on which revenue is created. Given that this technology infrastructure is the 

central nerve of the business, it becomes core to the business. It, therefore, 

deserves more focus, attention and investment—unlike administration processes. 

Administration processes, although essential, consume considerable more 

resources, although with a notably lower value impact. Thus, a drive for efficiency 

in this setting is considered to be prudent. The consequence is a cost drive 

towards cost optimisation and efficiency (TNI company confidential 

documentation, 2013). 

From the discussion above, it can be detected that administration done by the 

various operating companies, although extremely necessary, seemed to turn into 

a huge expense given the number of staff employed to carry out these activities, 

and the wastage of productivity that started impacting heavily on the operating 

expenses of the organisation.  It started having a ripple effect on profit and 

EBIDTA margins, ultimately impacting shareholder returns. EBIDA represents the 

company’s earnings before interest, tax, depreciation and amortization and is a 

measure of a company's operating performance without having to factor in 

financing decisions, accounting decisions or tax environments (TNI company 

confidential documentation, 2013). 
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Statistics showed that employee costs remained the highest operating expense 

within a bloated organisational structure and coupled with duplicate activities 

resulting from disparate processes and ways of work. The longer TNI operated 

under these circumstances, the more it became apparent that there was a need 

for streamlining the entire business. As time progressed, management realised 

that 22 operations were doing the same thing in 22 different ways (TNI company 

confidential documentation, 2014). 

Consequently, the organisation was compelled to investigate new ways of driving 

cost optimisation. It evidently gave birth to the idea of re-engineering the "support" 

functions and the "common" processes across operations to centralise those 

functions in order to drive greater efficiency as discussed below.  

3.6.1.1 Shared Services Centre and Centre of Excellence 

 

A Shared Services Centre (SSC) and Centre of Excellence (CoE) were created as 

first step in the investigation towards a solution process. The concept of a Shared 

Service Centre is to centralise all transactional activities, whilst the Centre of 

Excellence will become key in strategic activities. Individual processing functions 

could now be centralised and standardised to a higher level of efficiency (time, 

cost and quality). 

All administrative tasks that do not necessarily require human intervention on the 

ground in the respective operations will now be processed centrally at 

headquarters. Every process has an activity map linked to it which indicates what 

happens where. In most instances routine transactional processes and activities 

are managed centrally. Provision is made upfront for any tax, legal or statutory 

requirements at the time of scoping the needs of the local operation prior to 

integration into the new operating model which now includes the introduction of a 

Shared Service Centre and Centre of Excellence. Such a setting created an 

environment of improved control and reporting which, in turn, increases 

governance and compliance, reduces costs and creates more strategic focus on 

revenue streams in all 22 markets. 
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The second large undertaking was to investigate the back offices and unpack the 

administrative activities of each local operation given their unique needs and 

operating context, and to determine how it could be streamlined without impeding 

service delivery.  

3.6.1.2 Streamlining back office functions 

 

The support functions of Human Resources (HR), Finance and Supply Chain 

Management (SCM) were identified by management for assessment given that 

these three areas cut horizontally across the organisation (see Chapter 4, Figure 

4.1). These areas also had the most routine activities as well as the highest 

operating expenses. The back offices were also notorious for having the most 

disparate processes. 

This study is the result of an internal action learning project in which the 

researcher took part.  Although Finance and Supply Chain form a large proportion 

of the original TNI investigation, the research has focused on HR only. It 

eventually boils down to the recruitment process since the entire HR taxonomy 

would be too large to deal with in a single academic research report. Reality 

required an investigative process for a transparent and productive change 

outcome.  

3.6.1.3 Initialising an investigation  

 

a) Group Board and Group Management Services  

The need for greater cost efficiency is driven by the TNI Group Board (GB) and 

Group Management Services (GMS). The GMS is comprised of senior executives 

at head office level. A needs assessment was done amongst management of 

which the result identified the priority needs for the organisational project including 

the root causes. It became evident to GB and GMS that the business model 

needed change to intervene with the significantly declining revenue numbers 

which particularly pointed to a digital transformation of all telecom back office 

services. 

b) Advisory Councils per discipline (HR, Finance and SCM each having their own)  
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These councils comprise of reputable professionals who are senior service 

managers in their respective disciplines with a representation across the 22 

companies. These councils had the task of reviewing the analytical work done and 

to review the validity of recommendations on a periodic basis, given the magnitude 

of the transformation.  

c) Establishment of a Programme Office 

A Project Team was appointed from an internal selection of highly skilled 

professionals in their respective disciplines. Not only are these people technical 

experts within TNI, but they also have the professional reputation and respect of 

their peers as they would often have to encroach on the local operations. 

Stakeholder management would prove to be a pivotal skill. The permanent project 

team comprises a Project Director who has the overall accountability of the project 

and a Lead for each of the various disciplines of HR, Finance and Supply Chain 

Management. The project leads have full accountability for delivery in their 

respective discipline. Finally, support staff and team members are included in 

each of the respective streams to ensure credible execution. 

d) Strategic Oversight Partners 

Industry-leading consultants were appointed to support the Project Lead in the 

strategic and technical design. They were also tasked to introduce industry best 

practice. 

3.7 Data collection methods 

 

3.7.1 Request for information (RFI) sheet 

 

The research did not start with a questionnaire but with a request for information 

(RFI). A back office transformation document was forwarded to all operating 

companies (OpCos) with the main purpose of collecting information relating to 

their processes and administrative activities. The request for information was used 

to design the scope of the back office transformation project as far as the Global 

Process Design was concerned. This included not only mapping of the process 

blue prints, but also a review of the supporting technology landscape. Notes in the 

document explained how to populate the requested information form, clarify the 
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sources from which information would be retrieved, and provided more detail on 

the process of how activities were to be identified in the RFI. The information 

delivered in the RFI sheet, called “Information Guidance”, needed to be populated 

and submitted by all OpCos. They had to ensure that the data provided by the 

back offices were current and valid in order for the transformation scope to be 

precise.  

There were four different types of data for validation, namely 

 employees’ data, including total FTEs and FTEs per function (Finance and 

HR) as indicated below 

 details of workflows and processes that currently exist  

 any country specific legal, tax and statutory requirements that must be 

considered in the overall scope, and 

 cost, revenue and system landscape data, including cost per function 

(Finance and HR), cost per people, facilities, systems and other information 

for each function, total revenue and system landscape. 

Up to this stage, the entire change process was hypothetical. The Financial and 

HR heads, with the respective specialist in their units, were now compelled to do a 

more detailed review of each process relevant to its operation. They had to 

consider tax, legal and statutory requirements as these were the only defining 

criteria that would be permitted to deviate from the standard processes expected 

for all 22 operations. 

The example below provides types of data that had to be validated by the OpCos 

across the company footprint. The available information was abstracted from the 

TNI 2011 financial year figures. 

Different types of data 

ABC 2011 data  

 

Activity-based costing attaches a value to every activity. It then links that costs to 

the cost versus ROI for each employee. 

 

 



 

69 
 

Group HR 

 

The Centre for Human Resources was integral in providing data relating to 

employees. It included organisational charts, headcounts information across the 

operations, salary and benefit data. 

 

Hyperion 

 

Hyperion is the financial reporting system. The OpCos load their data onto 

Hyperion, and the Group extracts and analyses accordingly. It is from this system 

that all the financial reports were extracted.  

 

Wipro analysis  

 

Wipro was the appointed system integrator at the time. They were the experts and 

were key in configuring the TNI needs as defined in the process concerning the 

selected technology, in this instance, Oracle. They successfully managed a 

number of technology upgrades and implementations.   

 

*The available information was abstracted from the TNI 2011 financial year figures 

(TNI company confidential documentation, 2013). 

HR employee data 

 

Cost, Revenue and System 

landscape data 

Total number of employees in 

company - 583 

Total number of HR employees per 

function - 17 

 

Total HR function cost – 2 156 524 

HR function people cost – 1 061 272 

HR function facilities cost – 942 146 

HR function system costs – 68 745 

HR function other cost – 94 631 

 

For the business scope, functional people cost had to be extracted. It included 

Function ABC HR related resources. 
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Function People Cost 

Wages, bonus and overtime 

Training and travel 

Accrued leave, vacations and termination 

benefits 

Medical and social security 

Fringe benefits 

IT support to employees 

Vehicle costs (depreciation, renting, leasing, 

fuel, insurance and maintenance 

 

The next phase was for the HR group to apply the agreed actions and to observe 

and collect data during working hours. Their own observations and those of others' 

actions were recorded. Participants were also briefed before soliciting information 

to comply with organisational ethical considerations. Data were collected in a non-

prejudicial setting to ensure success of the data collection project. It was and still 

is imperative that participants feel part of the transformation.  

After this exercise the researcher, as the lead of the focus groups, drew up a list of 

broad topics and themes concerning HR, and the requirements and processes in 

the back offices. This action was necessary to start the discussions and 

development of taxonomy. It was important for the researcher to have a proper 

appreciation of his research topic before completing the list of points for the group 

discussions. This action initiated an iterative investigation process which included 

numerous discussions among the focus groups and other participants (Bless et 

al., 2013). 

3.7.2 Focus groups 

 

A team of people, who had a common interest in generating an improved 

operational business model for TNI, was brought together. The inquiry progressed 

by systematically developing understanding, action and agreement on an area of 

human activity. In these early stages, the TNI team first had to agree on the focus 

of their inquiry and develop a set of tactics that they wanted to explore. It required 

taking action which, in turn, asked for a set of procedures to follow by which their 
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experiences and those of other individuals in the organisation would be observed 

and recorded.    

Annual forums 

The focus group research kicked off in 2011 during an annual forum held by 

headquarters in South Africa which was attended by the heads of divisions across 

the various operations in the different countries. Each discipline holds its own 

forum which means there would be one each for HR, Finance and SCM. The HR 

heads were facilitated on cost optimisation and efficiency. Innovation and change 

management were stressed as essential for business continuity as well as from a 

survival perspective. 

The next step was to introduce all focus groups to the various concepts 

concerning shared services as defined within Group Management Services 

(GMS), the Centre of Excellence (COE), the Shared Service Centre (SSC) and the 

Operating Company (OPCO). The HR heads were workshopped and requested to 

define the various pillars within HR which would become a new HR taxonomy. 

They were divided into work groups and, as experts in their field of work, they 

were tasked to a desktop analysis to allocate percentages to each of the 

processes defined previously.  For example, the recruitment process would be 

60% OPCO and 40% SSC. The teams then regrouped and presented their 

findings to the wider group. A debate ensued which resulted in agreement on each 

process. These were still rough estimates but became the group consensus for 

each process within the HR taxonomy. 

The respondents shared their opinions throughout the investigation period which 

implied that research was conducted with the people and not on the people or 

about the people (Heron & Reason, 2008). It diminished the separation between 

the researcher, investigating team and respondents because the researcher was 

also a co-respondent or subject, and the subjects were also co-researchers 

(Ormston, Spencer, Barnard & Snape, 2014). 

As the participative inquiry process progressed, the co-researchers became fully 

immersed in the operations. Although each of the focus groups was unique, each 

one was engaged in cycles of action and reflection. What made this phase 
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interesting was that people got deeply involved in their experiences, which means 

that their new understandings and practical skills grew from their involvement in 

the investigation. 

Different cycles of engagement 

The focus groups reassembled in five different cycles of action and reflection over 

a period of two years to consider their original presentations. They considered 

changes according to their experiences gained. As a result some elements in the 

presentations were changed or rejected, and new ideas were proposed. In each of 

these meetings, various sub-groups would meet to agree on another cycle of 

action. Some of the group members would choose to amend the proposals and 

their procedures of work. Thus, qualitative data was collected via experiential 

knowledge through face-to-face encounters with people, processes and 

technology, empathy, and emotional resonance. 

Presentations from the directors of Finance, HR and SCM emerged from their 

knowledge, experiences and decision-making processes with employees in their 

divisions. These presentations were the first form of expression presented to the 

focus groups by way of drawings, statistical figures, and other graphical and 

multimedia demonstrations. Proportional knowing was derived from theories and 

ideas which were expressed in informative discussions and statements, while the 

practical knowledge came from knowing how to do something. It was expressed in 

terms of a skill, ability or competence (Heron & Reason, 2008).  

Strategic drivers 

The overarching drive that established key focus on the service delivery platform 

across the organisation was that if you drive all strategic drivers in a service 

platform simultaneously, the probability of success will increase. 

Generic drivers for all delivery platforms would be a) lower delivery costs 

(economies of scale); b) providing a distinctive client experience; c) the ability to 

continuously improve, and d) developing people capability and competence ((TNI 

company confidential documentation, 2013). 
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Action and engagement 

Action research ensured that the TNI employees got involved in matters of sincere 

concern to them and about which they felt the need to take action (Eden & 

Huxham, 2001). Managers and researchers collaborated to foster change that 

dealt with action and behaviour produced from within the human mind (O’Gorman 

& Mackintosh, 2015). 

The action ensured that an exploratory research approach could be followed. First, 

an understanding of the problem was developed, and then plans were generated 

as an intermediate strategy. It existed of an iterative protocol to foster a deeper 

understanding of the given situation, starting with conceptualising and focusing on 

the problem and possible solutions, and moving through several interventions and 

evaluations. It was paramount to ensure right from the start that employees in the 

organisation would be willing to take action and take part in the investigation as 

well as act on the recommendations generated from the research (O’Gorman & 

Mackintosh, 2015).  

3.8 The transformation journey for Human Resources 

 

During an Advisory Council meeting of 2011 the researcher, being lead of HR, 

presented a proposal for future change based on the data collected from the 

various HR offices and their managers (see 3.7.1). Process design decisions had 

to be made. 

In a plenary session, the various groups had 90 minutes to return an overview 

concerning every division's statement on its transformation journey. A slide 

presentation accompanied the preparatory material in which each department 

stated its proposed transformation journey which included the following: 

﹣ Proposed decision statement 

﹣ Pros and cons of proposed decision 

﹣ Implementation effort to implement the change (complexity vs. financial 

impact) 

﹣ Alternatives available for the proposed decision and its corresponding 

implications 

﹣ Supporting information to provide context to the proposed decisions. 



 

74 
 

  

Detailed Decision Templates were provided in the breakout areas for each of the 

proposed decisions. Additional detailed process information was also provided for 

their reference at the TNI Information Hub.  

The first step was for each participant to read through the relevant materials and 

get familiar with the content specific to the proposed decisions. Then, as a group, 

they would use the work-walls to discuss each of the proposed decisions and 

document their choices in the templates provided in the breakout area.  

Should the group disagree about a proposed decision, they would be required to 

present such decisions back in the plenary area along with supporting rationale 

and alternatives. Agreed decisions would be noted as such and left in the 

breakout area. 

The proposed future state of processes for the transformation journey of HR was 

transcribed and presented on a slide.  

TNI NEXT 

The Transformation Journey for Human Resources 

Our Vision for the Future 

We envision a TNI World where our businesses, employees and customers are 

empowered with enhanced service quality and experience. 

In our effort to transform our human resources operations, we are committed to 

creating a new way of working which will sustain us as global telecom leaders and 

as the brand of choice for our customers and employees. 

TNI NEXT! Is closer to achieving this VISION than ever before…..!  

How will we get there? 

By synergising technology and back office operations to create the best in class 

human resource function 

• Making technology work for us: Through new improved system 

functionalities, TNI’s HR processes will be standardised, better controlled 
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and more efficient  

• Making back office functions a key business enabler  helping the HR 

function focus on continuous improvement and on people strategies that 

will seek to delight our employees 

• Functional quality is driven by a dedicated Centre of Excellence: Constant 

focus on value creation which is leveraged from global expertise and 

collaboration to ensure 

o standardised best practice across OpCo's 

o research/support to facilitate fact based practical solutions 

o leadership/guidance to enable strategically aligned decision making 

Collaboration would be the key to successful HR transformation. Both business 

and HR functions should understand and adapt to the new way of working to 

make it a mutually rewarding initiative. 
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Figure 3.1 HR transforming to provide a better experience 

Source: TNI company confidential documentation (2013) 

 

The benefits that could be obtained from such a session were the following: 

• Cascading business strategies and key performance indicators to all in the 

organisation  

• Improved turnaround time of HR services through efficiencies driven by the 

system and back office operations 

• Effective and integrated HR compliance capabilities driven by clear 

accountability and system capabilities 

• Enhanced performance management and learning capabilities driven by 

leading practices for improved employee satisfaction  
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• Greater focus on best-in-class people practices to identify, manage and 

retain talent supported by the CoE and system capabilities.   

The outcome of the meeting was once more summarised by the researcher for the 

final round of decision making to take place over a period of two days during 

which time the HR taxonomy would be finalised. 

3.9 Advisory Council milestone event – the work product 

 

Forty-five participants from across the TNI organisation attended a two-day event 

in Parktown, Johannesburg in August 2013 to make critical decisions, provide 

insights and discuss the progress of the TNI programme. The following key 

application functions were addressed by participants from Finance, HR, Supply 

Chain, IT and the OpCos: 

 Examine the proposed process taxonomy changes, significant process 

changes and obtain approval of key business rules 

 Review and obtain approval of the SDM for organisational structure 

changes required to support the global template process design 

 Refine and validate elements of the master data migration strategy, 

reporting analytics and data archiving cleansing approach 

 Refine and validate chargeback model design 

 Refine and validate the proposed workforce transition strategy 

 Obtain guidance on stakeholder, communications, skills and capabilities 

development approaches 

In the first of five working rounds over a period of two days, participants were 

requested to review the ‘Global Process Taxonomy Major Highlights and Changes’ 

and the outstanding issues by function. 

Before the working round, each of the Functional stream leads from HR, Finance, 

SCM and EAM provided a background and summary of the key processes. 

Although the research focused on the HR stream, it is important to notice what the 

vision of the Finance functional view is, namely: 
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Delivery will happen through a seamless back office function which 

is cost efficient and that provides overall support to the business. 

The function was designed with a focus on providing business with 

the correct information on time to make the appropriate decisions. 

  

During the opening session the researcher, as HR lead, reported on the proposed 

HR process taxonomy as follows: 

 If HR uses the system correctly, technology would function according to 

expectation 

 The back office is a key business enabler if transactional and administrative 

tasks are designed to make OpCo HR more efficient 

 There is a risk around letting go of something and not retaining control 

which means that, while HR activities are going to SSC, an element of HR 

must be retained in the OpCOs 

 Decision making in the HR community will remain to a certain extent 

 Direction will come from the CoE (policies, etc.) to operate in a more 

efficient and streamlined way 

 Autonomy would remain for function optimisation 

 The new system will allow for faster turnaround 

 Business strategy will be cascaded and added to the new business model 

The service delivery model structure was reported on as follows: 

 Separate the "operation" from the "strategy" 

 OpCo activities remain individual 

 Large OpCos may require particular stand-alones 

 Global mobility: an element that manages expatriates was moved under HR 

operation 

 Human capital element was missing and has now been brought in 

 Employee relations: the design principle is that some OpCos will stay the 

same, but where there is a union it will move outside 

 Disconnect between the HR and the COE 
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3.9.1 Synthesis conversation 

 

The future state business model would have four major clusters: 

1. Customer sales and distribution 

2. Products and services 

3. Technology and infrastructure 

4. Support business 

The target operating model needed changes to incorporate ‘slit of type of work’ by 

differentiating between work as transactional and judgemental when executed 

centrally or locally. 

3.9.2 Workforce transition strategy 

 

The final two rounds of work focused on the Organisational Change Management 

Agenda with the first assignment dedicated to Workforce Transition. Teams were 

asked to look at the benefits and risks of the current plan and what part the 

executives and the TNI programme team should play to ensure success. 

3.9.2.1 Benefits 

 

The strategy was based on best practice and an integrated approach founded in 

the different elements and stakeholders. Although the plan was comprehensive, 

there were still opportunities for further development. The approach was holistic 

and scenario planning would help to deal with any resistance. Workforce transition 

was aligned to the strategic business objectives and considered within the bigger 

picture (what is best for the overall organisation). 

 

3.9.2.2 Risks 

 

The following risks were identified during the focus group meetings working 

towards HR taxonomy: 

 OpCo/Exco buy-in: everyone might not be on board for political, fiscal, 

union and other reasons 

 OpCo skill set or capability should be in place and retained 
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 There is a concern about IQ versus EQ during the change process 

 Multiple stakeholders and reputational damage should be managed 

(particularly in the media) 

 Operational change is not the only change happening with the result that 

the organisation can run the risk of change fatigue. Change is inevitable 

and must be addressed 

 Transparency: the parts retained or non-retained need to be clear 

 Sabotage, both physical and process related 

 People receive either no message or a partial message. Therefore they 

build their own story (we need the right messages to retain the right people 

at the right time) 

 Delivering the messages on the right platforms 

 Does TNI have enough options for the soft exit (retrenchment should be the 

last option) 

 Understanding the local legal and regulatory requirements 

 TNI needs to recognise that its employees have strong ties to the company. 

Therefore, they need to work with this during separation 

 Travel/migration/delivery of the messaging and the associated cost of it 

 Lack of leadership/ownership 

 Loss of good/competent staff 

 Impact on the business continuity: if the OpCos are losing their most 

valuable resources, will this impact their current processes? 

 Non-involvement of stakeholders (external vendor alignment) 

 Communication could take place at a too high level (the messaging needs 

to be practically applied on the ground level of the OpCos). 

3.9.2.3 Roles 

 

The programme team and support management were to drive the process while 

structures need to be in place to facilitate quick decisions. It implies that existing 

governance structures and frameworks should be aligned. Training should not be 

based on process documents, but it should utilise the process documents to 

contain the quality underlying the final documentation. The executive team must 

speak as one while the roles should be properly prepared and outlined, not just 
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communicated. Leadership must ensure business continuity and clear, consistent 

direction to all OpCo resources in an open and honest way. The executive team 

should lead the change within the OpCos based on open and honest enterprise-to 

-enterprise (E2E) commitment. 

3.9.2.4 Skills 

 

The focus groups identified the following points concerning skills needed during 

the transformation period. 

 

 TNI needs ‘influencers’ on the ground to discover the hot spots 

 These influencing resources must be equipped to make decisions at any 

time during the change process 

 Tangible measures for success should be put in place such as how to know 

when the KPIs have been achieved 

 Preparation is needed 

 The executives should focus on training that teaches people how to deal 

with ‘resisting’ circumstances 

 They need to share the sizing impact and give the OpCos a feeling as to 

the impact on people 

 They need to identify the number of FTEs in the retained organisation, and 

this will drive some actions (mitigation) 

 It should be shared as early as is feasible with consistent communication 

 Roles of the post-implementation team would mean that they have the skills 

to help the retained organisation 

 Both short and medium-term plans are needed to roll-out the strategy 

 Listening to the organisation is equally as important as sending out 

communication 

 Adding a career fair (focusing on people transitioning and the 

entrepreneurial aspect) was recommended 

 The Roadmap needed to be alive (flexible) and relevant for the OpCo  

 The at-risk pool should be identified right from the start, and a direction for 

these resources is needed 

 The mobility plan needed to be in place up front 

 Some roles can be filled in from SA due to relocation costs 



 

82 
 

 

3.9.2.5 Key activities and actions  

 

Finally, the focus groups were requested to review the key activities and actions 

required for the communication and capability building processes and to identify 

additional steps to drive the operational business model forward. They stressed 

the fact that leadership can do things differently. Effective communication needs to 

come through the organisation very clearly which, at that stage, was still not done. 

 

All four focus groups decided that during the change process culture and 

language should be considered as vital. They decided that if it could not be done 

correctly at the OpCos, it should take place locally. Detailed OpCo communication 

plans were necessary for sharing the relevant detail.  

 

The focus groups agreed that since line managers have the biggest influence on 

the lives of employees, these resources should be utilised. Communication forms 

part of the broader transformation agenda, therefore timing (including response 

time) needed to be improved. A flexible and responsive approach is needed in 

which negative replies and comments are managed. 

 

Communication as core activity should not only focus on country and geography, 

but also at which stage in the plan the different implementation sites were. They 

need to take ownership while leadership needs to listen to the recommendations, 

and also has to cascade down information. A feedback loop should be established 

to measure the level of compliance with the communication plan. 

 

Concerning capability development, buy-in and accountability were observed as 

critical to success. Acceptance was viewed as essential as people need to embed 

the change in the new TNI world. The decision was that a structured design and 

informal approach would be better received by the wider audience. Measurement 

is important but so is Return on Investment (ROI) metrics that support it.  

 

Accelerated adoption should be sustainable while the probability of success, 

which is the key to a project of this size, should be improved. This means that 

systems performance must be monitored and owned. Adoption and optimisation 
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should be universal, and it should be kept in mind that this is an iterative process. 

Lessons learned and the blueprint that becomes part of the outcome need to be 

shared. 

 

One of the most critical success factors was the importance to have KPIs upfront 

at the beginning of the process and clearly outlined. Resources and the business 

champions that have to drive the process must be identified. 

3.10 The case for a pilot project 

 

A pilot project is a trial or possible solution that is run over a limited period on a 

limited scale within the organisation to test the effectiveness in support of the 

proposed solution (Bless et al., 2013). 

HR back office administrative functions were selected for the pilot project with the 

intention to implement the outcomes to all other areas of TNI, should the pilot 

project prove to be successful. The back office functions are the most labour 

intensive but contribute less to the top line revenue. These areas are also most 

driven and within the control of the organisation. It makes them ideal for running 

the pilot project, unlike areas such as marketing or legal services that are very 

context driven and are judgemental in nature. 

The focus groups decided that Ghana would be an excellent opportunity for 

blueprinting and learning. Strategy was based on transparency and honesty. All 

the information discussed in point 3.9 will feed into the pilot study which points to 

20% localisation of operations. As the teams move forward and apply the 

processes practically, the focus would then also shift from global manual 

operations to locally digitised and integrated services.  

A two-pronged approach was planned for Ghana, namely a) a training plan that 

would be very specific and b) the key learnings from the pilot project would then 

be reworked into the entire change management plan. All documentation for 

Ghana would be developed in both English and French and tested beforehand. 

 

The updated project plans and learning curves need to be very specific for each 

country. As everyone would like as much feedback as possible, there would be 

continuous dialogue to report on the change process and its success. 
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3.11 Conclusion 

 

This chapter covered the research methods used to collect evidence and data for 

creating an operational business model for TNI. In the event, a case study, 

participative action research and focus groups were applied to get to the crux of 

the problem and to create HR taxonomy as a solution for the back office 

processes across TNI's 22 markets. 

The research made use of an explorative research design to form an 

understanding of the problem within TNI as ecosystem, as well as a descriptive 

research design to refer to the various data collection methods and applications 

that were used within TNI. 

The research and process changes were conducted in a live organisational 

environment. Since the research is piloted and applied in an organisation that is 

required to perform optimally while it is, in itself, presenting certain threats, it was 

important that the gathering of information, research discussions and the planning 

of an operational business model would be done with the greatest care. Although 

actions were treated with confidentiality, employees had to be informed and 

included in all decision making.  

During the planning of a new operational change model for back office functions a 

subset of Human Resources, Finance and Supply Chain Management was initially 

considered. This study is limited to research on the Human Resources component 

only. A deliberate emphasis on change management is a key concept of the 

research process. 

Chapter 4 will discuss the analysis of the data, creation of HR taxonomy and the 

pilot implementation project. 
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CHAPTER 4: RESEARCH ANALYSIS AND DISCUSSION OF FINDINGS 

 

4.1 Introduction 

 

The qualitative research analysis and the interpretation of this study are intimately 

linked to the research methodology discussed in Chapter 3. It is a natural outcome 

to the iterative rounds of discussions and data collection from the various TNI 

focus groups. In the process of looking for themes and building HR taxonomy 

during these rounds, the same HR concepts and theories recurred continuously 

(Ryan & Bernard, 2003). 

According to Ezzy (2013: 1) qualitative analysis emphasises the meanings 

accredited to social situations in which "discovery is a constant process of 

dialogue between the already known and the as yet unknown". He also reasons 

that one of the primary tasks during qualitative data analysis is to make sure that 

the voices of all other people are heard. 

Following Ezzy's suggestions, and to give rigour to the qualitative research, the 

researcher and the participants started their dialogue by first understanding the 

situation and requirements. They had to show willingness and were allowed to 

listen attentively to the other participants and the data brought forward during the 

group meetings. Consequently, the outcome revealed new understandings during 

the building of HR taxonomy which was not influenced by previous individual 

considerations (Ezzy, 2013). 

This chapter focuses on the two research sub-questions: 

How could an operational business model indicating HR taxonomy be designed 

for managing workflow in TNI back office processes and for application in the 

organisation?  

How could HR taxonomy be realised by running a pilot project implementation in a 

vital TNI ecosystem? 
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In TNI these questions gave birth to the idea to review the "support" functions and 

the "common" processes across operations to centralise those services as soon 

as possible. 

4.2 Analysis of the data collection process 

 

TNI’s objective was to gain proficiency through the redesign and standardisation 

of processes across all its telecommunication markets in Europe, the Middle East 

and Africa. The strategic planning methodology started with an assessment of the 

back office functions of all TNI markets with the view of transforming towards an 

administrative hub serving these TNI offices in the different countries. 

During the investigation for the possible creation of an operational business 

model, it became evident that the entire process landscape and supporting 

technology had to be redesigned to meet the overall goal. For this purpose a 

comprehensive operational level document had to be created to support the users 

of the Shared Services Hub (SSC), Centre of Excellence (CoE) and at the 

operating companies (OpCo) level. 

Training materials would need to be developed to prepare the super user and end 

user for new working environments and processes. Information technology testing 

teams would require assistance to develop user acceptance testing (UAT) 

scenarios to be performed by the business end users before going live, and after 

concluding HR taxonomy for the operational processes (TNI confidential 

documentation, 2013).  

During the planned change management procedures, particular attention was 

given to values of cost, quality and schedule throughout the organisation. As this 

was an HR back office transformation action, the values of human potential, 

participation and development were high on the priority list, in addition to 

performance management as a competitive advantage (Cummings & Worley, 

2015). 

A comprehensive mixed method data collection process was followed. 

Quantitative data was collected by sending RFIs to the various TNI HR offices 

operating in the different companies in TNI. Each TNI market drew its RFI data 

from the management system database (see 3.7.1) and forwarded it to the 
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researcher and the working groups. The quantitative statistics were used to inform 

and compile the qualitative discussion documents for the various rounds of 

deliberations by the focus groups. These iterative focus group discussions 

continued until the final HR report was generated containing the categories and 

actions to be followed during the initial pilot project implementation. The HR 

taxonomy document as research outcome represents the operational business 

model for implementation across the 22 TNI markets.  

Back office employees continuously contributed to the gathering of data which 

was included in the updating of the HR taxonomy and the numerous change 

processes. The participants consistently gained additional skills while tacit and 

explicit knowledge was shared as requisite for the strategic planning processes 

(Cummings & Worley, 2015). 

4.3 Identification of categories 

 

Throughout the analysis and interpretation of the data in this chapter, it is 

important to note that the research took place in a live situation in which people 

were busy with their daily operations. Although the focus groups were removed 

from their workspaces to discuss the various steps that had to be taken to plan a 

new operational business model and HR taxonomy, they stayed part of the actual 

daily work situation. 

The first phase in the research analysis process involves giving structure to the 

collected data or using a process of conceptualising the data. The aim is to reveal 

the phenomenon as a bigger picture and describe what it entails. It is done by 

labelling or coding the data, which involves an analytical process (Corbin & 

Strauss, 2008). 

Such a labelling process includes grouping large lumps of evidence together to 

condense the amount of raw data to a more controllable size for the researcher to 

handle. The data which includes the analysed data from the questionnaire (RFI) 

results, data collected from the management systems databases and the focus 

groups reports were categorised to simplify analysis (Corbin & Strauss, 2008). 

As have been indicated earlier in the study, the back office administrative 

functions were selected for the research and pilot project implementation in one of 
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the TNI markets. The view was to extend the standardisation process to other 

areas of the business, should the pilot project prove to be successful. The back 

office support functions are the most labour intensive and contribute least to the 

top line revenue. These areas are also rule driven and within the control of the 

organisation. It makes them ideal for the pilot study rather than broad sectors such 

as the marketing or legal departments which are context driven and are 

understandably judgemental in nature (TNI confidential documentation, 2013). 

The first areas in question included Human Resources, Finance and Supply Chain 

Management that cut across all the vertical functions of the operating units, 

irrespective of country of operation. Figure 4.1 below shows a summary of the 

primary features that exist throughout the various support operations.  
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Figure 4.1 HR, Finance and SCM cutting across all primary operational 

functions. Source: TNI documentation, 2011 

The graph provided above corresponds with Porter's (1985) Value chain as 

discussed in Chapter 2, Section 2.4.1. The application indicates that back office 

operational processes do cut across all organisational support activities. 
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Not all operations have all the vertical functions. If a function is not commonly 

found in each of the operations, it is combined; if unique, it is added. For instance, 

the marketing division exists in every operational area. Thus the figure shows a 

single marketing vertical concept. Translation Services is unique to non-English 

speaking countries. Therefore it appears as a separate new vertical function. 

Following onto the operations as illustrated in Figure 4.1 above, TNI decided to 

focus only on the HR component of the fundamental transformation process in the 

organisation. The reason is that the research findings and recommendations 

should drive a pilot implementation project over a period of three to four years. If 

the application is successful, implementation of other support actions is better 

comprehended. 

Figure 4.2 demonstrates HR as support activity that was focused upon during the 

research process and planning of an operational business model for 

implementation and testing in the HR back offices. 
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Figure 4.2 HR as support for the back office functions  

Source: TNI documentation, 2011 
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4.4 The standardisation initiative and HR taxonomy 

 

The focus groups for the HR standardisation effort worked towards the following 

outcomes: 

 Integration of multiple disparate systems to create one platform for HR 

operations 

 Cascading of business strategies and key performance indicators (KPI) to 

each in the organisation 

 Improved turnaround time for HR services by the system and back office 

operations (payroll, learning, recruitment and talent) 

 Efficient and integrated HR compliance capabilities through clear 

accountability and system capabilities 

 A global job competency repository linking recruitment, performance, 

learning and talent 

 Business intelligence and analytics managed by the headquarters for 

enhanced visibility of the HR functions for effective strategy and planning. 

A review of the human resources functions across the various countries gave rise 

to the first HR taxonomy diagram below. The HR taxonomy as illustrated in Figure 

4.3 represents the current state as at the phase of introduction, being autonomous 

and in a state of little standardisation supported by multiple technologies. The 

taxonomy would evolve as more expert input is provided by the participants and 

the cooperatives in the organisation and would get refined as the pilot project 

progresses through its stages. 

As soon as HR taxonomy was defined, it became necessary to explain the 

taxonomy and planned standardisation processes to the different working cultures 

across the countries and markets. An analogy of a race track in Figure 4.4 below 

was introduced to give a better explanation to each employee concerning his life 

cycle at TNI. It was also done to ensure that consideration is given to all areas of 

the lifecycle with the intention to enhance and standardise processes. 
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Figure 4.3 Initial HR taxonomy diagram 

Source: TNI classified documentation (2013) 

 

 

Figure 4.4 HR taxonomy explained according to the analogy of a race track 

Source: TNI classified documentation (2013) 
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As Figures 4.3 and 4.5 focused on the original analysis and findings, there was 

still a substantial amount of analysis to be done by the researcher to work towards 

a more refined target HR operating model. This model is illustrated in detail in 

Figure 4.5 below. 

The researcher (as the lead of HR) decided upon the process labelled 

Recruitment and Selection for the application of the pilot project and for progress 

measurements. The entire operational business model also required HR to explain 

the recruitment process from hire-to-retire end-to-end process on macro level as 

explained in Figure 4.6.  

An example of the purpose and scope of the employee recruitment process is 

given in Figure 4.7 (TNI confidential documents, 2015).                  

 

Figure 4.5                     Target HR Operating Model 
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Hire to Retire – End to End Process Overview
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Figure 4.6 Full HR Taxonomy at a macro level Source: TNI confidential documents (2015) 
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Figure 4.7 Overview of the recruitment process - end to end Source: TNI confidential documents (2015) 

Manage Employee Recruitment and Separations - Process Overview 

Scope of the Process The purpose and scope of the process is to ensure that consistency, efficiency, business/employee satisfaction in hiring and 
separation practices 

Retained Organisation: 

• The role of the Opco in demand planning involves assessing and preparing the budgeted demand 
forecast for recruitment  

• The Opco will validate hiring requisitions, conduct interviews, select candidates, coordinate evaluation 
of employees, determine the  offer package and present offer letters to selected candidates. 

• The Opco is responsible for all induction and probation related activities 
• In the separation process, the Opco will validate the termination details, negotiate with the employee, 

retrieve tools of trade process, perform exit interviews and gather inputs of full and final settlement 

Key Highlights and Advantages 

• System provision to publish internal job rotations/, 
transfer and global mobility vacancies through 
iRecruitment process on Oracle 

• System integration with Payroll team to ensure 
timely and accurate payout or deductions as 
applicable for hired and separated employees 

• Systemic alerts to internal departments to ensure 
tools of trade are issued or retrieved in time 

• Integration of iRecruitment with external sources to 
source and interact with external direct hires and 
agencies based on Opco requirements 

Impact of Policies and Business Rule 

• Rehire verification of candidates (who have previously 
worked with MTN Group or Opco) to be performed to 
prevent hiring of blacklisted or negligible candidates 

• Approval levels have been defined in the DoA for the 
hiring and separations processes 

• Finalization of departments issuing and retrieving 
‘Tools of Trade’ for new hires and from separated 
employees 

Approve Requisition and 
Sourcing 

Manager Assessment and 
Selection 

Manage On-boarding 

Manage Employee 
Separations and Off-boarding 

Shared Service Hub: 

• The role of the SSH will be to create a vacancy and advert on the system after validating the approval 
received,  they will  manage the status of applicants including evaluation activities  

• The SSH is responsible for preparing and generating rejections, interview calls,  offer and compensation 
letters 

• In the separations process , the SSH will be responsible for processing the separation request in the 
system and computing and monitoring of full and final settlement  

• SSH will also monitor issuance and retrieval of tools of trade and perform monthly reconciliation to 
identified any unauthorized transactions related to  recruitment or  separations 

• Manage the storage of electronic employee documentation on WebCenter (centralized document 
sharing and storage platform) 

• The SSH is also responsible for reconciliations with respect to recruitment and separations to identify 
any anomalies in the process  

Centre of Excellence: 

• The CoE will provide the necessary information and facilitate independent reviews of the 
budgeted recruitment forecast prepared by Opco to ensure alignment with Group and other 
Opco's 

L4 Process Names 

Conduct Demand Planning 

Approve Requisition and 
Sourcing 
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As noted from the HR taxonomy in Figure 4.3, several swim lanes were introduced 

which required a remarkable amount of work. The researcher and participants 

found it necessary to reflect and decide which swim lane had to be categorised 

and which actions would be sorted in each category. It also included who would 

approve what, and how information and documents would flow. The particular 

group needed to select the technology and vendors to support and specify the 

system blueprints. All actions were recorded and consistently shared by way of an 

iterative research and report process requiring continuous input for the 

organisation to move forward together. 

The decisions were based on the main decision-making action concerning 

whether work was categorised as strategic, transactional or judgemental, as 

depicted in Figure 4.8 below. 

 

 

Figure 4.8 Strategic, judgemental or transactional decisions 

Source: TNI confidential document (2015) 
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Figure 4.9 designates the decision-making processes in the various governing 

structures within TNI. The operating company (OpCo) is the place where 

requirement normally exists and where there is a mixture of transactional and 

judgemental work done. The Shared Services Hub (SSH) is a centralised 

administrative hub where transactions are completed, while the Centre of 

Excellence (CoE) is a centralised hub of strategic thinking concerned with 

judgemental work. 

 

 

 

Figure 4.9 Designation of judgemental and operational transactions 

Source: TNI confidential documents, 2015 

 

Appendix A provides an example of the measurements that will be imposed 

relating to recruitment and selection process. 
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 Recruitment & Selection includes the following actions: 

    Recruitment & Selection 

Recruitment & Selection 
(Employer Brand, 
Attraction Drivers) 

Operational Workforce 
Planning 

(Permanent and 
Contractors) 

Market Mapping of 
Demand Skills Required 

Vendor Management for 
External Recruitment 

Develop and Maintain 
HR Policies and 

Frameworks 

Interview Process 

Assessment & Testing 

Manage Offer and 
Joiners 

 

4.6.1 Organisational design  

While the functional structure was still part of the research report delivery, the long-

term view was to plan and manage end-to-end processes. Over time, technical 

architecture development will be converted to end-to-end process reflection and 

overview (see Figures 4.6 and 4.7). 

The objectives involved the following aspects: 

 Sharing the overall approach and design principles of the future 

organisational design for the Service Delivery Model 

 Developing the third level of the regulatory structure for the Shared 

Services Centre for HR and SCM while considering leading practice 

corporate structures  

 Determining the future reporting line and scope of Line of Business (LoB) 

Partners for HR and SCM 
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 Developing the overall structure at the Opco (up to level 3) for HR and 

SCM. 

4.5 Governance structure for the change process 

 

The collection of data from multiple operations across multiple continents was 

observed as a complex task—in duration as long as the planned transformation 

process which will last for the next three to four years. Data needs to be analysed, 

interrogated, validated, refined and approved on a constant basis. A number of 

governance structures and quality measures have to be put in place at different 

levels within TNI to reach the objective in a systematic and structured fashion.  

 

Executive Steering Committee 

(ESC) 

Exists of select members from headquarters 

executive committee. 

Advisory Council (AC) Exists of select members of the Human 

Resources fraternity across the organisations 

representing the various markets. 

Human Resources Lead 

(Researcher) 

It would be a senior HR practitioner respected 

by the HR fraternity and recognised by the 

headquarters executive committee. The person 

would need to be a cross-functional HR expert. 

He must have the ability to unlearn his 

experiences and be open to new ways of 

working. The person needs to create an 

environment where dialogue is respected, and 

capacity to probe and interrogate current 

practices alongside best practices is a minimum 

requirement. Must be passionate and a subject 

matter expert. 

Working Committees Exist of HR professionals from across the 

markets who are specialists in that various 

functional disciplines of human resources are 

included such as organisational design, 

performance management, human capital, talent 
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management, operations, compensation and 

benefits. 

Strategic Oversight Partners An audit firm performs this function. 

 

4.6 Research Outcomes  

                        

A summary of the research outputs was presented to the Integrated Functional 

Advisory Council for a demonstration on 27 to 28 November 2013. The 

implications of these outputs would be further refined and used to construct the 

final deliverables over a period of three to four years. The document captured the 

raw data after attendance and reflection as on the dates above. These outcomes 

were developed by the participants in the focus groups based on their experience 

and best practices developed during the case studies (see 3.8). The output data in 

the report was intended to inform critical decisions in various streams as the 

project delves into more detail until the final application document got presented.  

The following key overarching strategic measures were identified as being of 

importance for future HR function specific performance: 

• Time to fill vacancies 

• Employee turnover rate 

• Cost turnover rate 

• Global mobility costs per FTE 

• HR FTE over total FTEs 

• Employees trained vs. Training plan 

• Talent bench strength 

• Percentage employee engagement levels 

• SSC/CoE: CSI 

• Labour cost 

• Percentage productivity 

The overarching performance measurements for HR, as identified by the 

Integrated Advisory Council, include the following actions and measures for the 

next stage of implementation: 
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Establishing world-class processes and 

controls 

 

 Percentage of manual 

transactions 

 Payroll input accuracy 

Providing distinctive client experience  Time to fill vacancies 

Lower delivery costs 

 

 Cost per hire 

 HR FTE over BU FTEs 

 Performance against benchmark 

 Cost of turnover 

 Training cost per FTE 

Ability to continuously improve  Percentage organisational 

culture and values improvement 

Providing distinctive client experience  Culture Survey results (%) 

 Rate of succession against plan 

 

Once the transformation plan is ready and the period of integration and 

implementation starts, the new order of work needs to assimilate with that of the 

individual's world. This is a requirement for the entire change process and 

afterwards. Therefore, important communication is necessary from the inception of 

the transformation process till the end (Cameron & Green, 2015). As indicated in 

4.2 a recruitment policy would best communicate the necessary steps to be taken 

during the period of implementation. 

4.7 An HR Recruitment Policy for back office processes  

 

4.7.1 Rationale for the policy 

 

The policy was written intending to define HR's approach to recruitment and the 

rules that govern it with the purpose of creating a capable workforce (TNI 

company confidential documentation, 2013). 

It has to provide guidance on the recruitment of staff so as to comply with the 

Group’s vision and mission or strategic objectives, operational requirements, 

provision of labour legislation and codes of good practice. It would ensure that 

non-discriminatory practices are available to select and appoint competent 

candidates to the right jobs.  
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TNI operates in two highly competitive global markets, namely the one in which it 

trades and the one in which it employs. The strategy of rapid expansion in the 

former market places heavy emphasis on performance in the latter. It requires 

skilled human resources at every level of the business. Since all human resources 

are primarily TNI Group assets, it is imperative that recruitment gets undertaken 

with the view to the overall benefit of the Group. 

Recruitment involves the provision of incremental human resources, whether new 

or replacement, within the context of the work input requirements of organisational 

objectives. Over and above issues of combat for talent, skill, and the maintenance 

of a corporate culture valid to the achievement of organisational goals, it 

necessitates that the fairness of the appointment be incontestable and the 

experience of all parties involved to be positive. The consistent presence of both 

predicates a specified approach to recruitment (TNI company confidential 

documentation, 2013). 

4.7.2 Objectives of the policy 

 

Within the nature of the research study the employee recruitment policy aims to 

achieve the following objectives:  

 

 To provide the business with capable and competent human resources willing 

and able to undertake the work required  

 To provide employees whose values, culture fit and their relationship to others 

support the wider business objectives  

 To ensure the supply of future talent for the long-term goals of the 

organisation. 

 

The policy governs recruitment throughout the TNI Group of companies while the 

audience for the policy consists of all HR practitioners and line managers. The 

policy covers the employment of full-time and part-time permanent employees, 

payroll temporary staff, independent contractors and trainees (interns/graduates). 
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4.8 HR workforce demand planning and vacancy management  

 

Workforce demand planning involves the systematic identification and analysis of 

what TNI is going to need regarding size, type, and quality of the workforce to 

achieve HR objectives. It determines the mix of experience, knowledge and skills 

required at a given time and place (TNI documentation, 2013). 

Workforce demand planning is part of the operational business model and project 

implementation planning, and will be informed by global instructions and mandate 

while all workforce requirements will be assessed against the following 

fundamentals: 

 The assessment of strategic business direction 

 The respective plan of each OpCo 

 Divisional needs relative to workforce 

 Current workforce structures/headcount 

 Talent demand and supply and skills gap 

 Organisation and job design/ re-design 

 

The OpCo BP and the CoE will ensure that workforce demand planning is 

informed by reliable sources of data and is conversant with the principles and 

requirements that govern TNI Group's organisation architecture, design, 

performance and strategy. It also determines human capital requirements that will 

advise workforce budget forecasts. All workforce funds as defined by the strategic 

workforce planning will undergo a validation process delineated in the conduct 

demand planning process. 

TNI and its strategic oversight partners (see 4.5) classify a vacancy as an 

unoccupied position in the organisational structure whether as a result of the 

termination of employment, job evaluation, and organisation restructuring and 

design (TNI documentation, 2013). The recruitment and selection process will be 

activated only in the event where the creation of the vacant position has been 

authorised, and a headcount budget is available. 



 

103 
 

All recruitment processes, whether internal or external, will be managed through 

the HR Information System (HRIS) process only. A prerequisite is that if vacancies 

arise as a result of a new position, all the requirements of organisation design and 

position management will be fulfilled per the Organisation Development policy 

(see 4.7).  For instance, the job is graded or levelled, and a new post gets created 

on the system (TNI company confidential documentation, 2013).  

4.9 Road to the pilot project 

In November 2013 the Advisory Council milestone event brought together 45 

participants as key representatives from Finance, HR, Supply Chain, IT and the 

various OpCos to help address the key programme questions and to report on the 

work product. The event was organised to re-address the proposed process 

taxonomy changes, significant process changes, and to obtain approval of the key 

business rules. Elements of the master data migration strategy had to be refined 

and validated while the analytics and data archiving cleansing processes were 

reported. Additionally, the proposed workforce transition strategy needed to be 

refined and validated while guidance had to be obtained on stakeholder, 

communications, skills and capability development approaches. 

The researcher reported during the meeting that the following milestones had 

been reached:  

 HR completed reviewing the processes and understood and outlined the 

changes required 

 New technology can operate at maximum capacity if people apply it correctly 

 It was observed correctly that the back office is a key business enabler: 

removal of the transactional and administrative tasks is designed  to make 

OpCo HR more efficient 

 During the planning and adaptation period, it was discovered that one could 

run the risk of letting go of functions and not retaining control. It implies that 

while HR activities may go into the SSC, an element of HR must be retained in 

the OpCo 

 The outcome is that decision-making, and an HR community will remain to a 

certain extent in the different TNI markets. 
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 The CoE will give direction by providing policies for TNI companies to operate 

in a more efficient and streamlined way 

 Autonomy will consequently continue for function optimisation 

 The system will allow for faster turnaround 

 Business strategy will be cascaded down and added to the new business 

model. 

 

4.9.1 Ghana as pilot project site 

 

Although both Uganda and Ghana were identified as possible sites for the 

migration strategy, Ghana was eventually selected as pilot site after various high-

level visits to Ghana by ExCo. The reason was to allow TNI and its Advisory 

Council to drive value at the material level. The landscape in Ghana was more 

favourable for implementation because migration of fixed assets was easier due to 

outsourcing. Another benefit was that new technology could be applied by a 

strong team of people in the back offices.  

4.9.2 HR business process summary 

 

At the Advisory Council meeting in August 2013, the HR lead delivered a report on 

the progress that was made up till date. It included, amongst other statistics, the 

HR level 2 processes, the sub-process counts completed for level 4 and level 5 

and what percentage of the processes had been automated up till then. Table 4.1 

below gives a summary of the business process while Table 4.2 charts the 

process and application landscape in August 2013 giving an indication of what 

processes were automated and what the rate of automation was (TNI confidential 

documentation, 2013). 

 

.  

 

 



 

105 
 

Table 4.1 HR business process summary 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Enterprise 

Process  
Overview 

Process 
Group 

Process 

Activity 

Procedure 

Major Process  

Area 

Manage Enterprise Enterprise: Defines the Major Process Areas of MTN 

Major Process Area: Provides further definition of each of the 
Major Process Areas defined in the Enterprise Level model  

Process Overview: Provides further details of the objects 
in the Major Process Areas 

Process Group: Defines a group of related end-to-end 
processes, including major end-to-end processes and 
others. 

Process: Provides a high-level view of a complete 
end-to-end process or a sub-process of a major 
end-to-end processes 

Activity: Business Logic. Process models   
show what is done within each process 

Procedure: More detailed models 
describing how each activity is carried     
out  

0 

1 

2 

3 

4 

5 

6 

In
-S

co
p

e 

Process level 

Manage HR 

Performance Mgt. 

Performance Planning & 
Contracting 

Not defined 

Not defined 

Not defined 
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Table 4.2 HR Business process summary as in August 2013 

                                          Human Resources Business Process Summary   

                                             Process and Application Landscape     

    
Human Resource Sub Process Count 

% 
Automation 

L2 Processes Level 4 Level 5   

Manage Strategy & Planning 8 10 20% 

Manage Organisational Development 7 5 15% 

Manage Recruitment & Employee Separation 5 16 50% 

Manage Talent 6 11 30% 

Manage Performance Assessment 10 15 60% 

Manage Learning & Development 10 24 70% 

Manage Compensation 7 13 60% 

Manage Benefits 2 4 60% 

Manage Employee Relations 9 19 25% 

Manage Global Mobility 7 6 30% 

Manage Employee Services 8 10 70% 

Manage Payroll 3 15 60% 

Total 82 148   

  
  

  

Note:       

1. Retained Organisation includes OpCo BP, OpCo Site Report, OpCo Other and GMS 

2. Process Execution Breakup shown based on count of activity at L4 level 

3. Percentage automation may change based on CRP outcome   

 

Source: Adapted from TNI company confidential documentation (2013) 

 

4.9.3 Back office transformation programme 

 

Part of the ongoing implementation project is to assist the Learning and 

Development stream in the preparation of the super user and end user training 

material, and to support the IT testing team to prepare UAT test scenarios to be 

performed by the business end users. It implies that HR taxonomy needs to adapt 

according to on-assignment support requirements and changes.   

Figure 4.6 below gives an indication of HR taxonomy prepared for a ‘Manage End 

of Assignment’ document for Benin and Cameroon signed off in August 2015. As 

can be noted, HR taxonomy has changed substantially from the first taxonomy 

presented in Figure 4.3 above. 
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Figure 4.10 HR taxonomy – Management of end of assignment procedures 

Source: TNI company confidential documentation (2015) 
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During the management of procedures, changes are made to the different swim 

lanes and the actions completed in each swim lane. These changes need to be 

applied to each implementation in all TNI companies across the various countries 

as each has its unique requirements. It will be an ongoing process in which 

actions are moved to other categories or swim lanes; new processes are added; 

and roles are changed to handle the different activities.  

For example, the flowchart for the management of global mobility includes the 

following steps: 

 

Policy and guidelines for the use of the operating system and software get 

adapted throughout the transformation process.  

4.10 Conclusion 

 

Building HR taxonomy was the aim and outcome of this chapter which discussed  

the research analysis and findings of the research. The taxonomy represents the 

operational business plan that initiated this study. As TNI is a telecom with 

business processes having to be carried out on a daily basis, the research and 

outcome had to be managed within a work environment while people were 

performing their daily jobs. It was only during the repeated focus group meetings 

that participants were removed from their work settings for dialogue and decision 

making towards building the taxonomy.  

An operational business model was not only generated but has already been 

applied in Ghana as a pilot implementation site by the time of writing this study. 

Some of the processes are illustrated in this chapter while the improvement of 

taxonomy and implementation of back office processes are continued on a daily 

basis. 
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Part of the implementation project was, amongst other things, to develop a global 

mobility policy, an OpCo transfer policy and to design training materials for the 

different levels of IT process application. Reporting on these actions and 

documents needs to be limited as it is company confidential information and 

documentation. 

Chapter 5 gives a summary of the research process and outcomes, discusses the 

validity and applicability of the research process, and offers recommendations for 

further research. 
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CHAPTER 5: SUMMARY, CONCLUSION AND RECOMMENDATIONS  

 

5.1 Summary 

 

This final chapter reviews the main problem while the different themes or sub-

problems are addressed in the same sequence as in this academic research 

report. The purpose is to establish whether each research question has been 

resolved effectively. 

From the discussion of the context of the study, it became clear that Telecom 

Network Industry (TNI) as telecom operator had to transform to ensure 

sustainability or else it will not only lose its positions as a market leader, but also  

be forced out of the market in the future as the operating expenses were not 

sustainable to run a profit organisation. The approach adopted for the research 

was that TNI’s major spend was in its back offices in the 22 international markets 

across the ecosystem. Whilst the timely and accurate processing and delivery of 

operational and other processes was critical and thus necessary, the costs was 

unjustified as administration was not linked to its core profit model. Therefore, 

observations and an initial investigation of TNI’s operational functions showed that 

new expertise and improved alignment of processes had to be established for 

greater efficiency. 

The research problem was thus formulated as follows: 

There is a need for the redesign of the operational business model to transform 

back office processes across TNI’s multi-national markets and for HR taxonomy to 

be implemented during the performance of current duties. 

 

A new operational business model seemed to be a major part of the integrated 

solution to handle current inefficiencies in the telecom’s operational environment. 

Such a resolution should deliver greater value for TNI’s shareholders, employees 

and consumers. The aim of this study was then also to design an operational 

business model for managing the workflow in back offices across all companies, 

and implementing HR taxonomy while employees were performing their daily 

duties. An objective of the research was to determine what the factors are, which 
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may affect the design of an operational business model, and what effect such a 

transformation and change management process may have on individual and 

organisational efficiency.  

The theoretical framework and literature review were constructed to address the 

research sub-question: 

What are the factors that affect the redesign of an operational business model for 

managing workflow in TNI back offices and what effect does transformation and 

change management have on individual and organisational efficiency across all 

markets? 

The literature review explored change management from within a systems theory 

paradigm which was partially applied proactively and somewhat reactively in 

response to the internal and external stumbling blocks experienced in the 

organisation. The concept ‘systems thinking’ is explained as interconnecting many 

separate systems forming an interdependence of the different structures to create 

an integrated, holistic organisation. The organisation envisions what the future 

model as the outcome of the investigation and ideal creation would be and then 

works backwards to what the state of the organisation is at present. Change has 

significance, whether it ranges from a simple to a major organisational system 

transformation. All forces in the work environment are taken into account on a trial 

basis to predict or specify a favourable outcome. It resonates well with the 

application of the solution to the research problem in which an operational 

business model pilot project was run in one of TNI’s market back offices with the 

vision to apply it across the entire organisation if it confirms to be successful. 

The theory has further shown that three-quarters of the management staff in an 

organisation needs to reflect buy-in before change can be established 

successfully. The reasons are that management ought to create a sense of 

urgency for change, communicate the change process and guide the change 

procedures. Operational change behaviour implies operators appreciating those 

factors which were previously contributing to their success or non-achievement in 

their particular jobs and how negative behaviours should be changed to contribute 

effectively to a healthier and more effective operational organisation. 
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This implies that all individuals are motivated by their hierarchy of needs and 

values that may differ from that of the organisation. Own needs may also clash 

with those set by the organisation during the implementation of the change 

processes in the various countries. Organisational culture is driven by the 

combined values of the individuals in the different markets, each embracing 

diverse cultural and linguistic backgrounds. Inclusivity of the different backgrounds 

in the organisation does cause better understanding of legal and moral obligations 

in the specific countries. On the other hand, if TNI found that system functions and 

processes were not ubiquitously driven on the same level of efficiency and 

trustworthiness, they are either combined with other functions or amended. The 

diversity of people within an open system was initially considered a key strength of 

the organisational structure, but given the context of change in business dynamics 

and competition, and the current position of the organisation, it is no longer viewed 

as an advantage going forward. These concepts contributed to the original need 

for change and decision making. 

Management realised that a major change management strategy prerequisite was 

to plan and carry out training and provide opportunities for learning during the 

restructuring period. It gives time for errors to get identified and corrected through 

training and organisational learning. Starting with the end in mind is a fundamental 

building block to achieve success in a customer-oriented, high-performance 

learning organisation. The primary objective of the organisation is, consequently, 

to develop and advance learning and HR taxonomy for the change management 

process. Such an action takes into consideration changing the individual’s 

behaviour of performing his work, the working relationships between back office 

operators in the different countries, and the affiliation between the back offices 

and headquarters.  

Information for the research problem was gathered from all 22 TNI back offices by 

sending out the request for information (RFI) sheets and applying participative 

action research. The study evaluates the research methods and research design 

for the planning and decision making processes which were driven by the 

researcher and 45 HR managers from the 22 companies through a number of 

recurring focus group meetings. HR managers were supported by their operators 

providing statistical data and feedback extracted from the different systems. The 
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study results are discussed from within the operational environment of TNI as an 

international telecom operator for which an answer had to be found on this: 

How could an operational business model indicating HR taxonomy be designed 

for managing workflow in TNI back office processes? 

The need to construct a centralised Shared Services Hub (SSH) and a Centre of 

Excellence for the telecom was realised. It became evident that in combination 

with the planning and implementation of HR taxonomy over a longer period, an 

immediate strategic solution and action plan had to be produced to address the 

key problems of excellence. A centralised Shared Services Centre (SSC) and a 

Centre of Excellence (CoE) were established with headquarters in South Africa for 

routine transactions, as well as innovative judgemental decision making and 

transactional decision making. These two institutions have successfully increased 

governance and compliance and reduced cost while creating an increased 

strategic focus on revenue streams in all 22 markets. During the investigation of 

back office functions, the administrative activities in each local office were 

unpacked given their unique background and operating context. Building 

taxonomy on the findings determined how the activities could be streamlined 

without impeding on service delivery. The research project embraced internal 

action learning with improved decision making that resulted from participative 

action research experiences. 

Triangulation of the findings obtained from the study using qualitative methods 

such as a literature research, in-depth focus group discussions, and conclusions 

on the decision-making processes was compared with and enhanced by 

quantitative methods such as collecting statistical business data from the systems. 

This ensured congruence of data and gave rigour to the research of which the 

most important outcomes have already been detailed in the study. 

The research outcomes combine and integrate multiple disparate systems to 

create one platform for HR operations. The policy and operating guidelines are 

designed to improve system turnaround time for HR operator functions including 

learning, payroll, recruitment and talent management. Such a system ensures 

efficient and integrated HR compliance capabilities through clear accountability 

and system competencies. A global job competency repository has the possibility 
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to link recruitment, performance learning and talent throughout the organisation, 

while business intelligence and analytics by headquarters enhance the visibility of 

HR functions.  

HR taxonomy includes different categories or processes within the HR 

component of the organisation which were identified during focus group action 

research towards an outcome. Because HR taxonomy is cascaded down to all 

employees, the planned standardisation and implementation process is still being 

explained to the different working cultures across the countries and their markets. 

It resembles a race track representing the lifecycle of an employee depending on 

their behaviours and choices during the restructuring processes. 

The swim lanes represent several categories isolated during analysis of the 

collected data and establishing of HR taxonomy. These swim lanes represent 

activities within HR with each retaining their functions to be taken into 

consideration in the HR operational business model. It includes 11 different 

categories for addressing change. The process, namely Recruitment and 

Selection, was chosen by the researcher as HR lead, as an application for the pilot 

project and for measuring the progress of the change process.  

HR recruitment policy is intended to define the rules that guide the recruitment of 

staff, strategic objectives and operational requirements, labour legislation and 

codes of good practice to ensure non-discriminatory practices in retaining and 

appointing competent candidates to the right jobs. Competency in performance for 

the overall benefit of the organisation is the main strategy. ‘Workforce demand 

planning’ forms part of the operational business model and project implementation 

and assessed against the strategic business direction and the individual plans of 

each OpCo. 

Learning and training are closely dovetailed with the HR recruitment policy. Each 

market identified for the next change implementation receives detailed 

documentation on how new system processes work and what sequence of 

activities is to be followed. HR recruitment policy is regularly updated and included 

in the documentation for each new implementation. 

Workforce demand and planning is a concept deeply embedded in the 

operational business model and project implementation forecasting and is 
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informed by global mandate. Workforce requirements are assessed against the 

strategic business direction, the particular plan of each OpCo, divisional needs, 

workforce structures and headcount, and the talent demand and skills gaps that 

apply. A ‘vacancy’ is defined by TNI and its oversight partners as an unoccupied 

position becoming available in the ecosystem, either because of termination of 

employment or job evacuation during organisational restructuring and design. It 

will not be filled automatically, and the recruitment and selection process will only 

be authorised where needed. 

5.2 Conclusion 

 

Building HR taxonomy was the aim and the successful outcome of the research as 

assessed during the discussion of the research data analysis and findings. HR 

taxonomy represents the effective construction of an operational business plan of 

which the need originally sparked off the necessity for change in the organisation 

and initiated the research study. 

Throughout the collection of data, in-depth focus group discussions, analysis and 

interpretation of the data for the contribution of research results in the form of HR 

taxonomy, it is important to note that research took place in a live fluctuating 

environment in which people were busy with their daily operational issues in the 

workplace. During the period of investigation and restructuring, TNI had to deal 

with the industry and macro environment without any indication of conflict or 

organisational culture issue.  

This brings the research project to review the final sub-question: 

How could HR taxonomy be realised by running a pilot project implementation in a 

live TNI ecosystem? 

The successful implementation of HR taxonomy in a pilot project serves as final 

evidence for the outcome and contribution of the research study. The research 

findings and recommendations are and will be driving a pilot implementation 

project over a period of three to four years. If the application is successful, 

implementation of other support actions is envisaged. 
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The HR taxonomy pilot implementation project focused on Ghana as the site for 

blueprinting documentation and learning of new systems processes. These key 

learnings would be reworked and adapted to the entire change management plan 

for the organisation and the other countries. One of the findings is that the 

updated plans and learning curves need to be specific for each country. It needs 

constant dialogue and sharing of information reporting on and communicating the 

change process. Implementation sites have been completed in Ghana, Cameroon 

and Benin. The current focus is on working with TNI SA to set up a recruitment 

hub based on these processes so that when SA goes live it will just be a "lift and 

shift" to Shared Services Hub (SSH). Implementation of the pilot project takes 

place over a period of three to four years while validation and measurement of 

progress and implementation are assessed every nine months.  

Validity and reliability of the research are evident in the outcome and 

contribution which resulted in new HR taxonomy being applied across the 22 

markets of TNI as the ecosystem. The entire research process, including the focus 

group discussions of the 45 HR managers from the 22 countries and the statistical 

data provided by the back offices, was supervised by the researcher in 

combination with an Advisory Council to verify that the entire process was valid. 

Validity and reliability could not be negotiated as the organisation has to manage 

multiple distribution channels, complicated supply chains, new IT implementations 

and strategic partnerships while being flexible enough for the operational areas to 

face business model changes and, simultaneously, to react to market changes. 

The programme team and support management are driving processes while 

structures are in place to facilitate quick decisions during the daily operations. It 

implies that existing governance structures and frameworks must be aligned. 

Training is not based on process documents. However, HR management utilises 

the process documents to embrace the quality underlying the final documentation 

for each country. The executive team realise they should speak as one while all 

roles should be properly prepared and outlined, not just communicated. 

The conclusion embraces the emerging theory of a business case. Research has 

made it clear that a transformation of such magnitude cannot be underestimated. 

The level of disruption and cost implications need to be properly considered 
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upfront, although unforeseen circumstances should be premeditated. Executive 

sponsorship coupled with leadership commitment and buy-in seems to be 

paramount, not only during the planning and start-up phase but by a sustained 

appetite to taste successful closure. The research and experience in the 

telecommunications field have revealed that any such large change has a cost 

element attached and requires a contribution by all stakeholders. The conclusions 

from the study were used to build theory and recommendations for further 

progress of TNI and for any telecom that wants to follow a similar change process. 

Appendix B provides implementation statistics in some of the project 

implementation sites to provide evidence of the reliability and validity of the 

research. 

5.3 Recommendations 

 

After considering the findings and conclusions, the following recommendations 

include a broader approach to change in the organisation: 

 

Financial support which, given the extent of the transformation, its inherent costs 

and financial contributions, is required from headquarters as well as from the 

various operations. In this instance, increasing autonomy concerning judgemental 

and transactional issues of the OpCos lends itself to the business case in a 

positive financial manner. 

Experience includes the sum of the experiences of all parties that underpins the 

transformation and its success. Experience and understanding of the context can 

save many expensive mistakes in future. 

Time expended on restructuring is essential as the change is executed in addition 

to the ordinary day-to-day operational responsibilities of the organisation. It can 

and will, therefore, be expected that management and staff in the markets and 

headquarters commit a specific amount of time to the change initiative to drive 

momentum and traction. 

Sponsorship at the highest levels of the organisation is critical. Lack of sincere 

sponsorship dilutes the change initiative resulting in transformational failure. The 

nature of the sponsorship should be at the start-up to give the initiative the 
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necessary impetus, but must also be sustained throughout the journey to its 

closure. 

Commitment and sustainable appetite for change are essential. Change is 

disruptive in nature and will challenge the status quo. Unless there is an 

unwavering commitment to the transformation process, the success of the 

initiative will be questionable from the onset. 

Challenge and provoked thoughts. It is an opportune time for the leaders of the 

organisation to challenge the status quo and make appropriate changes for the 

organisation to progress in full again. 

Areas requiring further research 

Research and application were very much focused on TNI as telecom and the 

creation of revenue to ensure the stability of the organisation by way of 

streamlining the back office processes. The business areas in question included 

Human Resources, Finance and Supply Chain Management that cut across all the 

vertical functions of the 22 operating companies and group headquarters 

irrespective of country of operation. However, the researcher, as Director HR, 

limited the focus of his study to the category or swim lane called Recruitment and 

Selection as focus for change management processes within the delivered 

taxonomy. 

Research had to take place within a limited period to investigate the recognised 

gap in operational deficiencies and to urgently produce a solution that could be 

implemented as soon as possible. Back office administrative functions were 

selected for the pilot implementation study with the intent to extend the 

standardisation and implementation to the other business areas over a longer 

period. Therefore, the following areas are suggested for further research: 

 Review the entire HR restructuring process after HR taxonomy 

implementation in the 22 markets and compare findings for possible human 

behaviour challenges during the period. Challenges may have been 

addressed differently after having had explored and described 

implementations in all 11 swim lanes of the taxonomy. 
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 A similar study can be done using Finance or Supply Chain Management 

as the research areas in comparison with the current study to demonstrate 

new findings and outcomes for the organisation. 

 After restructuring the organisation, a study could show what the benefits of 

creating a new business model are when compared to the old model 

concerning the improvement of operations and revenue in the operational, 

industry and macro environment. 

From the conclusions in this chapter, it can be deduced that restructuring the 

organisation and streamlining operations have had a positive benefit for the 

telecom's business and revenue creation during the period of restructuring which 

will still continue for a couple of years. After implementation of the operational 

model and going live, there will be a period of stabilisation with an investigation 

being done six to nine months later to test whether the intended efficiencies had 

been achieved.  

As indicated, the data analysis could not be done without a margin of prejudice as 

the investigation intended to recommend a new way of work. It is a process that 

can create anxiety and uncertainty, thus causing a percentage of participants to 

deliberately attempt to place an angle on the data that would suit them as well as 

the market in which they function.  

Key highlights observed during the current period are those of changing the target 

operating model to incorporate 'split of type' of work which means differentiating 

work as transactional and judgemental, executed centrally or locally; and 

assessment of the pillars of the transformation, namely people, process and 

technology. These assessments are included in each document and report 

concerning the site of implementation. 
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APPENDIX A:    MEASUREMENTS IMPOSED RELATING RECRUITMENT AND SELECTION 

SLA Key Org 
Name 

Service Item Metrics / Measurement Calculation Definition Reverse SLA  
(if applicable) 

Reporting 
Frequency 

Type Expected 
Service 
Level 

Minimum 
Service Level 

SLA Type 
(W/D/E) 

HRLD1 COE Demand Planning Forecasting Talent Demand 
Plan per Opco and Functional 
area 

Variation in the actual to 
forecasted Talent Demand Plan 
per Opco and Functional area 

  Quarterly >= SLA and 
Target 

NA NA E 

HRLD2 SSC Demand Logging Add amend and delete 
identified vacancies into ERP 
along with the vacancy list 

Percentage of vacancies 
received are logged at ERP 
within 2 working days upon 
receipt of fully signed and 
completed recruitment forms 

  Monthly >= SLA and 
Target 

99.0% 95.0% E 

HRLD3 SSC External 
Advertising 

Place external advert Percentage of external adverts 
requested are placed with the 
relevant medium within 2 
working days of receiving 
request from Line Manager 

OpCo to provide fully 
accurate and correctly 
completed Approval to 
Recruit for each 
vacancy 

Monthly >= SLA and 
Target 

99.0% 97.0% E 

HRLD4 OpCo SS Assessment & 
Selection 

Screen and forward suitable, 
and completed application 
forms to SSC/ HR 
managers/line managers 

Percentage of suitable, & 
completed application forms are 
screened and posted to line 
managers to select within 2 
working days upon receipt of 
the application forms (this is 
subject to a maximum volume 
of 300 application forms 
received in any one week). 

 

LOB to sign off proof 
within 1 working day of 
receipt of proof. 

 

Weekly >= SLA and 
Target 

99.0% 97.0% E 
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HRLD5 SSC On-Boarding Issue Offer Letters, Contracts , 
Reference and Medical (if 
required) requests 

Percentage of Offer Letters, 
Contracts, Reference requests 
and Medical requests (if 
required) are issued within 2 
working days upon receipt of a 
fully complete Offer Order Form 

OpCo to have submit 
an accurate and 
correctly completed 
approval to Recruit 
Form for SSC to log the 
vacancy on ERP prior 
to position being 
advertised, and OpCo 
to forward all 
application forms 
received to SSC. 
COE to provide 
screening criteria for all 
positions to SSC. 

Monthly >= SLA and 
Target 

99.0% 97.0% E 

HRLD6 SSC On-Boarding Receive, collate and review 
general references and 
medicals (if required) 

Percentage of references and 
medicals (if required) received 
are collated and reviewed and 
escalated to TC if necessary 
(e.g. non-satisfactory reference 
or medicals or no response) at 
least 2 working days prior to the 
start date  

TC to forward 
Accenture a correctly 
completed Request for 
Offer Form at least 10 
working days prior to 
applicants' start date, 
and that application 
forms have already 
been sent to Accenture 
for SAP logging prior 
to offer made 

Monthly >= SLA and 
Target 

99.0% 97.0% E 

HRLD7 SSC Issue Rejection/ 
keep warm letters 

Issue Rejection Letter to 
unsuccessful candidates 

Percentage of Rejection Letters 
issued within 3 working days 
following screening of 
application form by Recruitment 
admin team/confirmation from 
Line Manager that candidate 
has been unsuccessful 

OpCo to provide list of 
unsuccessful 
candidates by 2 days of 
conducting the final 
interview 

Monthly >= SLA and 
Target 

99.0% 97.0% E 

HRLD8 OpCo BP Requisition & 
Sourcing 

Time to source (non-hourly) 
% of vacant positions filled 
within 
agreed timescales 

Percentage of the candidates 
selection approved in ERP 
would be sourced within 15 days 

  Monthly >= SLA and 
Target 

90.0% 85.0% E 

HRLD9 SSC Assessment & 
Selection 

Respond to all applicants to set 
up telephone screening 
interview.  

Percentage of applicants to be 
responded to within 3 working 
days of the receipt of the 
application form. 

OpCo to maintain up 
to date telephone 
criteria. 

Monthly >= SLA and 
Target 

98.0% 96.0% E 
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HRLD10 SSC Reference checks Receive, collate and review 
general references and 
mandatory Background checks 
completed 

Percentage of general 
references verifications received 
are collated and reviewed and 
escalated to OpCo if necessary 
(e.g. non-satisfactory reference 
or no response) at least 5 
working days prior to start date 

OpCo to provide 
detailed general 
reference satisfactory 
guidelines for all of the 
following categories: 
academic, 
professional, personal, 
and OpCo to provide 
and renew contract 
Local Police to access 
to their criminal 
records. 

Weekly >= SLA and 
Target 

95.0% 90.0% E 

HRLD11 SSC Assessment & 
Selection 

Process requests for T&C 
amendments and send 
amendment letters to Line 
Manager for verification 

Percentage of Amendment 
Letters will be issued within 5 
working days upon running the 
monthly reports 

OpCo to confirm the 
revised T&Cs for 
amendment of offer 
letter 15 days before 
joining requirements 

Weekly >= SLA and 
Target 

98.0% 95.0% E 

HRLD12 SSC Separation & Off 
boarding 

Time to complete the off-
boarding procedures - 85% 
exiting candidates filled within 
agreed timescales 

Off-boarding process completed 
for percentage of leavers that 
complete formal leaving 
procedures, including 
complete exit check-list - on the 
day of exit 

  Weekly >= SLA and 
Target 

85.0% 80.0% E 

HRLD13 SSC Separation & Off 
boarding 

Time to archive all data for 
separated employees post full 
and final settlement 

Percentage of the data to be 
archived for separated 
candidates within 15 days of full 
and final settlement 

  Monthly >= SLA and 
Target 

99.0% 97.0% E 

HRLD14 SSC Separation & Off 
boarding 

Issue relevant leavers 
questionnaires and collate 
returned information 

Percentage of Leavers 
Questionnaires will be issued 
within 5 working days upon 
running the leaving report 

OpCo to conduct exit 
interview 5 days before 
exit date 

Monthly >= SLA and 
Target 

98.0% 97.0% E 

HRLD15 SSC Requisition & 
Sourcing 

Turnaround time (TAT) in 
processing evaluation requests 

Percentage of candidate 
evaluation requests that are 
processed within 3 business 
days on receiving requests 

OpCo to provide 
accurate and complete 
evaluation request 

Monthly >= SLA and 
Target 

95.0% 92.0% E 
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HRLD16 SSC On-Boarding Assignee on-boarding is 
completed within a month of 
arrival 

Percentage of on-boarding's 
completed within one of month 
of candidate arrival 

On-boarding 
mandatory trainings 
and induction to be 
arranged by OpCo 

Monthly >= SLA and 
Target 

NA NA E 

HRLD17 SSC Requisition & 
Sourcing 

Quality of Candidate selected Percentage of candidates 
submitted for interview by SSC 
against the number of 
candidates selected 

  Monthly >= SLA and 
Target 

90.0% 85.0% E 

HRLD18 SSC Satisfaction Hiring Manager Satisfaction Percentage of managers 
satisfied with hiring 

  Quarterly >= SLA and 
Target 

90.0% 85.0% E 

HRLD19 SSC New hiring New hires enrolled Percentage of new hires will be 
fully enrolled in benefits and 
payroll with security and access 
provided within 3 business days 

  Monthly >= SLA and 
Target 

98.0% 95.0% E 

HRLD20 SSC Secondments Secondments enrolled All seconded employees will be 
fully enrolled in benefits and 
payroll with security and access 
provided within 1 business day 

  Monthly >= SLA and 
Target 

98.0% 95.0% E 

HRLD21 SSC Separation & 
Offboarding 

Separation notice issue Nominated employees will be 
notified for separation within 7 
business days of nomination 

  Monthly >= SLA and 
Target 

99.0% 97.0% E 
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HRLD22 SSC Recruitment Non-compliant hiring Number of recruitment non-
compliances on hired 
candidates per quarter 

  Quarterly <= SLA and 
Target 

1.0% 1.5% E 

HRLD23 SSC Recruitment Non-compliant hiring Number of recruitment non-
compliances on hired 
candidates per quarter 

  Quarterly <= SLA and 
Target 

1.0% 1.5% E 

 


