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Introduction

“Integrated Management Systems” consists of five chapters. The first chapter
presents types of integration, the integration of management processes, integration
in organizational structures, and the synergy effect. The second chapter focuses on
conditions necessary for successful integration. The authors emphasize the
significance of trust in integration processes and the dominant influence of an
organizational culture on processes of integration and disintegration, as well as
problems related to cooperation among employees. In the third chapter, the authors
discuss integration within the system approach and types of integration which
occur amongst virtual organizations and supply chains. In discussing integration, it
is impossible to omit the holistic concept of total quality management. The
application of TQM influences various types of integration. However, the optimum
level of organizational integration is possible only when the TQM concept is
precisely defined, its key elements are identified, and its principles are recognized
and implemented. The fourth chapter is devoted to a discussion concerning the
integration of standardized management systems. For a considerable period of
time, attempts have been made to combine various standardized management
systems—mainly those related to quality, environment, and occupational safety.
At present, in view of the development of various management standards, the
problem of integrating different systems is of increasing relevance, because in
practice, lack of such integration results in wastage, and unnecessary costs.
Therefore, it is important to be aware of appropriate methods for the integration of
standardized systems and also of how to reduce workload and documentation. The
fifth chapter identifies new directions in research with regard to the issues of
integration. It presents just a few proposals out of the many options available with
regard to integration in crisis, organizational change, and social games.

The book is addressed to all those who wish to improve management efficiency.
It determines the importance for an organization of comprehensive evaluation, of
establishing plans for improvement, and of co-operation along the supply chain. It
presents practical possibilities for the use of different types of integration. The
book addresses the most recent changes and latest trends in integration
management from both a theoretical and a practical perspective.
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Chapter 1
Management and Integration

In this chapter, the authors will discuss types of integration and selected examples
of their development, the significance of integration in organizational structures as
well as the role of the structures themselves in ensuring a required level of inte-
gration and a synergy effect. The discussion will include the notion of synergy and
its basic forms, difficulties in achieving a synergy effect and basic conditions for its
occurrence.

1.1 Integration of Management Process

1.1.1 The Management Process in the Holistic Management
System

The management process should be understood as all consecutive managerial
activities which can be grouped according to the so-called management functions.
From the perspective of a system, the management process constitutes an element
of the organizational management system. Besides the management process, the
organizational management system comprises also, among other things, of orga-
nizational structure and methods of management.

System-based management stresses the holistic approach to the performance of
managerial functions (Hoare 1995). Such management takes place within the
conventional limits of an organization, but simultaneously interacts with the
environment. It is worth noting that, according to one of the standard classifications
(Christopher 2007), systems can be divided into

• deterministic or probabilistic ones and
• simple, complex or very complex.

There is no doubt that contemporary organizational management systems are not
usually deterministic (because of the increasing uncertainty of business activities)
and are very complex. The complexity of such systems results, among other things,
from their internal complexity (e.g. the complexity and variety of conducted
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operations, difficulties arising from the impact of people’s actions) as well as
external complexity (interactions between an organization and the components of
its environment).

Therefore, everyday managerial work, i.e. the management process, is currently
performed in conditions of considerable and increasing complexity. One of the
tasks of the systemic approach to management, including integration in the man-
agement process, is to reduce this complexity.

1.1.2 The Management Process and Its Integrative Character

Both scholarly literature and the practical activities of organizations, indicate two
dominant approaches to the identification and description of the management
process. One of these was developed by H. Fayol, and the other by E.W. Deming.

H. Fayol identified five managerial functions constituting the management
process. These are (Reid 1995): organization, planning, coordination, control, and
command. Formulated at the beginning of the twentieth century, Fayol’s proposal
has survived to this day as a popular and simultaneously practical illustration of the
basis of managers’ work. In accordance with the spirit of Fayol’s theory, the key
managerial functions include, in this order: planning, organization, command,
control and coordination. Of course, this basic set of the managerial functions can
be combined with other elements such as knowledge management, information
management, decision making, etc.

With respect to the aforementioned formula for the understanding of the man-
agement process, we can talk of its endogenically integrative character. In Fayole’s
approach (Reid 1995), several factors result in the integrative character of the
management process. These are as follows (Fig. 1.1):

Sequence

Feedback

Integrative functions

Function a Function b Function c

Fig. 1.1 The factors of integration in the management process
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• The sequence factor. Between the particular managerial functions there occur
relations resulting from the sequential performance of managerial activities.

• The factor of integrative managerial functions. The fulfilment of each of the
aforementioned managerial functions results in integration in relation with the
other functions.

• The feedback factor. This is related to the transfer of information during the
earlier stages of the performance of the management process.

E. W. Deming’s proposal constitutes an interesting supplement to H. Fayol’s
theory. While Fayol concentrated generally on managerial activities in their
entirety, Deming stressed the never ending cyclical nature of such activities. Hence
the colloquial term for Deming’s cycle. This cycle comprises four activities iden-
tified as plan-do-study-act (PDSA) or alternatively as plan-do-check-act (PDCA).
The particular stages of the cycle have the following objectives:

• Planning. The aim is to plan changes and improvements as well as to analyse
the current situation. Attention should also be paid to possible consequences.
Furthermore, planning includes determining a programme for changes and
methods of their monitoring and assessment.

• Implementing. This usually takes the form of a pilot implementation.
• Studying. The aim is a comprehensive study of the consequences of imple-

mented changes and the formulation of conclusions concerning the effectiveness
of implementation.

• Acting. Its goal is the undertaking of proper activities to implement the standards
of a given solution.

In the practical application of Deming’s model, it is not only the management
process itself which undergoes integration, but also management and labour, or
both managerial and operational activities. The application of Deming’s model can
lead to different forms of integration, depending on the seriousness and scope of
those problems constituting the subject of activities for improvement (strategic or
operating problems; problems related to production, sales, etc.). By definition, this
model should include a continuous improvement plan (Cleary 1995). Thus, within
Deming’s cycle, integration has a descriptive and improving character.

1.1.3 The Integrative Role of the Management Function

1.1.3.1 The Integrative Role of Planning

Planning-related activities usually constitute a prelude to the management process
and strategic planning is of primary importance for the results of an organization’s
activities. It should be noted that in contemporary organizations, planning-related
activities are conducted outside the scope of formalized procedures (Linn 2008).
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However, the key dimension in which integration occurs in planning processes is
time. This is clarified by a concept termed strategic planning maturities. This
approach stresses mutual dynamic relations between planning horizons and stra-
tegic planning maturities (Harrison 1995). It should be stressed at the beginning that
the period for which an organization can plan its operations depends on particular
circumstances. The following organizational and managerial determinants of
planning horizons can be identified. Answers to questions about organizational
determinants usually refer to such factors as (Harrison 1995): product life cycle,
technological change, lead time, present value, organization life cycle and the
validity of planning premises. On the part of managers, limitations include cog-
nitive limitations, risk avoidance, time and cost constraints and flawed information.
After considering the aforementioned determinants, planning periods are deter-
mined, as presented in Fig. 1.2.

The integration of planning activities within particular planning periods is
related, among other things, to the integration of objectives and the integration of
dynamic change management processes. The integration of flexibility is also
required. The continuous integration of planning activities within identified plan-
ning periods may (Harrison 1995):

• Reduce uncertainty and assist with the handling of inevitable change,
• Identify and exploit attractive long-range opportunities,
• Improve resource allocation,
• Control outcomes and ensure positive results in acceptable conformity with

strategic organizational objectives,
• Permit the organizations to function more effectively.

Another measurable effect of the integration of strategic planning is the increased
value of an organization (Kim 2004). As planning comprises the use of resources
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Fig. 1.2 Integration by planning maturities
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with respect to planned results, one of the indirect effects of planning is the inte-
gration of an organization’s resources (Linn 2008).

Apart from the aforementioned temporal dimension of integration, attention
should also be paid to the hierarchical dimension. The Japanese method of hoshin
kanri is a very interesting illustration of the integration of planning within this
dimension (Fig. 1.3).

Hoshin kanri is a continuous organizational process consisting of the determi-
nation and achievement of long-term objectives through the development of an
organization’s general strategy into individual departmental or divisional strategies.
This method can be also treated as an integrative cross-functional approach used for
managing strategic priorities across the functional hierarchy of the firm (Witcher
and Sum Chau 2007). At the beginning, an organization’s operational policy is
determined. Already at this stage, the two key media of organizational integration
apply (Kondo 1998). These are leadership, which consists of senior management
responsibility for the preparation of a formalized policy, and the participation of
lower level managers (e.g. department managers), who play an active role in dis-
cussions on a given policy. This process is called catchball. After an organization’s
general policy has been determined, it becomes necessary to define more detailed
policies and objectives. This stage comprises further consultations conducted not
only in the hierarchical but also the functional dimension (e.g. between particular
departments). The hoshin kanri method is initiated usually in annual cycles. It has
two deployment styles: top-down and bottom-up (Kondo 1998).

Top-down Style In general, the discussion of targets focuses mainly on the necessity
for achieving goals in order to satisfy customer requirements, secure profits or increase
market share, and such targets are usually compulsory. This style was applied, for
example, by Konsuke Matsushita, the founder of the Panasonic Corporation.

Mission

Strategies

Strategies

Objectives

Objectives

Goals

Goals

Action 
Items

Senior 
Management

Middle 
Management

Teams

Consultations

Fig. 1.3 The settling of objectives in the hoshin kanri method (Adopted from Kondo 1998)
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Bottom-up Style The discussion of bottom-up targets focuses mainly on the pos-
sibility of achieving them, finding the best methods, identifying possible obstacles
to their achievement and finding ways of eliminating such obstacles. Bando
Chemical Company is an example of a corporation which used this style to opti-
mize its monthly production plans.

Thanks to the application of the integrative approach in the hoshin kanri method,
the following advantages can be achieved:

• employees’ commitment,
• improved relations among particular groups of employees,
• elimination of conflicting objectives,
• identification and elimination of barriers to implementation,
• improved insight amongst management and employees with regard to projects

currently under implementation,
• the possibility for relatively rapid responses to available opportunities.

Furthermore, an organization can initiate activities aimed at the integration of the
hoshin kanri method with other management approaches and methods. The hoshin
kanri method can be successfully combined with the resource-based view or the
balanced scorecard system (Witcher and Sum Chau 2007).

1.1.3.2 The Integrative Role of Leadership

The fulfilment of managerial functions does not mean that a manager automatically
becomes a leader. This is probably the reason for emphasizing the leadership
function as a significant aspect of the management process. According to Allio
(2009), the differences between a manager who is a leader and a manager who lacks
leadership qualities are related to the following factors:

• adoption of a time perspective (a leader uses a long-time perspective),
• basic criteria of reference (leaders develop organizational visions),
• approach to risk (leaders do not shun risk),
• areas of activity (leaders willingly explore new areas of activity),
• approach to the current state of affairs (leaders willingly initiate changes),
• basic operating style (leaders usually adopt the transformational style),
• attitude to subordinates (leaders use empowerment),
• attitude to diversity (leaders consider it an important value),
• the basic stimulus for activity (leaders are stimulated by passion).

The profile of a leader outlined above creates potential for cooperation within an
organization which is qualitatively different to that generated within the “tradi-
tional” management process. Rausch (2003) presents a universal catalogue of the
pillars of leadership which at the same time can be considered as the media for the
integration of this function of the management process. These pillars are:
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• Established goals. These should constitute a challenge to an organization’s
employees because only then will they unite their efforts in search of necessary
solutions.

• Communication. This should comprise both internal and external stakeholders.
What is of particular importance is defining information needs and ensuring the
effectiveness of communication processes.

• Participation. This should include stakeholders’ participation in decision-mak-
ing processes.

• Competencies. Employees’ required competencies need to be defined and
ensured.

• Satisfaction. This concerns the necessity of ensuring balance in satisfying
stakeholders effected by a leader’s decisions.

• Co-operation. This concerns ensuring the highest possible level of cooperation
and coordination.

• Norms. This concerns compliance with norms in both organizational and indi-
vidual dimensions.

• Reviews. This concerns the monitoring of progress in the achievement of
objectives.

Complementary relations occur among the above pillars of leadership, and thus a
failure to follow even one of these recommendations can seriously endanger the
final results of a leader’s efforts.

However, the realization of leadership can be achieved in various ways, each of
which will determine its effects. First of all, the deficiencies of professional lead-
ership should be mentioned. Professional leadership is based on direction, process,
and coordination. Realized separately, it is impossible to create a situation in which
continuous cooperation can be ensured. This state can be achieved by enriching
professional leadership with personal initiative. This, in turn, is based on the fol-
lowing elements (Mastrangelo et al. 2004): expertise, trust, care, sharing and moral
standards. Thus, readiness for cooperation can result from the coexistence of the
two types of leadership mentioned above.

Another dimension of integration within the scope of leadership is the sources of
such integration. For example, within the scope of relational leadership, integration
can be achieved through diversified relationships between a leader and her co-
workers (Cardona 2000):

• in transactional leadership—through an economically-based exchange
relationship,

• in transformational leadership—through a work-based exchange relationship,
• in transcendental leadership—through a contribution-based exchange

relationship.

On the other hand, within the scope of servant leadership, integration is achieved
additionally through (Stone et al. 2004): delegation, stewardship, teaching, and
appreciation of others. The last factor substantially strengthens employees’ com-
mitment and motivation. Hay and Hodgkinson (2006) stress the existence of two
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leadership perspectives: system-control perspective and process-relational per-
spective. As a result of the former perspective, integration can be carried out in the
organizational dimension, and as a result of the latter—in the social dimension.
However, for contemporary leaders, the most difficult challenge is to achieve an
attitude of total commitment (Mostovicz et al. 2009).

1.1.3.3 The Integrative Role of Control

Similarly to the other management functions, control can be exercised with respect
to both individual employees or their teams and the whole organization.

If control is analysed with respect to employees or their groups, emphasis is
placed first of all on the sources of power justifying the exercise of control, its
intensification, and the need to ensure compliance with regulations by way of
control.

According to an interpretation offered by Etzioni (Sisaye 2005), organizations
are characterized by a close relationship between the dominant sources of power or
leadership and the applied forms of control. He distinguishes three types of such
interdependencies:

• Normative power and normative control. Normative power uses rituals and
symbols in order to evoke positive reactions in people. Because the dominant
management styles are based on socialization and achievement of consensus,
they are characterized by a slight intensification of purely controlling activities.

• Coercive power and coercive control. In selected circumstances, this form of
power and control resorts in the use of sanctions. In the past this meant giving
direct orders and controlling employees. Nowadays this form of control is far
too insufficient. In view of the necessity of continuous improvement and the
volatility of an organization’s environment, it is being gradually transformed
into self-discipline compliance.

• Remunerative power and remunerative control. Remunerative power is based
on the control of instrumental relations, activities, and the achievement of
economic objectives. This control mechanism is managed by supervisors and is
adjusted to employees’ low commitment.

Sisaye (2005) is right to note that organizational culture determines which of the
aforementioned forms of control dominates. However, it should be remembered that
control-related tasks are not limited exclusively to ensuring compliance. They
should also strengthen the construction and maintenance of an organization’s
competitiveness. If control is to achieve such ambitious objectives, it should adopt a
holistic form. This requires the implementation of the systemic approach to the
controlling function and the integration of its particular subsystems. According to
one of the more interesting proposals authored by R. Simons (Kimura and Mour-
doukoutas 2000), the following four types of organizational control systems can be
distinguished:
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• Diagnostic control systems. These are the same as the conventional control
systems used in hierarchical organizations.

• Boundary control systems. These are less rigorous than diagnostic control
systems. They are based on manuals and guidelines addressed to employees,
relying to a lesser degree on managers’ direct orders.

• Interactive control systems. These use the managerial practices of involving
employees in mutual interactions related, among other things, to the assimilation
of new information and reactions to changes in the market and technological
requirements.

• Belief systems. These are based on trust and organizational values.

Generally, for a control system to be effective from the perspective of its
objectives, it becomes necessary to combine diagnostic control systems with the
other types of control systems. Figure 1.4 presents the principles of integration of
the four control systems referred to above.

Microsoft is an example of an organization which follows the integrated
approach to control.

Improving Competitiveness

Beliefs Systems

Interactive 
Control Systems

Diagnostic 
Control Systems

Boundary 
Systems

Values, directions

Information about competition

Improving Efficiency 
and Effectiveness

Improving Creativity 
and Innovations

guidelines 
for setting 

targets

guidelines 
for actions 
that are not 
allowed

Fig. 1.4 Integration of control systems (Adopted from Kimura and Mourdoukoutas 2000)
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1.1.3.4 The Integrative Role of Coordination

According to a generally accepted definition, coordination consists in the integra-
tion of various aspects of an organization in connection with the need to achieve
common goals. There are two primary reasons for the increase in the demand for
coordination: first, the popularization of the network approach in management, and
second, the phenomenon of decentralization. In extreme cases, coordination
becomes the main and only task of managers (e.g. in the case of alliances or supply
chains). This happens, for example, when a business network actor assumes the role
of a coordinator of process chains (Pau 2012).

In the current conditions of conducting business activities, the effectiveness of
inter-organizational coordination depends to a considerable extent on common
understanding. Common understanding consists of the following five elements
(Jaatinen and Liavikka 2008):

• shared ways of thinking,
• shared ways of operating,
• shared knowledge,
• shared goals
• trust.

Good coordination comprising a number of organizations (e.g. raw-materials
suppliers, manufacturers, distributors, retailers) allows greater flexibility for all
related and independent organizations and facilitates reaction to rapid changes in
the market. Bad coordination leads to higher production and transport costs, longer
lead times, worse quality of customer service processes, and lower financial results
(Simatupang et al. 2002).

The functions of coordination are emphasized not only in terms of the inter-
organizational aspect but also within the scope of the selected domains of an
organization’s activities. In this respect, the best examples are activities of a
comprehensive and interdisciplinary character, e.g. innovations management. In
such cases, the function of coordination comprises four interpenetrating dimensions
(Panesar and Markeset 2008):

• coordination of interested parties’ activities (employees, suppliers, customers)
• coordination of information flow (feedback and new idea generation),
• coordination of an innovation’s life cycle stages (idea generation, development

of concept, feasibility analysis, development of new service, testing/piloting and
commercializing, improvements/market introduction),

• coordination of an innovation’s management stages (idea sifting, approval of the
concept, evaluation and defining content of a new product, evaluation and
defining of product delivery and support process, measurement and evaluation
of product performance).
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1.1.4 Selected Integrative Functions of an Organization

1.1.4.1 Internal Communication

In practice, internal communication occurs in many forms and shapes. If we assume
simultaneously, that communication processes are of a multidisciplinary nature,
then we should search for complementary domains of internal communication,
which can be used subsequently in the integration of such domains.

We can distinguish the following domains of internal communication (Kalla
2005):

• Business communication. This can be defined as the study of the use, adaptation,
and creation of languages, symbols, and signs to conduct activities that satisfy
needs and desires by the provision of goods and services for private profit.

• Management communication. The major objective of this variety of commu-
nication is the building and diffusion of knowledge which improves the effi-
ciency and effectiveness of managers’ activities in the competitive business
environment.

• Corporate communication. This type of communication fulfils the professional
and formal functions of internal communication in an organization. It constitutes
an umbrella over all forms of communication processes in an organization.

• Organizational communication. This type of communication is related to the
understanding of a context in which communication processes, including their
symbolic nature, influence organizational behaviours (Fig. 1.5).

Internal communication, considered as a collection of various domains, has the
advantage of containing all important components of operating guidelines for
experts, managers and employees of an organization with respect to all formal and
informal communication tasks.

1.1.4.2 Facilities Management

Facility Management (FM) is a relatively new function comprising many disci-
plines, the goal of which is to ensure the functionality of the environment through
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Fig. 1.5 A conceptual
presentation of the integration
of internal
communication (Adopted
from Kalla 2005)
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the integration of people, places, processes and technologies. The scope of this
function includes the integration of the rules of administrating an organization
(economics, organization, management), architecture, behavioural sciences (soci-
ology, psychology) and engineering sciences. Against a background of processes
conducted in organizations, FM appears to be a supportive function for an orga-
nization’s core business. This interpretation can be seen clearly in a definition of
FM included in the BS EN15221-1 (2006) standard. According to this definition
(BS EN15221-1 2006), FM is:

The integration of processes within an organization to maintain and develop the agreed
services with support and improve the effectiveness of its primary activities.

The model presented in Fig. 1.6 indicates that FM can be performed within an
organization or it can be outsourced.

If FM is to support the execution of basic processes, then it should be integrated
with planning processes, in particular strategic planning.

P.A. Jensen stresses that factual relations between FM and corporate strategic
planning can be the following (Jensen 2008):

• Integrated strategic FM. This is an example of completely integrated relations
which provide a place for dynamic, formal or informal dialogue between cor-
porate strategic planning and FM.

• Proactive strategic FM. In this case, planning is parallel and interdependent, and
information is exchanged.

• Reactive strategic FM. Plans related to FM are a reaction to an organization’s
strategic initiatives.

• Passive non-strategic FM. FM provides support, but is not involved in the
strategic planning process.
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For organizations functioning in strongly competitive markets, integrated stra-
tegic FM seems to be the best option because of the possibility of achieving a time
advantage.

1.1.4.3 Performance Management

Performance management (PM) is a function allowing the control and management
of an organization’s efficiency by means of Key Performance Indicators which can
apply to profit, return on investment or operating costs. According to the Pro-
curement Executives Association, PM can be defined as (Amaratunga and Baldry
2002):

the use of performance measurement information to effect positive change in organizational
culture, systems and processes, by helping to set agreed-upon performance goals, allocating
and prioritising resources, informing managers to either confirm or change current policy or
programme directions to meet those goals, and sharing results of performance in pursuing
those goals.

In the development of PM, the balanced scorecard proposed by Kaplan and
Norton constitutes a particular breakthrough. Its special qualities include the fol-
lowing (Andersen et al. 2006):

• an alternative approach to strategic planning and the alignment of an
organization,

• new formulas for the evaluation of an organization’s assets,
• a combination of performance measures with reward systems,
• a stronger orientation towards human capital and its development,
• a strong orientation towards customer satisfaction.

Besides the balanced scorecard, a coordination mechanism described by
Mintzberg as one of the significant effective components of an organization can be
considered the second source of the development of PM. This coordination is based
on three basic mechanisms (Mintzebrg 1983): mutual adjustment, direct supervi-
sion, and standardization of employee skills, work processes, and outputs.

It is worth noting that nowadays PM is one of the more popular consultancy
services.

For example, the international company Price Waterhouse Coopers (PWC)
includes in its offer a service called TRACC, which is an integrated system for the
continuous improvement of operating effectiveness. In Poland, this service offered
by PWC was used, among other companies, by SABMiller. Thanks to the imple-
mentation of TRACC, the following benefits were achieved:

• 450 % ROI in 24 months; benefits have continued for 5 years;
• Improved quality from 87 % in 2000 to 97.5 % in 2002;
• Increased throughput by 10 % as a result of more effective, time-efficient

cleaning processes;
• Reduced cleaning-in-place agents by 25 % in one year;
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• Reduced changeover times such as the improvement of a line’s changeover time
from 240 to 45 min,

• Increased machine efficiency from 77 to 88 % in just 2 years.
• Engaged employees in the organization where team building is now considered

a continuous and crucial process that brings accountability and strong com-
mitment from the entire workforce.

1.2 Types of Integration in Management

In the classical sociological approach applied in management, the following types
of integration can be distinguished: normative, functional, communicative and
cultural. This division was proposed by Landecker (1951). Of course, sociologists
have mainly analysed integration occurring at the macro level: that of larger social
groups or the whole of society. Nevertheless, specialists in the sociology of man-
agement, labour and organization have made various attempts to describe the
particular types of integration in production or service organizations. In order to
better understand the particular types of integration, it is necessary to refer to
management processes at the level of an individual business organization.

Normative Integration —this notion refers to how particular standards occurring
in an organization are related to one another and to what extent the process of the
integration of particular standards allows the organization to be managed effec-
tively. Organizations have many standards, for example:

• organizational standards—these are included in operating procedures, various
work rules, job descriptions or employee handbooks.

• ethical standards—these are included in ethical codes, company bylaws, as well
as self-assessment models,

• system standards—these apply to particular types of management systems (e.g.
quality, occupational safety, risk, environmental, etc.),

• group standards—these result from culture, norms or behavioural models.

Standards can be characterised as both formal and informal. In the former case,
they are recorded in formal documents. In the latter, they exist and are applied, but
are not necessarily included in official documents. Such standards can be used by
the whole organization or by its parts. Informal standards can be categorised as
positive, accepted, unethical and even illegal.

Standards are created by employees or they can be imposed from the outside, e.g.
by other dominant organizations or different institutions.

Even this short and general review of various standards reveals their abundance.
Some standards can supplement or support one another while others include
mutually exclusive principles. It is therefore imperative that they are integrated.

It is believed that normative integration occurs if the following conditions are
fulfilled:
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• the organization’s employees and other stakeholders (such as suppliers, cus-
tomers, owners, etc.) have to accept the system of standards existing in the
organization,

• higher integration levels facilitate management processes (e.g. particular stan-
dards are not mutually exclusive),

• stakeholders’ behaviour is consistent with the approved standards.

Functional Integration means such an arrangement of particular employees’ roles
and functions that each of them is indispensable for the organization and contributes
to the achievement of its objectives (Jacher 1976). This integration expresses itself
through the degree of developed relationships among employees, who provide each
other with services resulting from the division of labour (Turowski 1993).

Such a perception of functional integration is highly relevant, despite the recent
proliferation of organizational structures. In contemporary organizations,
employees assume different roles and carry out different functions. However, the
very notion of function can be interpreted in various ways Classical management
theory refers to management functions. These functions are as follows: planning,
control, organization, leadership and management. Managers themselves also per-
form different functions, as presented in Henry Fayol’s research. Particular func-
tions are not only performed by people but also by structures, processes, and even
objectives. For example, Griffin (1996) describes functions which are performed
within an organization by objectives. These are motivational, controlling, directing,
and planning functions.

Therefore, the objective of functional integration is to ensure that all functions
occurring in the organization support its development and guarantee the quality of
its processes and, consequently, the quality of its products and services.

An example of such functional integration is the application of Deming’s cycle.
Its particular stages (P-plan, Do-do, C-check, A-act) are intended to supplement and
support one another, and to ensure that the whole product realization process is
continuously improved.

Functional integration occurs provided the following conditions are met:

• particular functions and roles are not mutually exclusive
• employees’ competencies are adjusted to their functions (and such functions can

support the development of their competencies)
• decision making powers are determined, known, and subject to change, if

necessary
• particular activities are harmonized
• employees performing different functions depend on one another but simulta-

neously enjoy a necessary degree of autonomy, allowing them to undertake pro-
quality initiatives.

Communicative Integration means sufficient intensity of relationships and
contacts among employees in order to guarantee their cooperation and achievement
of planned objectives. It is obvious that a level of communicative integration
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depends on a number of organizational factors (e.g. opportunities for direct coop-
eration or frequency of contacts) as well as technical factors, opportunities for the
sharing of knowledge, data or information, It is also dependent upon which com-
municative competencies employees have and use.

The achievement of communicative integration is facilitated not only by ade-
quate work organization or resource allocation (e.g. adequate technical equipment)
but also by the following:

• logic of messages
• uniformity of information (provision of consistent, non-contradictory

information),
• clear determination of access to information.

Cultural Integration is the least precisely defined concept just as the notions of
culture and organizational culture lack unequivocal clarification. Organizational
sociologists used to believe that the communicative, normative, and functional
types of integration were included within cultural integration as this notion is the
most general and holistic.

However, it can be assumed that cultural integration refers to the degree of
consistency amongst cultural patterns (according to Landecker, Turowski and
others). In an organization, cultural patterns refer to management styles, individual
approaches to the workplace, behavioural models, work input and the maintenance
of relationships with other employees.

Cultural integration is related to employees’ ability to combine their own cultural
patterns with those of a given organization. This process is of considerable
importance in the event of corporate mergers or acquisitions, in supply chains and
all types of relationships among different entities.

The achievement of cultural integration is assisted by the following:

• a low heterogeneity (differentiation of behaviours and attitudes) index,
• a determined hierarchy of objectives,
• strong cultural ties,
• procedures aimed at the reduction of tension accompanying any lack of cultural

integration,
• a sense of community (or, to some extent, interdependence).

Further types are simple integration and complex integration. Jerzy Kurnal
established this distinction (Kurnal 1983). He was of the opinion that simple inte-
gration related processes take place among material elements. On the other hand,
complex integration refers to emotional, intellectual or, generally speaking, psycho-
social factors. Thus, complex integration takes into consideration employees’ com-
petencies and roles performed in various social groups or even organizations.

Integration occurs in the vertical or horizontal configuration, which means that it
applies both to employees holding different positions in the power structure and
those located at the same level of the structure. The former type of integration
occurs, for example, between superiors and subordinates while the latter may apply
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to employees within one organizational unit. Vertical integration does not comprise
employees only.

Vertical Integration is a term denoting the acquisition of a distributor or supplier,
which contributes to the broadening of the scope of business operations. Such
integration is one of the stages in an organization’s development. By increasing its
scope of business activities, the organization strives for greater profitability (Stoner
et al. 2001, p. 285). Viewed as an important corporate decision, vertical integration
has been studied by many researchers. This integration defines a degree of a
business organization’s control over the input of a process or the supply phase (the
delivery of products, semi-products or raw materials) and the process’s output (the
delivery of products and services to customers). Vertical integration can be divided
as follows (http://pl.wikipedia.org/wiki/Integracja_wertykalna):

• backward/upstream vertical integration, in which the dominant entity takes
control over suppliers of particular parts;

• forward/downstream vertical integration, according to which the firm controls
retail outlets and wholesale centres;

• balanced vertical integration, which means that the firm controls the whole
production chain from supply to retail.

An example of vertical integration is the oil industry. In the years 1970–1990
the former oil extraction corporations decided to acquire companies specializing in
oil refinement processes and petroleum product distribution. Such corporation as
Shell or BP started to take control over each product realization stage from crude oil
extraction to the retail sale of fuel at petrol stations. The idea of virtual integration
was applied, among other corporations, by Dell Computers. M. Dell, the company’s
founder, pursued the integration of a number of companies participating at different
stages in the whole product realization process. And his integration did not
resemble relationships occurring between the buyer and the seller. He tried to
establish closer relationships, for example, by pursuing IT integrations (Vertical
integration, The Economist, Mar 30th 2009).

Horizontal Integration is the process of the merger of organizations conducting
business in the same industry sector. Both vertical and horizontal integrations are
considered as strategic integrations. Their objective is to increase sales opportuni-
ties or decrease production costs. The integration of completely different lines of
business is called conglomerate integration.

The Concept of External Integration has also been Researched This denotes
the integration of customers, suppliers, and distributors. Research into the effec-
tiveness of the supply chain shows that internal integration and external integration
constitute a certain whole (Huo 2012).

The most general concept applied in literature on this subject is organizational
integration. It can be assumed that organizational integration combines in itself all
other types of integration essential for the functioning of a firm. It is stressed that
organizational integration has effect on the performance of the organization,
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knowledge sharing and closer cooperation among business entities. It improves the
overall functioning of the organization. The existing definitions of organizational
integration highlight the cooperation process occurring among particular organiza-
tional units and between functional departments and business partners, which requires
determined objectives, a common vision, and knowledge sharing (Turgay and Ek-
emen 2013).

Besides the aforementioned types of integration, it is also possible to distinguish
the following:

Network Integration which takes place within a social network among various
employees (e.g. those working on a joint project). The contemporary organization
constitutes a given whole, capable of functioning thanks to network-based com-
munication. Its development is possible due to the building of a network of social
connections.

Social Integration which occurs within a social system among employees, sup-
pliers, shareholders, distributors, etc. An example of social integration is intellectual
integration, which is possible thanks to the existence of accepted value systems or
ideologies. This type of integration is possible if, within the organization, all
employees embrace such values as justice, solidarity or trust. It is facilitated by the
following two convictions:

• demonstrated commitment will be appreciated, and
• commitment of all employees has the same or similar intensity and it does not

result from willingness to dominate or acquire a particular value for one’s
personal use.

Operational Integration organizations should strive to achieve this by ensuring
an efficient organizational structure and work organization. Such interference can be
divided into the following:

• process integration, which occurs within a particular product realization process
(e.g. among internal customers, organizations making up the supply chain,
various employees involved in the same process),

• structural integration, which should take place among particular elements (e.g.
departments or divisions) of an organizational structure,

• orientation towards common objectives, which becomes possible as a result of
determining measurable goals allocated to particular levels and service teams.

An Example of Operational Integration:
Producing graphite and carbon products, organization X was a typical manufac-
turing organization with clearly defined production and commercial departments.
Its functional structure took into consideration the distribution of production
activities among particular departments and units, from raw material preparation
and milling, through the processes of calcination and graphitization to the final
machining and the division of the commercial activities into sales and marketing.
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The majority of processes had to involve several organizational units. For example,
the process of replying to a request for quotation required the cooperation of
departments which included sales, production preparation, technology procurement,
and quality assurance. Each of them was responsible for one stage of the process (e.
g. the quality assurance department confirmed the possibility of achieving required
product parameters, the sales department proposed delivery conditions, etc.). On
carrying out a detailed analysis of the process of responding to requests for quo-
tation, the company decided to change its organizational structure by gradually
introducing a process structure in place of a functional structure.. As of that time,
particular activities have been performed by a single department responsible for
customer communication. The implementation of the solution was preceded by an
intensive training programme for employees.

Systemic Integration takes place among employees responsible for interdepen-
dent processes (such relationships can be seen in process maps). An example of
systemic integration is integration which occurs within the chemical and physical
composition of a manufactured product or integration of management systems. For
example, a quality management system can be effective only and exclusively if its
constituent elements operate together. The effectiveness of the system depends on
the following factors: managers’ responsibility, management of resources, infra-
structure, product supervision methods, quality improvement activities, data anal-
ysis, and requirements for the process of external supervision.

Economic Integration which occurs among various entities conducting activities
within a common economic system.

With respect to time, short-term integration and long-term integration can be
distinguished. Integration resulting from the particular stages in the development of
social relationships is long-term. Initially, physical contacts or contacts within a
specific environment are developed. These are following by interpersonal rela-
tionships which, in turn, develop into social connections. Short-term integration can
occur in situations of threat, e.g. during restructuring processes.

The practical possibilities of using the particular types of integration are pre-
sented in the Table 1.1.

The classification of integration presented above is and has to be subject to
change in character. In practical management, the particular types of integration
depend on one another. Although their names imply that simple types of integration
exist—i.e. integration which is exclusive to standards, functions or communication
—this is not the case. The existing standards are regularly reviewed and continu-
ously improved. Let us consider normative integration. The name itself refers to
standards, but in practice this type of integration is related strongly to values,
behavioural patterns or legal systems. The same can be said of functional inte-
gration. Its name suggests that it relates exclusively to functions, but in the 20th
century its dependence on the distribution of roles performed by particular
employees had already been proved. The division between internal and external
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Table 1.1 Types of integration and selected examples of their implementation

Integration type Examples of practical implementation

Normative
integration

Creation of normative systems accepted by employees, reviews of applied
standards, periodic evaluation of normative systems with respect to their
mutual impact (prevention of possible conflicts), implementation of
continuously improved socialization and adaptation programmes

Functional
integration

Adjustment of functions to available competencies, entrusting employees
with new tasks after considering their functions in the organization
(prevention of possible conflicts), preparation of employees for new
functions, prevention of conflicts occurring among different functions (e.
g. those of the department manager and the process supervisor)

Communicative
integration

Application of diversified (both technical and social) communication
methods, periodic evaluation of communication system effectiveness,
employee training in communication methods, focus on the legibility of
messages, avoidance of slogans or catchphrases; determination of
communication methods and scope of access to knowledge

Cultural integration Determination of behavioural patterns, development of a trust culture (e.g.
by influencing aspects such as competence or reliability), periodic audits
of organizational culture, combination of culture development objectives
with work discipline principles, focus on the specific organizational
culture in HR processes such as recruitment and training

Operational
integration

Determination of measurable processes allocated to particular functions
and levels, periodic evaluation and adjustment of objectives, application
of process approach principles (evaluation of process input and output,
resource allocation analysis, process monitoring, integration of particular
activities, determination of objectives for processes and evaluation of their
effectiveness, appointment of process owners, determination of indexes
and methods for their assessment)

Systemic
integration

Decision making with respect to the systemic concept (i.e. taking into
consideration relationships among particular systems), selection of
suppliers based on the systemic concept, determination of an
appropriate hierarchy for particular systems

Network integration Introduction of social network development programmes, periodic
evaluation of communication networks. The application of a compelling
theory of quality, facilitating the acquisition and cooperation of many
participants who will be attracted to a particular project

Social integration Implementation of socialization, adaptation, empowerment and social
participation programmes, organizational value systems management (e.g.
attention paid to equal treatment of employees, trust development, etc.)

Vertical integration Evaluation of the effectiveness of integrating activities, evaluation of
acquisition risk, development of a quality chain among entities subject to
integration

Horizontal
integration

Evaluation of strategic risk related to complications resulting from
acquisitions or mergers, functioning of the basis of mutual agreements,
determination of common objectives and profits (the principles of their
allocation)

Economic
integration

At the meso level—establishment of common undertakings or chambers of
commerce At the macro level—government’s proper economic and social
policy, development of investor trust and economic trust. Development of
policy allowing cooperation among various business entities

Source Authors’ own research
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forms of integration occurring among various organizations is a simplification
because an organization’s efficiency depends on the degree of integration amongst
its customers and suppliers as well as its functions and channels of distribution.

1.3 Integration in Organizational Structures

1.3.1 Qualities of Integrative Organizational Structures

Integrative organizational structure should be characterized by a certain set of
qualities. The most important of such qualities are presented below.

Quality 1. Adjusting the Structure to an Uncertain Environment A quality of this
type allows the integration of an organization’s internal solutions with challenges
originating in its environment. In this context, we assume the necessity of an
organization’s adaptation to its environment. According to the structure-contin-
gency paradigm, the higher the environment’s uncertainty level, the more fluid and
flexible structure an organization should have (Lysonski et al. 1995). Starting in the
1990s, major changes in the organizational environment comprised, among others,
the following aspects (Lysonski et al. 1995): new technologies, increasing com-
petitive sophistication, fluctuating commodity process, competitive entries, changes
in government regulations, shrinking brand loyalty, industry oversupply, media
costs, reduced margins, increased trade deal activity and a decline in lead time
necessary for decision making.

The basic dimensions of organizational structures which need to be taken into
consideration in terms of the uncertainty of their environment are as follows: the
degree of decentralization of decision making, the formalization of rules and pro-
cedures, and structural differentiation. The universal recommendations for organi-
zations functioning in an uncertain environment include the following:

• decentralization of hierarchical structures,
• participation of employees at all levels in decision making,
• reduction of the significance of formalization to the planning function and

reduction of its scope in implementation processes,
• implementation of simple and flexible operating rules,
• the higher the level of decentralization in an organization, the more diversified it

becomes, because it is highly probable that its particular departments are
interacting with the environment.

Hunter (2002) is right to note that an environment characterized by uncertainty is
usually also dynamic and complex. In her opinion, process, cellular, quantum, and
political generic structures are the best adjusted to situations characterized by
dynamic changes and complexity.
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Quality 2. Clear Customer Focus A quality of this type results primarily from the
assumption that the success of an organization’s strategy is determined to a con-
siderable degree by its structure. Thus, if a strategy is based on the fulfilment of
clients’ requirements, then the structure should facilitate it. A management concept
which is based strongly on orientation towards customers is TQM. Research into
success in the implementation of the TQM concept reveals the following regular-
ities concerning structural solutions adopted by organizations (Jabnoun 2005):

• preference for a process-based approach instead of a functional approach
(because processes are better subjects of analysis)

• support for the creation of cross functional teams as an addition to, or
replacement of, functional departments,

• increased sensitivity to quality and customers’ needs instead of departmental
affiliations and functional roles,

• promotion of horizontal coordination based on the flow of the work process,
• use of linkages with customers and suppliers,
• increased usefulness of a structure’s organic qualities instead of its mechanistic

ones,
• duality in terms of levels of control (on the one hand, strong control is necessary

for the elimination of diversity and a guarantee of compliance, on the other
hand, customers’ satisfaction is dependent on workers’ empowerment and
learning),

• a low level of centralization and formalization.

Quality 3. Support for Organizational Performance A very important notion in the
analysis of organizational structures supporting organizational performance is
business life cycle. The qualities of such structures should be different at the start-
up, early growth, and maturation phases, respectively. Ultimately, in the subsequent
phases of a business’s development, an organizational structure supporting per-
formance should be characterized by the following (Hunter 2002):

• decentralized reporting relationships,
• decision making based on financial objectives,
• communication regulated along formal lines,
• coordination of work by standardized outputs.

Another interesting relationship is the need to diversify types of organizational
structures depending on an organization’s size. Research conducted among med-
ium-sized and large companies in the UK showed that their results correlated with a
type of adopted structural solution, with organizations of different sizes achieving
different results. For example, (Weir 1995):

• for the medium-sized enterprises participating in the study, holding and multi-
divisional solutions appeared to be optimal,

• for the large enterprises, the best solutions were identified as transitional mul-
tidivisional and corrupted multidivisional.
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Finally, for an organizational structure to contribute to improvement in perfor-
mance, it needs to support organizational learning processes. This recommendation
is based on the results of research which confirmed that organizational learning led
to improved performance because of its reliance on experience (Hao et al. 2012).
Dependencies between solution-related organizational structures and the character
of organizational learning are presented in Table 1.2.

Quality 4. Support for Strategy Implementation This quality of an organizational
structure refers directly to the resource-based approach. According to this approach,
the formulation of an organizational strategy requires the understanding of rela-
tionships among resources, capabilities, competitive advantage and profitability
(Tavitiyaman et al. 2012). An organization’s strategy depends to a considerable
extent on its resources. In this context, the double function of an organizational
structure becomes evident. On the one hand, it can be considered as an important
though intangible resource of an organization, while on the other hand, it can be
treated as a tool for exerting influence on the other resources.

Therefore, organizational structures having the aforementioned qualities are
characterized by coherence, which allows the performance of the integrative
function of such structures. As we can see, a structure’s integrative function has not
only an internal dimension but also an external one (relations with the
environment).

1.3.2 Selected Problems of Integration in Organizational
Structures

Changes in the Designing of Organizational Structures Over the past few years a
number of global trends have appeared in the designing of organizational structures.
The most important of these trends include the following (Nikolenko and Kleiner
1996):

Table 1.2 Organizational structure and organizational learning

Organizational structure Organizational learning

Order-control (specialization, hierarchy,
centralization)

High knowledge sharing and communication

Work teams (low-specialization) High share and innovation but low storage and
retention of knowledge

Ring-form (authority share, double
chain)

Better transference and sharing, storage, normal
acquisition of knowledge

Network (flat and flexibility, authority
share)

High innovation and responsibility to the market,
normal storage

Adopted from Hao et al. (2012)
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• the treatment of structures as one of the key success factors,
• the creation of two co-existing organizational structures (macro structures across

a whole organization) as well as partial structures for organizational compo-
nents, which is visible particularly in corporations,

• the integration of organizational structures with an organization’s environment
by means of a strategy,

• the domination of an organic model of a structure in connection with the dy-
namization and unpredictability of the environment,

• the significant role of strategic business units as a form of making a structure
flexible with respect to particular markets,

• the primacy of information as a form of cohesion between elements of an
organizational structure (partly as a substitute for control),

• the displacement of the functional approach with the process approach,
• the replacement of vertical orientation with horizontal orientation,
• the virtualization of structural solutions, which is related to the growing

importance of technology, trust, orientation towards perfection and elimination
of barriers.

It is interesting that the aforementioned trends are characteristic for such global
leaders as, for example, Apple or Google. These organizations have replaced basic
structural solutions with flexible ones. Among Google’s key organizational values
there are, for example, such statements as: fast is better than slow; demand for
access to information is limitless; excellent is not enough. By contrast, Apple is a
corporation which, on the one hand, develops new product solutions in strict
secrecy, and on the other hand, uses the modern solution of presumption, per-
suading, for example, iPad users to participate in its improvement. The imple-
mentation of users’ suggestions is facilitated by Apple’s flexible organizational
structure.

Problems with Integration in Divisional Structures
Divisional structures are common elements in large multinational organizations.
The scope of problems with integration in such structures depends on the adopted
model of consolidation of performed functions. Two such models can be distin-
guished (Daugherty and Droge 1997): a line and staff model and a model based
exclusively on the staff element. The concept of the linear-personal model is pre-
sented in Fig. 1.7.

In this model, the integration of selected functions (e.g. logistics, marketing) is
effected completely through centralization. Such a solution is adequate for a situ-
ation dominated by advanced outsourcing and the use of external suppliers in the
performance of particular functions.

In the model based on staff activities alone (Fig. 1.8), integration occurs
exclusively at the corporate management level and is characterized by the staff
dimension. Thus this integration concerns the strategic aspects of the management
process while tasks related to the functions are performed by particular business
units.
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Problems with Integration in Matrix Structures
The consequence of using matrix structures is the appointment of multidisciplinary
teams whose members initiate cooperation, going beyond traditional functional
affiliations. The basic problems with integrating people’s efforts in the multidisci-
plinary dimension concern mainly the following (Rees and Porter 2004):

• the appropriate selection of team members based on their specific training
requirements,

• a situation in which a line manager is responsible for a few disciplines,
• appreciation of informal authority on the part of the team leader,
• limited powers of a team leader to manage resources,
• a situation in which a multidisciplinary team functions in a weak base structure,

which results in lack of support from functional areas,
• the need for special motivation of team leaders,
• reintegration of a team after the completion of a task.

A response to the identified threats should include the sanctioning of a multi-
disciplinary team leader’s powers and the strengthening of her position, the
assurance of administrative support necessary to coordinate a team’s work, and
regular reviews of a team’s work progress.

Corporate management

Business 
unit A

Business 
unit B

Business 
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Fig. 1.7 The line and staff model of consolidation in divisional structures
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Fig. 1.8 The staff-only model of consolidation in divisional structures
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Problems with Integration of Teams in Organizational Structures
Currently, two major problems related to team integration may arise. One of these is
a universal problem concerning a team’s performance, while the other results from
the specific nature of managing multinational teams. Team integration oriented
towards achievement of optimum performance should comprise the use of the
following tools (Senior and Swailes 2004):

• a proper management of a team’s objectives (definition of objectives, their
acceptance by employees, their involvement in the achievement of objectives),

• a team’s organization (roles and scopes of responsibility, decision making,
problem solving, process planning, task distribution, evaluation),

• leadership (role of a leader, support for a team, support from a team, operational
control),

• a team’s climate (commitment, respect for differences, openness, participation in
decision making),

• interpersonal relations (communication styles, reporting among team members,
joint calendars),

• communication within a team (constructive conflicts, proaction, frequency of
contacts),

• team composition (mix of personalities, mix of skills, defined team roles, team
size).

A particular challenge, however, is the integration of teams whose members
come from various countries. Besides typical problems occurring in any team there
is an additional issue of cultural diversification. Therefore, in the case of interna-
tional teams special emphasis is placed on the following (Iles and Hayers 1997):
selection of a project manager (taking into account the complexity of functions to be
fulfilled by the project manager), recruitment and selection of team members (e.g.
on the basis of Belbin’s model), active and sequential team management (including
such phases as forming, storming, norming, performing), team work reviews and
evaluations.

1.4 Synergy Effect in Management

The practice of management refers to synergy, emphasizing the need for analysing
processes with respect to their effectiveness, allocation of resources, and relation-
ships and dependencies occurring within a system. Currently one of the most
important challenges is to achieve synergy effects among various quality man-
agement systems. For many years researchers have been discussing the extent to
which the implementation of integrated systems helps businesses to improve their
economic results. In other word, what is more cost-effective: the implementation of
one system based on the ISO 9001 standards or the implementation of a complete
integrated system? Disregarding different possibilities of integration, it can be said
that in the case of many management systems (quality, risk, environmental, OHS),
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full integration occurring in the documentation and operational areas is important.
Some research indicates that organizations which have many management systems
function better than those in which management is based on a single system (e.g.
Casadesús et al. 2011). However, management practice shows that integrated
systems implementation does not always result in synergy; it is not always possible
to integrate objectives, documentation or operations, and in some cases there is a
visible increase in bureaucratic procedures.

The achievement of synergy effects is not always an easy task; it is necessary to
bear in mind its limitations as well as to ensure conditions favouring integration
and, consequently, synergy.

1.4.1 Notion of Synergy

According to the theory of management, if at least two elements cooperate with one
another, the sum of their individual results is greater than it would have been if they
had worked separately. Those “elements” are people, but also social groups, and
even sub-systems making up an organization. The word “synergy” comes from
Greek (synergós) and means combined actions or cooperation of factors which is
more effective than the sum of their individual efforts (http://www.slownikonline.pl/
kopalinski/45FCA86F72994BCA4125659A007D53A2.php accessed 14.09.2013).
Sometimes synergy is illustrated by means of the following formula: 2 + 2 = 5 or
more.

According to the Economist (http://www.economist.com/node/14301509,
accessed 10.02.2013), the notion of synergy was introduced into business language
by Abraham Maslow (it was adjusted to his non-authoritarian model of organisa-
tional structure). Earlier, during the Second World War, it had been used by the
anthropologist Ruth Benedict, who referred to synergy, describing cooperation
among social groups.

In order to understand properly what a synergistic effect is, reference can be
made to an example from the world of sport. Success in all team games depends on
the extent to which particular players can cooperate with one another, the roles
entrusted to them are mutually beneficial, and their positioning is advantageous for
the whole team. It is sometimes the case that a team is composed of outstanding
individual players, but its results are much worse than those expected. There are
also teams who achieve the best possible results, even though they are made up of
different players with various skills and abilities, not all of whom are outstanding.
The situation is similar in service and production organizations, as was observed by
Frederick W. Taylor, who advocated a scientifically-based selection of employees
who should be allocated duties based on the degree of compatibility between
particular tasks and their individual skills. These mechanisms were described in
detail by Russell L. Ackoff, who advanced the thesis that “the sum of a system is
never equal to the efficiency of its constituent elements” (Ackoff 1993, 103). Ackoff
gives the example of people who want to assemble the most outstanding car in the
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world. They assume that is suffices to collect parts from the best cars available and
subsequently put them all together. However, even if particular parts could be put
together, such a car will surely be a poor product.

The notion of synergy is sometimes identified with the notion of dependence.
For example, synergy is described as something which should occur between
learning processes or between what employees receive from an organization and
what results from their needs. It is also believed that a synergy effect should take
place between employees’ competencies and motivation, organizational efficiency
and technical devices supporting processes (Calabrese 2012).

The notion of synergy should not be confused with the notion of consistency.
For example, IT specialists are convinced that there should be consistency among
messages conveyed by call centre employees, web site content, and information
provided by business agents or representatives. Quality auditors pay attention to
consistency which should occur in the determination of various strategic, opera-
tional, quality or environmental objectives. Consistency is one of the prerequisites
for both integration and synergy.

When the notion of synergy is discussed, it usually refers to social synergy
which is the outcome of cooperation among employees. However, this is not the
only type of synergy. Research conducted by Knoll (2007) has resulted in the
description of different types of synergy. It is possible to distinguish the following
synergy types:

• financial synergy, which is the effect of the integration of financial resources,
• operational synergy, which occurs when various operational resources are

combined,
• market power synergy, which results from the integration of various opportu-

nities for functioning on the market (e.g. by merging the activities of two
companies operating on the same market) (Knoll 2007).

Other types of synergy obviously also exist, which can be related to the afore-
mentioned classification of integration types. Taking into consideration the role of
organizational culture in the creation of relationships, it is possible to refer to
cultural synergy or even network synergy. The former type of synergy is visible in
multicultural companies which succeed in using their cultural diversification to
enhance cooperation and improve efficiency. The latter is visible where new
products are developed in cooperation with customers or users of various Internet
forums.

Synergy can be achieved in different ways, for example, through reorganization.
Such synergy is termed positive as it results from knowledge and effort. On the
other hand, synergy effects can be achieved when an organization acquires one of
its suppliers. In such a case, thanks to the merger of two organizations, customers
acquire lower prices, but this synergy does not have to be preceded by reorgani-
zation processes.
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1.4.2 Forms of Synergy

Business synergy appears in one of the following six forms (Goold and Campbell
1998):

A. Shared know-how
The exchange of knowledge and experience is indispensable for efficient
functioning and the achievement of synergy effects. In practice, however, this
raises the question: how can employees be encouraged to share knowledge?
Good organizations encourage not only their employees but also all stakeholders
to share knowledge and experience; they identify their key competencies and
foster their development. Know-how is included in formal procedure and
instructions, but it also exists in the form of silent and covert knowledge shared
amongst employees. It is embedded in an organization’s value system.

B. Coordinated strategy
Individual business units carrying out tasks entrusted to them cannot compete
for customers. However, cooperation among particular units is very difficult
because of their pursuit of autonomy and independence. Management practi-
tioners stress that a synergy effect which can be achieved by ensuring cooper-
ation in the attainment of strategic objectives is vital.

C. Shared tangible resources
The joint use of the same tangible resources frequently becomes a necessity. For
example, there is no need for each business unit to run its own research labo-
ratory. A proper allocation of tangible resources is simply cost-effective because
it prevents redundant duplication.

D. Pooled negotiating power
The so-called pooled negotiating power strengthens an organization’s position in
the process of negotiating delivery terms and conditions. It results in better
chances for eventual success. Therefore, the negotiation process, involving not
only suppliers but also other stakeholders, can have a positive impact on the
acquisition of benefits. Negotiating power increases if, for example, procure-
ment activities become centralized. Particular business units centralize the
procurement process by entrusting its management to the most competent unit.

E. Vertical integration
The coordination of the flow of products and services from one unit to another
reduces inventory costs, accelerates the development of new products, avoids
wastage, and increases capacity utilizations.

F. Combined business creation
The creation of new businesses has to take into consideration the process of
integrating knowledge held by the different business units within an organiza-
tion. Frequently it becomes necessary to establish internal alliances and joint
ventures.
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1.4.3 Integration Versus Synergy

Research conducted so far indicates that direct relationships between integration
and synergy occur. These concern the following: relations among complementarity,
integration and autonomy (Zaheer et al. 2013), dependencies between vertical or
horizontal integration and synergy (Nagurney et al. 2010), a synergy effect resulting
from cooperation among various entities within a supply chain (Narasimhan et al.
2010), and the integration of different management concepts.

First of all, if complementarity and not similarity is the source of synergy, then
both integration and autonomy can be achieved. Similarity negatively moderates the
relationship between complementarity and autonomy when (Zaheer et al. 2013,
p. 604). In practice, it is believed that too high a level of integration does not favour
synergy because it constitutes an obstacle to independent autonomic activity or the
taking of important decisions. The same can be said of the integration of both
employees and businesses (in the case of vertical or horizontal integration and
summary alliances). In fact, the problem is much more complicated because sim-
ilarity can be a serious barrier to synergy while complementarity—that is mutual
complementation or support among individuals, social groups or organizations—
leads, under certain conditions (e.g. effective work organizations) to an energy
effect.

Secondly, it is assumed that both vertical and horizontal integration should
facilitate the achievement of synergy (Nagurney et al. 2010). However, in this case
a lot depends on management skills—the integration of planning functions and
distribution, the control of the supply chain, the initial integration costs, etc.

Thirdly, it is assumed that integration occurring between the supply chain and
the product realization process allows the achievement of a synergy effect. The
supply chain makes sense not when a simple relationship between two organiza-
tions occurs, but when cooperation among many entities results in synergy. “The
findings show positive complementarities between PPT-(product-process technol-
ogy) integration and supplier integration with respect to quality, delivery, and
process flexibility. Also, positive complementarities exist between PPT integration
and customer integration with respect to quality and new product flexibility.”
(Narasimhan et al. 2010).

Finally, it is generally believed that the combination of management methods
and concepts should lead to synergy. For that reason, management practitioners
have made numerous attempts to bring together the ideas of TQM, reengineering,
lean manufacturing or corporate social responsibility. They have also discussed the
possibilities of acquiring synergy effects as a result of combining the concepts of
TQM and sustainable development.
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1.4.4 Difficulties in Achieving Synergy

In order to achieve synergy, organizations resort to a wide range of management
tools. Most of these tools can be divided into two groups.

One of these comprises activities of the organizational character. Cross-func-
tional and interdisciplinary teams are established, processes and their particular
stages are integrated, and the PDCA cycle is used. All key processes are subject to
standardization and continuous improvement, mainly with respect to their
effectiveness.

The other group comprises activities related to the improvement of an organi-
zation’s social potential. Employees are motivated and encouraged to share
knowledge or create new knowledge resources. Organizations implement special
motivational programmes encouraging employees to cooperate, share experience,
and develop team work and leadership skills.

In practice, however, the achievement of benefits resulting from the application
of such tools is very difficult. According to Goold and Campbell (1998), there are a
few reasons for this problem.

Firstly, when implementing various programmes oriented towards energy
achievement, managers tend to overestimate potential benefits without carefully
considering all costs related to the achievement of a level of cooperation which
favours the occurrence of synergy. Any growth achieved by an organization as a
result of synergy is almost always related to costs, hence the notion of the cost-
effectiveness of synergy. The true profit is the added value acquired in consequence
of integration, less the costs of synergy.

Secondly, it is too frequently believed that the knowledge required for the
achievement of synergy is inherent to an organization and there is no need to search
for externally, for example, through the application of benchmarking.

Thirdly, the negative consequences of implementing synergy-oriented pro-
grammes are underestimated. Such programmes frequently involve considerable
changes and may cause disintegration in their initial stages.

Synergy resulting from mergers and acquisitions is also something elusive.
Contrary to declarations made by some consultancy firms, the achievement of a
synergy effect is not an easy task. There are two reasons for this (http://www.
economist.com/node/14301509, accessed 10.02.2013):

• Managers pay too much attention to negotiations concerning the prices of the
integration process itself, but they are not always able to estimate the true total
costs of mergers or acquisitions.

• Managers do not appreciate the importance of cultural values, which frequently
hinders integration processes in various entities.

It has been observed that the achievement of synergy is difficult because of the
existence of two groups of managers: those with management contracts and those
working under employment agreements (Lewis 2009). Currently one of the major
problems related to the achievement of synergy is the occurrence of two types of

1.4 Synergy Effect in Management 31

http://www.economist.com/node/14301509
http://www.economist.com/node/14301509


employees: permanent and temporary. This division of employees has always been
present. However, as a result of the economic crisis of the first decade of the 21st
Century, the number of people employed on a part-time basis or under fixed-term
employment agreements has risen dramatically.

1.4.5 Conditions for Achieving Synergy

A synergy effect should take place among particular processes or systems and their
respective parts. In management practice, it is assumed, for example, that a synergy
effect should occur between quality management processes and marketing pro-
cesses. Management specialists highlight the necessity for synergy between quality
management systems and supply chain management. There is universal agreement
that synergy effects need to be apparent. In reality, however, even research focused
on synergy issues shows the existence of relationships and dependencies between
particular processes, rather than what is commonly referred to as synergy. In other
words, researchers are frequently unable to prove the occurrence of the added value
which should be acquired when an organization’s key operating processes have
been integrated. Thus a serious challenge for management specialists is the mea-
surement/assessment of synergy effects. This raises the question: How can it be
proved that two cooperating sub-systems achieve better results than those they
would have achieved if they had operated independently? The problem does not
only concern the determination of indicators for particular processes, comparison of
performance or operating costs. The essence of such measurements is to determine
the key factors which contribute to cooperation.

On the basis of the study of literature available on this subject and the authors’
own research, it can be said that a synergy effect is possible if:

A. A high level of trust exists,
Trust plays a dominant role in cooperation among people. Its absence results in a
lack of social capital, because trust constitutes the most important element of
such capital. The lack of trust results in circumstances in which cooperation
costs increase and pressure is put on the control and security of mutual rela-
tionships which do not support either synergy or cooperation.

B. The work of teams is well organized and their members represent compatible
competencies
However, it had already been proved at the beginning of the 1970s that a great
deal could depend on the type of work performed. Ivan Steiner (1972) distin-
guished the following three types of tasks:

• additive tasks, the final result of which depends on how all employees work
on a given task,

• disjunctive tasks, the result of which depends on the most competent team
member (these are, for example, mathematical tasks),
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• conjunctive tasks, the result of which depends on the work of the weakest
team member.

A team acquires an advantage over an individual if it carries out disjunctive
tasks; this does not have to apply to additive or conjunctive tasks. A lot depends
on how work is organized, what tasks a team has to deal with, whether a team
depends on other teams, the degree to which team work efficiency is dependent
on the opinion of other people or groups, etc. For example, Morten Hanson’s
research has shown that a considerable degree of consultation among team
members did not support effective decision making processes at all. Team work
has its advantages, but also disadvantages (The Economist, Schumpeter of
7.08.2013, p. 55).

C. Existing objectives are accepted and attractive
Theoretical studies into a synergy effect include the very optimistic assumption
that people can unite around a common goal. Cooperation supported by moti-
vational systems is to contribute to the achievement of a synergy effect. How-
ever, the problem consists of the fact that employees’ goals and expectations can
differ and the determination of one superior goal does not always favour the
occurrence of synergy, in particular if such a goal is rather unspecified or distant.
Meanwhile, the existing goals have to be accepted by, and remain attractive for,
both employees and other stakeholders. Simple goal management tools consti-
tute a basis for the achievement of a synergy effect. However, such goals cannot
be contradictory (in other words, this process should be characterized by inte-
gration). The attractiveness of goals is important for the motivation of people
participating in particular projects and also for increasing the number of such
people.

D. An organization has an optimum level of solidarity
Management science distinguishes vertical solidarity (with superiors) and hor-
izontal solidarity (with co-workers). These two types of equity do not always
appear together, which impedes cooperation and the achievement of synergy.
Contemporary organizations pay increasing attention to organic solidarity.
Within such solidarity, “each person carries out diversified, but mutually
indispensable and complementary activities, by exchanging goods or cooper-
ating with others” (Sztompka 2002, p. 500). Lack of equity causes a decrease in
the levels of satisfaction, trust or commitment. It favours counterproductive
behaviours. A strongly perceived inequity can lead to industrial action or riots.
Equity is necessary for the development and maintenance of other values such
as commitment and satisfaction. Thus it indirectly supports people’s efficiency
and motivation, and possibly the effectiveness of initiated activities. The equi-
table treatment of employees and the inclusion of this value in management
practices favour the acquisition of cultural synergy.

E. There is no permanent conflict of interests and roles
A conflict of interests concerns not only members of the same team, but it has to
be analysed from the point of view of roles performed by employees in an
organization. For example, employee X is both a member of a team responsible
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for quality planning and a participant in a quality circle. Her position in various
teams is diversified, which results from her willingness to emphasise her input in
the work of the quality circle in compensation for her inability to use her
competencies within a formal organizational unit responsible for planning. Her
behaviour raises suspicions and conflicts. Eventually other employees are
unwilling to cooperate with her.
Conflicts are common phenomena. It has been argued that conflicts play an
integrating role. However, this is based on the condition that their resolutions are
positive, in the sense that they strengthen social groups and do not cause a
feeling of inequity. However, too many conflicting roles and interests prevent
the achievement of a synergy effect.

F. There is a possibility of organizing work in such a way that different behaviours
and attitudes do not conflict, but complement one another.
Employees represent different attitudes towards work. Their behaviour is deter-
mined not only by an organization’s structure or a formal work organization
system. Some people are innovative; others expect a high level of support; some
very quickly enter into numerous interactions and create strong social networks,
while others represent conservative attitudes. The reconciliation of such opposing
attitudes and behaviours is a key task for those who want to achieve synergy.

G. Employees do not play destructive games
The problem of destructive “games” was already encountered in Ford’s factory.
When in 1913, Henry Ford managed to implement his famous production line as
a foundation for the manufacture of 15 million Ford T cars, his employees
ceased to cooperate in a traditional way. Unable to satisfy each other’s needs,
they were inclined to play various games and jokes. For example, they glued
cardboard boxes to the production line or changed particular functions in cars:
the pressing of an accelerator started a horn or windscreen wipers. Nowadays
employees also purposefully play various games (e.g. good cop/ bad cop; busy
holidays; what will you do when you catch me? etc.).
There are different motivations and goals in playing such games, but social games
almost invariably hinder cooperation and prevent the achievement of synergy.

H. The process of arriving at a synergy effect is purposeful and deliberate.
In practice, it becomes necessary to maintain a balance among various values in
order to achieve a synergy effect and to intentionally create synergy between
employees and customers.
Large companies which are aware of the problems they encounter in producing
synergy effects try to develop special programmes. An example of such a
successful programme is “Integrated Communications System for Managing”
implemented by Alcan Aluminium Corporation. The programme comprised five
parts: a job description, particularly with regard to employees’ responsibilities;
management by objectives; determination of the responsibilities of a person’s
job in relation to those with whom he interfaces, the “zero-based budgeting”
approach; planning which includes both the short-term and long-term perspec-
tives (Gentles 1984).
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I. Clearly defined responsibilities and powers exist.
Clearly defined responsibilities and powers are of primary importance in any
management system. However, problems may occur in relation to the under-
standing of responsibility. First of all, once defined and specified, responsibil-
ities must undergo periodic reviews. The main reason for such reviews is not
changes in product realization processes, but rather the fact that responsibility
can constitute a serious barrier to the achievement of synergy. For example, the
excessive emotional costs of responsibility incurred by both managers and
employees do not favour the occurrence of synergy. Secondly, responsibility
cannot be depersonified. The determination of institutional responsibility (e.g.
the belief that responsibility for the cleanliness of an area lies with a municipal
sanitation department rather than a particular person,) does not support synergy.
The determination of responsibility is important, not only for a synergy effect
which can be achieved within an organization. In the case of larger projects, it is
important to ensure that responsibilities and decision making powers do not
impede cooperation, which can happen, for example, if one entity occupies a
dominant and privileged position in a system.
There are obviously many more conditions for the achievement of synergy
effects. One of these is a proper integration of technical, economic, social, and
organizational systems. This analysis is based on the assumption that the
achievement of synergy through integration depends to a considerable extent on
social integration and the degree to which people are capable of cooperating
with one another. Social integration forces the occurrence of organizational
changes and is undoubtedly the most important condition for the achievement of
synergy.
Synergy requires competencies in process and project management. If synergy
effects are favoured by cooperation, then competence in the use of methods and
techniques enabling the optimization of conducted process is necessary together
with social awareness concerning the functioning of employee groups. Synergy
effects can be achieved not only within organizations, which usually require a
reliable diagnosis of processes, but also through the management of external
projects or the consolidation of various entities.
It should be remembered that synergy can occur not only in conditions of high
trust or the absence of destructive conflicts (because conflicts are a common
phenomenon). The very notion of synergy indicates that the achievement of
higher efficiency is a dynamic and changing process. A considerable capacity
for adaptation as well as an ability to learn and acquire new ideas is necessary
for a synergy effect. There are organizations characterized by a large adaptation
capacity and organizations whose adaptation capacity is rather limited (Harris
2004). Organizations with high synergy capacity are organizations where people
cooperate with one another and such cooperation is not enforced, but it results
from adopted customs and traditions. Thus cooperation is a social standard and
not something imposed from the outside. Employees know that planned activ-
ities are beneficial for them as individuals and also for whole groups. Even if
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such organizations are multicultural, they manage to achieve cultural synergy.
Organizations characterized by low synergy capacities are dominated by indi-
vidualism. The dominant individualistic approach to work is strong enough to
prevent integration with other employees, which in turn hinders knowledge
management processes. Such organizations do not use empowerment. Systemic
solutions or policies are more important than employees and even customers.

1.5 Conclusions

Integration plays a key role in the organizational management process. For prac-
tising managers, it is important to know what type of integration they have to deal
with. Hence the necessity of knowing different types of integration and their
development methods. From Landecker’s classic concept, it can be concluded that
cultural integration is the most difficult to achieve. Simultaneously it should be
remembered that management efficiency will depend on normative, functional, and
operational integration. For example, effective process management requires
knowledge of the development of process integration which occurs among partic-
ular operations and stages of product or service realization processes.

Different systems of organizational integration should already be taken into
consideration at the stage of designing organizational structures and, subsequently,
during reviews and modifications. It should be remembered that structures exert
influence on a communication system, leaders’ behaviour, roles performed by
members of an organization (role conflicts), perception of conflicts or work effec-
tiveness. Organizational structures impact decision making processes. The key
processes identified need to have influence on the final shape of decisions. Key
processes are those that have a direct impact on customer satisfaction, run through a
number of organizational units, and are related to basic product realization. It is
important to carry out periodic evaluations of structures, taking into consideration
their specialization, standardization, coordination, and centralization: the size of
units, their shape, range, and connections, as well as relationships between struc-
tures and processes.

Managers have to remember that the source of synergy is complementarity, and
not similarity. Hence such a high importance of cross-functional competencies or an
interdisciplinary recruitment of employees for a team. Synergy effects can be
achieved in both manufacturing processes through the proper allocation of
resources, the integration of key processes with auxiliary processes, the elimination
of barriers which may occur at particular stages of product realization and the social
system, on condition that a high level of trust exists and there are no conflicting
interests or objectives. The measurement of synergy effects remains a serious
challenge. In economics, it is assumed that progressive integration among various
entities can be followed by a reduction in the costs of promotion and new product
development. This assumption appears to be correct. The costs of promotion can be
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lower, but the costs of integration itself have to be borne in mind as well. A good
solution is to compare costs incurred in the implementation of integrated projects
and individual ones. Project integration allows managers to reduce the costs of
consultancy services, external services and supplies.
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Chapter 2
The Main Conditions for Integration
Success

This chapter presents examples of the required conditions for successful integra-
tions. Part One includes a discussion of the concept of trust. In the past few years
this notion has been a popular subject in management sciences. Articles written by
scholars working in the field of management sciences have demonstrated the sig-
nificance of trust amongst people, management processes and external relation-
ships’ management. Trust can be categorised in a variety of ways (e.g. as
knowledge-based, characteristics-based, dispositional, institutional or competence-
based) and dimensions (e.g. in terms of reliability, competencies, predictability). A
correct identification of the varieties of trust and knowledge of its dimensions
allows for a practical development of trust management programmes. In such a
short sub-chapter, it is only possible to present a small selection of examples
proving the importance of trust in the economy: the management of knowledge,
people, and changes, and the development of safety, quality, and productivity. Trust
is a value which allows enables social integration. This value results in an increase
in the importance of cooperation and a decrease in the costs of control.

A large number of publications have been devoted to organizational culture. It is
generally believed that it is culture that determines how an organization functions;
to what extent it is capable of developing, acquiring and using knowledge; and
whether it has potential to adapt and innovate. Integrating culture favours knowl-
edge management processes (acquisition of knowledge, application of new ideas,
etc.). While culture itself can fulfil an integrative function, integration processes
occurring among various stakeholders have to be carried out with a specific purpose
in mind. In this part of the book, the authors refer to only one example of a
relationship taking place between an individual and an organization. The globalized
economy is characterized, among other things, by the growing importance of
knowledge concerning methods of cultural integration, especially in multi-cultural
organizations operating in many parts of the world and in various cultures. Cultural
differences occurring in outsourcing processes are also of considerable importance.
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2.1 Organizational Trust

In any discussion of integration, it is impossible to avoid the notion of trust. How
can integration and synergy be achieved if there is no trust within an organization?
How can the integration of quality management systems be set in motion if one is
not convinced that such integration will prove both cost-effective and successful in
terms of its functionality? How can one manage a supply chain if one does not trust
one’s buyers? Every day these and similar questions are on the minds of people
managing various organizations. Trust has an enormous influence on economic
behaviours. It favours efficiency, decreases control costs, and facilitates mutual
learning processes and cooperation. It is one of the key social elements in an
organization.

2.1.1 Definitions of Trust

There are many definitions of trust in the literature on this subject. These can be
divided into a few groups. Thus trust is defined as:

1. A state expressing acceptance of what will happen in the future despite the fact
that the future is uncertain.
This group includes definitions describing trust as a wager on the uncertain
future actions of other people and a readiness to accept other people’s behav-
iours (e.g. Sztomka 2007; Mayer et al. 1995).

2. An element of social capital and/or a resource, thanks to which an organization
can function and develop properly.
This group comprises definitions treating trust as an element of social capital
(Prusak and Cohen 2001) or an organizational resource (Gambetta 1988).

3. A necessary foundation of human interactions. A value which makes coopera-
tion possible.
For example, trust is defined as a foundation of social interactions or a valuable
resource located in organizational or interpersonal relationships (Weber et al.
2005).

Through analysis of various theories and definitions, we can identify the fol-
lowing characteristic features of trust:

• Trust depends on risk: if the results of undertaken tasks/projects were known in
advance, trust would be unnecessary.

• Trust is connected with a relationship between two people, who are called actors
according to the theory of dramaturgy or agents according to the theory of social
exchange. If this relationship did not exist, there would be less need for trust.

• Trust is accompanied by susceptibility: risks and relationships contribute to the
occurrence of susceptibility or vulnerability.
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• Trust is related to future expectations: actors accept susceptibility in relation-
ships with others if they have positive expectations for the future.

• Some types of trust are inherent, while others result from contracts (Bugdol
2010).

2.1.2 Types of Trust

There are many different varieties of trust. Taking into consideration the character
of this work, we should select a few particular types of trust from among those
described in literature to date. Therefore, the basic selection criterion will be a
relationship between a particular type of trust and integration processes. With
respect to this criterion, it is possible to distinguish the following types of trust:

• Knowledge-based trust, which ensues from the possibility of predicting people’s
behaviour on the basis of a history of interactions (the better we know someone,
the better we can predict their behaviour, and predictability increases trust)
(Robbins and Decenzo 2002).

• Characteristics-based trust, which means that people with similar characters and
experiences are better at understanding one another’s needs and expectations.
We are convinced that those people belonging to our group are loyal to us and
understand our needs. That is why we can trust them (Hummels and Roosendaal
2001).

• Dispositional trust, which is understood as an inclination or tendency to believe
in other people’s positive attributes. This type of trust is particularly important at
the initial stage of making new friends in a work environment. Such a tendency
determines further stages in the development of social ties (McKnight et al.
2004).

• Institutional trust, which is not trust in an institution, but trust related to a formal
organizational structure ensuing from established procedures (formal standards
enhance such trust, and to some extent guarantee the predictability of other
people’s behaviour).

• Competence-based trust, which is trust in competent (masterly/capable) people
in possession of a sound knowledge of standard procedures. Such knowledge
should be demonstrated in everyday work performance. It is the trust which is
placed in aircraft pilots and technicians by passengers boarding a plane. A high
level of trust occurs when another person is regarded as an expert, competent in
their work and capable of applying the knowledge they possess in a variety of
situations (e.g. crisis ones).

The aforementioned examples of different types of trust can be very useful in
analysing integration processes. For example, knowledge-based trust proves that in
social integration processes, a significant role is played by the competencies of
personnel, in particular their experience. For this reason, people who have not
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earned the trust of others are worse at establishing relationships and thus hinder
cooperation and achievement of objectives. Trust has been compared to a mirror
which, once broken can be glued back together, but it will remain forever damaged
and misleading. Two other types of trust—characteristic-based trust and disposi-
tional trust—emphasize the role and importance of personality traits together with
tendencies visible in the expression of the so-called “credit of confidence.” Such
credit frequently results in stronger commitment amongst newly recruited
employees. Thanks to dispositional trust, all forms of socialization and adaptation
processes are possible, facilitating social integration.

Confidence-based trust clearly emphasizes the role of managers in integration
processes. Particularly in situations of uncertainty, people need recognizable
authorities. On the one hand, institutional trust shows us the importance of a formal
structure itself in integration processes, while, on the other hand, it also proves the
weakness of various procedural solutions. The very fact that procedures exist does
not guarantee success in integration processes. What is more, the existence of
institutional trust can be a major obstacle in the manner of achieving a satisfactory
level of integration. In many companies employees think that procedures exist only
to be followed. Quality management systems, however, pay attention to the
improvement of procedures or proposals for corrective or preventive measures.

2.1.3 Dimensions of Trust

The basic dimensions of trust include the following: reliability, dependability,
competence, predictability and kindness.

A reliable behaviour is one which is consistent with promises, even if such
promises do not maximize benefits (Francois and Zabojnik 2005). In management,
managers’ reliable behaviours perform an instrumental role. The level of trust
depends on their reliability. The absence of reliability is usually connected with the
disappearance of trust. It is, however, also possible to refer to the reliability of an
entire organization. In this case, reliability is related to honesty in terms of the
delivery of functional, useful products which are regarded as dependable and
reliable.

According to the ISO 9000:2005 standard, dependability is “a general term used
to describe a facility’s readiness and factors impacting this readiness such as
resistance to damage, operability, and provision of maintenance measures” (EN ISO
9000:2005, 3.5.4, p 37). This term applies to behaviours, processes (their results),
and systems. Dependability plays a key role in the evaluation of other people and
products. Within a dependability structure, the following elements should be dis-
tinguished: certainty, safety, and flawlessness (Bugdol 2010).

Competencies constitute another dimension of trust. There are numerous cate-
gories of competencies. Oleksyn (2006) lists the following: experience, skills,
creativeness, innovativeness, responsibility, enterprise, professionalism, flexibility,
ability to cooperate, communication competencies, assertiveness, effectiveness, and
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efficiency. According to the ISO 9001:2008 standard, competencies are: knowl-
edge, experience, qualifications and skills (ISO 9001:2008, item 6.2). Rostowski
(2003) enumerates as many as eight different categories of competencies: skills and
abilities, knowledge, physical competencies, styles, personality, principles and
values, and interests. According to a more common classification, categories (ele-
ments) of competencies can be divided into soft and hard. Soft elements include,
among others, motives for action, awareness and attitudes, while hard elements are
those which can be examined or analysed more easily, for example qualifications or
skills. It is assumed that competence-based trust can be defined as the conviction
that held competencies are sufficient so far as the execution of tasks at hand is
concerned. Predictability is a term referring to particular people’s beliefs concerning
possible future behaviours, actions or results. A predictable behaviour is one which
does not have an alternative. If we know how the other person will behave, we can
trust that person. The absence of predictability entails uncertainty, fear or bad
decision making.

Kindness is classified as a factor impacting on, and directly related to, reliability
(e.g. Dirks and Skarlicki 2009). The manifestation of reliability is accompanied by
the attitudes of favour or understanding towards other people’s expectations.
Kindness is one of the factors influencing the process of trust development; it is
associated with liking, or favourable acceptance.

2.1.4 Significance of Trust

Trust plays a very important role in organizations, social exchange networks, and at
both the micro and macro levels. On the basis of conducted research, it is possible
to conclude that trust plays an important role in economic development. It is of
primary importance for productivity or quality improvement. It is a value indis-
pensable in human, change, and safety management processes. Without trust, there
can be no innovativeness or knowledge management. Obviously, trust is a very
important element in the majority of management concepts. Nevertheless, even
such a limited selection of issues would indicate that trust is a key value for the
functioning of organizations as well as their improvement and development.

Economic Development
There is much evidence to support the thesis that trust is important for trade
processes, including export activities, impacting on economic behaviours—in
particular investment behaviours—and is essential for saving and lending opera-
tions. The absence of trust in public institutions can be a reason for the development
of unethical behaviours and the black market. The consequence of the absence of
trust in public institutions and legal regulations is a limiting of the number of
entities involved in public-private partnerships.

Trust among state institutions and market entities has a favourable influence on
trade processes. People who trust one another can take greater risks and do not fear

2.1 Organizational Trust 45



cooperation, resulting in innovation, the taking out of loans, involvement in busi-
ness activities and the establishment of new economic relationships. Where trust is
lacking, the scope of business exchange processes is seriously limited. Even if at a
given time businesses have financial resources, they do not use them to create new
jobs or enterprises, but prefer to build their own financial houses or invest in new
machinery.

Trust among partners increases creativeness and inclination towards investment.
However, the level of such trust should be optimal because too high or too low a
level of trust can be detrimental. Therefore, trust requires monitoring. If entrepre-
neurs lack trust, then they are wary of new projects and move their business
operations to other countries (Bugdol 2010). The same happens when people have
no trust in their own currency. They do not keep their money in long-term deposits,
but turn their attention to alternative forms of saving such us buying gold. Trust in
financial institutions is of particular import for economic exchange processes.
Institutions regarded as unworthy of trust have problems with the sale of financial
products which carry greater risk but can ultimately be the most profitable; trust
itself reduces individual risk (Cox 2007).

Productivity
It is obvious that people who trust one another do not have to spend time on
insuring their mutual transactions. They know that there is their cooperation carries
little risk, hence their willingness to participate in new projects. It is also known that
a group’s productivity depends on a number of organizational and psycho-social
factors. An important function is performed by group tasks, a common pursuit of
goals, a proper level of integration and communication. Trust favours required
standards of organizational behaviours and proper approaches to work and coop-
eration; it improves the quality of interactions within teams of employees and
strengthens employees’ morale (Dirks and Ferrin 2000). Trust is credited with
facilitating process improvement, and increasing productivity and operational
effectiveness (Reina and Reina 1999). Research conducted by Watson Watt
Worldwide indicates that trust is closely related to productivity. Shareholders’
profits are greater in corporations characterized by a high level of trust (Corporate
scandals lowering trust, HR briefing, 15.09.2002, no. 3018).

Quality Improvement
Trust is a key value for both the users of quality systems and companies following
the rules of total quality management. Quality management systems stress that
quality assurance has to be oriented around the promise that quality requirements
will be fulfilled. Considerable research on the function of trust in quality man-
agement has been carried out in recent decades, particularly at the end of the 1990s.
It was at that time that researchers found that trust was one of the elements of TQM
culture, and research on the TQM implementation level conducted by Dale and
Lascelles (1997) showed that trust on all rungs of an organizational structure was
related to leadership culture, was a source of satisfaction amongst employees, and
determined an organization’s ability to adapt quickly to changes in the environ-
ment. In other words, trust is indispensable if quality is to exist. Without
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employees’ trust in their superiors, the implementation of quality programmes
becomes a fiction. Trust in relationships between an employee and a customer
allows for the acquisition of reliable information which is useful in quality
improvement. Taking into consideration both successful and unsuccessful TQM
implementations, it is possible to conclude that one of the reasons for the failures of
pro-quality programmes was a low level of trust. That is why excellence models
based on the TQM principles emphasise the necessity for developing and main-
taining trust. For example, the Common Assessment Framework stresses the
importance of the following: determining the principles of confidentiality and
information security management, increasing trust and morale by involving
employees in self-assessment processes, examining the level of social trust in an
organization and its services or products, mutual trust and respect in relationships
among leaders, managers and employees, and the selection of g a team leader who
enjoys the trust of all team members. Trust is also an element of organizational
assessment (in accordance with M. Baldrige’s model).

The precursors of TQM referred to trust indirectly. Deming promoted the need
for the elimination of fear and rejection within an organizational hierarchy because
he knew that an organization without trust was not able to improve quality in the
long term. His recommendations for incentive schemes were also related to trust.
He was convinced that it was cooperation and a proper work that favoured, rather
than competition or the attraction of customers at any cost. The same could be said
with regard to Crosby’s assertions. Identification of the causes of problems con-
sisted in engaging in dialogues with employees. The author of “Quality is Free”
emphasized the need for the building of trust with respect to the elimination of the
causes of defects. Crosby’s idea was to empower employees, who were expected to
keep a record of the causes of defects and to strengthen trust by appreciating and
acting on ideas proposed by employees.

Human Resources Management Processes
There is an unbelievably large body of evidence proving that trust has a positive
impact on human resources management processes. Research has shown that trust
in an organization facilitates recruitment and selection processes, considerably
improves the effectiveness of adaptation processes, and accelerates learning pro-
cesses. Due to trust, employee assessment processes do not cause unnecessary
emotional tension and incentive systems make sense (employees do not fight or
compete by means of unethical methods).

Trust is vital in employee dismissal processes; trust is the basis of sustainable
commitment on the part of employees. Trust is also indispensable in personnel
safety assurance systems and work safety management systems. In other words,
without trust, the effective or efficient management of people is impossible.

The problem of trust is of particular importance in recruitment processes. On the
one hand, an organization’s reliability is dependent on recruitment processes, while
on the other hand, such processes entail an element of risk. Problems with trust occur
in relation to candidates or applied recruitment procedures. That is why the

2.1 Organizational Trust 47



preliminary socialization process plays such an important role in the development of
trust.

Research conducted so far indicates, for example, that trust is indispensable for
effective training (Kahane 2006). Its effectiveness is determined by trust in a trainer,
combined with integration skills and a sense of community (Kahane 2006). A level
of trust depends on how an organization perceives the competence, consistency,
and motivation of a training services provider (Leimbach 2005).

Employee assessment systems are dominated by trust and equity. The manner of
conducting an employee assessment elicits a sense of equity or inequity; conse-
quently, it is believed that an equitable assessment is necessary for the maintenance
of trust (Hemdi and Nasurdin 2006). An important element in the trust development
process is the extent to which employees accept and have faith in an assessment
system. An increase in the acceptance and reliability of an assessment system
improves the level of trust (Mayer et al. 1995).

Trust is also an important factor in the effectiveness of motivational systems. If
there is no trust, a sense of inequity will occur sooner or later. Meanwhile, human
resources management experts concluded long ago that there was a direct rela-
tionship between perceived equity and motivation (Steensma and Visser 2007).
Simply speaking, the absence of equity means the absence of motivation to work or
the emergence of negative attitudes and behaviours oriented against an
organization.

Change Management
Trust performs a key role in change management, which is the result of two basic
factors. Firstly, the level of trust in leaders determines the pace and effectiveness of
changes which occur. Secondly, trust—in particular information trust—is of
immense importance for the evaluation of information acquired by employees
during the course of changes. Trust is a very important aspect of change man-
agement. The level of trust perceived results from the nature of changes and a
person’s position in the hierarchy of power. An absence of trust in those people
implementing changes can lead employees to devise methods of avoiding or sab-
otaging changes, or feigning work. It should be also remembered that during the
course of changes, trust is strongly dependent on other organizational values,
especially equity.

Work Safety
Trust plays an important role in work safety management (Conchie and Donald
2009). It is believed that trust is one of the elements of a “safety culture” (Conchie
and Donald 2009). The role played by trust in work safety assurance processes can
be either positive or negative. It is believed that if the level of trust is too high,
employees become less careful. It can also be the case that employees place too
much trust in management procedures, which are not perfect. Trust in safety sys-
tems depends to a considerable extent on people responsible for work safety. On the
other hand, the absence of trust prevents employees from reporting accidents, while
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managers do not regard all reported accidents as genuine. A low level of trust
prevents the achievement of significant improvements in work safety.

Knowledge Management
Many studies conducted indicate that trust:

• Has also a considerable influence on external processes related to knowledge
sharing among organizations (Marshall et al. 2005),

• is indispensable in processes oriented towards the effective search for and
acquisition of new knowledge,

• performs an important role in the process approach which takes into consider-
ation, among other things, knowledge transfer and documentation (Renzl 2008).

Various knowledge management processes are dominated by different types of
trust (Hoe 2004). In knowledge acquisition processes, the most important function
is fulfilled by interpersonal trust, which is both relational and identification-based.
Knowledge creation is facilitated by competence-based and institutional trust.
Codification processes require system-based trust. Interpersonal trust has a positive
impact on knowledge acquisition processes and also on knowledge dissemination
processes occurring within a learning organization (Hoe 2004).

2.1.5 The Role of Trust in Integration

Trust plays a key role in social integration processes. Such a conviction is based on
several facts.

Firstly, trust is of enormous significance for knowledge management processes.
As has been emphasized above, trust facilitates the acquisition of knowledge, its
application and processing. Without trust, the sharing of tacit knowledge among
employees is impossible. Trust creates conditions favourable to a sense of safety.

Secondly, trust is both dependent on and influences the other organizational
values. In this sense, we can consider such values to function as a system. Trust
influences an evaluation of equity. The absence of procedural or distributive equity
is related to the absence of trust. In a sense, equity is the source of trust.

Note: Procedural equity results from a conviction that the application of even
unjust laws can be equitable in a procedural sense. Such equity is related to pro-
cedural trust. Distributive equity results from a conviction that each employee
should be treated as equal to others. The basic task is an equal distribution of goods.

Equity and trust influence employees’ commitment. Commitment is facilitated
first of all by trust in superiors. Research shows that such trust exerts an impact on
commitment during periods of change and innovation (Neves and Caetano 2009).
Trust in colleagues and managers positively influences employees’ satisfaction and
also has an indirect influence on their loyalty (Matzler and Renzl 2006). Employees
showing greater trust enjoy a higher degree of work satisfaction. A level of soli-
darity characteristic for an organization is also important for all organizational
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values. Thus trust is favourable for the social, functional, communicative and
cultural types of integration.

Trust is an indispensable value in both vertical integration and horizontal inte-
gration. It is generally accepted that trust enables the integration of a supply chain.
Trust in relationships between suppliers and an organization reduces cooperation
costs (Sungmin et al. 2008). Trust plays an important role in relationships between
suppliers and an organization, and lowers the level of dissatisfaction resulting from
a temporary decline in work performance quality (Sungmin et al. 2008). Similarly
to the other relationships discussed, trust reduces the risk of undertaken activities,
but depends also on a level of commitment and communication. Trust among
organizations is a factor which determines the effectiveness of their cooperation and
also their potential inter-organizational integration.

Thirdly, trust proves the effectiveness of integration programmes implemented
within an organization. Therefore, large organizations have examined levels of
trust. Boeing was one of the forerunners of such studies, which became a necessity
in view of the fact that employee efficiency was estimated at the very low rate of
30–40 %. This meant that the organization had an enormous but untapped potential.
The company management, in cooperation with a group of volunteering employees,
concluded that the major problem was a low level of trust. They drew up a special
questionnaire detailing forty-eight different situations occurring in everyday work.
As a consequence of this study, Boeing distinguished three key types of trust:
competence-based trust, contractual trust (based on the honouring of agreements or
promises), and communicative trust (understood as a willingness to share
information).

Thus trust is a value determining the course of integration processes. Without
trust, there is no social integration and the integration of social and technical
systems is also impossible. This is the case, because the integration of these two
systems depends on technological trust or on the degree to which people have faith
in modern technologies.

2.2 Cooperation of People and Organizations

2.2.1 Fundamental Aspects and Dilemmas of Cooperation
Within an Organization

In contemporary organizations, cooperation plays a synergistic role and also serves
as a crucial, although frequently invisible process, influencing operational effec-
tiveness. It is possible to identify a few key qualities associated with the essence of
cooperation. Thus cooperation occurs when:

• individuals work together in order to achieve common goals,
• independent agents become involved in social interactions among people in an

organization,
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• individual efforts maximize collective results.

In literature on this subject (Hevey and Murphy 2012), two major perspectives
of cooperation are distinguished. One of these assumes the sharing of goals, while
the other is focussed on engagement in collective forms of activity.

Cooperation can also be described as a phenomenon which stands in opposition to
competition and conflicts. Cooperation is possible only in situations which will
support it. A situation is cooperative when goals are mutually shared and positively
related to each other (Hevey and Murphy 2012). On the one hand, cooperation is
based on formal arrangements (e.g. contractual obligations) and on the other hand,
informal varieties of cooperation can occur. The increasing role of virtual commu-
nication in organizations has led to a rise in demand for cooperation, even more so in
view of a further dimension of time and space. Research also shows a close relation
between the practise of a given management style and cooperation within an orga-
nization (Schalk and Curseu 2010). This is so because a management style largely
determines employees’ individual motives for action, including their propensity for
cooperation, and also influences group behaviours. It has been proved that cooper-
ation increases a group’s effectiveness. From the managerial point of view, a skill in
establishing successful cooperation can be considered as one of the key factors
determining the success of a manager or organization (Hevey and Murphy 2012).

Orientation towards internal cooperation is usually stronger in organizations which,
under the influence of competition, do not focus on short-term objectives alone, but try
to develop and generate growth on a long-term basis (Schalk and Curseu 2010).

In organizations, managers usually stimulate cooperation processes because they
are convinced that the results may be as follows:

• an organization will be able to adapt to changes in the environment more
quickly,

• an organization will be better positioned in various inter-organization networks
and relationships,

• the effect of flexibility will be achieved in production and service provision
operations.

A strong ability to cooperate can signify the maturity of an organization and its
management processes. ‘It means that the organization has succeeded in elimi-
nating/trouble-shooting problems concerning the ability of individual employees to
maximise their potential. In organizations of this type, cooperation largely replaces
coordination and reduces the extent to which control is necessary (Lopes and
Calapez 2011).

2.2.2 Conditions of Cooperation in an Organization

Common Goods Common goods carry an ontological significance for cooperation
in an organization. These are goods which (Lopes and Calapez 2011):
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• are attainable only through interaction,
• are recognized as beneficial by the members of a given community—to account

for the emergence and sustainability of cooperation.

Common goods comprise relational goods and moral goods.
Relational goods are the outputs of a relational nature created by interpersonal

relations (Lopes and Calapez 2011). They are characterized by the following
qualities:

• they are of a generic character,
• they are closely related to work satisfaction and effectiveness,
• they are important for employees because they influence their image and indi-

vidual identity,
• they are the subject of common, everyday experience.

Typical examples of relational goods in a workplace are social support and
friendship.

Moral goods are the outputs of moral nature generated by social interactions. It is
frequently noticed that cooperative behaviours coexist with the occurrence of
compliance with moral standards. Moral goods that are of special importance for
employees are dignity and equity. Moral goods have more of an individual impact
on employees than relational goods because they are experienced intersubjectively,
despite the fact that they are based on standards and values occurring across the
whole organizational community.

Treated collectively, common goods can provide a solution to the problem of
knowing why cooperation is necessary and how it is to be achieved.

A very good example of the significance of common goods for cooperation is the
situation of many football clubs. Such clubs frequently achieve poor sports results
despite having considerable potential in the form of well-known and talented
players. Additionally, the greatest stars of such clubs frequently demonstrate
individualist tendencies and are not willing to sacrifice their personal interests for
the sake of their teams. Such negative circumstances can usually only be overcome
by a new coach who is capable of persuading a group of individuals to start
cooperating and consequently to achieve better results. Eventual success is founded
on the players’ conviction of the importance of common goods. For example, it is
important to foster a good atmosphere and relationships among the players during
their free time and also to ensure an appropriate choice of players for a particular
match. An illustrative example is the approach adopted by Carlo Ancellotti, who
has used common goods in every club (e.g. AC Milan, Real Madrid) he has worked
for.

Risk and Cooperation In the contemporary world, business activities are closely
connected to risk. The character of risk can be either positive or negative. The
perception of risk amongst employees is closely related to the category of trust. It is
believed that trust can reduce risk, which in turn, can potentially raise the level of
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cooperation (Hevey and Murphy 2012). The mechanism of relationships among
trust, risk and cooperation is presented in Fig. 2.1.

An illustration of the existence of the relationships shown in Fig. 2.1 can be the
attitude of employees in relation to their sense of job security. Such employees have
a particular trust in their employer. On this basis, they evaluate the stability of their
employment. If the conclusion of such an evaluation is that they could be dis-
missed, they naturally show little inclination towards cooperation. This problem can
intensify, for example, in the case of less permanent forms of employment.

2.2.3 Cooperation Among Organizations

2.2.3.1 Cooperation in Various Economic Situations

The vast range of rules regarding the functioning of contemporary organizations
result in very different situations in which cooperation among organizations occurs.
Some types of such situations will be discussed below.

Horizontal Inter-organizational Cooperation Inter-organizational cooperation is
based on a formal or informal contract which promotes cooperation for the

Trustee perceived attributes: 
Integrity, benevolence, Ability

Risk Assessment

Level of perceived risk

Positive Negative

High Low

Level of cooperation

Fig. 2.1 Trust, risk and cooperation
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achievement of common or new objectives in a more effective and efficient manner.
This type of cooperation is characterized by qualities which include (Birru 2011):

• cooperation among two or more independent organizations,
• significant influence on the generation of innovation,
• the strengthening of partners’ operational effectiveness and competitiveness.

If cooperating organizations are located at different places in a value chain, their
cooperation has a vertical nature; if organizations are in the same place on a value
chain, their cooperation is horizontal. Horizontal cooperation creates opportunities
for a collective learning process, in which ideas are shared and developed jointly. It
is worth noticing that horizontal cooperation is useful especially for small and
medium-sized enterprises because it compensates for their shortages in resources.
Among the factors facilitating horizontal cooperation among organizations, we can
distinguish the following (Birru 2011): inter-organizational trust, geographical
proximities of organizations, interpersonal relationships, social ties (for example,
membership in religious associations and kinship). Unfortunately, in reality barriers
to horizontal cooperation also exist. Examples of such barrierss include the com-
petitive views of owner managers, the lack of trust in a partner organization and
cultural factors.

An example of a sector characterized by a strongly developed horizontal
cooperation is the logistical services sector. The major motives of logistical services
providers for establishing cooperation include the following (Schmoltzi and
Wallenburg 2011): increasing productivity, service portfolio extension, cost
reduction, better market positioning, improvements in service quality, access to
additional knowledge, financial resources and new markets. The structure of
cooperation among organizations in the logistics sector comprises the five aspects
presented in Table 2.1.

An interesting example of horizontal cooperation is insurance companies’ joint
creation of databases of insurance events and damage. As a result of such coopera-
tion, insurance companies are able to identify fraudulent attempts to submit a number
of claims for compensation in relation to a single insurance event. This type of fraud
consists in notifying different insurance companies of their liability for the same
damage. Due to access to such databases, insurers are able to reduce their compen-
sation costs and eventually to offer their customers lower insurance premiums.

Cross-border Inter-organization Cooperation This form of cooperation applies to
relationships between exporters and importers. Thanks to such cooperation, partners
(Obadia 2008): create new development strategies, achieve new goals, improve
effectiveness, and share technical and market information. The pillars of this model
of cooperation between exporters and importers are as follows: orientation towards
effectiveness, the expectation of long-term activities and mutual trust. In the model
of this type, two perspectives carry significance for the partners involved: a short-
time perspective concerning care for the profitability of transactions and a long-term
perspective related to joint efforts to achieve permanent success.
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Risk Management in Cooperation Although cooperation appears to have only
positive connotations, it should be remembered that cooperating partners are always
exposed to a number of risks. Such risks are intrinsically related to potential con-
flicts between partners. Risks related to cooperation can be defined as the possibility
of failure, which means not being able to fulfil plans and goals due to conflicts on
macro or micro levels (Ehrenberger and Hornsten 2011). A conflict at a micro level
can have the following sources: customer attitudes, competitor behaviour, contra-
diction and timing. In order to contain such risk, cooperation needs to be managed
in the following four phases: risk identification, risk assessment, risk analysis, and
risk mitigation.

Cooperation and Reputation of Organization Inter-organization cooperation can
lead to a significant increase in an intangible asset known as relational capital. An
organization has an opportunity to acquire such capital in relations with its cus-
tomers, suppliers, allies, partners and shareholders. An organization’s reputation is
of key importance for conducting the intellectual capital development process. We
can distinguish three major dimensions of an organization’s reputation (De Castro
et al. 2004):

• financial reputation or financial strength,
• managerial reputation or corporate management responsibility,
• community reputation.

An external evaluation of some or all of the dimensions of reputation displayed
by organizations is frequently the basis for a decision as to whether cooperation
should be started or not.

2.2.3.2 Cooperation in Strategic Alliances

Inter-organization relations can adopt the form of hierarchical relations, joint
ventures, equity investments, cooperatives, R&D consortia, strategic cooperative

Table 2.1 The structure of horizontal cooperation among organizations providing logistic
services

Aspect Description

Contractual
scope

Formality (four types of agreement may be used: verbal, written contract,
minority stake agreement, joint venture agreement)

Organizational
scope

Reflects the number of companies involved in the cooperation

Functional
scope

Specifies the functional focus of a cooperation in terms of value creation

Service scope Consists of two dimensions: the type of logistics services offered, the
geographical coverage

Resource scope Categories of resource scope refer to: market competence profile, market
penetration profile and corporate structure profile
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agreements, cartels, franchising, licensing, subcontractor networks, industry stan-
dards groups, action sets or market relations.

A strategic alliance is an agreement between firms to do business together in
ways that go beyond normal company-to-company dealings, but fall short of a
merger or a full partnership (Elmuti and Kathawala 2001). A strategic alliance
constitutes a partnership of two or more corporations or business units which work
together to achieve strategically important and mutually beneficial objectives.
Alliances can occur in “pure” forms or as hybrids, characterized by different
degrees of formal and market interactions. The main types of alliances are as
follows: marketing and sales alliances, product and manufacturing alliances, tech-
nology and know-how alliances.

An example of a marketing and sales alliance is cooperation between Tesco and
the banking sector. For example, in Poland, Tesco and Meritum Bank have entered
into a long-term agreement, providing for the wide range of financial products that
Tesco offers its customers. Among other services, this cooperation is to include a
dedicated hire purchase offer and easy access to new financial services. The financial
services are sold at Tesco Finance shops and over the Internet. On the other hand,
from the point of view of Meritum Bank, cooperation with Tesco potentially entails
access to the 5 million customers who shop at Tesco supermarkets every week.

Cooperation between Renault and Nissan provides an illustration of product and
manufacturing alliances. This alliance was established in 1999 and continues to the
present day. At its beginning, Renault had at its disposal considerable financial
resources, while Nissan could offer a famous brand, high quality, and a good
position on the markets in Asia and North America. At the initial stage of the
alliance, the companies established 11 joint working teams responsible for identi-
fying potential areas of cooperation. Both companies greatly benefit from the
alliance, which allows them to take advantage of the economies of scale and
synergy effects. Such benefits result from various aspects of the alliance, including
the standardization of production, the use of common floor pans and power
transmission systems, and the development of the range of offered models.

The third category of technology and know-how alliances can be exemplified by
cooperation among the three leading computer companies (IBM, Motorola, Apple
Computers) on the development of a new microprocessor. This alliance was formed
for a definite period of time, after which the allies were supposed to compete with
one another based on their final products.

Another example is a joint venture between the Dutch company Philips and
Siemens of Germany. These corporations set up a joint 1 million USD research
project called MegaSubmicrom, the objective of which was the development of
semi-conductor manufacturing. Thus companies which had been competitors for a
long time shared their costs and risks.

A strategic alliance is cooperation of two or more firms which (Todeva and
Knoke 2005):

• remain legally independent after the alliance is formed,
• share benefits and managerial control over the performance of assigned tasks,
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• make continuing contributions in one or more strategic areas, such as technol-
ogy or products.

Companies are motivated into forming alliances by a wide range of factors. The
most important of these motives include the following (Elmuti and Kathawala
2001): to implement a growth and new market entry strategy, to acquire new
technologies, to improve product quality, to reduce costs, to reduce financial risks,
to share research and development costs, and to secure a competitive advantage.

Cooperation among participants in a strategic alliance can also be exposed to a
number of threats. Such threats include the following:

• clash of culture and incompatible personal style,
• lack of trust,
• lack of clear goals and objectives,
• lack of coordination between management teams,
• differences in operating procedures and attitudes among partners,
• relational risk,
• performance risk.

Cisco is an example of a corporation which suffered a defeat in its strategic
alliances. This occurred in Cisco’s relations with Motorola and Ericson and its
reason was the lack of cooperation skills and also a lack of trust resulting from
mutual fears of a takeover.

However, corporate experiences resulting from successful alliances allow for the
identification of key success factors such as:

• senior management commitment,
• similarity of management philosophies,
• an effective and strong management team,
• frequent performance feedback,
• clearly defined, shared goals and objectives,
• thorough planning,
• clearly understood roles,
• international vision,
• partner selection,
• communication between partners.

It should be noted that as a result of strategic alliances, organizations can
increase the values of all intellectual capital components, i.e. human capital, process
capital, relationship capital, and innovation capital (Joia and Malheiros 2009).

2.2.3.3 Cooperation as an Element of Coopetition

From the perspective of relationships between organizations, coopetition is a fas-
cinating phenomenon. While competition or cooperation have been relatively well
analysed in isolation, the harmonization of the coexistence of these categories has
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not yet been sufficiently researched. A competition-based behaviour exposes an
organization’s independence and individual interests. According to the theories of
leading schools in strategic management, it is possible provided an organization
maintains a proper competitive position within its sector or achieves a competitive
advantage with respect to resources. An organization’s orientation towards com-
petition can be explained in psychological terms as a desire to fulfil the need for
prestige and pride.

As opposed to the perspectives of competition and cooperation, the concept of
coopetition provides a certain integrative platform combining the aforementioned
contrasting perspectives (Simoni and Caiazza 2012). At the same time it is a
concept which breaks the conventional perception of competition and cooperation
and assumes the achievement of benefits by all interested parties. Coopetition is
characterized by a temporal concurrence of competition and cooperation.

Coopetition is a combination of cooperative and competitive behaviours
between rivals in order to be more effective (Geraudel and Salvetat 2014). It is
possible to distinguish the following criteria whose fulfilment is a prerequisite for
the establishment of a coopetitive relationship (Geraudel and Salvetat 2014):

• the parties want to be engaged in the relationship,
• each party has a value the other wants,
• the relationship is mutually rewarding,
• there is the freedom to accept or reject the terms and conditions of the exchange,
• the parties are able to interact with each other,
• the parties share values and norms,
• the parties can strike a positive balance between the advantages and disadvan-

tages of the relationship.

In coopetition, the parties’ relationships are aimed at the implementation of a
win/win strategy. In the coopetition model, rivals cooperate in some areas such as
the control area through the sharing of the same director, while competing in others
such as the functional areas, including the primary value chain activities (Simoni
and Caiazza 2012).

Positive relationships occur between coopetition and performance. This is so
because organizations participating in coopetition take advantage of their mutually
complementary competencies. Furthermore, coopetition arrangements generate
strong social structures.

The proportions of cooperative behaviours to competitive ones during coopeti-
tion also raise an interesting issue. It appears that the optimum ratio between such
proportions cannot be categorically determined. However, it can be assumed that
the three variables on which these proportions depend are an organization’s
maturity, its market position, and its adopted business orientation (Fig. 2.2).

The more intensive cooperative behaviours are, the better an organization’s
market position and maturity is, and the more macro perspective it becomes in its
strategic thinking.
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Simultaneously with the growth of the aforementioned qualities, the forms of
inter-organizational cooperation also undergo transformation. Special attention
should be paid to the following (Wang and Krakover 2008):

• Affiliation. Organizations help one another through informal information sharing
or common advertising. Interpersonal relations are also important.

• Coordination. An organization achieves its individual objectives through the
coordination of activities with other compatible organizations. Equilibrium
occurs between an organization’s interests and those of other organizations.

• Collaboration. This consists in securing long-term advantages through the
creation of joint strategies and shared objectives. All parties become involved in
such activities.

• Strategic networks. This term refers generally to the creation of long-term
shared visions and strategies. It includes the use of the systemic and holistic
approach to achieving success.

Although the “original” definition of coopetition refers to relationships between
competitors, some researchers are of the opinion that coopetition can also apply to
customer-supplier relationships (Lacoste 2014). Such relationships occur especially
between corporate purchasing units and their suppliers. For both organizations,
coopetition is a means of reducing uncertainty and securing assets which are unique
to a particular transaction.

Cooperation Among Cluster Organizations
A cluster can be defined as a geographic concentration of interconnected compa-
nies, specialized suppliers, service providers, firms in related industries and asso-
ciated institutions in a particular field that compete but also cooperate (Carpinetti
et al. 2008). The cluster phenomenon can be partly explained in terms of the
category of so-called collective efficiency which is understood as a competitive
advantage derived from the combination of local external economies and cooper-
ative joint actions. Collective efficiency can be derived from horizontal cooperation
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(between competitors) or vertical cooperation (for example between producer and
supplier) either bilaterally or multilaterally.

The measurement of cooperation effects within clusters can apply to the fol-
lowing perspectives (Carpinetti et al. 2008):

• Economic and social results. Measures related to local gross product, workforce
occupation and any result that brings economic and social benefits;

• A firm’s performance. Measures related to results in terms of growth and
competitiveness of the firms and measured by financial and non-financial per-
formance of the firms in the cluster;

• Collective efficiency. Measures related to external economies and actions of
cooperation among companies in the cluster;

• Social capital. Measures related to cultural values such as trust and cooperation.

For organizations participating in clusters, cooperation with other firms can
result in the following benefits (Patti 2006):

• better access to employees and suppliers,
• better access to specialized information,
• increased availability of complementary products and services,
• better access to public institutions,
• better motivation and measurement.

The consulting firm PwC has developed a forecast for industrial clusters until the
year 2040. The forecast comprises the following sectors: pharmaceuticals, the
automotive industry, assets management, the film industry and higher education.
The clusters in the aforementioned areas will probably undergo the biggest changes,
including those related to relocation from developed countries to developing ones.
For example, currently the three most important film industry clusters are located in
Los Angeles, London and Paris. However, according to the forecast, Shanghai and
Mumbai will have risen considerably in this ranking by 2040.

2.3 Organizational Culture

When discussing integration, the concept of organizational culture should not be
ignored. Certain characteristics of such culture can indicate the extent to which an
integration process is successful. For example, a considerable degree of employee
empowerment, quality of life within the workplace, the quality of interpersonal
relations, trust among employees and a sense of order and cultural community are
just a few selected cultural determinants of successful integration. An organiza-
tion’s culture can facilitate or hinder integration processes. What is also important is
the integration of various cultures, particularly within merger and acquisition
processes.
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2.3.1 The Notion of Organizational Culture

It was Henry Mintzberg who analogised the structure of an organization to a
skeleton and its culture to a soul. Organizational culture is one of the key notions in
management sciences. Various definitions of organizational culture emphasize both
tangible elements such as policies, procedures, techniques or objectives and
intangible elements such as employees’ beliefs or convictions. The notion of culture
applies to standards, behavioural models, attitudes, feelings and interactions
(Stoner et al. 2001).

Thus two components can be distinguished within a culture: one component
related to organizational regulations, instructions and procedures, and the other
component concerning that which is firmly rooted in the intangible world, i.e.
employees’ convictions, beliefs or emotions. Culture is closely related to employ-
ees’ behaviours, attitudes or value systems, but it also concerns their everyday
patterns of living. Obviously, culture’s intangible aspects exert influence on its
formal aspects. In this sense, organizational culture is similar to the notion of
competencies. Within competencies, it is possible to distinguish measurable com-
ponents such as education or experience and immeasurable ones such as attitudes,
motives or awareness.

The basic elements of an organizational culture include the following: values,
beliefs, myths, legends and rules of conduct.

The notion of values is not unambiguous. It is believed that values may be
classified in terms of being what most employees desire, or as factors which have a
positive impact on the functioning of an organization. Examples of ethical values
are goodness and truth. Equity, trust, commitment and solidarity are organizational
values, while a sense of safety, intellectual development, a sense of dignity and
recognition or self-fulfilment are autotelic values. Instrumental values include, for
example, activeness, self-control, responsibility, independence, honesty, reliability,
altruism or peaceful coexistence with others. A common feature of particular values
is that they constitute a certain system, which means that they depend on one
another. For instance, there is no trust without equity. Without trust, long-term
commitment becomes impossible.

Beliefs concern phenomena which cannot be verified empirically, but can
influence employees’ behaviours, their opinions about an organization or their
attitudes. Beliefs are defined as a psychic condition in which an individual-
employee holds an assumption concerning the veracity of certain facts or phe-
nomena (e.g. regarding who is the true owner or manager of a business).

Myths and legends refer to an organization’s traditions, identify its development
process, and frequently include references to an individual’s success. They are
important in the processes of building a sense of cultural awareness and pride.
Rules of conduct are included in work regulations, procedures and ethical codes but
are also established in customs, rites or group rituals. Such rules of conduct result
from the dominant culture in a given place and are strongly based on its education
system. The rules of conduct apply to relationships occurring among various
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stakeholders. Typical rules of conduct include quality rules: for example, customer
focus or the building of long-term relationships with suppliers.

Thus an organizational culture can be defined as a set of intangible factors (e.g.
values, beliefs or myths) and formal rules of conduct included in procedures,
regulations, instructions, and codes. These factors exert impact on the functioning
of an organization. They co-determine an organization’s regulation of interpersonal
relationships, the quality of life in a workplace, and finally an organization’s social
reliability. Culture is the result of interactions among many social processes such as
adaptation, socialization or internalization. Despite the existence of subjective
elements, it can be subjected to diagnoses. After its elements have been defined,
culture can also become a general objective of management, especially in the area
of human resources management.

2.3.2 The Strength of Organizational Culture

A great deal of research has indicated that an organizational culture, and in par-
ticular the culture of learning, support innovations (Darvish and Nazari 2013).
Martins and Terblanche (2003) proved that the basic elements of an organizational
culture, such as common values, behaviours or attitudes, facilitate creativeness and
innovativeness in the following ways:

1. A socialization process which teaches employees which behaviours are
acceptable. Due to socialization standards develop, are accepted, and become
the subject of social exchange. Standards existing in a organization determine
whether it nurtures innovative behaviours.

2. It is not only values, assumptions and beliefs that influence employees’
behaviours and activities. Their role also consists in the realization of organi-
zational aspects such as structures, policies or management practices. Such
materialized factors influence creativeness and innovativeness (Martins and
Terblanche 2003).

Numerous studies emphasize the dominant role of culture in the processes of
mergers and acquisitions. It is generally believed that integration of an organization
depends not only on existing structures or applied management concepts, but
fundamentally on the level of cultural integration (e.g. Paul and Berry 2013).

In the contemporary globalized world, the process of cross-cultural integration is
increasingly stressed as one of the key factors in the development of new products.
In the contemporary globalized world, it is more and more frequently stressed that
development of new products depends, among other things, on the course of the
cross-cultural integration process. If such integration is feasible and existing cul-
tural differences can be reconciled, then the development of new products is pos-
sible. However, more can be achieved through the application of a synergy effect
which can occur across various cultures. Cultural variety does not only play an
important role in the creation of new products. It constitutes an organization’s
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potential. According to the cultural cooperation model, the existence of many
mutually-supplementary cultures is beneficial for an organization. The process of
interactions across cultures creates new values.

2.3.3 Culture Versus Integration

Relationships between an organizational culture and integration have already been
discussed in the most prominent literature on this subject. For example, in
describing the significance of an organizational culture, Stoner (1994) states that
those organizations which develop through business acquisitions are more inclined
to respect independence than those in which development is based on the strong
will of a single leader.

The relationships between an organizational culture and integration are the
following:

Firstly, the essence of culture is that it is a manifestation of common customs,
notions, activities or perceptions. In this sense, it is possible to say that the existence
of a clear and strong culture proves the existence of integration.

Secondly, culture itself can perform an integrating function, resulting from the
fact that there is a continuous increase in the prevalence of flexible working hours,
and therefore working at home, in parks, dedicated Wi-Fi zones or restaurants is
becoming increasingly popular. Organizational culture is what unites such people.
According to Tim Hilde, organizations aspire to having strong organizational cul-
tures in the belief that they constitute a binding unity amongst their employees
(Hilde 2007).

Thirdly, within culture itself, occur processes of integration and disintegration
occur. As has been mentioned above, culture is a collection of beliefs, rules of
conduct, myths, symbols, and legends. The way in which the integration of
apparently fragmented elements occurs is explained in the cultural network theory
which was introduced into the social sciences by Johnson and Schols (1997). In
their cultural network model, symbols, customs, legends and structures find
cohesion through paradigms which apply directly to work performed in a given
organization, e.g. forms of employment, duration of work, management styles,
orientation towards tasks or people, etc.

2.3.4 Integrative Culture

The segmentation and integrative types of culture were already described in the
1980s. Organizations with an integrating culture are characterized by a few
important features. Firstly, they excel at managing knowledge processes. Organi-
zations of this type search for new knowledge, combine ideas derived from many
different sources, go beyond learnt knowledge, and support knowledge and
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information sharing processes. Thus it can be assumed that cultural integration
processes depend on employees’ competencies, their possibilities and willingness to
acquire new knowledge and to share already held knowledge.

Secondly, a characteristic quality of an integrating culture is an level of efficient
risk management (two elements are important here: the questioning of previous
practices and acting on the limits of competencies). Thirdly, another aspect of such
a culture is the ability to think in a systemic manner (to perceive problems in a
wider context and to combine certain facts) (Senior 2003).

Organizations in which an integrating culture dominates, on the one hand, take
care of their employees, but on the other hand, expect a lot from them. In this type
of culture oriented strongly towards organizational efficiency, employees are
expected to sacrifice themselves for their organization. They are motivated to
become fully committed by means of various financial incentives (such as profit
sharing, additional bonuses, and share purchase options) and high salaries. Such
organizations attract talented employees, ensure their development, and stress the
importance of training. Integrative culture companies typically promise fast career
movement (Von Glinow 1985).

It is assumed that an integrative culture is to be predominantly supported by line
managers. In practice, however, line managers are not always able to successfully
cope with such a challenge (Cunningham and Hyman 1999). There are a few
reasons for this. First of all, the acquisition of new ideas, knowledge or information
is rather a task for top managers. Knowledge management is conceptualised in
terms of the strategic acquisition of knowledge. Secondly, an obvious deficit in
systemic thinking occurs. Line managers are not always able to perceive relation-
ships taking place between on organization’s social and technical systems, but each
change in one system triggers subsequent changes in the others. For example, the
implementation of a new organizational structure influences employees’ behaviours
by requiring a new division of duties and authorities.

2.3.5 The Cultural Integration of an Individual
with an Organization

An individual’s integration with her organization’s culture is the result of the
processes of socialization and internalization as well as social and professional
adaptation. It can be assumed that integration is a specific process in which a few
stages can be distinguished. At the initial stage the individual becomes familiar with
work regulations, procedures and ethical codes. This process is supported by var-
ious preliminary training courses. Most frequently, the individual’s fears about how
she will be received in the organization are accompanied by a high level of
motivation. The course of this process is strongly influenced by what employees
expect and what is expected from them. It sometimes happens that these expecta-
tions are contradictory. Researchers have stressed that an organizational culture is
supported by employees helping others; they are not necessarily managers, but
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usually older and more experienced people. According to specialists, such people
should receive appropriate motivation and support because they are “a hidden
dimension of an organizational culture” (Grant 2013). The initial period of
employment is a time for the development of trust and a value system connecting
the individual to her group. In the subsequent period the intensity of the integration
process fluctuates and depends not only on the individual’s opportunities for
communication, but also on the type of work discipline, professional development
programmes and the individual’s internal motivation. The table below includes a
specification of the factors subject to cultural integration between an individual and
an organization (Table 2.2).

Cultural integration among various employees depends in principle on two
factors: the position a particular employee occupies in the organizational structure
and types of employee evaluation. The success of this process can be also facilitated
by the possibility of shaping interpersonal relationships. Not every employee comes
into contact with the board of management, suppliers or customers. Sometimes this
process is purely virtual, and sometimes it is strictly limited to relations between a
client and a supplier of internal services. Success in the process of an individual’s
integration with an organization can be diagnosed with reference to the charac-
teristics of an integrative culture. One such characteristic is the scope for employee
empowerment. Most researchers emphasize that, as an element of empowerment,

Table 2.2 The factors subject to an individual’s cultural integration with an organization

Factors Quandaries, dilemmas Practical opportunities for integration

Standards
a. Moral
b. Customary
c. Social
d. Legal
e. Group

a. What is good and what is
evil?
b. How should I behave at
meetings?
c. How is the labour code
enforced?
d. How should we celebrate the
boss’s birthday?
e. How should I work in order
to become an integrated
member of the group?

Recording standards, determining
standards together with colleagues,
diagnosing standards through social
research, reporting uniform standards
for cooperation

Expectations

Attitudes towards
work
a. Autotelic
dimension
b. Normative
dimension
c. Punitive
approach
d. Instrumental
approach

a. Does work give me pleasure
and is it an opportunity for self
development?
b. Does my work contribute to
an increase in the organization’s
value?
c. To what extent is my work a
constraint for me?
d. Should I work for others or
only for myself?

Conveying information about
achieved objectives (information
establishes whether work increases
the value of the whole organization)
Employees’ participation in the
determination of objectives (so that
work is not a constraint)
Creating cooperative tasks (we work
not just for ourselves)

Source Authors’ own research
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autonomy can facilitate job satisfaction and commitment. Culture at a proper level
of integration is characterized by an ability to communicate bad news (French and
Holden 2012).

2.3.6 Problems with Integration

One of the major problems with the integration of an organizational culture is the
allocation of appropriate personnel to particular organizations and employee teams.
In theory, this should be straightforward: it simply suffices to apply the optimum set
of selection techniques. A range of tests, including assessment of knowledge,
personality and truthfulness, should enable the selection of the best candidates. In
fact the process is not so obvious. Firstly, it should be remembered that various
candidate verification techniques and tools are not perfect. For this very reason,
many organizations do not conduct any interviews or tests. During the recruitment
process both parties are exposed to the risk of various psychological distortions.
Problems related to the occurrence of prejudice should also be kept in mind as these
can lead to discrimination or a varying array of less than realistic expectations.

Secondly, a range of studies have indicated that from 20 to 70 % of candidates
provide false information about their education, skills or previous salaries and
employers. In many countries, people are still convinced that it is necessary to sell
yourself well in order to get a job, hence a tendency to be economical with the truth.
In response to that, businesses resort to increasingly complex candidate verification
systems. However, in spite of the efforts devoted to the verification of a potential
employee’s credibility, more opportunities arise for deceiving a potential employer.

With regard to cultural integration, it is still difficult to determine which of the
following options is more advantageous. Should an inexperienced candidate be
chosen on the grounds that they will be easier to train, or would it be better to
choose a candidate with experience? Meanwhile, various research has shown that
even employees from the same business sector behave quite differently. In simple
terms, the culture of Goldman Sachs is very different from the culture of Wells
Fargo (Is it better to hire for cultural fit over experience? April 28, 2011. http://
management.fortune.cnn.com/2011/04/28/is-it-better-to-hire-for-cultural-fit-over-
experience/). Both corporations have similar structures, objectives and fields of
activities, but in practice they behave differently. Employees’ competencies are
determined by their tenure, the companies’ respective organizational cultures and
economic positions, and the character of work tasks. An organizational culture
cannot be evaluated during a job interview. It cannot be inferred from an
employee’s documentation, whose records concerning education, experience or
attitudes provide no insight into an employee’s values. It is not enough to evaluate
behaviour on the basis of key words. Meanwhile, during job interviews many
people responsible for recruitment processes pay attention to the occurrence of
words such as trust, reliability, and respect for customers or willingness to coop-
erate. The objective of recruiting employees for particular teams is not to force them
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into uniform patterns of behaviour, but to utilize an organization’s potential based
on its cultural diversification. In this respect, all forms of international management
standards which precisely identify required management techniques can prove
helpful. For example, the most popular ISO 9001 standard stresses the necessity of
ensuring cooperation among project teams.

Cultural integration can be seriously impeded by a disparity between declara-
tions or official announcements made by a company and its actions in practice. In
this respect, Greg Smith’s resignation from Goldman Sachs has gone down in
history. In an interview for the “New York Times,” he said that his resignation
resulted from the corporation’s organizational culture. His claim that this was a
culture dominated by greed was toxic and destructive. His most shocking statement
was that the corporation’s clients were referred to as “muppets.” The bank’s
management reacted sharply to Smith’s statements, declaring that their clients’
success was the bank’s success. This and many other similar examples prove how
difficult integration processes can be. Such difficulties result not only from differ-
ences in cultural values, but predominantly from a disparity between a culture’s
declarations or public image and the everyday practices of its employees.

One of the most serious barriers to integration is a lack of appropriate value
hierarchies. Globally, corporations are faced with the problem of reconciling the
necessity of acquiring profit with ethical values, when their owners and share-
holders expect quick returns. How can the influence of greed culture on the
behaviours of employees be reduced while simultaneously motivating them effec-
tively? The lack of a proper hierarchy of values is a barrier to cultural integration.
When profit—in particular short-term profit—dominates, people forget about other
values which are important for an organizational culture such as work safety or
working atmosphere. The establishment of a proper hierarchy of value depends to a
considerable extent on managers and their direct involvement in the value creation
process. It has been demonstrated, for example, that appropriate behaviours and
attitudes on the part of superiors are favourable for the occurrence of a sense of
safety in a workplace and support an organizational culture (Bailey 2013).

2.3.7 An Organization’s Cultural Integration

Following the growth in popularity of various M&A strategies, most researchers
have agreed that,, integration depends mainly on cultural factors in a range of
various organizations. Most researchers also agree that while the merger of oper-
ational or technical systems is not without its problems, it is cultural integration that
constitutes a true challenge. The main objective of various mergers, fusions or
acquisitions is an increase in financial values, the attainment of new sales markets,
customers and means of production. However, the achievement of this goal
depends on whether employees will be involved in processes of change. Such
changes are influenced enormously not so much by strong leadership but by
accepted leadership, i.e. leadership which does not risk the rejection of employees
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as a result of a cultural disparity between values and beliefs (see the example
below).

In 2002 Hewlett-Packard announced its intention of acquiring Compaq Com-
puter Company for a total sum of $19 billion. Although Compaq was smaller than
HP, a decision was made to integrate the two companies on a merger-of-equals
basis. It should be stressed that neither shareholders nor customers demonstrate any
special interest in this type of merger, mainly because of the market’s high degree
of changeability. From the very beginning it was obvious that there were many
legal barriers to the planned merger. HP employees were burdened with a lot of new
duties resulting from the merger plans. They had to consolidate their 83 product
lines down to 17 lines. HP was even said to be abandoning its corporate man-
agement style (“The HP Way”), its values and the principles of sustainable
development. A merger process is always difficult; especially if merging entities
with similar operating profiles do not cooperate with one another (this is why it is
easier to merge a number of entities within a supply chain). The plans provided for
the integration of the human resources policy, manufacturing processes, production
and sales plans and above all cultural cornerstones. The managers knew that it was
easy to integrate operational objectives, but full cultural integration was a different
story. Problems with integration are always rooted in an organizational culture, and
employees’ attitudes and behaviours. The actions of Carla Fiorina, HP Chairman
and CEO, the ardent advocate of the merger, were not received well by the com-
pany’s shareholders, who forced her resignation in 2005 (Allen 2012).

On the basis of the process of integration between HP and Compaq Computer, it
is possible to distinguish a few key stages in the first phase of integration:

• the implementation of the principles of the two companies’ coexistence (two
management boards working close to one another),

• the appointment of a cultural integration team,
• the application of social studies as a diagnostic tool
• the making of decisions concerning the staffing processes of key positions,

leadership selection, reward and compensation plans,
• the development of cultural cornerstones (values, corporate objectives, and

practices), among others, on the basis of the integration partners’ value systems,
• the training of change leaders (using, among others, the technique of coaching),
• the integration of small groups (e.g. particular functional divisions),
• the combination of cultural integration with communicative integration (detailed

information about the partners, including their traditions and cultures),
• the building of new teams in the key operating areas of both integrating

organizations,
• the performance of management reviews (a review of the integration processes),
• decision-making with regard to further integration activities (the key issue is

very often to keep talented employees).

Cultural integration causes most problems if integrating organizations come
from very different cultures, have different systems of values, work safety, and
attitudes towards the personal dignity of their employees. (see the example below).
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There is no doubt that products such as iPads or iPhones have become the icons
of innovative solutions. Unfortunately, despite strict supply chain management
procedures, the working conditions of suppliers’ or subcontractors’ employees may
still be unhealthy and hazardous. The quality of life in such workplaces is very low.
The employees do a lot of overtime, sometimes even working 7 days a week and
living in crowded barracks. Bad working conditions result in frequent cases of
disease among employees. There are documented cases of child labour. It is sus-
pected that occupational health and safety standards are not complied with and
labour documentation may be falsified. In 2010, 137 employees working in a
factory located in the east of China were poisoned with a chemical used to clean
iPhone screens. Two explosions in Apple factories (one of them in the city of
Chengdu) killed 4 and seriously wounded 77 workers. According to the repre-
sentatives of the National Advisory Committee on Occupational Safety and Health,
when Apple representatives were notified of unacceptable working conditions, their
reaction was not proportionate to the scale of the risk. In 2005 the Apple man-
agement produced a set of regulations concerning cooperation with suppliers. Over
the past 3 years, 313 audits were carried out. The auditors identified numerous
deviations from the established procedures. Simultaneously Apple launched a series
of employee training courses, the main objective of which was to share knowledge
of employee rights and safe working methods. In 2011 the company published a
report on its social responsibility in the supply chain. According to the report, there
was an improvement in working conditions (Duhigg and Barbooza 2012). Apple is
not the only corporation confronted by problems with ensuring a necessary quality
of cooperation in the supply chain. Similar problems have been studied in corpo-
rations such as: I.B.M, Nokia, Toshiba, Motorola, Lenovo, and Hewlett-Packard.

Inter-organizational integration is related to the notion of cultural community. In
practice, such a community is the result of a compromise which needs to take place
among the cultures of particular organizations or groups.

2.4 Conclusions

With regard to integration, it is necessary to bear in mind the numerous limitations
related to the creation of a trust culture. For example, there are two pitfalls related to
the use of trust. The first of these is that some people attempt to form as many trust-
based relations as possible, which, in turn, weakens the social network. The second
issue is related to a natural tendency to reject those people who are known not to
express trust. It should be kept in mind that trust can be based on performance, and
not on a sense of community. A range of studies have indicated that the level of
trust should be optimised because if it is too high or too low, it may be harmful.
Therefore, trust has to be monitored (Bidault and Castello 2009). In practice, it is
necessary to remember to monitor the level of trust in both internal and external
relationships and to develop trust.

There are several forms of trust development:
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• trust development by means of specific people management processes (from
recruitment and selection to dismissal),

• trust development by means of trust dimensions (e.g. purposeful competence
management, pursuit of reliability; behavioural predictability),

• trust development through the development of other values related directly to
trust (e.g. equity),

• preparation of programmes aimed at the development of particular types of trust
(in particular, competence and process-based trust).

As has been demonstrated above, an organizational culture can perform both
integrating and disintegrating functions. It is important that an organizational cul-
ture should be systematically diagnosed and purposefully developed. The knowl-
edge of cultural integration can be used in this process. If such integration indicates
the compatibility of cultural models among various stakeholders, then it becomes an
obvious necessity to determine the form such models are to take. Employees should
be notified of what is regarded by the company as a cultural model, and the
management should try to determine how such models may be achieved. In prac-
tice, these standards should undergo periodic reviews with respect to their appli-
cability or the validity of their definitions.

2.5 Management by Objectives

2.5.1 Principles of Management by Objectives

The use of objectives in management models has a relatively long tradition. The
approach termed “the rational goal model” was first used simultaneously alongside
the development of Taylor’s ideas. Besides the determination of objectives, this
approach stressed the importance of command and control. Subsequently, McGr-
egor developed the objective-based approach in parallel with his Y Theory. He
claimed that employees responsible for the achievement of objectives should
exercise self-control. This was accompanied by an assumption that a work system
based on the determination of objectives should improve productivity if used col-
laboratively (Dinesh and Palmer 1998). However, it is P. Drucker who is consid-
ered as the greatest propagator of management by objectives.

Regarded as a system, management by objectives includes the following ele-
ments (Dinesh and Palmer 1998):

• objectives established for all jobs in the organizations,
• use of joint objective setting,
• linking of objectives to strategy,
• emphasis on measurement and control,
• establishment of a review and recycle system.
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Used in practice, management by objectives can have both advantages and
disadvantages. Potential advantages include the following:

• the supplementation of leadership practices,
• the standardization of employee evaluation and control principles,
• the possibility of harmonizing targets, objectives and goals in large

organizations,
• the elimination of the need for manual coordination,
• the possibility of assigning objectives from the organizational level to lower

levels of the hierarchy.

On the other hand, potential disadvantages can comprise the following:

• the destruction of employees’ commitment through performance measurement,
• the limitation of individual freedom in an organization,
• games and conflicts during the objective determination process,
• middle managers’ problems with translating corporate objectives into actions.

The role of communication processes in management by objectives is also
emphasized. Objectives should be created through dialogue and not top-down
communications (Dahlsten et al. 2005).

Significant problems with management by objectives occur in functional orga-
nizations. The formulation of objectives for functional areas and the measurement
of results in functional work can lead to the perception of these functions as
independent entities when in fact they are simply parts of a business.

Drucker and Ansoff claim that objectives should be closely related to an orga-
nization’s strategy. They draw attention to the fact that the determination of
objectives is a key element within the strategic planning process. This process
should be carried out in a manner which enables the elimination of conflicts
between objectives and this is possible only by ensuring a proper balance between
the perspectives of various stakeholders (Kenny 2012).

It should be strongly emphasised that depending on the type of organization, (e.g.
with respect to size or ownership), an organization can have very different priorities
expressed in terms of its operational objectives. For example, in small family busi-
nesses, the following regularities can be observed (Westhad 2003):

• for many business owners, expansion of a business is not an objective,
• many business owners are particularly concerned with maintaining their

independence,
• numerous business owners form and expand their business to a point that allows

them to maintain control of the organization and the supervision of labour
issues,

• many owners prefer their firms to stay small,
• owners of family firms cited the following objectives: building family reputation

and status in the community, providing employment for the family, protecting
family assets, ensuring independence, social goals such as employee welfare,
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and a dynastic wish to pass on a developed business position in addition to
wealth to the next generation.

If an organization accepts the general assumptions of management by objectives,
the implementation of this management technique should comprise the following
steps (Dinesh and Palmer 1998):

• identification of organizational strategy,
• collaborative goal setting,
• rewards linked to goals,
• development of action plans,
• cumulative period review of subordinate results against targets,
• review of organizational performance.

There is a wide range of experience related to the practical implementation of
management by objectives. The implementation of this management technique
frequently ends in failure. Researchers identify two major factors responsible for
such undesired results (Dinesh and Palmer 1998):

• partial implementation of the system (as an individual performance appraisal
system rather than an overall goal congruence system),

• a lack of paradigm shift from scientific management principles to the human
relations model (which is endorsed by the creators of management by objectives
as key to the system).

2.5.2 The Role of Stakeholders in Management by Objectives

For an organization, stakeholders are any groups or individuals who can affect or
are affected by the achievement of an organization’s objective (Freeman 1984).

Some stakeholders are of critical importance for the survival of an organization,
especially when they provide it with key operational resources.

There are three major approaches to the interpretation of the role of stakeholder
role in an organization: instrumental, descriptive, and normative approaches.

Within the instrumental approach, the main problem concerns how an organi-
zation should deal with issues related to stakeholders and how it should monitor and
control relations with them. According to this approach, an organization should pay
attention only to those stakeholders who can participate in the creation of value.
Thus a strategic dialogue should only be held with powerful stakeholders and it
should be oriented towards risk management and taking advantage of opportunities.

The descriptive stakeholders approach identifies and classifies the different
constituents of an organization without assigning any value statements to the
legitimacy of their claims for their power (Spitzeck and Hansen 2010).
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On the other hand, a key problem within the normative stakeholders theory
addresses the rights and duties of the actors involved and how a just balance of the
concerns of different stakeholders can be achieved.

In the normative approach, organizations should take their shareholders into
consideration because of their moral rights. Stakeholder dialogue is not strategic but
open and deliberative (an ideal speech situation).

Besides the three aforementioned approaches, there is one further argument in
favour of stakeholders’ participation in corporate governance. The participation of
stakeholders in corporate decision making has been related to efficiency gains
leading to competitive advantage and is supposed to reduce conflicts (Spitzeck and
Hansen 2010).

Stakeholders’ participation in organizational management is characterized by
two basic dimensions: power and scope.

Power refers to the level of influence stakeholders are granted in organization
decision making. In this context, it is possible to distinguish the following two
extreme situations for stakeholders:

• non-participation, when stakeholders have no influence on decision making
processes,

• stakeholder power, when stakeholders hold considerable power over decision
making.

Scope refers to breadth of power in decision making and usually spans along a
line of deciding on isolated local issues to decisions affecting the general business
model of an organization (Spitzeck and Hansen 2010).

These two dimensions give rise to four types of potential relationships between
an organization and its shareholders with respect to decision making (Fig. 2.3).

Irrespective of the quality of relationships between an organization and its
stakeholders, it remains obvious that the organization’s objectives are logically
related to what the stakeholders expect from the organization and what the
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organization wants from the stakeholders. This is illustrated by the following
examples of organizational objectives related to stakeholders (Kenny 2012):

• to grow the business by 10 % per annum (customers),
• to operate with integrity (a value),
• to increase productivity (employees),
• to get suppliers to deliver on time (suppliers),
• to attract better staff (employees),
• to increase profitable revenue (customers),
• to be a good corporate citizen (a value),
• to be innovative (a value),
• to change the foyer décor (an action),
• to be number one in the industry (part of the vision statement),
• to decrease employee turnover (employees),
• to increase funding (government),
• to provide products diametrically in opposition to the competition (part of the

mission statement).

A procedural version of the approach integrating management by objectives and
stakeholders has been presented by Kenny (2012). The objectives management
procedure comprises 5 steps.

Step 1. Identify Key Stakeholders In the case of small and medium-sized busi-
nesses, stakeholders will probably be their customers, suppliers, employees, and
owners. For large organizations, the situation is more complicated.

Step 2. Establish Behavioural Outcomes These can concern, for example, an
organization’s interest in receiving more orders from its customers or acquiring
cheaper and more modern materials from its suppliers.

Step 3. Design Organization Objectives Typical verbs that are used in this context
include: “to increase,” “to decrease” or “to maintain”. Formulated objectives should
meet the requirements of the SMART formula; that is they should be: Simple,
Measurable, Achievable, Relevant, Timely defined.

Step 4. Develop Measures Practice shows that in developing measures, the fol-
lowing three categories are used: (1) monetary symbols, which refer to revenue,
profit, funds, (2) numerical symbols, which refer, for example, to patient numbers,
cars produced, errors, opportunities, (3) percentage symbols, which refer, for
example, to market share, customer spending.

Step 5. Set Targets People planning objectives have to use a combination of four
methods. One such method involves looking at performance during the last period.
Another involves imperatives such as safety and risk. A third method is bench-
marking. A fourth method establishes a target on one measure by reviewing targets
on other measures.
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2.5.3 Management by Objectives and the Balanced Scorecard

A management process described by means of the balanced scorecard is very similar
to that referred to in management by objectives because (Dinesh and Palmer 1998):

• both approaches are based on goal congruence throughout an organization,
• both approaches emphasize an iterative process based on collaboration between

and within all levels of an organization,
• both approaches are based on the rational goal model (clear measures and

goals),
• both approaches make use of the human relations model,
• both approaches highlight the necessity of using motivating tools,
• both approaches are based on the development of strategic performance

measures.

The only fundamental difference concerns the space in which an organization’s
objectives are defined. An open formula is applied to management by objectives.
Objectives can be established in practically any way. On the other hand, although
objectives within the balanced scorecard are established in the cooperative formula,
it is more focused on the four categories of customer satisfaction, internal processes,
innovation and learning and financial measures.

Establishing Objectives Within the Balanced Scorecard
The use of the balanced scorecard is quite common. Most organizations adapt the
structures of their objectives to the general proposal made by the balanced score-
card’s authors Kaplan and Norton, i.e. that structures for objectives should fall
within the scope of four perspectives. A typical structure for objectives in organi-
zations using the balanced scorecard comprises the following perspectives
(Atkinson 2006):

• Financial: emphasising shareholder satisfaction, key goals and measures here
generally involve (gross and/or net) profitability, return on capital employed,
residual income, economic value added, sales growth, market position and
share, cash flow etc.

• Customer: focusing on real customer satisfaction, key goals and indicators here
typically stress common customer concerns such as delivery time, quality,
service and cost etc.

• Internal business: key goal and measures here should highlight critical skills and
competencies, processes and technologies that will deliver current and future
organizational (customer/financial) success.

• Learning/growth: underpinning the other three perspectives, key long-term goals
and indicators in this regard typically relate to improving flexibility and
investing for future development and new opportunities.

Potential Problems with Balanced Scorecard Application As with every man-
agement tool, the balanced scorecard has its advantages and disadvantages. Among
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potential limitations concerning the application of the balanced scorecard, we can
distinguish the following:

• a lack of overall coherence with the stakeholders approach to performance
management, which can result in an inadequate consideration of the require-
ments of some stakeholders, for example employees or suppliers, within the
structure of objectives,

• problems with bringing together strategic and budgetary control perspectives,
• problems with ensuring the integration of the balanced scorecard with other

control systems,
• problems with the effective combination of the balanced scorecard and long

established systems,
• the need to integrate the strategic planning process and the budgeting process,
• problems with an organization’s flexibility and speed of reactions to changes in

the environment when the balanced scorecard is dominated by the top-down
approach,

• the excessive use of the balanced scorecard for top-down control.

The Functions of the Balanced Scorecard The previously mentioned problems
related to the application of the balanced scorecard allow for the identification of the
following functions of this approach in an organization (Johanson et al. 2006):

• Balanced scorecard as a facilitator of a long-term perspective. A model of this
management tool should enable organizations to become more oriented towards
long-term revenue, rather than short-term costs, in their management control
routines.

• Balanced scorecard as an arena for dialogue. This tool’s implementation process
should include consultation at all levels of hierarchical organizations.

• The balanced scorecard as a tool for the correction of previous control systems.
This tool can be used in particular to make adjustments in previous budgetary
control practices. Unfortunately, situations sometimes occur in which the
implementation of a new tool causes a decrease in the measurability of an
organization’s objectives.

• The balanced scorecard as a tool for the improvement of objective setting
practices. This becomes possible particularly if the tool implementation process
is accompanied by decentralization.

• The balanced scorecard as an instrument for change. The tool implementation
process frequently allows for the identification of those activities within an
organization which are ineffective and require improvement. The tool’s diag-
nostic function can be subsequently complemented with the forecasting func-
tion, which consists in determining the objectives of changes or improvements
in a situation.

Balanced Scorecard and Other Management Tools The use of the balanced
scorecard can be highly effective if it is integrated with other management tools. An
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example of such a tool is the 7-S model. This model includes 7 critical factors for an
effective organizational strategy (Kaplan 2005):

• Strategy. The positioning and actions taken by an enterprise, in response to or
anticipation of change in the external environment, intended to achieve com-
petitive advantage.

• Structure. The way in which tasks and people are specialized and divided, and
authority is distributed; how activities and reporting relationships are joined; the
mechanisms by which activities in the organization are coordinated.

• Systems. The formal and informal procedures used to manage the organization.
• Staff. The people, their backgrounds and competencies, recruitment processes,

selection, trainings, socialization, management of careers.
• Skills. The distinctive competencies of the organization.
• Style/culture. The leadership style of managers, organizational culture.
• Shared values. The core set of fundamental values that are widely shared in the

organization.

Table 2.3 An input of the balanced scorecard in the development of the 7-S model elements

7-S model element Input of balanced scorecard

Strategy Through the implementation of various measures, including those
of a non-financial variety, BSC provides managers with new
system design and customization tools

Structure BSC reduces the pressure on managers to find and install the
perfect structure. The organizational improvement process occurs
as it were spontaneously during BSC implementation

Systems The setting of achievement measures results in clear responsibility
and accountability

Staff The BSC learning and growth objectives links the staff,
employees’ knowledge, capabilities and skills to the strategy

Skills These are captured in the internal process perspective of BSC,
where organizations identify operating, customer management,
innovation and regulatory and social processes

Style The BSC keeps executives’ attention focused on balance between
short-term operational improvements and the drivers of long-term
value creation. Leadership attributes and style, together with
organization capital component are captured in the learning and
growth perspective

Shared values Vision, mission, value are not explicitly recognized in BSC. They
are starting points for developing strategy. The BSC can translate
even the most intangible elements of the 7-S model (shared values)
into quantifiable objectives that lead to action and feedback

Adapted from Kaplan (2005)
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According to the assumptions of the 7-S model, success is possible if an orga-
nization achieves balance and harmony among the so-called hard Ss (strategy,
structure, systems), soft Ss (staff, skills, style) and super-ordinate goals (shared
values).

Both approaches (the 7-S model and the balanced scorecard) (Kaplan 2005):

• articulate that effective strategy implementation requires a multi-dimensional
approach,

• stress interconnectedness,
• help managers align their organization for effective strategy execution.

A potential input of the balanced scorecard into the development of the 7-S
model is presented in Table 2.3.

Thus the combination of the management models discussed can result in synergy
effects.

References

Allen AM (2012) Culture integration in a “clean room”. OD Pract 44(3):50–54
Atkinson H (2006) Strategy implementation: a role for the balanced scorecard? Manag Decis 44

(10):1441–1460
Bailey S (2013) Hard evidence of feedback reducing injuries and altering organizational culture.

Forbes 30(08):2013
Bidault F, Castello A (2009) Trust and creativity: understanding the role of trust in creativity-

oriented joint developments. R D Manag 39(3):259–270
Birru WT (2011) Horizontal inter-firm cooperation in Ethiopian small and medium enterprises.

J Small Bus Enterp Dev 18(4):806–820
Bugdol M (2010) Wymiary i problemy zarządzania organizacją opartą na zaufaniu. Wydawnictwo

UJ, Kraków
Carpinetti L, Galdamez E, Gerolamo M (2008) A measurement system for managing performance

of industrial clusters. Int J Prod Performance Manag 57(5):405–419
Conchie SM, Donald IJ (2009) The moderating role of safety-specific trust on the relation between

safety-specific leadership and safety citizenship behaviors. J Occup Health Psychol 14
(2):137–147

Cox P (2007) Should a financial service provider care abort trust? An empirical study of retail
saving and investment allocations. J Financ Serv Mark 8:332–345

Cunningham I, Hyman J (1999) Devolving human resource responsibilities to the line. Pers Rev
28(½):9–27

Dahlsten F, Styhre A, Williander M (2005) The unintended consequences of management by
objectives: the volume growth target at Volvo Cars. Leadersh Organ Dev J 26(7):529–541

Dale BG, Lascelles DM (1997) Total quality management adoption: revisiting the levels. TQM
Mag 9(6):418–428

Darvish H, Nazari EA (2013) Organizational learning culture—the missing link between
innovative culture and innovations (case study: Saderat Bank of Iran). Econ Insights—Trends
Challenges 65(1):1–16

De Castro GM, Saez PL, Lopez JE (2004) The role of corporate reputation in developing relational
capital. J Intellect Capita 5(4):575–585

78 2 The Main Conditions for Integration Success



Dinesh D, Palmer E (1998) Management by objectives and the balanced scorecard: will tome fall
again? Manag Decis 36(6):363–369

Dirks KT, Skarlicki DP (2009) The relationship between being perceived as trustworthy by
coworkers and individual performance. J Manag 35(1):136–157

Dirks KT, Ferrin DL (2000) The effects of trust in leadership on employee performance, behavior,
and attitudes: a meta-analysis. In: Academy of management proceedings

Duhigg CH, Barbooza D (2012) In China, human cost are built into an IPod. Econ Dated 12
(02):2012

Ehrenberger L, Hornsten B (2011) Performance and risk management in strategic cooperation. Int
J Prod Perform Manag 60(4):387–403

Elmuti D, Kathawala Y (2001) An overview of strategic alliances. Manag Decis 39(3):205–217
EN ISO (9000:2005) Quality management systems-Fundamentals and vocabulary. ISO Geneva
EN ISO (9001:2008) Quality management systems-Requirements. ISO, Geneva
Francois P, Zabojnik J (2005) Trust, social capital, and economics development. J Eur Econ Assoc

1(3):51–94
Freeman RE (1984) Strategic management: a stakeholder approach. Pitman, Boston
French SL, Holden TQ (2012) Positive organizational behavior: a buffer for bad news. Bus

Commun Q 75(2):208–220
Gambetta DG (1988) Can we trust trust? In: Gambetta DG (ed) Trust: making and breaking

cooperative relations. Basil Blackwell, New York, pp 213–237
Geraudel M, Salvetat D (2014) What are the antecedents of coopetition? Explanation terms

centrality and personality traits. Eur Bus Rev 26(1):23–42
Grant A (2013) Givers take all: the hidden dimension of corporate culture. McKinsey Q 2:52–65
Hemdi MA, Nasurdin AM (2006) Predicting turnover intentions of hotel employees: the influence

of employee development human resource management practices and trust in organization.
Gadjah Mada Int J Bus 8(1):21–42

Hevey C, Murphy E (2012) A proposed cooperation framework for organizations and their leaders.
Manag Decisions 50(6):993–1000

Hilde T (2007) Zarządzanie zasobami Ludzkimi. Tom V Biznes, PWN, Warszawa
Hoe SL (2004) Is interpersonal trust a necessary condition for organizational learning? J Organ

Trans Soc Chang 4(2):149–156
Hummels H, Roosendaal HE (2001) Trust in scientific publishing. J Bus Ethics 34(2):87–100
Is it better to hire for cultural fit over experience (2011). http://management.fortune.cnn.com/2011/

04/28/is-it-better-to-hire-for-cultural-fit-over-experience. Accessed April 28 2011
Joia LA, Malheiros R (2009) Strategic alliances and the intellectual capital of firms. J Int Capital

10(4):539–558
Johnson G, Scholes K (1997) Exploring corporate strategy: texts and cases. Prentice Hall, Hamel

Hampstead
Johanson U, Skoog M, Backlund A, Almqvist R (2006) Balancing dilemmas of the balanced

scorecard. Acc Auditing Accountability J 19(6):842–857
Kahane E (2006) Trust and powerful learning. T+D 60(7):51–53
Kaplan RS (2005) How the balanced scorecard complements the McKinsey 7-S model. Strategy

Leadersh 33(3):41–46
Kenny G (2012) From the stakeholder viewpoint: designing measurable objectives. J Bus Strategy

33(6):40–46
Lacoste SM (2014) Coopetition and framework contracts in industrial customer-supplier

relationships. Qual Mark Res Int J 17(1):43–57
Leimbach MP (2005) Invited reaction: outsourcing relationships between firms and their training

providers: the role of trust. Human Res Dev Q 16(1):27–32
Lopes H, Calapez T (2011) Exploring the sources and benefits of cooperation. The role and

challenges of relational and moral goods. Int J Soc Econ 38(7):607–627

References 79

http://management.fortune.cnn.com/2011/04/28/is-it-better-to-hire-for-cultural-fit-over-experience
http://management.fortune.cnn.com/2011/04/28/is-it-better-to-hire-for-cultural-fit-over-experience


Marshall RS, Nguyen TV, Bryant SE (2005) A dynamic model of trust development and
knowledge sharing in strategic alliances. J Gen Manag 31(1):41–57

Martins EC, Terblanche F (2003) Building organisational culture that stimulates creativity and
innovation. Eur J Innov Manag 6(1):64–74

Matzler K, Renzl B (2006) The relationship between interpersonal trust, employee satisfaction, and
employee loyalty. Total Qual Manag Bus Excellence 17(10):1261–1271

Mayer RC, Davis JH, Schoorman FD (1995) An integrative model of organizational trust. Acad
Manag Rev 20(3):709–734

McKnight DH, Kacmar CJ, Choudhury V (2004) Dispositional trust and distrust distinctions in
predicting high-and low-risk internet expert advice site perceptions. e-Serv J 3(2):35–58

Neves P, Caetano A (2009) Commitment to change: contributions to trust in the supervisor and
work outcomes. Group Org Manage 34(6):623–644

Obadia C (2008) Cross-border interfirm cooperation: the influence of the performance context. Int
Mark Rev 25(6):634–650

Oleksyn T (2006) Zarządzanie kompetencjami. Oficyna Ekonomiczna, Kraków
Patti AL (2006) Economic clusters and the supply chain: a case study. Supply Chain Manag: Int J

11(3):266–270
Paul GW, Berry DM (2013) The importance of executive leadership in creating a post-merged

organisational culture conducive to effective performance management. S Afr J Hum Res
Manag 11(1):1–15

Prusak L, Cohen D (2001) How to invest in social capital. Harvard Bus Sch Press 79(6):86–93
Reina DS, Reina ML (1999) Trust and betrayal in the workplace. Berrett-Koehler Publishers, San

Francisco
Renzl B (2008) Trust in management and knowledge sharing: the mediating effects of fear and

knowledge documentation. Omega 36(2):206–220
Robbins SP, DeCenzo DA (2002) Podstawy zarządzania. PWE, Warszawa
Rostowski T (2003) Zintegrowany system zarządzania kompetencjami. W:Juchowicz M (red)

Narzędzia i praktyka zarządzania zasobami ludzkimi. Poltex, Warszawa
Schalk R, Curseu PL (2010) Cooperation in organizations. J Manag Psychol 25(5):453–459
Schmoltzi C, Wallenburg CM (2011) Horizontal cooperation between logistic service providers:

motives, structure, performanace. Int J Phys Distrib Logistic Manag 41(6):552–576
Senior B (2003) Zmiana organizacji i rozwój organizacji. In: Chmiel N (ed) Psychologia pracy i

organizacji. GWP, Gdańsk, p 394
Simoni M, Caiazza R (2012) Interlocks network structure as driving force of coopetition among

Italian firms. Corp Gov 12(3):319–336
Spitzeck H, Hansen EG (2010) Stakeholder governance: how stakeholders influence corporate

decision making. Corp Gov 10(4):378–391
Sungmin R, Soonhong M, Nobuhide Z (2008) The moderating role of trust in manufacturer—

supplier relationships. J Bus Ind Mark 23(1):48–58
Steensma H, Visser E (2007) Procedural justice and supervisors’ personal power bases: effects on

employees perceptions of performance appraisal sessions, commitment, and motivation.
J Collective Negotiations 31(2):101–118

Stoner J, Freeman E, Gilbert D (2001) Kierowanie. PWE, Warszawa
Sztomka P (2007) Zaufanie fundamentem społeczeństwa. Znak, Kraków
Todeva E, Knoke D (2005) Strategic alliances and models of collaboration. Manag Decis 43

(1):123–148
Von Glinow MA (1985) Reward strategies for attracting, evaluating, and retaining professionals.

Hum Res Manag 24(2):191–206
Wang Y, Krakover S (2008) Destination marketing: competition, cooperation or coopetition? Int J

Contemp Hospitality Manag 20(2):126–141

80 2 The Main Conditions for Integration Success



Weber MJ, Deepak M, Murnighan KJ (2005) Normal acts of irrational trust: motivated attributions
and the trust development process. Res Organ Behav 2(26):75–101

Westhad P (2003) Company performance and objectives reported by first and muliti-generation
family companies: research note. J Small Bus Enterp Dev 10(1):93–105

References 81



Chapter 3
Integration Approach in Modern
Management Concepts

3.1 Integration in the System Approach

This chapter discusses the systems theory. In this sub-chapter, the authors present
the particular systems which comprise an organization and analyse the essence of a
social system. In the next section, they define the concept of a socio-technical
system. This is followed by an example of a practical application of the systems
theory. The example illustrates the possibilities of integrating a quality management
system with an environmental management system. It is impossible to avoid ref-
erence to the functioning of virtual organizations when writing about integration.
This chapter is devoted to a discussion concerning definitions of various types of
virtual organizations, the importance of and conditions for integration, risks con-
nected with integration, and two selected methods of integrating entities for the
formation of virtual organizations (the application of various types of integration
and the idea of social capital).

The following sub-chapter presents the integrating role of TQM. It identifies
integration problems comprising the integration of TQM with research and devel-
opment activities, the integration of databases and the integration of TQM with
Performance Measurement. TQM’s integration potential results from the following
factors: assimilation of various management methods and techniques, the
strengthening of an organization’s social potential and the use of empowerment and
self-assessment methods. The authors present the possibilities of using quality
principles and their factors to achieve various types of integration, options for the
integration of TQM as a holistic concept with various other management concepts,
and the integrating role of excellence models. The study of related literature shows
that total quality management (TQM) shares many elements with the concepts of
reengineering, knowledge management, the kaizen philosophy, lean management,
internal marketing, and corporate social responsibility.
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3.1.1 The Concept of System

Before relationships between an organization’s systemic structure and integration
are discussed in more detail, it is necessary to refer to the concept of system. It is
generally assumed that a system consists of many elements which depend on and
influence one another. For example, a social system consists of people who are able
to cooperate thanks to the various relationships, together with the social and
material bonds which exist among them. However, sometimes people are quar-
relsome and their interests are divergent. In such a system numerous conflicts and
tensions occur. A technical system comprises technical equipment, machinery and
infrastructure. All such technical elements have to be well harmonized and support
a social system. An organizational system refers to the organization or methods of
work. An organizational system is embedded within an organizational structure. An
economic system comprises financial resources necessary for the functioning of an
organization. Such resources can be either external or internal: that is, those that are
currently within an organization’s possession. Sometimes an organizational-legal
system is distinguished, which stresses the dominant role of legal requirements in
management processes. In management there are also other non-social systems
which cover one selected area of interest. Therefore, we distinguish quality man-
agement systems, occupational safety management systems, risk management
systems, configuration management systems, etc. The notion of system applies also
to remuneration, motivation and evaluation systems. It is also possible to distin-
guish an axionormative system within organizations, or “a related set of rules,
standards and values concerning all manifestations of social life and characteristic
for a particular culture” (Sztompka 2002, p. 287). Financial management also
makes use of the concept of system. For example, an accounting information
system collects, processes, archives, and integrates financial data important for
decision making processes.

In this sense, a system is a collection of many interdependent activities. For
example, so far as a quality system is concerned, it is necessary to determine the
management’s responsibility, to carry our management reviews and quality audits,
to analyse data, to undertake corrective and preventive measures and to supervise
documentation and records.

Literature on this subject applies two different but not mutually exclusive terms
concerning an organization’s systemic structure. On the one hand, an organization
can be treated as a uniform, purposeful and open system consisting of mutually
related parts. This approach is based on the assumption that a whole system is
comprised of sub-systems.

According to the other approach, as a group of people with determined objec-
tives, tasks, scopes of responsibility and powers, an organization is a set of various
systems mutually dependent on one another.

Management science uses the notion of systemic approach which strongly
emphasizes the need for the holistic treatment of organizations: “The identification,
understanding, and management of mutually related processes as systems
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contributing to an increase in an organization’s effectiveness and efficiency in
objectives achievement” (EN ISO 9000:2005, item 0.2, p. 9). Advocates of systemic
approach are convinced that an organization should be perceived as a given in whole,
a collection of various systems or subsystems. Therefore, one must not make a
decision concerning one system without taking into consideration all other systems.
For example, every change within an organizational structure (or more broadlywithin
an organizational system) causes particular changes in organizational behaviours (in
a social system). New machinery and equipment (a technical system) requires
training courses for employees (thus changes in a social system). Superiors have to be
able to think and make decisions in a systemic manner.

Every system has its limits and flows (Stoner and Wankel 1992). A system’s
limits separate it from its environment. It is conventionally assumed that there are
open and closed systems and that systems exist which do not cooperate with their
environments. However, in the case of large production or service organizations,
this is impossible because irrespective of its field of activity, every organization has
to cooperate with different external entities. At the very beginning of establishing a
business, contacts have to be maintained with tax authorities, banks, consultants,
etc.

A flow takes place within a system itself and also concerns its external relations.
If a system is to function properly, it requires a flow of information, data, knowl-
edge, energy, resources and elements of other systems.

It should be stressed that the systemic approach does not stand in contradiction
to the process approach, in which an organization is perceived as a set of inter-
dependent processes. After all, both approaches are quality management principles.
The systemic approach does not stand in opposition to the classical, quantitative or
behavioural approaches, either. Successful managers appreciate the importance of
the behavioural, situational, quantitative, and classical points of view.

3.1.2 The Essence of a Social System

The understanding of the essence of a system has been aided by sociology, in
particular studies conducted by T. Parsons, an American sociologist. In his
research, Parsons focused on interactions taking place between people who he
refers to as “actors.” He asserts that through entering into interactions with others,
actors pursue the optimization of their gratification. He claims that socialization in
which actors are passive observers and social control is exerted form two major
mechanisms which allow for the maintenance of balance within a system. He
concludes that a system has to be flexible and capable of tolerating a certain degree
of change (Ritzer 2004). A social system is not only able to determine the limits of
changes, but also to control changes occurring in the environment. It is charac-
terized by a self-maintaining order or a state of balance (Ritzer 2004).

The common qualities of all social systems include the following: morphology
(on the basis of which it is possible to draw conclusions about the number and size
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of elements making up a system), an arrangement of functions and positions, a
dependence hierarchy assigned to each element, an ability to adapt, and a set of
values related to a system’s objectives (Jacher 1976). These common qualities of
social systems can be used in practice to analyse and integrate different virtual
organizations or organizations which form part of a supply chain.

If a social system is to be capable of executing its tasks and achieving its
objectives, it needs to maintain a dynamic balance. This is possible due to a form of
control, the function of which is to correct errors or inconsistencies in relation to
adopted standards or resulting from those processes of learning and socialization
which cause employees to accept the standards and values of an organization.
However, if control is to facilitate the achievement of objectives, it cannot be
bureaucratic in character or oriented around employee discipline. Control should
allow for the correction of mistakes and function as a regular process, thanks to
which the pursuit of established goals amongst different elements of the system can
be anticipated. Therefore, it is a good idea to test alternative control mechanisms,
for example various forms of self-control1 or control which involves the partici-
pation of employees.

Control involving employees is the opposite of bureaucratic control. Such
control usually requires the following:

• Employees’ involvement,
• a remuneration system oriented to group results,
• expectations of results exceeding a minimum level.

Such a form of control is possible where effective formal regulations are not
forcibly imposed and bureaucratic, but instead employees comply with group
standards stressing their participation (Griffin 1996).

The dynamics of a system do not result from a large number of elements. Con-
versely, a large number of system elements need no hinder cooperation. System
dynamics result from the fact that particular system elements are active, closely
related and non-linear, while a system itself is characterized by the abilities to adapt
and self-regulate (Sterman 2000). Integration is an indispensable process for the
maintenance of balance in the social system (Ritzer 2004). However, when we
observe the social system itself, we conclude that it is an extremely complex entity.
One of the factors which contribute to the complexity of the social system’s problems
is the fact that it comprises not only employees, but also actors in a broader sense: that
is, owners, customers, agents, service providers or supervisory board members. Such
people represent different approaches to work, value systems or world views; they
perform various roles and have various interests. The accommodation of these dif-
ferences is very difficult. However, similarly to the dynamics mentioned above,
diversity is not always detrimental; conversely, it is believed that diversity is nec-
essary for integration to take place. It increases the complexity of an organization

1 Note: there is no agreement as to whether self-control can be considered as a typical form of
control because it is not related to exerting influence on other people.
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(Piotrowski 2007). Integration in a social system is possible when managers deter-
mine measurable goals assigned to particular levels and functions. Such objectives
have to be included in a realistic perspective (their achievement is to be ensured by the
participation of employees). Taking into consideration various theories of motiva-
tion, it can be concluded that the best goals demand and slightly exceed the level of
employees’ skills and thus facilitate their development. Integration in a social system
should be based not on similarity but complementarity. Similarities alone (e.g. the
same occupational qualifications) do not guarantee integration; in fact, they limit the
possibility of reaching agreements and that is why interdisciplinary work teams are so
important in contemporary organizations.

The existing concepts of social systems assume in a simplified manner that
processes of socialization, control and common goals are required by a social
system. Meanwhile, little is known about the course of enforced integration. Such
enforcement can result from situations of threat or strong pressure from leaders of
an organization. In reality, employees, particularly in large organizations, know
little about one another, and thus employee evaluations are not necessarily reliable.
Therefore, the question arises as to whether enforced integration can alter a negative
vision of reality and whether it can make employees who have not previously
trusted one another cooperate and even derive satisfaction from such cooperation.

3.1.3 A Socio-Technical System

One of the most interesting issues at stake is the coexistence of a technical system
and a social system. A technical system concerns the processes, tasks and tech-
nologies necessary to transform input into output. A social system concerns human
qualities (i.e. attitudes, skills, values, etc.), relations among people, remuneration or
evaluation systems, etc. It is claimed that a process’s output (its results) are caused
by interactions between these two systems (Upadhyaya and Mallik 2013).

The technical system comprises technology. The social system consists of
people and its quality is influenced by their attitudes towards work, motives and
individual objectives. This system is shaped by a system of penalties and rewards,
day to day management activities, error corrections and the strengthening of
positive behaviours. Many processes, for example e-learning, depend to a large
extent on these two systems (Upadhyaya and Mallik 2013).

A lot of research has indicated that integration which takes place within the
technical system depends on the elements which make up the social system. This is
so because the cost-effectiveness of the applied technical system is frequently
dependent on an appropriate organisational arrangement, which, in turn, is influ-
enced by the quality of entry data received by an organization, directly or indirectly,
from the broader social and economic environment (Romero 2010).

The socio-technical system theory is used in examinations of process effec-
tiveness. Such studies not only include analyses of the particular elements of a
system and the relationships between them, but also approach systems as entities
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consisting of processes within which it is possible to distinguish input (e.g. supplied
raw materials), internal processes (e.g. key technological processes), and output (e.
g. a product delivered to a customer). This theory is also used to study customer
behaviours. For example, Lovell (2005) carried out an interesting analysis of the
UK property market, subsequently stating that in such analyses it was necessary to
take into consideration not only existing relationships between supply and demand,
but also a product’s technical characteristics, together with relationships between
the technical system and the social system. He concluded that more attention should
be paid to the influence of a product’s technical characteristics on customers’
decisions. Customers do not have sufficient knowledge of modern technologies
because their previous experiences have been determined by their place of residence
(Lovell 2005).

A trust challenge is an attempt to use the socio-technical system theory in
analyses of mobile systems. Mobile systems are usually created by many stake-
holders who develop their own individual subsystems. The integration of such
subsystems is much more complicated than the integration of traditional technical
systems, the latter consisting only of machinery and equipment located on the
premises of a given organization. An example of this would be a wireless network
infrastructure provided by one supplier, while software is developed by another.
Furthermore, both organizations can use communication infrastructure operated by
a third participant in the same project (Olla et al. 2003).

Of contemporary significance is the attempt to utilize a synergy effect which can
occur in the socio-technical system. Many modern organizations implement various
robots in their operations. The purpose of this is not to replace humans in the
execution of dangerous tasks, but to experiment with cooperation between people
and machines (e.g. in operations such as cutting, lifting, etc.). The basic premise of
such ideas is that robots should not replace people. Therefore, in many organiza-
tions it is employees that make decisions about where robots are to be used.

3.1.4 An Example of Integration Between Two Management
Systems

Integration is a process which takes place within a system and between systems. As
has been mentioned above, integration is necessary if a system is to maintain its
balance. Integration is not impeded by the diversity of those elements making up a
system. In practice, the process of integrating different systems is extremely
important. Without integration an increase in wastage would occur, or more pre-
cisely, it would be necessary to maintain duplicate documentation and repeat the
same activities related to product delivery or service provision supervision
processes.

In the implementation of any management system, it is necessary to take into
consideration the existence of other systems, some of which may not necessarily be
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standardized, in order to minimize risks related to a decrease in an organization’s
operational efficiency. Problems with integration appear at the stage of imple-
menting a single management system: for example, a quality management system,
and also later at the stage of integration two systems (e.g. a quality and an envi-
ronmental system). In the construction of various technical systems (e.g. computer,
quality, environmental), emphasis is usually placed on the preparatory stage in
order to ensure that in the future, when a system is implemented and maintained, its
particular elements constitute a cohesive whole, capable of functioning properly.

A quality management system can be used as an example. The ISO 9001:2008
standard states explicitly that before system implementation, as early as the design
stage, it is necessary to take into consideration the following:

• organizational conditions (What is the risk of implementing a quality manage-
ment system? What types of risk can occur in the process? What is the required
architecture of acceptable risk? What risk assessment techniques should be
used? How should an organization react to risk?)

• particular objectives to be achieved (What are the goals of quality improvement?
What do we want to achieve? What goals will be assigned to particular
processes?),

• delivered products (Does a customer require a quality management system
certificate? Will the implemented quality management system apply to all
products? What will be its scope?),

• applied processes (What are the key product realization processes? Which
processes are auxiliary or systemic? What is their importance and variability?
Are realized processes susceptible to distortions?),

• an organization’s size and structure (How will the complexity of the existing
organizational structure influence the system’s shape and maintenance? Is the
organizational structure adequate for the system? What changes are necessary?),

The risk related to system implementation is very important and usually com-
prises the possibility of an organization’s disintegration, which can result from a
bad identification of key processes. In particular, organizations, including func-
tional structures, can experience periods of deteriorated functioning. A frequent
error is to refer to “the existing condition.” People dealing with the implementation
of quality management systems do not worry about the future shape of a redesigned
organization which will be much more efficient after a system has been introduced,
but try to describe what the organization is already doing. If a description of
particular processes is to be used to initiate a discussion about necessary changes,
then such a solution is not damaging. However, if this is the end result of a system
implementation process, a decrease in organizational efficiency is to be expected.
Why is this the case?

Firstly, processes which pass through a number of functional organizational units
tend to undergo distortions. Problems occur with the verification of their particular
stages. Process objectives are achieved by many people and organizational units,
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which can make it difficult to assess particular people’s contribution to their suc-
cess. Secondly, in accordance with the normative principles, many organizations
appoint process owners. This function is performed by organizational unit man-
agers, or new people appointed for this particular purpose. In organizations where
structures are divided into departments and divisions, entrusting the process owner
function to a department manager is not problematic. However, in organizations
with independent and equal managerial positions, appointing one manager as
process owner can result in interpersonal conflicts. This can raise the following
questions: Who should be distinguished? Which managers have the most authority?
Who will be able to manage the whole process?

During a quality management system implementation process the following
problems related to integration can appear:

• How can the new system be integrated with already existing systems?
• How can key service and product realization processes be identified to ensure

that there will be no decrease in efficiency and effectiveness after the system has
been implemented?

• How can the so-called system elements be integrated with activities already
undertaken by the organization?

If an organization has already implemented one standardized management sys-
tem (e.g. an environmental, occupational safety, risk or supply chain management
system), already at the planning stage it becomes necessary to examine which
elements of a new system can be integrated with the existing one. Let us assume
that the organization has already implemented a quality management system based
on the ISO 9001 standard. It now wants to introduce an environmental management
system based on the ISO 14001 standards. The first task will be to group the
particular system elements in such a way as to facilitate an answer to the following
questions: which system elements will it be easiest to integrate and which will not
undergo integration at all, at least at the first implementation stage. In our example,
the elements of the quality and environmental management systems will first be
divided, paying attention to their integration potential. This task’s results are pre-
sented in Table 3.1.

A further stage will be an attempt to consider the possibility of integrating
particular problem groups. A few selected examples are presented below.

Example 1. Conducting quality audits and environmental audits.
Both types of audits are based on the same standards. The ISO 19011:2011
standard. Management systems auditing guidelines can be used to audit both
quality and environmental management systems. In the future, such audits will
apply to the integrated management system. This means that the existence of the
two systems should be taken into consideration in audit plans and programmes
and during the performance of process or functional audits in particular organi-
zational units.
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Example 2. Human resources management.
Within a quality management system, employees’ competencies are determined,
the effectiveness of activities undertaken is examined, records related to human
resources management processes are maintained, training courses (or other
activities such as personnel rotation, a period of traineeships in another company,
etc.) are organized. Competence elements include experience, completed training,
education and skills. A very similar approach is applied to human resources
management in environmental systems. However, in this case, integration will
require an examination of training needs within an environmental management
system. There is no such requirement in a quality management system.

Example 3. System reviews
Both management system reviews and environmental reviews are conducted
according to the same methodology. First, input data need to be prepared. After
auditors become familiar with the input data, they carry out a proper review
which is followed by an evaluation of an organization’s needs and the possi-
bility of fulfilling such needs. The results of reviews are termed output data or
concrete decisions which concern the maintenance and improvement of both the
system and the whole organization. In the event of the integration of both
systems, input data need to be integrated. In consequence of such integration,
input data will include elements belonging to both the quality management
system (e.g. results of audits, feedback from customers, information concerning
the course of processes and product conformity, the status of preventive and
corrective actions) and the environmental management system (e.g. the effects
of the organization’s environmental activities, a specification of new legal
requirements concerning environmental protection, a specification of emergency
events). Output data or decisions to be made by the top management will
concern the respective systems and their integration.

Example 4. Integration between operational control and product realization.
In practice, operational control requires a detailed analysis of product realization
processes. Activities such as process monitoring, critical points measurement and
a determination of ranges of deviations from adopted technological standards are
necessary. These activities are common for both systems. In the case of the
environmental management system, the influence of a particular operation on the
environment requires additional identification. Where necessary (e.g. because of
environmental hazards), procedures should be implemented in order to prevent
possible deviations from adopted environmental policies, objectives and tasks.

Therefore, before initiating the integration of two systems, it is necessary to take
into consideration inherent risks related to this process and the common elements
which comprise the two systems (in the example provided, these were elements of a
quality management system and an environmental management system). It is
possible and recommended to integrate systemdocuments (e.g. policies, procedures
and instructions), work positions (e.g. representatives) and process supervision
methods. However, it is cultural integrationwhich poses themost serious challenge.
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3.2 Integration in Supply Chain Management

3.2.1 Supply Chain and Supply Chain Management

Before analysing and clarifying the essence and dimensions of integration in supply
chain management, it is worth pointing out the significance of basic conceptual
categories such as supply chain and supply chain management.

Supply Chain The idea of supply chain was developed over 30 years ago. The
author of the original concept was Houlihan, who defined it as a process for building
improved and stronger upstream and downstream business linkages, focused toward
improving value for the ultimate customer.

Other attempts to describe value chains focus on the following definitional
elements (Stonebraker and Liao 2006):

• possible answers to the question of how to integrate and perform logistics and
manufacturing activities,

• collaboration among supply chain partners,
• connected series of activities concerned with the planning and controlling of raw

materials, components and finished products from suppliers to the final customer,
• a minimum set of characteristic features including the following: multiple

echelons, focus on integration, goals of service and profitability, collaborative
process and value-adding considerations,

• cash and credit movements as a part of integrated supply chain flows.

Skinner’s concept, according to which the supply chain is more effective if
production focuses on one or a limited number of products, is sometimes identified
as a classical limitation for supply chain integration.

The supply chain is, without doubt, a multidimensional construct. The essence of
the supply chain can be explained through the metaphor of an umbrella. The building
of supply chains is the focus of a number of complex aspects which include the
following:

• transfer of a range of information on product/service attributes, cost and availability,
• commonality of volumes, quality, and technologies to assure efficiencies of flow

and communications,
• the importance of a product life cycle stage with functional decision-making

activities,
• a wide range of cultural variables and professional functions,
• the significance of openness and trust,
• the occurrence of many phases such as: creation of raw materials, manufacture

of parts and components, assembly of finished goods, distribution of foods/
services and customer service,

• risk and cost associated with customer service level should be defined within
each activity.
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Decisions made with respect to the value chain concern the following three
fundamental problems:

• number and type of business processes to integrate,
• horizontal and vertical network
• management processes used.

Supply Chain Management Supply chain management appears as a management
formula for achieving optimal integration of the company’s network of business
relationships. Thus it is another step in the development of the integration phe-
nomenon applied first of all to internal business functions, departments and pro-
cesses and only subsequently to all the companies in the supply chain. According to
the definition of the Global Supply Chain Forum, supply chain management is the
integration of key business processes from end user through original suppliers that
provide products, services and information that add value for customers and other
stakeholders (Simon et al. 2014).

In order to explain the essence of supply chain management, it is useful to refer
to three theoretical categories s: atomistic, holistic and cross-disciplinary.

Another popular approach is to locate supply chain management within a
marketing channel. In such a case, it is worth noting that development of integrated
marketing channels requires that the management of business activities be viewed
from three perspectives, namely strategic, tactical and operative. A collection of
selected opinions on the essence of supply chain management is presented in
Table 3.2.

It can also be assumed that the supply chain creates some kind of a business
system. In this context, it is possible to distinguish two types of supply chain
members’ behaviours which are essential from the perspective of management. The

Table 3.2 Selected interpretations of supply chain management

Author Interpretation

Lummus SCM includes the logistic flows, the customer order management, the
production processes, and the information flows necessary to monitor all
activities at the supply chain nodes

Mentzer SCM is the management of close interfirm relationships, and understanding
that partnering is important in developing successful retail supply chain
relationships

Chandra and
Kumar

Many firms have moved aggressively to improve SCM to balance customers’
demands with the need for profitable growth
These efforts have been focused mainly on flexible organizations,
organizational relationships, total supply chain coordination, improved inter-
and intra-enterprise communication, outsourcing of non-core competencies,
built-to-order manufacturing strategy, inventory management, and cost
control

Bechtel and
Jayaram

SCM crystallises the business ecosystem idea by providing a process
framework that enables firms to engage in co-evolvement rather than
competition

Adopted from Svensson (2003)
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first type of behaviour, called transaction, emphasises negotiation, which may lead
to the exchange of products. The second type, called transvection, places emphasis
on something that flows through a marketing channel context, coming in at one end
and going out the other.

3.2.2 Supply Chain Integration

3.2.2.1 Evolution of Integration in Supply Chain

A highly integrated supply chain can be a purposive integrated organizational entity
that shapes the attraction, the selection, and the retention of the members of the
collective (Huang et al. 2014). The result is something called a meta-organisation, a
supply network or a net chain.

Information sharing and interdependence are the two key features of supply
chain integration which allow for the identification of its evolution. Information
sharing is one of two critical elements of integration, because it serves a platform
through which parties can engage in coordination, joint action, problem solving
activities and just-in-time or build-to-order production.

The great importance of information sharing in supply chain integration can be
observed clearly, for example, in the automotive industry. In view of the large
number of suppliers in this industry, the sharing of information between them is a
key factor in success. This type of a situation is characteristic, for example for the
manufacture of Volvo vehicles.

The other key characteristic of supply chain integration is interdependence.
Relationships between organizations (buyer-supplier) in supply chains require
efforts such as joint problem solving between two or more firms to coordinate the
various exchange and production activities. Thus one of the tasks of supply chain
management is the synchronisation of interdependent processes, which is necessary
for the mutual benefit of the firms that engage in supply chain collaboration.

The levels of information sharing and interdependence can be used to illustrate
the evolution of supply chain integration occurring during a particular period of
time, which is presented in Fig. 3.1.

Within the scope of this evolution, integration starts at a level referred to as an
arm’s-length transaction supply chain and then moves through the low and middle
levels of supply chain integration eventually to reach the high level (a spider-web
supply chain network).

3.2.2.2 Dimensions and Models of Integration in the Supply Chain

As has already been mentioned, integration within the supply chain is a multidi-
mensional problem. The figure below presents a few supply chain integration
models together with their major aspects and challenges.
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The Four Dimensional Integration Model
The model’s basic premises are presented in Fig. 3.2.

In the model presented above, the important variables are stages, degree of
breadth and form of integration.

Furthermore, the model takes into consideration, among other elements, the
product or process life cycle stage. According to this stage, changes occur in
integration priorities. Such priorities apply to process continuity, entry/exit strate-
gies and risk and competition in the marketplace. The life cycle stage also influ-
ences extra-operational areas such as cultural and human resource issues. Finally,
the product life cycle stage is reflected in the organizational dimension of inte-
gration through the involvement of the employees of various organizational units.
Furthermore, the character of the environment which determines its complexity and
munificence is taken into consideration. Complexity is the heterogeneity and
concentration of environmental elements. Munificence is connected with resource
abundance and the resulting capacity to support organizational growth. It should be
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Fig. 3.1 Evolution of supply chain integration (perspective of integration levels). Adopted from
Huang et al. (2014)
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noted that in this model, the integration processes are oriented towards the satis-
faction of customer expectations, while the important parallel functions are joint
risk management and cost management.

The Organizational and Managerial Integration Model
Figure 3.3 presents the organizational and managerial integration model.

The organizational and managerial model presented above has a holistic char-
acter. It is based on the assumption that the overall integration of the supply chain
consists of a few partial integrations to which particular integration elements have
been assigned. The advantage of this proposal is that it takes into consideration both
the internal and external dimensions of integration. Furthermore, it stresses the role
of stakeholders such as customers or suppliers. Among other things, the model
includes the scope of integration, direction of integration, stages of integration,
areas of integration and level of relationship.

The Process Model of Integration
This model is based on the assumption that the process nature of the supply chain
requires in particular the integration of processes. The objective is to identify key
processes which are to be integrated with key customers and key suppliers. A
referential set of such processes comprises the following elements (Simon et al.
2014):

• customer relationship management,
• customer service management,
• demand management,
• order fulfilment,
• manufacturing flow management,
• supplier relationship management,
• product development and commercialization,
• returns management.

Risk Analysis – Projecting Customer Design & Volume Information

Cost Analysis – Inventory Availability & Timing Information

Create
Raw

Materials

Manufacture 
Parts

Assemble 
Finished 
Goods

Distribute 
Finished 
Goods

Customer 
Info & 
Service

C
us

to
m

er
 S

er
vi

ce
 

E
xp

ec
ta

tio
ns

Breadth 
Stages

Degree 
FormOwnership Collaboration

Fig. 3.2 The four dimensional model of supply chain integration. Adopted from Stonebraker and
Liao (2006)
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The essence of this model is the integration of the aforementioned processes
through cooperation and relationship from initial suppliers to end consumers. The
procedure, incorporating the key processes identified, comprises a set of stages
which include: identifying requirements for these processes, determining the cate-
gories and scale of process measuring standards, analysing process results, orga-
nizing and planning improvement actions. It is important that this process approach
should apply to the whole supply chain.

Problems with Integration Implementation
Irrespective of which integration model is selected by supply chain participants,
similar problems are faced relating to its implementation. Researchers identify the
following key success factors allowing for the implementation of integration
activities within supply chains (Power 2005):

• a committed organization, from the board down,
• effective programme management,
• consistent, pre-emptive communications,
• positive action to identify and manage key risks before they become issues,
• a well-defined and managed programme baseline, changed as necessary,
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and Hulthen (2012)
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• a succession of manageable delivery milestones to maintain momentum and
confidence,

• an actionable, owned, manageable and measurable set of business benefits.

Integration Services in Supply Chains
Integration activities within supply chains have become the subject of commercial
and professional services. This means that the integration models and effects
mentioned above can be achieved with the participation of integration service
providers. Two examples of integration services provided for the benefit of supply
chain participants are presented below.

The first example concerns an Internet integration platform called EDInet Com-
municator. The EDInet integration platform is a B2B system, providing solutions in
the areas of electronic communication as well as technological integration, syn-
chronization and cooperation between business partners within a supply chain.
EDInet solutions constitute a wide range of outsourceable EDI and supply chain
management processes, allowing enterprises to integrate with business partners all
over the world. The exchange of commercial documents from an order through an
electronic invoice, the synchronization of product data, price lists and access to
information concerning partners’ inventories levels support production management,
sales management and planning, optimize inventory management and accelerate all
cooperation processes within the supply chain. Within the scope of the outsourced
integration services, the platform owners ensure the following: integration based on
the customer’s individual requirements; business application design, implementation
and development; practical implementation methodologies; technical support and
continuous process improvement; integration with partners’ transaction systems
(SAP, IFS, Oracle, etc.) and www interfaces for documents flow management. The
integration solutions focus on common benefits for the whole supply chain and ensure
the following: a reduction in costs related to manual documents processing; error
elimination; a timely exchange of information between the supply chain links and a
faster reaction to possible errors; a better insight into the delivery organization sys-
tem; the elimination of problems with regard to shortage of materials.

The other example concerns logistics standards strengthening possibilities of
integration within the supply chain. The example company is Logistics.com Inc.
based in Burlington, which on 4 November 2001 published its standards entitled
LEMA (Logistics Event Management Architecture), allowing transport operators
and forwarding agents to buy, sell, manage and optimize road, sea and air transport
services. The company developed LEMA as an open standard-based architecture
supporting customers in an error-free information flow within the supply chain
among logistics operators and providers of IT technologies and services. LEMA
provides its users with three basic benefits: the integration of an organization’s
applications with those of its business partners, free information flow and a decrease
in the time necessary for the processing of information about such logistics pro-
cesses as parallel offer processing and freight schedule acceptance. The LEMA
logistics standards are available for the customers of Logistics.com and other
enterprises willing to benefit from an open and standardized business platform. The
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company is currently looking for support from standardization organizations in
order to broaden its standards users group.

The third example concerns services of a predominantly logistical character.
Damco is one of the world’s largest forwarding services and supply chain man-
agement services providers, offering transport, customs clearance and warehousing
services as integral elements of its business solutions. The company’s scale of
operations allows it to manage a large number of sellers, offer the best rates and be
up to date with changes in procedures and regulations. The supply chain integration
services offered by the company help its customers to react properly to sudden
market changes at a minimum level of investment risk and operating costs. The
company runs offices all over the world, which allows its customers to explore the
opportunities associated with new markets and the practical application of the
integrated solutions offered. From warehousing and distribution services through
procurement and quality management, the company is able to organize a necessary
supply chain relatively quickly and provide its customers with a speed advantage.
Damco’s warehousing facilities and management tools ensure economical distri-
bution based on the application of the best in their respective classes: tools, pro-
cesses and systems optimizing product flows, service quality and logistics costs.
The company’s auxiliary services include the following: procurement process
management, inventory management, raw materials supplies, advance delivery
notifications, advanced network transparency, labelling, marking, receipt confir-
mation, suppliers management, picking and packing operations, reverse logistics,
quality warranty, control and support for flexible supply chain models.

3.2.2.3 Coordination in Supply Chain Integration

Coordination plays a significant role in the successful integration of a supply chain.
Depending on the type of coordination focus and the type of mutuality existing
between supply chain participants, it is possible to distinguish four types of coor-
dination in supply chains. They are presented in Fig. 3.4.

Each of the aforementioned types of coordination is characterized by a different
set of objectives and tasks. For example, (Simatupang et al. 2002):

• The coordination of logistics synchronisation is responsible for ensuring
alignment between logistics process activities to deliver products and services to
fulfil customer needs and wants;

• The coordination of information sharing attempts to realize the coherency of
information, while actors cooperate with one another and follow rules of dif-
fusing information across borders;

• Incentive alignment attempts to provide various mechanisms to distribute ben-
efits and risks associated with logistics functions to motivate independent actors
in order to achieve supply chain profitability;
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• The coordination of collective learning deals with how to tackle the coherency
problem of initiation and diffusion of knowledge across borders.

The measures of coordination performance in supply chain integration can be
divided into categories: operational and financial. Operational performance can be
measured by means of the following: customer service, inventory velocity, speed of
responsiveness, product quality, product availability, lead-times. Financial perfor-
mance measures include cash conversion time, logistics cost, net asset returns, total
inventory days of supply.

3.3 Integration in Virtual Organizations

One of the most fascinating examples of the application of integration theory is the
existence of virtual organizations and teams. Irrespective of the various forms such
virtual organizations take—an issue which will be discussed below—it is possible
to find that the knowledge of integrating processes is of key importance for such
organizations. An adequate level of unification in virtual organizations determines
not only their operational effectiveness, but also how customers evaluate the
products such organizations create.

3.3.1 The Concept of Virtual Organization

Problems with integration are particularly visible in virtual organizations (VO). In
such organizations processes of virtual integration and disintegration occur. Virtual
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integration requires an adequate technical infrastructure which constitutes a nec-
essary base for all knowledge management processes. The concept of virtual
organization was used for the first time in the 1980s (Mowshowitz 1986). The
meaning of this concept is not without ambiguity.

Literature concerning the subject of virtual organizations stresses that such an
organization constitutes relationships between various entities-participants, and a
basis for the existence of a virtual organization is the possession of necessary
resources, competencies, means of production, markets, etc. It is also frequently
stressed that virtual organizations depart from the integration of internal processes.
It is generally believed that such organizations are established for a single specific
opportunity and consequently their duration is limited. A virtual organization is an
organization which uses information technologies in order to coordinate and inte-
grate activities undertaken by the various firms which make up its constituent parts.
Some researchers claim that a virtual organization is established for a particular
purpose, for example to improve the performance of certain activities, to increase
the possibilities of entering new markets or acquiring new customers, or to take
advantage of various opportunities. A virtual organization “embraces a variety of
ways of working together, including virtual teams within organizations (intra-
organizational) and interorganizational collaboration” (Kasper-Fuehrer and Ash-
kanasy 2001, p. 236).

Because a virtual organization can appear in different forms, it is also described
in many different ways. For example, according to Koźmiński (2005), a virtual
organization is one of the structural forms of an enterprising organization (besides a
joint venture, alliance, and franchise). He uses the notion of an enterprising orga-
nization and distinguishes it clearly from bureaucratic organizations. Such orga-
nizations are based on human capital. Situational power in them results from
knowledge. Their primary value is benefit maximization. Their dominant structure
is a flat structure (Koźmiński 2005, pp. 168–172).

The notion of virtual organization is used with respect to supply chains and
outsourcing projects. “These outsourcing networks can be classified as VOs as they
are created from different organizational entities for a specific purpose and exist for
a specified period of time” (Liston et al. 2008, p. 1335).

As an example of a virtual organization, “The Economist” refers to the company
New York Insurance, whose primary goal was to employ as few people as possible,
preferably only the owner. Employing just 5 people, the British company Virgin
controls 5 % of its sales market. Such businesses focus exclusively on their key
competencies. They use services provided by means of modern technologies and a
network of workers referred to as e-lancers. (—)The virtual organisation, The
Economist, of 23 11.2009)

Virtual organizations are associations consisting of independent economic
entities established for the purpose of achieving particular goals (e.g. challenges in
technical communication). Virtuality can be a feature of whole organizations or
selected work teams. In practice, the notion of global virtual teams is used fre-
quently. For example, R&D collaboration networks are global virtual teams. Their
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performance depends to a considerable degree on the quality of interactions taking
place between employees and facilitating knowledge exchange.

Virtual organizations are characterized by different levels of power centraliza-
tion, sizes, types of operations and networks of relations. They usually require a
common board of directors or at least a group of coordinators with clearly deter-
mined decision making powers. Virtual organizations have many different orga-
nizational structures. The notion of virtual organization is related to concepts such
as social networks or strategic alliances.

Virtualization is facilitated by globalization (organizations compete on the
international arena), new forms of employment related to globalization (conducted
with increasing frequency in the form of Internet auctions) and visible unification
and depersonalization (some tasks can be executed by different people, irrespective
of their place of employment or residence). Virtualization is also helped by nor-
malization which ensures that the systems of particular organizations function, are
maintained and improved in a consistent manner.

The concept of virtual organization is also associated with notions of virtual
employees and virtual products. Virtual employees are those who work on a
common task but are located in different parts of the world, and their cooperation
depends both on modern technologies and knowledge concerning project man-
agement. A virtual product is a product, service or idea resulting from cooperation
between many entities.

Integration which occurs among those participants who comprise virtual orga-
nizations is of key significance. It would seem that they are united by a common
goal to achieve. Integration is sometimes necessary because participants lack certain
unique resources which are in the possession of another entity. On the other hand,
situations occur in which no resources are lacked, but integration can facilitate the
achievement of a dominant position on the market. In virtual organizations, inte-
gration is of less important with respect to internal processes (this is a separate task
for each individual organization) and the major role is played by information
technology, which allows not only for communication processes, but also common
databases, data analyses, knowledge acquisition, etc.

3.3.2 The Importance of Integration and Its Conditions

There are a number of reasons for integration occurring between the various entities
belonging to virtual organizations.

First of all, virtual organizations have common objectives, develop joint and similar
practices, and have to rely on their participants’ skills of cooperation. Hence the
important role of competence integration in virtual organizations. The subdivision of
detailed objectives from general objectives requires an adequate diagnosis of com-
petencies. However, in virtual organizations, the processes of adjusting detailed
objectives and executed tasks to competencies are frequently supervised in a cen-
tralizedmanner (a holistic vision of the functioning of such organizations is necessary).
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Secondly, from a customer’s point of view, a virtual organization needs to
constitute a given whole. It should be remembered that the level of integration
occurring in a virtual organization is of key importance for customers’ decisions.
Customers have to be convinced that the contribution of those entities belonging to
an individual organization can guarantee value: that they contribute competencies
and technologies which will produce a synergy effect and exert a positive influence
on product quality.

Thirdly, virtual organizations have to be dynamic; it is therefore emphasized that
their operational efficiency is not only dependent on skills of cooperation, because
such skills constitute the outcome of a given continuous process, but also on skills
of negotiation, the acquisition of new participants or partners, skills of integration
and willingness to pursue compromises.

Finally, virtual organizations use integration processes to develop new products.
The existence of virtual organizations is not free from barriers (in areas such as
culture and communication). However, it creates additional opportunities for new
product development. This process takes place not only as a result of cooperation
between particular entities, but also through the possibility of reaching a larger
group of customers. Virtual customer integration (VCI) offers a contemporary
method of new product creation.

If virtual organizations are to be successful in terms of the completion of pro-
jects, some psychosocial, organizational and technical conditions need to be ful-
filled. The psychosocial conditions include the following:

• trust at a level which enables unrestricted cooperation and knowledge sharing,
• loyalty, which is the product of cooperation and makes further development of

trust possible,
• a conviction that common objectives and benefits should be pursued and

achieved,
• similar expectations concerning cooperation and its effects,
• competencies enabling cooperation in virtual work teams,
• a scope of knowledge preventing the occurrence of information asymmetry.

The organizational and technical conditions include the following:

• common integrated management systems (together with determined methods of
process monitoring as well as effectiveness and efficiency measurement taking),

• technical infrastructure enabling cooperation,
• determined and approved social communication methods (e.g. those concerning

project teams working in different time zones),
• control mechanisms facilitating cooperation (including principles of social

control related to the transparency of decision making processes).

Many researchers have observed that virtual organizations are not problem-free.
(e.g. Orman 2009). Of significance is the extent to which existing levels of trust
enable employees to cooperate effectively in the performance of common actions.
Trust in virtual organizations increases coordination in strategic interactions
(Schoorman et al. 2007). The awareness that a project is undertaken on a temporary
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basis may constitute a problem for such organizations. The creation of an organi-
zation for the fulfilment of just one aim can incite participants to look for new
opportunities and new partners or to maximize their benefits at the expense of the
other participants.

Another problem entails the swift delivery of resources to all entities within a
virtual organization (data can be sent over the Internet, but production materials
cannot). There is no doubt that difficulties can occur with the integration of par-
ticular entities and the subsequent coordination of cooperation and with the creation
of a single coordinating team.

For example, individual operations can be developed within virtual organiza-
tions, but attempts to build a global leadership ensuring the execution of long-term
strategies are not always successful. Virtual organizations allow the development of
customer relationship operations, but this is not necessarily the case with com-
munication infrastructure (Orman 2009).

The ephemeral nature of virtual organizations may result in situations in which
not all entities have access to knowledge, therefore hindering integration.

The function of control becomes altered in virtual organizations; they do not
possess “a span of control,” as it is referred to in traditional management. The
supervision of employees located in different places is difficult and can be exercised
only indirectly by means of information provided by co-workers or an internal
communication system (subordinates and business partners providing information
about operations currently undertaken).

Employees frequently work on their own or in small groups and have a limited
access to knowledge. The absence of control mechanisms can cause difficulties with
integration processes. If a virtual organization’s competencies perform such an
important role, then, as has been previously mentioned, it should be assumed that
competence integration will be an important success factor within such organiza-
tions. However, this is not simple integration requiring the unification of compe-
tencies or their particular components. Competence integration has a complex
character requiring the combination of processes carried out by many entities of
different structures and cultures. This considerably hinders the achievement of a
satisfactory level of integration.

3.3.3 Integration Risk

A few sources of risk exist in virtual organizations. Risk can result from the
following (Alawamleh and Popplewell 2011):

(a) Lack of trust, and consequently the lack of possibility for developing social
capital. Trust is one of the fundamental organizational values, the absence of
which is a serious obstacle to the building of virtual organizations.

(b) Defective and inadequate agreements; a situation can prove particularly
threatening if a contract is perceived to be unfair, which can result from the
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intentional actions of one of the parties involved. The lack of clarity in con-
cluded agreements (which may not necessarily be written ones) is one of the
reasons for insufficient cooperation.

(c) Ontological differences, which are caused by the very nature of virtual orga-
nizations. These differences hinder communication processes. Various terms or
words can be understood or interpreted differently.

(d) Business partners’ heterogeneity undoubtedly hinders cooperation and inte-
gration processes. The lack of homogeneity results not only from different
cultural factors, but also the existence of different information technology
systems.

(e) The existence of various organizational structures determining scopes of
control, reporting relationships, positions, hierarchies of power, etc. The
existence of different structures constitutes an obstacle for the initial stage of
integration because it is organizational structures that influence employees’
behaviours and attitudes towards work.

(f) Lack of communication: researchers generally agree that communication
determines the course of organizational processes, but it is especially important
in virtual organizations. The development of communication methods and
habits is absolutely indispensable in virtual organizations.

(g) Cultural differences: cultural differences hinder communicative integration and
process integration. There can be no doubt that the various standards, convic-
tions, values and principles of behaviour within an organizational culture are of
key importance from the point of view of integrating different organizations.

(h) An organization’s simultaneous participation in a number of projects: in this
case, risk to integration results from the impossibility of successfully com-
pleting a few projects at the same time. Organizations frequently lack time and
resources. A situation can become even worse when different projects are
antagonistic or incompatible from the perspective of pursued objectives, nec-
essary tasks or mutual obligations.

(i) Lack of the commitment from top management: The absence of commitment or
a lack of interest on the part of top managers results in obstacles to the
achievement of objectives. In practice, lack of commitment is one of the rea-
sons for the failure of many programmes (e.g. the implementation of TQM or
the building of virtual organizations).

(j) Lack of knowledge concerning risk management: it is obvious that lack of
knowledge about the possibility of managing risk poses an obstacle to the
integration process. The creation of a virtual organization requires the identi-
fication and analysis of risk as well as the determination of risk reaction
thresholds and risk handling methods.

(k) Poor selection of partners: this can even lead to conflicts at the very beginning of
cooperation. A bad choice of partners results in a situation in which it is difficult
to ensure consistency between objectives, strategies and basic competencies.

(l) Location factors: locations are directly related to risk, not only with respect to
distance but also the existence of various legal regulations applicable to
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business activities. The distance between partners causes many communication
problems and increased costs in logistics.

Obtaining partners for a virtual organization carries an inherent risk with regard
to integration. It can also prove costly for several w reasons. Firstly, it is frequently
the case that no information is available concerning a partner’s reliability. During
the process of establishing a virtual organization occurs many dynamic and
changeable processes occur, for example new requirements or circumstances.
Secondly, a developing cooperation has to deal with many limitations. Organiza-
tions are characterized by different cultures, structures, and work methods. Finally,
lack of trust and differences in expectations come to the fore. Overcoming such
barriers requires a considerable commitment of time and financial resources.
Thirdly, a decision to select a partner-participant depends not only on hidden
competencies or held resources, but also the results of previous projects and
cooperation skills (Camarinha-Matos et al. 2009).

Taking all of these issues into account, the following assumptions can also be
made:

• the greater the level of development and growth within an organization, the more
likely it is to be faced with problems concerning trust and decision making skills.
the more partners, the greater opportunities for temporary alliances and various
social games,

• a decision to establish a virtual organization can be based on unverified knowledge.

There is no doubt that risk is inherent in the establishment of every organization.
However, it should be noticed that risk in a virtual organization depends on the
organization’s level of development. Furthermore, the integration process is also
not only dependent on whether integrating entities have the same rights and
expectations, but also scopes of influence and power. This can be further compli-
cated by circumstances in which an outside entity joins the virtual organization for
different reasons. An organization which is to integrate with an already existing
entity behaves differently to an organization which is the initiator of establishing a
virtual organization. In the former case, the undertaken risk depends on the current
economic situation and also on the legal status of an organization already estab-
lished (its autonomy level after integration).

A virtual organization’s life cycle comprises many phases. The most important
of these include the following (Păcuraru 2012):

• Identifying cooperation needs and defining operational objectives.
• Looking for partners: this phase usually consists of a selection of partners from a

larger population of organizations. This process is oriented towards the selection
of key competencies required by the virtual organization.

• Contracting: following the selection of partners, cooperation principles are
determined through a contracting process.

• Acting: the process of cooperation implementation.
• Dissolving the virtual organization; dissolution is effected when the virtual

organization has reached its goals.
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The aforementioned life cycle of a virtual organization does not differ from the life
cycle of a social group. In descriptions of the integration process, attention should be
paid to the particular stages of the life cycle. For example, the first stage is usually
preceded by the acquisition of information about the existence of the need for the
establishment of a virtual organization. The quality, detail and precision of such
information determine what type of partners should be searched for. It is possible that
many integration and disintegration processes will have already occurred at this pre-
liminary stage of establishing a VO because the information is verified. In order to
confirm its validity, a firm can enter into various temporary alliances, use cross-
functional information verification methods or compare it to information from other
sources. The process of partner selection is of crucial importance. Various VO
establishment manuals advise their readers to choose selection criteria and ensure their
objectivity. The integration problem which occurs in the first stage consists of a lack of
information about the required form of cooperation. The best solution, which is also
used in recruitment processes, is to select key competencies on the basis of already
completed projects. In this context, the following question usually arises: which
competencies, situations and circumstances enable the achievement of success?

At the contracting phase, the integration level usually depends on the strengths of
negotiations or the extent to which this process is perceived as equitable (equity is a
condition for the appearance of trust and consequently of capital). This phase of
acting can be divided into the following stages: the stage of developing cooperation
principles; the stage of determining standards, common objectives, and behavioural
principles; the stage of effectiveness when an organization achieves its optimum level
of operation; and optionally the stage of storm, when particular entities fight against
one another or defy effective cooperation principles. The dissolving phase determines
the course of integration within a new project. In this phase, attempts can be made to
prevent the process of organizational disintegration. Various interest groups can look
for opportunities to serve their own interests at the expense of other entities.

3.3.4 Integration Possibilities

There are many possibilities of integrating virtual organizations, for example by
way of reducing the number of risk sources. The following measures can be used in
the process of integrating virtual organizations:

a. various types of integration,
b. the idea of social capital,
c. traditional methods of management by objectives.

With respect to its different types, integration can occur within the normative,
functional, communicative or cultural spheres. Those factors should be taken into
consideration which are known to have the biggest influence on the particular
integration types. For example, functional integration is facilitated by programming
of particular functions and roles in such a way as to prevent their mutual exclusion,
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the existence of employees’ competencies adjusted to their functions, the deter-
mination of decision making powers or the harmonization of activities. It should be
ensured that employees fulfilling different functions depend on one another but
simultaneously enjoy a necessary degree of autonomy allowing them to undertake
quality-focused initiatives.

The application of the idea of social capital is based on the conviction that such
capital should be constructed purposefully and its existence is to create opportu-
nities for acquiring a competitive advantage. There are three basic definitions of
social capital. These refer to trust, cooperation and social networks, respectively.
The key factors of social capital include the following: trust, a sense of community
and belonging, unlimited cooperation, democratic decision making, a sense of
common responsibility and social standards (Bugdol 2010).

The process of building social capital in virtual organizations can include the
development of trust as well as the creation of social networks or principles of
cooperation. However, it should be remembered that these three elements are fully
dependent on one another and that too much focus on too many elements of social
capital can prove to be ineffective. It is much easier to aim for the so-called key
elements of capital and create conditions for the development of common standards
and trust among virtual organizations, to ensure proper communication and to build
a sense of community and responsibility in a purposeful manner. The process of
trust development will now be examined in closer detail. . In virtual organizations,
it is much easier to hide errors or disguise problems and much more difficult to
manage conflicts. Hence trust performs a vital role in virtual organizations. Trust in
virtual organizations is referred to as “swift” in order to highlight its fragility and
temporary character. Swift trust can both appear and disappear easily. Hence the
importance of trust in virtual organizations.

In order to build and maintain trust within a virtual organization or team it is
necessary not only to apply tried and tested methods, but also to attempt to use the
potential inherent in such an organization or team. Such potential is, however,
sometimes referred to as a weakness.

Firstly, cultural differences can appear to offer an enormously valuable source of
trust. Cultural differences can constitute a basis for the development of a mutual
learning programme. A greater degree of cultural heterogeneity increases the
probability of the occurrence of conflicts. A reduced sense of coherence can lead to
a lower level of satisfaction. However, the differences between results achieved by a
heterogeneous group and those of a homogeneous group are not always significant
(Staples and Zhao 2006). Traditional teams are characterized by a threat of the
occurrence of conflicts based on demographic criteria. Age, sex and other cate-
gories do not play such a negative role in virtual organizations.

Secondly, it is necessary to take advantage of the possibilities of direct com-
munication. Some firms make the mistake of resorting to direct communication
methods only when a project is well advanced (Crowston et al. 2007).

Thirdly, the level of trust is influenced by collective awareness. Therefore,
employees’ convictions and their awareness of performing work that is useful, both
for themselves and for their organization is so important. Other important factors
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include a common vision, mission, and cultural values. It appears that the specific
character of tasks executed by virtual organizations and teams strengthens their
sense of community. They work frequently on specialist and unique projects
requiring extensive knowledge.

If virtual organizations are integrated by means of the strengthening of trust, it is
necessary to remember that trust depends to a considerable degree on ethics. . In
particular, short-term relations with other business entities—partners in joint ven-
tures—do not create opportunities for the development of mutual trust. On the one
hand, virtual organizations’ success depends on the development and maintenance of
trust, while on the other hand trust develops with considerable difficulty. In order to
illustrate such situations, Jones and Bowie (1998) have introduced the concept of the
paradox of virtual organizations. In order to strengthen trust, organizations introduce
a range of formal safety measures. The introduction of various forms of control and
strict cooperation procedures destroys the very idea of a virtual organization and
constitutes a threat that an organization could become a mechanical system, capable
of only executing predetermined tasks, and unable of creative undertakings.

The traditional methods of management by objectives are extremely useful in the
integration processes which take place in virtual organizations. This is so for two
major reasons. Firstly, joint objectives management is a means of achieving a social
integration stimulating other types of integration (e.g. operational, communicative
and normative integration). Secondly, objectives management results in the
occurrence of an internal tasks structure and the division of strategic objectives into
tactical and operational ones. Tasks are allocated to the particular people and
entities that make virtual organizations. Objectives management requires the
development of a reaction plan (how to react to new challenges, needs or cir-
cumstances) and the optimization of determined objectives (which reduces the
possibility of the occurrence of conflicts of interest).

3.4 Integration in Process Management

3.4.1 Process Management and Integration

The Essence of Process Management Process management is a contemporary
management concept which focuses on processes. A process is understood as a set
of tasks which transform inputs into outputs. Process management is considered to
be the result of an enterprise’s evolution in the field of management. There are three
stages in this evolution (da Silva et al. 2012):

• Functional. When an organization is structured functionally and only recognizes
processes within organizational departments or units, then functional manage-
ment of functional process ensues.

• Transversal processes functiona. When the organization is structured func-
tionally, but recognizes cross-functional processes, from demand to delivery
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offered or from customer back to customer, there is functional management of
cross-functional processes.

• Horizontal processes. When processes come to be the main concept and
dimension guiding management, then there is process management of cross-
functional process.

An organization’s implementation of the process management concept means
the introduction of many new practices. The most important of these include the
following:

• cross-functional processes are determined and disclosed in the organization,
• Formal responsibility is introduced for cross-functional process management,
• customer requirements are taken into consideration in process improvement,
• information systems are designed and implemented with respect to the

requirements of the cross-functional processes,
• performance management systems are designed for the processes,
• the organization allocates resources to the processes,
• personnel management elements such as payroll or career paths are subject to

the process convention.

Process managers have to deal with three groups of tasks which can be regarded
as the integration of process management in time. These groups are: process design
(the organization and initiation function), everyday regular process management
(the realization function), and finally the promotion of process development and
organizational learning (the improvement function).

The Integrating Role of Processes in an Organization Because of their nature,
processes can exert an integrating influence on a number of the components in an
organization’s management system (Fig. 3.5).

The integrating role manifests itself through, for example, the integration of
functional areas or resources and hierarchical integration, taking into consideration
an organization’s strategic and operational levels. Performance measurement per-
formed within the scope of process management is important for integration, and in
particular performance indicators characteristic for this type of management.

Strategy Performance

Logistics

Supply chain

Sales

Technology

Information

Knowledge

Competencies

Processes

Fig. 3.5 The integrating role
of process elements. Adapted
from Storch et al. (2013)

3.4 Integration in Process Management 111



According to a proposal included in the balanced scorecard, such indicators can
refer, for example, to the financial, internal, knowledge/growth, and customer
performance areas. Even if performance indicators are analysed in their particular
groups, it is obvious that when combined, they present a comprehensive impression
of the consequences of decisions made in an organization’s different operational
areas. For example, customer-related indicators can constitute a reflection of the
results of activities performed in the areas of marketing, R&D, production or
logistics. It is at this point that the essence of the process approach becomes
apparent. The final shape of a process performance indicator cannot reflect frag-
mentary actions, but it should include synergy and cohesion characteristic for the
application of various resources in the realization of processes.

Obviously, progress of integration in the scope of process management depends
on the phase of its implementation in an organization. Integration will be more
limited in the case of the management of functional processes, slightly more
extensive in the case of the management of cross-functional processes, and most
advanced in the case of the management process, where the functional dimension
practically disappears (Storcg et al. 2013).

3.4.2 The Process Approach as a Principle of Quality
Management

The process approach in management is one of the eight key quality management
principles identified in the ISO 9000 standards. As proposed by the International
Organization for Standardization, the process approach principle remains in close
relationship with the system approach to management. The process approach
principle assumes that (Quality management principles 2009) “a desired result is
achieved more efficiently when activities and related resources are managed as a
process”.

The key benefits of following the process approach principle include the fol-
lowing (Quality management principles 2009):

• lower costs and shorter cycle times through effective use of resources,
• improved, consistent and predictable results,
• focused and prioritized improvement opportunities.

The practical implementation of this principle requires the following (Quality
management principles 2009):

• systematic definition of the activities necessary to obtain a desired result,
• establishing clear responsibility and accountability for managing key activities,
• analysis and measurement of the capability of key activities,
• identification of the interfaces of key activities within and between the functions

of the organization,
• focus on factors—such as resources, methods, and materials—that will improve

key activities of the organization,
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• evaluation of risks, consequences and impacts of activities on customers, sup-
pliers and other interested parties.

At the same time it should be emphasized that using the process approach
principle as the only approach to management can constitute a source of sub-
optimization: that is a situation in which the optimization of one of the processes
causes deterioration in the results of the other processes or the whole organization.
Table 3.3 presents examples of potential threats related to the optimization of
individual processes.

The problems identified in Table 3.1 can be avoided, at least in part, through
following the process approach principle together with the principle of the system
approach to management. This principle is defined as (Quality management prin-
ciples 2009): “identifying, understanding and managing interrelated processes, as a
system contributes to the effectiveness and efficiency of the organization.” The
main benefits of applying this principle include the following (Quality management
principles 2009):

• integration and alignment of the processes that will best achieve the desired
results,

• ability to focus effort on the key processes,
• providing confidence to interested parties as to the consistency, effectiveness

and efficiency of the organization.

The practical implementation of this principle requires the following (Quality
management principles 2009):

• structuring a system to achieve the organization’s objectives in the most
effective and efficient way,

• understanding interdependencies between the processes of the system,
• structured approaches that harmonize and integrate processes,
• providing a better understanding of the roles and responsibilities necessary for

achieving common objectives and thereby reducing cross-functional barriers,

Table 3.3 Potential threats related to the optimization of individual processes in an organization

Process to be optimized/optimization objective Other processes/consequences

Procurement/lower delivery costs Production/lower quality of finished goods

Sales/revenues maximization Product realization planning/deterioration in
product realization timeliness

Design and development/lower technical
production costs

Production/deterioration in product reliability
and durability

Product realization planning/maximum
utilization of production capacity

Infrastructure/increased number of failures

Production/increased efficiency Quality inspection/increased non-compliance
costs

Infrastructure/decreased number of failures Production/longer duration of inspections
and lower efficiency
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• understanding organizational capabilities and establishing resource constraints
prior to action,

• targeting and defining the operation of specific activities within a system,
• continually improving the system through measurement and evaluation.

The activities which integrate processes include, among other elements, the
understanding and application of the sequence of processes and their interactions
(Figs. 3.6 and 3.7).

The use of a sequence of processes results in their integration by means of the
input-output relationship. Outputs from some processes constitute inputs for other
processes. For example, if we assume that process A is a production planning
process and its output is a weekly plan, then simultaneously it is an input for
process B, which can be a production process, or process C, which can be a
procurement process. In this sense, integration can have an informative, material or
analytical character.
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Interactions between processes illustrate relationships between the particular
process categories. Picture 2 presents such process groups as management pro-
cesses, realization processes and resources management processes, as well as
measurement, analysis and improvement processes. The joint management of a
sequence of processes and their interaction increases the probability of achieving an
organizational balance, eliminating conflicts of objectives, optimizing the utiliza-
tion of resources, fulfilling the requirements of both internal and external customers
and other stakeholders, and preventing the occurrence of the sub-optimization
effect.

3.5 Integration in Total Quality Management

Total quality management is defined as a management style and philosophy ori-
ented around the concept that all employees take responsibility for quality. It is a
management theory which takes into consideration employee commitment, con-
tinuous improvement, measurement as well as the application of adequate quality
techniques and documentation (Dale 1999). TQM is a method of improving an
organization’s effectiveness and adaptation capabilities, which fulfils the require-
ments of both internal and external customers, and involves practically all
employees and divisions in an organization’s operations (Oakland 1995). TQM can
be considered as an integrated management concept. Fundamentally, it is a holistic
concept applicable to a whole organization and all systems included in it. Its scope
is not limited to social or technical issues. In practice, the implementation and
subsequent maintenance of TQM requires analysis of an organization’s projected
method of functioning. Already at the very beginning of TQM implementation,
integration problems occur related to the adjustment of particular organizational
functions to the quality principles. An example of such integration is a connection
between TQM and R&D activities. However, integration problems also concern
existing databases which are frequently distributed and established via a range of
methods and techniques. The application of TQM can facilitate different types of
integration (which will be presented on the basis of the eight quality principles).
The TQM concept has to be integrated with other concepts, methods and techniques
used in an organization. Total quality management shares many elements with the
concepts of reengineering, knowledge management, the kaizen philosophy, lean
management, internal marketing, and corporate social responsibility. Self-assess-
ment models used in quality-focused organizations are also integrated models.
These are composed of criteria which create potential and those which determine
the social and economic results achieved by an organization.
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3.5.1 Selected Integration Problems

Any practical application of the TQM concept requires its integration with research
and development activities. TQM is a quality-focused concept. However, various
problems including technological limitations, lack of competencies in managers,
disregard for trend analyses, failure to search for new and innovative solutions, etc.
mean that quality is not always innovative in character. An ideal situation would be
one in which innovation accompanies quality, but such an ideal is not always
achievable. Existing research results indicates that TQM is in practice strongly
oriented towards quality, but not necessarily towards innovativeness. On the other
hand, research and development practitioners take quality into account. However,
the relations between R&D and quality are weaker than those between TQM and
quality. Research and development activities are more acutely focussed on
searching for innovative solutions (Prajogo and Sohal 2006). Hence what is
required is a strong correlation between TQM and R&D.

Integration between TQM and R&D is one of the many examples of functional
integration. In practice, TQM frequently causes changes not only in R&D, but also in
the management of human resources, processes, projects, marketing activities, etc.
Integration problems are not only limited to particular functions. Of no less
importance is detailed integration, for example integration occurring in the area of
data application. The best example of this is product quality data. Companies usually
make use of statistical data obtained from measurements of processes, results of
customer satisfaction research and all information obtained from employees (such
data are collected by means of questionnaires, surveys and system documentation
reviews of, for example, corrective and preventive measures undertaken). However,
acquired information may not be sufficiently analysed in detail and, more seriously,
it may not undergo integration, which can result in bad decision making. This
constitutes a violation of one of the TQM principles, according to which decisions
are made on the basis of facts. Therefore, literature on this subject recommends the
integration of TQM with performance measurement (PM) (Pun 2002).

Another important element of TQM is process integration, especially where
some activities are performed by external organizational units or specially hired
contractors, as well as integration occurring between organizations, especially
multicultural ones located in different countries. The experiences of numerous firms
would suggest that the TQM concept is interpreted in many different ways and
among organizations there can be considerable difference with respect to applied
philosophies, practices, tools, methods and techniques.

TQM is a holistic concept which has a positive impact on social integration.
There are several reasons for this. Firstly, TQM is characterized by an ability to
assimilate various management methods and techniques. Thus there is a possibility
of implementing TQM even if employees are accustomed to using different styles
and approaches. TQM not only uses classical tools of quality improvement such as
cause and effect diagrams, correlation diagrams, histograms, block diagrams, Pa-
reto-Lorenz analysis or collective lists, but also group working methods (e.g.
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brainstorming, value analysis) and lean management methods (e.g. SMED—Single
Minute Exchange of Die).

Secondly, TQM strengthens an organization’s social potential by using team
work and motivating people to care about quality. Employees who work in different
teams, including quality circles, learn how to cooperate with others and share a
common goal of quality improvement. Such cooperation facilitates both social and
normative integration (cooperation improves various systemic procedures).

Thirdly, TQM uses the technique of empowerment. The delegation of powers
and authority, the elimination of fear and the broadening of autonomy favour
vertical integration (among particular levels of an organizational structure).

Fourthly, TQM organizations willingly apply a range of self-assessment models.
The very process of self-assessment leads directly to organizational integration and
indirectly to social integration. Self-assessment models are strongly integrated. A
failure to satisfy certain criteria prevents the fulfilment of others (these relationships
will be discussed in a further part of the text).

Finally, a summary of the quality principles shows that their selection is not
accidental but constitutes a systematic management concept. The quality principles
result from good practices and the recommendations formulated by TQM fore-
runners, including Deming. The relationships between the TQM principles and the
types of integration are presented Table 3.4.

3.5.2 The Integration of TQM with Other Management
Concepts

Total quality management has much in common with the concepts of reengineering,
knowledge management, the kaizen philosophy, lean management, internal mar-
keting, and corporate social responsibility. In principle, the relationships between
the aforementioned concepts and TQM are extremely strong, and this has led some
researchers to claim that TQM is an element of kaizen and knowledge management
or that CSR is a development of TQM. Management practitioners assume correctly
that TQM is useful only if it is integrated with other management concepts and
methods. This has resulted in a large number of relatively successful attempts at
such integration. The integration of TQM with other management ideas comprises
both radical concepts such as reengineering and concepts that are close to TQM
such as knowledge management.

The creators and main promoters of reengineering, Hammer and Champy
(1986), declared that TQM and reengineering were not in fact identical, but that
they could supplement one another. Subsequent research has confirmed the veracity
of this opinion. It showed that integration between TQM and BPR (Business
Process Reengineering) was possible, because they both inhere in long-term stra-
tegic planning and the realization of a common vision (Hill and Collins 1999). In
practice, organizations using TQM were also interested in reengineering, hence the
need for the integration of both concepts.
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TQM can be successfully integrated with knowledge management. The impor-
tance of the learning process had already been stressed by the pioneers of TQM.
E. Deming stressed the significance of education and self-teaching, while P. Crosby
paid attention to the education of management and employee teams. After the
concept of knowledge management (KM) had found wider acceptance, researchers
started to look for elements common to TQM and KM, as well as factors influencing
the process of knowledge management implementation in organizations (Ju et al.
2006). They studied the extent to which TQM constituted a foundation for the
implementation of KM (Adamson 2005). Knowledge management processes are an
integral part of the European Foundation for Quality Management (EFQM) model.
Knowledge management can be considered a basis for quality improvement. Within
the continual quality improvement process, knowledge should be collected, adapted
to already existing resources, archived, and reused. The processes of mutual learning
and knowledge sharing (in either explicit or tacit forms) are very important.

Available literature on this subject and everyday management practices do not
clearly identify relationships between kaizen and TQM. Kaizen, or rather its selected
elements such as kaizen workshops, constitute a part of the TQM concept; some
authors even claim that kaizen is identical with TQM (Webley 1996). Management
practice indicates that kaizen is not only a management philosophy, but also a form of
arranged programme comprising the following strategies: just-in-time, TPM, six-
sigma, Poka-Yoke and kanban, which require customer focus, discipline, small work
groups, networking, automation, and group empowerment.

TQM can be perfectly integrated with the lean management principles. People
interested in TQM resort to the achievements of the lean management concept in
the hope of reducing costs and improving operational effectiveness. Similarly to
kaizen, areas of overlap exist between lean management and TQM (possibly
because of the strong connections between them). For example, advocates of lean
management, who correctly refer to the positive results of the application of this
concept, frequently stress that LM is not a management method but a unique
philosophy which offers a way of thinking and dealing with problems. As a result,
they regard TQM as a constituent element of lean management. According to the
advocates of LM, lean management is a comprehensive business system, com-
prising advanced organizational management techniques such as TQM, just-in-
time, and total preventative maintenance (Kennedy and Weidner 2008). The
obvious connection between the concepts of lean and TQM is the use of the process
approach, the emphasis on wastage reduction, continual quality improvement, and
customer focus (see more in the table below).

Both TQM and internal marketing (IM) perceive the role of an employee-cus-
tomer in similar ways. In practice, organizations using IM create an “internal
market” in which their departments are transformed into business units individually
controlling their operations and expenditures. Employees are treated like internal
customers, the aim being to fulfil their needs and ensure increased motivation.

TQM can be fully integrated with the concept of corporate social responsibility.
As a management concept, TQM is unique in that it emphasizes the necessity for an
organization’s cooperation with its environment, its responsibility for this
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environment and its support for various social initiatives. Various self-assessment
models (e.g. MBQA, EFQM) indicate the necessity for applying the principles of
social responsibility. TQM stresses the importance of the following elements:
financial responsibility for activities undertaken by managers, auditors’ internal and
external independence, protection of shareholders’ and partners’ interests, social
responsibility (ethical behaviours, equal development opportunities, and provision
of product information), involvement in local communities (participation in edu-
cation, philanthropy, sport, medicine). Supporters of the integration of both con-
cepts claim that the implementation of TQM will not necessarily support CSR; in
order to do so, CSR needs to be clearly included in TQM programmes. This is
possible because both concepts share common philosophical roots (Ghobadian et al.
2007). Just like TQM, CSR can have a positive impact on morale and deliver a
sense of satisfaction and employee commitment. What unites the two concepts is
the measurement of social outcomes, as well as economic results (Table 3.5).

According to the literature available on this subject, the problem of TQM’s
holistic dimension has been raised by several authors, including Zink (1995, 2008).
TQM’s functional assumptions include the conviction that various activities can be
integrated within a common quality-oriented concept. For this reason, one research
direction offers an attempt to integrate various management concepts. Taking into
consideration the aforementioned relationships and connections between TQM,
reengineering, internal marketing, kaizen, lean management, and knowledge
management, it is possible to conclude that many common areas exist, such as the
process approach, the internal customer concept, continuous quality improvement
processes, responsibility for social capital, team work and the use of quality tools
and techniques (Bugdol 2011). In the process of integrating TQM with other
management concepts, it is important: (a) to make a decision concerning the order
in which TQM and other concepts are implemented; and (b) to make a decision
concerning the selection of those elements which are common to different man-
agement concepts.

With regard to point a.: Describing integration processes, it is necessary to
emphasize that various approaches to the integration of management concepts can
exist. For example, after implementing TQM, some firms become interested in lean
management or reengineering. However, it is not a mistake to start with the
implementation of reengineering and continue with TQM later. Some organizations,
especially those in debt or subject to bankruptcy proceedings, require swift, radical
changes, which can be provided by reengineering, and only later should they ini-
tiate the process of a gradual and continuous quality improvement, which is the
domain of TQM.

With regard to point b.: The most interesting analyses are those which reveal
with great precision the methods of integrating TQM. For example, some firms are
able to integrate value analysis (VA) activities with TQM, using a set of similar
elements characteristic for both TQM and VA. These elements include team work
(cost, shortage and function analyses are conducted in teams), customer focus and
continuous improvement.
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3.5.3 The Integrating Role of Excellence Models

Models of excellence used by quality-focused organizations comprise external
assessment activities and self-assessment conducted by employees themselves.
There are many different models of excellence developed for the purposes of
various quality competitions (e.g. the standards for the Polish Quality Award
competitions). However, the most popular examples of such paradigms include
models for the European Foundation for Quality Management (EFQM), the Mal-
colm Baldrige Quality Award (MBQA), and the Common Assessment Framework
(CAF) in the field of public administration. The given criteria for excellence models
are inter-connected. For example, the EFQM model’s criteria addresses the creation
of an organization’s potential (leadership, employees, partnership, resources, pro-
cesses, products and services), together with criteria constituting results with respect
to customers, employees, society and business activities. It is assumed that par-
ticular criteria are inter-related, and an organization’s potential should contribute to
the achievement of economic and social objectives. For example, leadership should
exert influence on human resources management, strategy, resources and processes.
Well-managed potential should contribute to the achievement of required economic
and social results. The criteria can be divided into sub-criteria and elements (con-
crete activities undertaken within the scope of particular criteria).

The integrating role of excellence models is not only dependent on the rear-
rangement and precise definition of an organization, or on specifying how and
according to which criteria it is to be managed. On the basis of previous experience,
it can be concluded that excellence models influence integration processes in the
following ways:

a. demonstrating through empirical documentation the relationships between par-
ticular criteria,

b. exerting an indirect influence on the various systems making up an organization
and facilitating their integration,

c. strengthening an organizational values system.

With regard to point a.: Numerous studies have confirmed the occurrence of
direct relationships between the criteria of various excellence models. For example,
research into the effectiveness of the MBQA model demonstrates that quality
improvement results are chiefly dependent on process management and human
resources management. Furthermore, strategic planning is strongly related to data
analysis (Lee et al. 2003). Strong leadership influences people management;
commitment is influenced directly, while work satisfaction is influenced indirectly
(Calvo-Mora et al. 2005).

With regard to point b.: Curkovic et al. (2000) divided the MBQA model into
three systems and allocated particular TQM elements to each of them. The TQM
operating system was allocated to the MBQA operating system, consisting of human
resources development and process management; the TQM strategic system was
allocated to the MBQA strategic system, comprising leadership, strategic planning
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and customer focus; the TQM information system was allocated to the MBQA
information system including all information necessary for the operation of the other
two systems. Additionally, TQM application results were measured. Measurements
were taken with respect to costs of quality control (i.e. costs of inspections and tests),
absenteeism, defects and rejects, as well as total supply costs. The research revealed
positive relationships between all systems (Curkovic et al. 2000).

With regard to point c.: Experience resulting from the application of the EFQM
model (e.g. Robinson et al. 2005) indicates increases in trust, work satisfaction,
external customer satisfaction and product quality. Excellence models have a positive
impact on ethical and organizational values. During the course of self-assessment
procedures, various teams are established spontaneously. In small organizations, one
team evaluates all criteria of a model, while special teams are established for the
evaluation of specific criteria in larger organizations. Joint work on the collection of
relevant data, the verification of sourced material or the determination of a scale for
assessment are perfect opportunities for team integration.

3.6 Conclusions

The system theory has many practical applications. It is extremely useful in deci-
sion making processes because it presents the potential consequences of decisions
which can occur in various systems. The system theory can also be used in practical
tasks such as supplier selection. Product quality usually depends not only on
selected suppliers, but on the shared impact of individual components comprising a
product. The system theory can be applied in organizational improvement pro-
cesses. Self-assessment models used in organizations are characterized by a system
structure. Such models are based on the assumption that there is a relationship
between an organization’s potential and its social and economic results. They also
reveal relations between criteria generating potential and those generating results.
Furthermore, the system theory can be also used to analyse the reasons for failures
in quality programme implementation. Relationships between causes, consequences
and results are taken into consideration in order to determine the factors which have
brought about failure. . The majority of studies into TQM implementation failures
indicate that there is no single dominant failure factor. Errors are most frequently
located in an organizational system (e.g. incorrect process identification), social
system (e.g. lack of commitment, an excessive overload of new duties) and eco-
nomic system (e.g. limited resources for quality programme implementation). The
socio-technical system theory is currently used in research on the utilization of
production robots. The newest generation of so called collaborative robots can work
together with people on many production operations.

It has been shown that the theory of integration and disintegration is immensely
useful in analysing the processes of establishing and managing virtual organiza-
tions. Analyses can comprise the particular life cycle stages of virtual organizations
(the identification of cooperation needs and operational objectives, establishing
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partnerships, contracting as a means of implementing cooperation, the dissolution
of a virtual organization). Not only does this theory allow for detailed analysis of
such organizations’ particular life cycle stages, but it also facilitates the under-
standing of the integration of resources, competencies, processes, and structures.
More detailed analyses can cover many variables such as scopes of knowledge and
power or motives for establishing virtual organizations.

The application of TQM influences various types of integration. However, the
optimum level of organizational integration is possible only when the TQM concept
is precisely defined, its key elements are identified, and its principles are recognized
and implemented. The application of TQM incurs the risk of disintegration, because
as a holistic concept, TQM comprises a varied range of methods and techniques.
For many management practitioners, the very idea of TQM is something subjective
and vague. Therefore, a much greater role in integration processes can be performed
by assessment/self-assessment models. A considerable amount of research into the
usefulness of self-assessment models has shown that quality award winners achieve
very good financial results. The most popular measures include the inventory
turnover ratio, the net profit rate, the market share, and Tobin’s q ratio which
concerns the change of an organization’s market value over time (e.g. before and
after the implementation of a self-assessment model). Improvement in the func-
tioning of organizations may be observed in relation to customer satisfaction, sales,
return on assets, sales revenues, market share and employee efficiency (Cazzell and
Ulmer 2009).
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Chapter 4
Integration of Standardized Management
Systems

In this chapter, the authors discuss the specific character of integration between
standardized management systems, and the first section considers how such systems
might be classified. The authors go on to present the major requirements of the
following management system standards: ISO 9001, ISO 14001, ISO 27001,
OHSAS 18001 and ISO 22000. This is followed by a description of the concept of
integration and its methodology, which is primarily achieved through the presen-
tation of the concept of an integrated system, the reasons for system integration, and
strategies and methods of system integration which include the approach based on
the PAS standard. Finally, the authors attempt to identify the essence of integration
at the stage of system implementation, together with the potential consequences of
integration processes.

4.1 Standards of Management Systems

4.1.1 Classification of Standards

When examining those standards which could constitute a foundation for the
development of management systems, we should consider how best they might be
classified. Three basic areas of criteria can be established in classification processes:

• the objective of a management system developed in terms of a given standard,
• the application of a standard as the basis for the organizational development of a

business area,
• The universality of a given standard.

On the basis of these criteria, we can distinguish the major—that is, the most
popular—standards for management systems, which are presented in Table 4.1.
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As can be seen from the table, the same standards can belong to various groups,
depending on the adopted classification criterion. In a subsequent part of this
chapter, we will focus on a few of the aforementioned standards characterized by
their applicability in relation to integration processes.

4.1.2 The ISO 9001 Standard

Certain standards, which support the development of quality management systems,
are addressed to organizations representing particular sectors of the economy or
other fields of activities. However, currently the most popular and universal quality
management standard is ISO 9001. This standard can be applied by any organi-
zation which is able to define its internal customers, irrespective of which branch of
the economy or the public sector it belongs to. Although the standards from the ISO

Table 4.1 The classification of the major management system standards

Criterion Types of standards Examples

Objective To ensure product/service quality ISO 9001, ISO/TS 16949, TL
9000, AS 9100

To ensure food safety HACCP, BRC, IFS, ISO 22000

To reduce an organization’s operational
risk

ISO 14001, OHSAS 18001,
ISO 27001, ISO 22301, ISO
28000, ISO 31000

To improve an organization’s results and
image

ISO 26000, ISO 50001

Business area Quality management ISO 9001, ISO/TS 16949, TL
9000, AS 9100

Food safety and hygiene management HACCP, BRC, IFS, ISO 22000

Environmental management ISO 14001

Occupational health and safety
management

OHSAS 18001

Information security management ISO 27001

Business continuity management ISO 22301

Supply chain security management ISO 28000

Risk management ISO 31000

Social responsibility management ISO 26000

Energy efficiency management ISO 50001

Universality Universal ISO 9001, ISO 14001, OHSAS
18001, ISO 27001, ISO 22301,
ISO 28000, ISO 31000,

Sector-related ISO/TS 16949, TL 9000, AS
9100, HACCP, BRC, IFS, ISO
22000, ISO 26000, ISO 50001
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9000 series did not initiate the management systems standardization process, they
became with time the leading components of this process.

The ISO 9000 series standards were originally invented by the ISO/TC 176
technical committee. Currently, within the framework of this committee, 81
countries participate in the continuous development of the standards and 21
countries have observer status (International Organization for Standardization
2009b, p. 2). The first edition of the ISO 9000 series standards was released in
1987; subsequent editions were published in 1994, 2000 and 2008. A new edition
of the standards is currently being prepared and its publication is expected in 2015.
The participation of representatives from many countries in the development of the
ISO 9000 series standards has created a range of new opportunities. These concern:
the impact of cutting edge technologies, the identification of good practices, market
needs, and the knowledge of a versatile group of experts and practitioners. Those
managers of organisations who decide to opt for the ISO 9000 as a model for a
quality management system can benefit in a number of different ways. Such benefits
result, among other things, from the implementation of the quality management
principles, which constitute the essence of the concept of managing an organization
in accordance with the ISO 9000 standards. The principles of the process approach
and the system approach have been discussed in Chap. 3. The additional six
principles are presented in Table 4.2.

The benefits indicated in Table 4.1 are potentially available for all organizations
interested in the application of the ISO 9000 standards. Simultaneously, it is worth
noting that managers are also motivated by their own objectives in implementing
the aforementioned standards. Such objectives can include the following (Interna-
tional Organization for Standardization 2009b):

• demonstration of an organization’s ability to manufacture products which meet
quality requirements,

• improvement of the quality of services provided,
• development of an organizational culture focused on continuous improvement

and effective control over production,
• fulfilment of formal requirements imposed by key customers,
• improvement of management processes in terms of customer relations.

Some researchers also emphasize that an additional important justification for the
implementation of quality management systems can be their use in risk manage-
ment processes (Williams et al. 2006). According to these authors, the classical five
stages of a quality management system: that is, policy development, planning,
implementation, monitoring and reviewing, bear strong correlation with the
“chronology” of risk management processes. Quality management systems enrich
the possibilities of risk management through the development of databases and
useful statistics, focusing management activities on key processes and managing
both organizational and cultural changes.

A general model of a quality management system consistent with the ISO 9001
standard is based on an approach characteristic for Deming’s PDCA cycle.
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Figure 4.1 illustrates this approach, which includes the possibility of adapting other
ISO standards with respect to particular management functions.

As was previously mentioned, the ISO 9001 standard is to be reviewed in 2015.
On the basis of the newly drafted version of the standard, the following planned key
changes can be identified (ISO/CD 9001 2013):

• the structural arrangement of the standard’s requirements is to change; these
requirements will be included within the following items: context of organization,
leadership, planning, support, operation, performance evaluation, improvement,
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Fig. 4.1 The application of the selected standards developed by the ISO/TC 176 committee in
quality management and the process approach. ISO 10001–Quality management. Customer
satisfaction. Guidelines for codes of conduct for organizations. ISO 10002–Quality management.
Customer satisfaction. Guidelines for complaints handling in organizations. ISO 10003–Quality
management. Customer satisfaction. Guidelines for dispute resolution external to organizations.
ISO 10004–Quality management. Customer satisfaction. Guidelines for monitoring and measur-
ing. ISO 10005–Quality management systems. Guidelines for quality plans. ISO 10006–Quality
management systems. Guidelines for quality management in projects. ISO 10007–Quality
management systems. Guidelines for configuration management. ISO 10012–Measurement
management systems. Requirements for measurement processes and measuring equipment. ISO
10013–Guidelines for quality management system documentation. ISO 10014–Quality manage-
ment. Guidelines for realizing financial and economic benefits. ISO 10015–Quality management.
Guidelines for training. ISO 10017–Quality management. Guidance on statistical techniques for
ISO 9001: 2000. ISO 10019–Guidelines for the selection of quality management system
consultants and use of their services. Source adopted from International Organization for
Standardization (2009b)
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• considerable emphasis will be placed on the need to identify an organization’s
key stakeholders and their expectations,

• in relation to requirements, the need for risk analysis (e.g. during the course of
planning processes) will be emphasized,

• the number of formal requirements related to the creation of formal documents
and records will be reduced.

It can therefore be concluded that the aforementioned changes are intended to
adjust the structure of this standard to those of previous standards, which will
facilitate integration. Analysing subsequent amendments to the ISO 9001 standard,
we can identify the following stages: quality control, quality assurance, quality
management and finally total quality management. Furthermore, the management
concept implied by the provisions of the planned new editions of the ISO 9001
standard can be termed “management for quality”, where quality is the result of the
process management of an organization’s different areas.

4.1.3 The ISO 14001 Standard

The issue of an organization’s sensitivity to its environment has been addressed for
as long as management sciences have been in existence. In this respect, the term
‘environment’ is understood in accordance with a definition included in the ISO
14001 standard, as the surroundings in which an organization conducts its activi-
ties. These include air, water, earth, natural resources, flora, fauna, human beings
and the mutual relationships which exist between them. Within the process of
developing environmental management standards, we can distinguish a number of
significant events, or milestones, which have led to the determination of current
priorities and dominant solutions. Such milestones include the following (Jedynak
2011): climate conferences, international environmental obligations, documents
from international organizations, and subsequent editions of standards. The most
important of these is the ISO 14001 standard, published for the first time in 1996.
This standard specified requirements related to the implementation of an environ-
mental management system across a range of different organizations. The adopted
model for an environmental management system was based on the principle of
continuous improvement, and the basic task of the system itself was understood as
support for activities related to environmental protection, as well as the reduction
and prevention of pollution. The version of the standard currently in effect was
published in 2004.

As the implementation of environmental management systems in organizations
is currently on a voluntary basis, it is interesting to study the reasons behind
management boards’ decisions to implement such systems. Among these reasons,
the following can be distinguished (International Organization for Standardization
2009a, Jedynak 2011):
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• the intention of reducing operating costs, due to effective implementation of the
concept of pollution prevention, which includes minimizing the consumption of
materials and energy,

• the need to comply with legal regulations and avoid potential fines for non-
compliance (it should be noted that the costs incurred through the imposition of
fines for environmental “offences” have been on the rise. Furthermore, more
effective measures have been introduced for the collection of such fines.),

• a willingness to foresee and also to influence the shape of future regulations
which, as a result of proper organizational culture and ecological awareness,
enables an organization to adjust its development plans to adapt to such regu-
lations ahead of its competitors,

• a willingness to provide a “positive response” to interest in an organization’s
activities and products expressed by customers, suppliers, shareholders and
other stakeholders. Sometimes it is an organization’s customers that directly
demand the implementation of an environmental management system.

• a willingness to improve an organization’s relationships with environmental
protection authorities and to shape its positive image by promoting the “exis-
tence” of an environmental management system,

• the search for non-traditional sources of funding an organization’s activities (e.g.
cheaper credits for ecological investment projects, government and EU
subsidies),

• stimulating employees’ commitment by increasing their ecological awareness.
Research conducted in EU countries shows that values related to environmental
management are a very effective driving force in employee motivation
processes.

However, the reasons listed above for implementing environmental management
systems within organizations indicate the need to minimize environmental risks.
This is both directly related to reducing the likelihood of negative environmental
impacts and indirectly to the failure to achieve a package of objectives that are
shared by organizations implementing environmental management systems. In
inter-organizational relationships, where one partner evaluation criterion is risk
related to a partner’s activities (for example, evaluations conducted by banks or
insurance companies), organizations use environmental management systems to
reduce such risks, while simultaneously increasing their “environmental reliability”.

As, in principle, ISO 14001 is the only significant international standard to
include environmental management system requirements, the subsequent discus-
sion in this chapter will be based on the principles of this standard as well as related
concepts. These requirements are divided into the six groups that are presented
below (ISO 14001 2004).

General Requirements These are split into two key issues: firstly, establishing,
documenting, implementing and continuously improving the environmental man-
agement system, and secondly, determining and documenting the scope of such a
system. The elements of the first set of requirements clearly concern the life cycle of
an environmental management system. Fulfilment of the latter involves deciding the
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operating areas within an organization in which the environmental management
system will apply.

Environmental Policy The obligation to establish an environmental policy rests
with senior management. The policy should comply with the scope of the system
which has previously been agreed and should meet seven specific conditions.
According to the most important of these conditions, an environmental policy must
include a commitment to continuously improve operations and prevent pollution,
and be obliged to comply with all current legislation and other regulations relating
to environmental issues. One purpose of an environmental policy is therefore to
reflect the senior management’s opinions on the importance of the environment
within the activities conducted by their organization.

Planning The general requirement concerning planning activities comprises three
sub-requirements. The first of these concerns environmental aspects, in other words
those elements of operations, products or services that may affect the environment,
rather than remain outside it. The standard obliges an organization to implement a
procedure whose objective will be to identify existing environmental aspects and
determine significant environmental aspects. Analysis of these aspects clearly
cannot be a one-off event, but has to be performed on a regular basis.

The third requirement applies to legislation. In this respect, an organization
should also develop a procedure to: (1) identify and create access to applicable
legislation and other requirements relating to environmental aspects, and (2)
determine relationships between legislative and environmental aspects.

The third requirement concerns objectives, tasks and programmes. An organi-
zation should determine its own environmental objectives and tasks, which are to be
assigned to particular employees and hierarchical levels, based on an analysis of the
content of its environmental policy, environmental factors and legislative and other
requirements. Programmes, which are the tools for achieving objectives and exe-
cuting tasks, should, as a minimum, include the following: extent of responsibility,
essential resources and deadlines for relevant tasks and objectives.

Implementation and Operation
This requirement comprises seven detailed sub-requirements.

The first, which is referred to as “resources, roles, responsibilities and powers”,
concerns the responsibility of managers to ensure that the various categories of
resources necessary at each stage in the life cycle of an environmental management
system are available. One special requirement in this respect is the necessity of
appointing the management representative for environmental management issues
who will coordinate system operations.

The second sub-requirement relates to the management of human resources and,
in particular, to ensuring sufficient competence, qualifications and awareness in
those persons whose work for an organisation may have an environmental impact.

The third requirement concerns the development of a procedure to identify the prin-
ciples underlying an organization’s internal and external channels of communication.
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The next requirement ensures identification of the mandatory documents in an
environmental management system the purpose of which is to determine the
methods of formally implementing system-related activities.

This is supplemented by the fifth requirement, which defines the structure for
formal monitoring of documentation for an environmental management system.

The key sixth requirement concerns the governance of activities that relate to
significant environmental aspects. For this purpose, an organization should estab-
lish a supervisory procedure for such aspects, and determine operating criteria and
the provision of information based on an organization’s internal procedures and
suppliers’ requirements. The final part of the requirement clearly illustrates that an
environmental management system can be an important tool in creating relation-
ships between an organization and its suppliers.

The final sub-requirement in the area of implementation and operation is
“emergency readiness and response”. An established procedure should enable an
organization to identify potential dangerous situations and emergencies that may
have a negative environmental impact, and to develop operational scenarios for
each of these.

Verification
Fivesub-requirements exist in relation to verification. They apply to the following
elements:

• monitoring and evaluating activities using a documented procedure and key
characterizations of operations that have a potentially significant environmental
impact,

• periodic and documented assessment of an organization’s compliance with any
legislative and other requirements it has agreed to follow,

• handling of any irregularities and implementing preventive and corrective
measures,

• monitoring records, including those demonstrating compliance with require-
ments and documenting achieved results,

• performance of internal audits.

Management Review Management review has been given the status of a separate
requirement in the ISO 14001 standard. This emphasises its role and significance in
establishing the underlying conditions of an environmental management system and
determining the ways in which these can be improved. The following analysis
features are characteristic of environmental management and are implemented in
management reviews: (1) the results of internal audits and assessments of an
organization’s compliance with legislation and other requirements, (2) communi-
cation with external, interested parties, including complaints procedures, (3) the
effects of environmental activities.
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4.1.4 The ISO 27001 Standard

The increasing importance of information resources within the activities of modern
organizations results in the simultaneous demand for both security and the pro-
tection of such resources. As with other fields of organizational management,
special standards have been developed for information security purposes and these
standards can be applied when developing a management system. One pioneer in
the creation of information security standards was the British Standard Institution,
which developed its BS 7799 standard in 1995. However, it is now the ISO/IEC
27001 standard that is the most important reference point for information security
management systems. The application of this standard in an organization usually
arises from the following circumstances (Jedynak 2011):

• an increasing number of threats related to the loss of information, resulting in
the organization’s “openness” to its environment,

• the creation of new types of information loss, particularly within the global
information space of the Internet,

• the organization’s desire to demonstrate its compliance with relevant legislation,
for example laws relating to personal data protection, and to avoid penalties and
fines for violating confidentiality,

• the organization’s desire to improve its competitiveness by convincing its
customers of transaction security or the need to comply with requirements
concerning information security as specified by customers,

• the organization’s desire to protect its know-how and to prevent its disclosure to
competitors,

• the organization’s desire to increase its employees’ awareness of information
security issues.

The primary organizations that should be interested in implementing profes-
sional information security management solutions include the following:

• organizations where information security is of the utmost importance with
respect to their business activities and reputation, for example organizations in
the financial, IT, health care and public sectors,

• organizations that process information on behalf of their customers, mainly sub-
contractors of IT services.

The ISO/IEC 27001 standard identifies the following key areas as relevant to
information security in an organization (ISO/IEC 27001 2005, 2013):

• a security policy, which needs to be established and periodically reviewed,
• an information security system, in particular one determining responsibilities,

powers, relationships and coordination principles as regards contact with
interested parties both inside and outside an organization,

• organizational assets management, including the appointment of people
responsible for specific assets and the use of information classification principles
and procedures,
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• human resource information security related to the periods before, during and
after employment,

• physical and environmental security related to the use of asset protection
measures and equipment,

• communication and operations management related to the establishment of
essential procedures and responsibilities, monitoring the activities of party
service providers, the performance and testing of planning activities, the
application of coding principles, the establishment of electronic data security
procedures, the protection of computers and computer networks, the security of
exchanging information,

• access control management, including establishing an information access policy,
management of access rights, the promotion of good information security
practices among users, the control of access rights to network services, the
control of access to applications and operating systems, the protection of mobile
hardware,

• information systems security, including determining security control require-
ments, priorities related to the use of cryptographic techniques, the control of
extension and support processes, the control of system sensitivity to threats,

• management of information security incidents, including reporting incidents and
weaknesses as well as educating employees and improving procedures,

• continuity management and operations comprising establishing processes to
ensure the continuity of internet security operations as well as developing and
testing of a continuity of plan,

• compliance management, particularly with respect to legal requirements and
regulatory compliance reviews.

The new edition of the ISO/IEC 27001 standard contains a number of new or
updated themes and concepts that are very similar to those planned for introduction
in the ISO 9001 standard. These are presented in Table 4.3.

As is evident from the table, an information security management system can
fulfil an important role in limiting the operational risk facing an organization.
Interestingly, some requirements in the ISO/IEC 27001 standard refer to the
necessity of operational continuity management, which is the domain of other
standards.

The British Standard Institution provides examples of organizations that have
implemented and certified management systems based on the ISO/IEC 27001
standard as well as examples of the subsequent benefits achieved by these orga-
nizations (BSI Case Study Capgemini UK 2014, BSI Case Study Constain Group
2014, BSI Case Study Fredrickson International 2014). For example, Capgemini
attained the following benefits: improved security for Capgemini UK and its clients,
badge on the wall proof of best practice to potential and existing clients, increased
security awareness and buy-in among management and staff, enhanced security
documentation and reporting. In turn, Constain’s benefits included the following:
higher levels of customer satisfaction, reduced waste and greater energy efficiency,
an embedded safety culture and lower accident rate, effective joint ventures and
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partnerships, greater protection of commercially sensitive data, and minimized
impact from business disruption. Finally, Fredrickson benefited from the following:
greater security awareness across all levels of the organization, shorter second-party
system security audits, enhanced customer confidence and perception of the
organization.

4.1.5 The OHSAS 18001 Standard

It is impossible to unequivocally identify what are the decisive, causative factors in
the creation of occupational health and safety standards. However, based on
management sciences, it can be assumed that development of these standards results
partly from ergonomic trends and as a response to the need to define the tools used

Table 4.3 New or updated concepts in the ISO/IEC 27001 standard published in 2013

New/updated concept Explanation/meaning

Context of the organization The environment in which the organization operates
Understanding the context helps to determine the various
requirements of interested parties and to develop a package
of objectives

Issues, risks and opportunities Replaces preventive actions

Interested parties Replaces stakeholders

Leadership Requirements specific to top management
The leadership function has primacy over the other
managerial functions within the standard

Communication There are explicit requirements for both internal and
external communications

Information security objectives They are now to be set at relevant functions and levels

Risk assessment Identification of assets, threats and vulnerabilities is no
longer a prerequisite for the identification security risk

Risk owner Replaces asset owner
This is a new organizational function emphasizing
responsibility for risk management

Risk treatment plan The effectiveness of the risk treatment plan is now regarded
as being more important than the effectiveness of controls

Controls Controls are now determined during the process of risk
treatment, rather than being selected from Annex A
This is a much more flexible approach

Documented information Replaces documents and records

Performance evaluation Covers measurement of system and risk treatment plan
effectiveness

Continual improvement Methodologies other than PDCA may be used

Adapted from British Standard Institution (2013)
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to manage corporate social responsibility and the application of validation
strategies.

The first edition of what is now the most popular international standard, OHSAS
18001, was published in 1999. The organizations participating in the development
of this standard primarily included certification bodies and standards institutions
representing many different countries, as well as other interested entities from all
over the world. In 2007 the British Standard Institution published a new edition of
the OHSAS standard, which replaced the 1999 edition.

The following elements can be distinguished among the primary reasons for
applying the OHSAS standard (Jedynak 2011):

• the need to fulfil legal requirements relating to occupational health and safety
and the awareness that this task can be facilitated by the implementation of an
occupational health and safety management system,

• the desire to increase the employees’ trust in an organization and the degree of
their identification with an organization,

• the desire to increase growth in customers’, insurance companies’ and state
inspection authorities’ trust in an organization as well as to improve an orga-
nization’s public image by demonstrating a responsible and innovative approach
to OHS issues,

• the desire to improve actual working conditions and consequently work
efficiency,

• the desire to reduce the rate of health-related absences,
• the desire to reduce the rate of work-related accidents and injuries and associ-

ated costs (downtime, insurance costs),
• the awareness of better opportunities for acquiring state subsidies for modern-

ization projects,
• the desire to achieve the full dedication of all employees concerning the issue of

occupational health and safety and consequently the development of a safety
culture.

Although all of the above reasons for implementing OHS management systems
are important, it appears that the most essential are those related to costs. However,
any cost-based decision to implement an OHS management system should be of a
comprehensive nature, i.e. it should take into consideration the following cost
categories when determining the total cost of occupational health and safety:

• the costs of compliance with OHS regulations,
• the costs of implementing, maintaining and improving an OHS management

system,
• the costs of insurance,
• the costs of work-related accidents,
• the costs of occupational diseases,
• the costs of absences related to health and working conditions,
• the costs of reduced work efficiency,
• the costs of reduced product and service quality.
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Organizations that have implemented the OHSAS 18001 standard observe a
relationship between organizational compliance with the standard’s requirements
and the rate of work-related accidents. They also notice that full compliance with
OHS regulations leads to the development of management systems that are fun-
damentally consistent with this standard. The requirements defined in the standard
and which apply to OHS management systems are divided into the following
categories, which are discussed below (OHSAS 18001 2007).

General Requirements
This requirement refers only to an organization’s obligation to establish and
maintain an OHS management system.

Commitment of Senior Management and an OHS Policy
The first part of the requirement emphasizes that strong and visible leadership on
the part of the senior management is a key factor for success in implementing and
ensuring the effectiveness of an OHS management system. The complement to this
requirement is the senior management’s duty to ensure the necessary resources, to
plan the system and to carry out regular reviews. One interesting fact with regard to
OHS policy is that the standard requires it to be agreed upon with employees and
their representatives. An OHS policy should express an organization’s undertaking
to perform six activities, the most typical of which are: (1) preventing work-related
accidents, occupational diseases and near misses; (2) pursuing continuous
improvement of OHS, and (3) meeting the requirements of legislative and other
regulations applicable to organizations. Furthermore, this requirement obliges
employers to provide employees with real opportunities for participation in the
processes that take place within an OHS management system.

Planning
The requirement related to the planning function within an OHS management
system comprises the following four sub-requirements:

• a general requirement concerning the necessity of developing and documenting
an organization’s operational plans to achieve OHS objectives,

• the establishment of a procedure to identify and provide access to currently
applicable OHS and other legal requirements,

• determination of quantified general and detailed OHS objectives where possible,
• determination of operational plans to achieve objectives, which, as a minimum,

include a specification of responsibilities, necessary resources and deadlines.

Implementation and Functioning
This general requirement comprises ten detailed sub-requirements related to the
following:

• the hierarchy of responsibilities and powers, including the necessity of
appointing a management representative for OHS issues;

• ensuring the availability of the resources that are required during each stage of
the life cycle of an OHS management system;
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• the provision of training courses, raising employees’ awareness of potential
hazards, and the advantages of eliminating such hazards, ensuring necessary,
documented OHS competencies, motivating employees to commit to OHS;

• both internal and external OHS-related communication with all interested
parties;

• monitoring of system documentation (this requirement specifies what docu-
ments should be held by an organization and how their storage should be
supervised,

• occupational risk management, in particular the necessity of developing a
procedure for identifying hazards and assessing related occupational risks. The
analyses should result in the planning of actual organizational and technical
solutions aimed at preventing and reducing such risks;

• the organization of work and activities related to significant hazards. The
principles for planning and performing these activities must be formalized;

• prevention and contingency plans for an immediate response to work-related
accidents and major emergencies. The standard envisages detailed requirements
concerning communication in emergency situations, the provision of assistance
to accident victims and regular drills of emergency procedures;

• purchasing. This requirement concerns the compliance of purchasing procedures
with OHS regulations;

• subcontracting. This requirement concerns extending the application of OHS
regulations to also cover subcontractors’ employees.

Verification as Well as Corrective and Preventive Measures
The section concerning the assessment and improvement of OHS management
systems includes the following four sub-requirements:

• the first concerns monitoring OHS by acquiring feedback on the current state of
affairs;

• the second requirement is related to the investigation of work-related accidents,
occupational diseases and near misses. The standard emphasizes that the results
of investigations conducted by external organizations are as valid as those
produced by internal investigations;

• the third requirement obliges organizations to carry out internal audits. The
characteristic feature of OHS management systems is that audit results should
determine whether a system is effective in encouraging the full participation of
employees and whether it allows an organization to comply with current
legislation;

• the fourth condition relates to the monitoring of irregularities and the imple-
mentation of corrective and preventive measures.

Management Review
Management reviews should take into consideration changes in circumstances that
may affect OHS requirements and the results of analyses of work-related accidents,
occupational diseases and near misses.
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Continuous Improvement
While this requirement comprises a single sentence obliging organizations to
implement solutions that will ensure the continuous improvement of OHS man-
agement systems, its highlighting by the standard’s authors compared with other
requirements demonstrates the vital importance of continuous improvement.

As is evident from the discussion above, the structure of the OHSAS 18001
standard is not compatible with other management system standards, which may
lead to a reason for its amendment in the near future.

4.1.6 The ISO 22000 Standard

ISO 22000 is the sole example of a standard addressing a particular branch of
industry, namely the food processing sector, in this chapter. The globalization of
production operations, which is also present in the food processing sector, has led to
a situation in which the application of many different food safety standards can
create problems and increase operating costs. This situation forms the origin of the
need for global harmonization of requirements within food safety management
systems. The development of the ISO 22000 standard is a response to this need
(Surak 2007). The ISO 22000 standard was published by the International Orga-
nization for Standardization in 2005. Its authors made the following assumptions
when developing the standard (Surak 2007):

• the standard will be used by all organizations within the food production chain,
• the standard will incorporate the five steps and seven principles of HACCP,
• it must be possible to use the standard as a set of requirements for third-party

audits,
• the standard must ensure validation, verification, implementation, monitoring

and management of food safety control processes,
• the standard will be focused on food safety alone.

The authors also wanted to ensure the maximum possible compatibility of the
standard with the ISO 9001 standard, and to avoid the deficiencies which occurred
in the implementation of the HACCP standard, i.e. the lack of certain management
process instruments.

It appears that the key attribute of the ISO 22000 standard is the intended scope
of organizations which should apply it. These exist within the food chain or are a
collection of organizations participating in product manufacture or distribution
processes from farm to the final consumer (see Fig. 4.2).

Benefits which organizations can derive from implementing the ISO 22000
standard include the following (Arvanitoyannis and Varzakas 2009):

• optimized allocation of resources within all organizations participating in a
supply chain,

• more effective communication among suppliers, customers and other interested
parties,
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• incident prevention awareness,
• improved quality of management system documentation,
• increased trust in an organization inside and outside the food chain,
• facilitated harmonization of operations with national standards (in the case of

international firms),
• replacing a product focus with a systemic approach.

According to the ISO 22000 standard, food safety assurance is possible due to
the following four key elements (ISO 22000 2005):

• interactive communication (both internal and external),
• system management,
• a prerequisite programme,
• the application of HACCP principles based on the Codex Alimentarius.

The ISO 22000 standard comprises eight chapters, with only Chaps. 4–8 dedi-
cated to management system requirements. A summary of these requirements is
presented below.

The Food Safety Management System
This part of the standard specifies general requirements as well as issues relating to
monitoring documentation and records.

Management Responsibility
Management responsibility is covered by eight detailed requirements related to the
following: commitment, establishing a food safety policy, undertaking planning
activities, determining responsibilities and powers, appointing a food safety leader,
ensuring effectiveness of the communication process, incident readiness and
management reviews.

Regulatory
organizations

Producers of artificial 
fertilizers and veterinary 

medicines

Producers of food 
components and additives

Producers of equipment

Providers of cleaning and 
disinfection services

Providers of packaging 
materials and services

Producers of food

Processors of food

Wholesalers

Retailers
Service 

providers

Suppliers

Fig. 4.2 The food chain. Adopted from (Surak 2007)
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Resources Management
There are four detailed requirements related to resources management: availability
of resources, human resources management, infrastructure management and
working environment development.

Planning and Realizing Safe Products
These requirements include the following: general requirements, a programme of
preliminary requirements, an analysis and risk assessment, the establishment of
operational programmes of preliminary requirements, the establishment of an
HACCP plan, updating preliminary information and documents related to both
types of plans, verification of planning, an traceability system and the monitoring of
irregularities.

Validation, Verification and Improvement of a FoodSafetyManagement System
The requirements applicable to this area comprise the following:

• general requirements,
• validation of measurements and controls,
• supervision of monitoring and measurements,
• verification of a system by means of tools such as audits, evaluations of indi-

vidual verification results and analyses of such results,
• improvement in the form of continuous activities and updates.

A characteristic tool used in food safety management systems based on ISO
22000 is a programme of preliminary requirements. This type of programme usu-
ally comprises the following issues (Surak 2007): (1) a production plant together
with the structure and layout of buildings and operating areas, (2) air, water and
electricity supply systems, (3) external waste disposal services, (4) the usability and
availability of maintenance and cleaning equipment, (5) the inspection of purchased
materials, (6) pollution prevention measures, (7) pest and vermin control, (8)
employees health and hygiene issues, (9) environmental monitoring, (10) chemical
inspection, (11) glass and plastic materials inspection, (12) searching for and
recalling products from the market, (13) complaints handling procedures, (14)
labelling, (15) employee training and competencies.

The ISO 22000 standard is highly compatible with ISO 9001, however, as:

• it does not allow any exceptions to its requirements,
• full compliance with legislation is required,
• an organization has to prove that food safety is ensured by achieving objectives,
• an organization has to establish crisis management procedures,
• an organization’s needs are precisely defined by programmes of preliminary

requirements,
• programmes of preliminary requirements lead to the use of various management

instruments,
• a food safety hazard analysis must be carried out during the product realization

planning stage,
• an organization has to establish product recall procedures,
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• the traceability system obliges an organization to monitor product components
and ingredients from direct suppliers through production processes to product
delivery to consumers,

• in the case of products that are not subject to specific safety regulations, all
hazards must be eliminated or reduced to an acceptable level.

4.2 Concept and Methodology of Integration

An important trigger for integrating normalized management systems was the
adoption of the Malcolm Baldridge National Quality Award criteria in 1997 for
organizations’ successful completion of the process of integrating performance
management systems (Karapetrovic and Willborn 1998). Since this time the
organizations responsible for developing standards have also become the recipients
of requests for management systems integration.

The Concept of an Integrated System
For the purpose of further discussion, it is important to review what is meant by an
integrated management system. We should start by defining a system. According to
one definition, “when parts, resources, activities or processes perform interdepen-
dently within a unity, this unity is viewed as a system” (Karapetrovic and Willborn
1998). One of the factors that best define a system is a system’s objective or
objectives. The objectives can thus be used to define not only a system as such, but
also its conventional limits. A proper determination of a system’s objectives leads
to the following activities (Karapetrovic and Willborn 1998):

• Assessing the objective taking into consideration the objective of the organi-
zation, its long- and short-term strategies, as well as its feasible capacity.

• Designing the set of processes, resource requirements, technology, timing and
interrelationship of these in order to meet stated objectives.

• Obtaining human, material, financial and other resources, and provide training,
hiring and out-sourcing as required.

• Deploying resources as planned when performing the processes and monitoring
performance,

• Proceeding with processing as planned, checking progress and implementing
corrective/preventive measures,

• Assessing the output of individual processes against suitable criteria,
• Comparing the final output of the system against the original objective and its

individual requirements and characteristics. Analysing any deviations and
potentially redesigning the system, including its stated objective.

A framework model of a system which is derived from determining objectives is
presented in Fig. 4.3.

However, an integrated management system is one that combines management
systems by applying an employee focus, a procedural view and a systemic
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approach, and that makes it possible to implement all relevant management stan-
dards practices into one single system. Integration generates “a system of the
systems”, with the objective of using the existing synergies among those standards/
systems when developing and implementing a managerial system (Satolo et al.
2013). One characteristic feature of an integrated management system is that, unlike
non-integrated systems, it ensures an organization’s compliance with all applicable
international and local standards and regulations.

It should be noted that the development of integrated management systems is
usually the result of the existence of visible and strong interrelationships between
one management system and other systems which appear in different forms and
directions. These interrelations may possess either an internal or external dimen-
sion. For example, an organization’s quality management system may have inter-
relationships with various other management systems such as environmental
management systems, OHS management systems, etc. In the external dimension,
this type of system maintains interrelationships with the quality management sys-
tems of other organizations, e.g. customers and suppliers. The internal dimension of
an integrated management is, of course, easier to develop.. This does not mean,
however, that such practices cannot be applied externally, e.g. within the scope of
supply chain management. It must be emphasized that the creation of an integrated
management system may involve the integration of systems alone, the integration of
standards or the integration of both systems and standards. According to some
researchers (Karapetrovic 2002), organizations interested in operating an integrated
management system may primarily pursue the integration of standards, which
results in the creation of generic management system standards, or the adaptation of
intrinsic management system standards and their adjustment into integration
requirements. Furthermore, in view of the current practices related to the integration
of standardized management systems, only clear differences between the compre-
hensive integration of systems and the integration of audits alone are highlighted.
Taking into consideration the four variables stated, we obtain the following four
integration options:

2. System Design

5. System Implementation

Resources

3. Allocation

4. Deployment

Processes Objectives

1. Required Output

7. Assessment

6. Actual Output

Environment

Fig. 4.3 Framework of a system derived from a well-stated objective. Adapted from Karapetrovic
and Willborn (1998)
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• In the case of the integration of standards for complete management systems, a
generic management system standard, which means a relatively low level of
integration.

• In the case of the integration of standards related to audit procedures alone, a
generic audit system standard, which also indicates a relatively low level of
integration.

• In the case of the integration of complete management systems, an integrated
management system, which is the highest possible level of integration.

• In the case of the integration of internal audit systems based on different stan-
dards, an integrated audit system, which is a sign of a relatively high integration
level, but only with respect to audits.

Reasons for Integration
The potential for integrating standardized management systems alone does not
explain why organizations would pursue such integration. Identifying these reasons
is very important because, on the one hand, it reveals managers’ motivation and on
the other, because it may constitute a basis for evaluating the effects of imple-
menting an integrated management system. The major reasons for the introduction
of an integrated management system are (Khanna et al. 2010): customer pressure,
improved image, improved competitiveness, continual improvement, cost-reduc-
tions, documentation sharing, eliminating redundancies, the creation of synergies
and improvement in employees’ awareness. As is evident from the list above, there
is strong diversification in the reasons for integration.

Strategies and Approaches to Integration
Strategies and approaches to the implementation of integrated management systems
do not need to be homogeneous.

For example, according to the first typology, we can distinguish the following
approaches to integration (Satolo et al. 2013):

• integration focused on systems approach:, an integrated management system
enables a high and uniform degree of integration of the management systems
throughout all the levels of organization, based on the identification of the
stakeholders and their requirements

• integration focused on a techno-centric approach: an integrated management
system matches common elements of the management systems, aligning doc-
umentation, and operational procedures based on the need to meet external
demands.

Table 4.4 presents an even wider set of approaches to integrated management
systems.

Of the approaches mentioned above, it is the systems approach that deserves
particular attention. The very nature of this approach determines its holistic role in
integration processes. Moreover, it reduces the risk of omitting any stakeholders
who are interested in an organization’s activities. This approach ensures (Asif et al.
2010):
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• that relevant stakeholders are identified upfront and their requirements are
determined when designing the integrated management system,

• that no stakeholder is adversely affected in an attempt to benefit others—for
instance, the interests of the wider community are not sacrificed in an attempt to
fulfil the needs of stakeholders.

A framework model of the system approach to integration of management
systems is presented in Fig. 4.4.

The introduction of the systems approach to the integration of standardized
management systems is inseparable from the need to apply meta-management of
sub-systems. Meta-management of integration is characterized initially by identi-
fying stakeholders as the primary focus of the business enterprise. Furthermore, all

Table 4.4 Selected methods of and approaches to management system integration

Approach/methodology Description

Sequence of integration Describes the sequence used to organize an integrated
management system

Systems approach for integration Business is viewed as a single amorphous system that
changes its shape depending on the prevalent
stakeholders and objectives to be achieved

Stepwise approach to organizing an
integrated management system

Integration can be carried out in a stepwise manner
where it proceeds from partial to complete integration

Integration at various hierarchical
levels

Integration needs to cover activities at all hierarchical
levels in the organization

Integration through a generic
management standard and auditing

Integration is carried out initially through the creation
of a generic management standard to support
integration. It is further augmented by auditing the
integrated management system

Other means to facilitate integration Integration could be facilitated through audits, business
performance measurement, and business excellence
models

Integration through a total quality
approach

Use of integrated resources to achieve the satisfaction
of all stakeholders while operating in the context of a
total quality culture

Enhancing the management system
standards

Organizations could integrate and enhance the existing
and prospective MS standards through three different
approaches: ascension, augmentation and assimilation

Integration of augmenting standards Integration of augmenting standards enhances the
performance of the overall quality management system.
This requires integration of both structure (such as
PDCA) and contents (such as processes, resources and
objectives)

Process embedded design of integrated
management system

Integrated management system is designed around the
core processes focusing on stakeholder requirements.
The transformed core processes are then integrated
with mainstream management systems to form one
composite and holistic integrated management system

Adopted from Asif et al. (2010)
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management sub-systems should be considered as having a supportive role with
respect to the business management system. Finally, the meta-management
approach promotes double-loop learning.

Approach to Integration in PAS 99:2012
PAS 99 is the most popular and useful standard for integrating standardized
management systems. It was released for the first time in 2006 and its current
version was published in 2012. The essence of this standard is to adopt the
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Fig. 4.4 A framework model of the systems approach to the integration of management systems.
Adopted from Asif et al. (2010)
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assumption that management systems have common elements which can be man-
aged in an integrated way. PAS 99 can be applied by organizations which are
implementing the requirements of two or more management system standards. At
the same time, it should be noted that achieving compliance with the PAS 99
standard does not automatically entail compliance with the standards of manage-
ment systems undergoing integration because such systems are characterized by
their own individual specific requirements which are not shared with other systems.
The standard’s authors identify the following major advantages as resulting from its
application when implementing management systems (PAS 99 2012):

• improved business focus,
• a more holistic approach to managing business risk,
• less conflict between individual management systems,
• reduced duplication and bureaucracy,
• more effective and efficient internal and external audits,
• simpler facilitation of the requirements of any new management system standard

that the organization wishes to adopt.

The philosophy of applying the PAS 99 standard is illustrated in Fig. 4.5.
Figure 4.5 presents the essence of integration for the following selected man-

agement systems: quality management systems (QMS), environmental management
systems (EMS), occupational health and safety management systems (OH and
SMS) and other management systems (OMS).

It is much easier to identify the common requirements of management systems
undergoing integration if the structures of requirements specified within standards
are the same or very similar. In this respect, the approach applied in PAS 99 is
based on the convergence of management system standards. It is increasingly the
case that such standards are characterized by the structure of requirements as pre-
sented in Fig. 4.6.

The sequence of the requirements presented corresponds to the PDCA cycle. The
authors of PAS 99 are right to note that most contemporary management system
standards represent a risk based approach. Risks could have positive or negative
impacts upon objectives (PAS 99 2012). Implementation of an integrated man-
agement system increases the likelihood that opportunities will be grasped and the
impact of threats reduced. Risk management by means of an integrated
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Fig. 4.5 The philosophy of applying the PAS 99 standard when integrating management systems.
Adopted from British Standard Institution (2013)
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management system is oriented towards decision making processes, which ensure
both the implementation of an organization’s policy and facilitate the fulfilment of
stakeholders’ expectations.

4.3 Integration in the Implementation Process

There are different approaches towards implementing an integrated management
system. However, the most important are those that emphasize the procedural
sequence adopted by an organization’s management. The following approaches to
the implementation process can be distinguished based on empirical research
comprising observation of practices followed by organizations who have imple-
mented integrated management systems (Karapetrovic 2002):

• First QMS, then other system,
• First EMS, then other systems,
• Simultaneous QMS and EMS, then other systems,
• Common integrated management system core, followed by modules.

The first approach is very frequently employed because of the considerable
popularity of quality management systems. Many organizations therefore start by
implementing this management system alone. It is relatively easy to implement
further requirements, for example those of EMS or OH and SMS on the basis of the
ISO 9001 requirements. Such integration initially involves complementing the
scope of existing practices that are related to the fulfilment of common requirements
and subsequently implementing the individual requirements of another standard.

Leadership

Planning

Support

Operation

Performance 
evaluation

Improvement

PLAN

DOCHECK

ACT

Fig. 4.6 The framework structure of requirements in management systems undergoing integration
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The second approach is similar to the first one. The only difference is the order in
which particular standards are implemented. This order is determined by the
underlying reasons for EMS implementation (usually corporate guidelines related to
a CSR policy).

The third approach comprises an organization’s simultaneous implementation of
both QMS and EMS requirements, and thereafter the requirements of other stan-
dards. It should be noted that this approach is based on the assumption that an
organization can expect expects a form of synergy effect from the initial stage of
implementing the management systems. At first the implementation process com-
prises the common requirements of QMS and EMS; this is followed by the
implementation of their respective individual requirements and, finally, the
requirements of the remaining standards.

The fourth approach, which is similar to the third, starts by identifying and
designing the common elements of an integrated management system. The sub-
sequent stage comprises the incorporation of function-specific modules. Compared
with the other approaches, this approach has the following advantages (Karapet-
rovic and Willborn 1998):

• establishment of an integrated and optimal performance management system
from the start,

• more comprehensive involvement of all interested parties,
• reduced use of multiple resources,
• implementation of synergy effects from the total development of all systems,
• harmonization and unified problem solving from the start of the project,
• improved cost effectiveness,
• increased flexibility and potential for including other systems.

It should be emphasized that the PAS 99 standard, which has been discussed
above, can be implemented using any of the four approaches. However, this
standard’s philosophy is best adjusted to the third and fourth approaches.

4.4 Consequences of Integration

Benefits Resulting from Integration
Research into the implementation of integrated management systems indicates that
this to management approach can generate a number of benefits. For example, the
following positive consequences of the implementation of integrated management
systems have been identified based on a review of proposals put forward by various
authors (Satolo et al. 2013):

• reduction in costs (9 responses),
• reduction in bureaucracy (9 responses),
• elimination of redundancy (8 responses),
• improvement of effectiveness and efficiency (8 responses),
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• harmonisation of documentation (7 responses),
• simplification of standards and requirements (4 responses),
• competitiveness (4 responses),
• alignment of resources and objectives (7 responses),
• compliance with regulations (4 responses),
• improvement of the work environment (3 responses).

The results of research carried out into India’s manufacturing organizations
suggest that a different list of benefits arise from the implementation of an inte-
grated management system. These benefits are as follows (Khanna et al. 2010):

• reduction in duplication of policies, procedures and work instruction,
• reduced costs,
• synergy between systems,
• time saving,
• simplified documentation,
• fewer procedures and less paperwork,
• multi-functional audits,
• improved decision-making process,
• greater transparency,
• clearer responsibility,
• better-structured processes,
• enhanced effectiveness,
• higher awareness and acceptance,
• improved communication,
• improved image with customers,
• competitive advantage.

The above list of benefits implies that integrated management systems have a
considerable impact on the conditions of the organizations which have implemented
them. A positive impact can be observed, for example, in the internal structures of
the organizations which participated in the research. Furthermore, benefits appear in
market-related areas and relationships with the environment. Such benefits have
organizational, economic, effectiveness or efficiency dimensions. They contribute to
an increase in the productivity and effectiveness of the processes performed. It is
also possible to note close correlations between the benefits of implementing an
integrated management system and the aforementioned reasons for such imple-
mentations. This confirms the positive intuition and foresight of many managers
who are able to correctly define the actual benefits of potentially risky undertakings.

Difficulties of Integration
The implementation of an integrated management system in an organization is
neither a simple nor neutral process. Many difficulties have to be overcome before
the benefits above can be achieved. These difficulties are identified in the same way
as the benefits, i.e. on the basis of an analysis of opinions presented by authors
specializing in the topic of implementing integrated management systems. The
major difficulties identified in their responses are as follows (Satolo et al. 2013):
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• difficulty in finding common issues (6 responses),
• lack of experience (6 responses),
• legal compliance (4 responses),
• interpretation of standards (3 responses),
• barriers to changes (2 responses),
• time restrictions on implementation (2 responses),
• ignoring interrelationship between stakeholders (2 responses),
• lack of understanding of benefits (2 responses),
• lack of top management support (1 response),
• insufficient integration of standards (2 responses).

Some of the difficulties relate to objective problems, such as lack of knowledge
and experience amongst those people responsible for integration. Others are
problems that are typical for all such undertakings, such as a lack of motivation and
commitment or traditional barriers to changing processes.

Services Related to Integration
The growth in the number of organizations interested in implementing or improving
integrated management systems has been accompanied by the activities of
numerous firms offering commercial services related this market segment. A few
selected examples of such services are presented below.

Example 1. A service comprising a training course which introduces its par-
ticipants to the issue of integrated management systems. A training firm offers
introductory courses during which participants can learn the following:

• the meaning of an integrated management system,
• understanding the nature of an integrated management system when based on

management system standards,
• the role of managers in developing an integrated management system,
• describing the difference between an integrated and combined management

system,
• what other management system models are available, for example EFQM,
• planning the necessary steps to implement an integrated management system,
• combining the requirements of ISO 9001, ISO 14001 and OHSAS 18001.

Example 2. A service comprising a training course in effective implementation
of integrated management systems. One consulting and training firm offers this type
of training course. The syllabus comprises the following topics:

• understanding the requirements of ISO 9001, ISO 14001 and OHSAS 18001,
• interpreting ISO 9001, ISO 14001 and OHSAS 18001 clauses,
• planning an integrated management system set-up,
• developing each element of the ISO 9001, ISO 14001 and OHSAS 18001

requirements,
• effective implementation for each integrated management system requirement of

the,
• monitoring and maintenance of the integrated management system.
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Example 3. A service comprising a training course in auditing integrated man-
agement systems. A training firm offers a course for auditors of integrated man-
agement systems. Course participants can learn the following:

• understanding the difference between a single and integrated management
system,

• recognizing the benefits of auditing multiple management systems at the same
time,

• introducing an integrated approach to your business,
• confident planning of and conducting an integrated management system audit,
• reporting findings and providing guidance on corrective measures,
• helping an organization achieve more efficient audit processes.

Example 4. A training course in the certification of integrated management
systems. One of the leading international certification bodies offers a service cer-
tifying integrated management systems. In describing the course, it emphasizes that
certification of integrated management system can offer significant benefits,
including:

• less disruption and duplication of effort,
• the potential for the client’s management team to record a single assessment

event,
• receipt of a single executive summary from a certification body following an

inspection in which the certification body will highlight system improvements
and any compliance issues which the client may face,

• integrated management certification service which is designed to take into
account any future management system requirements which the client may have.

The examples of services presented above demonstrate their adjustment to
various needs and various stages in the life cycle of integrated management sys-
tems. These services are targeted at different groups of potential buyers. In the case
of training services, their target groups are managers, specialists and internal
auditors. The certification service is targeted at organizations which have imple-
mented more than one standard of management systems. In general, the common
feature of these services is the promotion of an integrated approach to management
and related benefits. The provision of these services may also be considered to be a
factor in reducing the number and extent of difficulties related to implementing
integrated management systems, including those discussed above.

4.5 Conclusions

An analysis of the content of this chapter provides the basis for the following
conclusions:

1. Integration can apply to a large number of different standardized management
systems related to various areas of an organization’s activity. However, the
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susceptibility of a system to integration depends to a large extent on the degree
to which particular standards coincide.

2. Management system standards are similar to one another so far as the structures
of their requirements are concerned. The currently observed phenomenon of the
convergence of management system standards facilitates the integration of
systems.

3. The integration of standardized management systems should occur within a
broader context, taking into consideration the following aspects: stakeholders’
requirements, an organization’s general strategy, its functional strategies and
hierarchy.

4. In practice, the integration of management systems can be facilitated through the
implementation of the PAS 99 standard, which allows for the identification of
the common requirements of management system standards and for the search
for integrating solutions.

5. Various approaches can be adapted to the integration of management systems
depending on the sequence of their implementation. However, the most
advanced solutions are offered by the simultaneous approach, the common
integrated management system core, and finally the modular approach.

6. If carried out properly, the integration of standardized management systems can
bring an organization a number of benefits in areas which include effectiveness
or operating costs.

7. A successful implementation of integration requires the crossing of many bar-
riers which can be social or content-related in character.

8. Organizations intending to integrate their management systems can take
advantage of various forms of professional assistance such as training, con-
sultancy or certification services. The use of such services can have a positive
impact on the awareness and knowledge of management and employees with
regard to the intricacies of integration processes.
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Chapter 5
Integration in Different Organizational
Situations

This chapter discusses selected issues related to crisis management, changes and
social games. Each sub-chapter identifies relationships between different types of
crises, changes or social games and integration processes which mainly occur in the
social or interpersonal area. The discussion addresses relationships between crisis
and integration as well as conditions necessary for the emergence of social inte-
gration during crisis. Special attention is paid to top management, in terms of
appropriate attitudes and forms of behaviour, as well as communication strategies
and mutual learning processes which can develop between those responsible for
crisis resolution activities. Crisis management cannot be limited to just one group of
actions (e.g. maintaining channels of communication with the environment).
Therefore, the chapter stresses the importance of systemic crisis management: that
is, management which is based on a comprehensive set of activities undertaken
within a social, technical, organizational or economic system (Table 5.1).

The section entitled “Integration in organizational change” presents conditions
for effective change implementation. Effective changes are those which are con-
sistent with planned objectives. On a basic level, effective changes do not result in a
deterioration in organizational integration and may lead to greater integration
among people, structures or processes. As with crisis management, it is necessary to
ensure that changes take into consideration the appropriate allocation of resources
and the integration of identified product realization processes with human, financial
or technical resources. This section highlights several selected areas of research
which address relationships between changes and integration (e.g. organizational
merger processes, the integration of quality management systems with management
concepts or social integration processes). The role of technological changes is
identified at the end of this sub-chapter. The sub-chapter on games describes factors
facilitating games played by various stakeholders. A brief review of basic games
reveals that each game consists in the alternate application of various integrating
and disintegrating strategies. Additionally, the discussion considers the player’s role
in integration (in accordance with Michael Maccoby’s typology) and top man-
agement in local government organizations. The focus on local government
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organizations is of significance because the majority of town or city mayors and
province governors have to integrate the interests of a disparate range of groups as a
result of the structure of local government organizations.

5.1 Integration During Crisis

One of the more interesting areas of research concerns the relationship between
crisis and integration. Extreme disintegration can be equivalent to a crisis. How-
ever, when a crisis occurs, processes of integration and disintegration most often
occur in those parts of an organization which are not usually affected by such
processes during periods of non-crisis. A strong integration of a single selected

Table 5.1 Crisis-related activities

System Activities Limitations

Technical
and
operational

Ensuring alternative means of providing
supplies. Maintaining crisis
warehouses. Securing machinery (e.g.
during a flood, machinery is raised
towards the roof of a building).
Securing work-in-progress. Developing
alternative means of key processes
organization

Technical and operational solutions are
frequently very expensive and not
always possible to implement

Social Using services of temporary employees.
Ensuring quick responses of crisis teams.
Implementing preventive measures (e.g.
determining competencies necessary in
crisis situations, training in crisis
situation resolution). Securing
alternative means of communication

A serious limitation is the
changeability of human behaviour

Economic Insurance coverage for property,
commercial transactions and employees.
Undertaking preventive activities (e.g.
safeguarding one’s own “financial
house,” alternative means of access to
financial resources)

Resources allocated for prevention are
not used in everyday operations

Market Maintaining a continuous and open
communication with customers. Making
attempts to cooperate with competitors
(in selected areas). Drawing conclusions
from messages provided by customers.
Conducting analyses of how
communication is received. Creating
alternative distribution networks.
Developing a PR strategy for crisis
situations

Reliability of information, weakness of
research methods

Source Author’s own research
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social group functioning within a larger organization or a single entity within a
virtual organization can also cause a crisis.

5.1.1 Crisis and Its Types

For some time, strategic crisis management has been considered an important
element of successful business. This perception has mainly been carried on a rising
tide of existential threats, including natural disasters or global terrorism. There are
various interpretations of the notion of “crisis management.” These result from,
firstly, the existence of different types of crisis and secondly, the fact that crisis
management can aim at preventing crises (e.g. by establishing contingency pro-
cedures) or taking advantage of opportunities resulting from global or financial
crises. When promoting their services, some consultancy firms claim that crisis
management decreases operating costs. This can easily be proved by estimating
losses incurred as a result of a crisis, or expenditure on new organizational solutions
implemented following a crisis. It is generally believed that employee crisis
training, contingency planning and establishing crisis teams allow an organization
to avoid losses and prevent threats to life and health.

A crisis is an event which is unexpected and sometimes unpredictable.
Researchers generally agree that a crisis is a turning point in the activities of any
organization; a crisis can have either positive or negative consequences. A crisis can
be defined in terms of the following factors (Xu and Li 2013):

• it usually entails serious consequences,
• it is an unexpected event,
• those people managing a crisis are exposed to time limitations
• it constitutes a threat to an organization’s fundamental values.

Crisis management is a set of various methods, principles, procedures and
operational tools which have been developed to allow an organization to deal with
crisis situations in the most effective manner. Crisis management cannot be limited
exclusively to management procedures, although such procedures often refer to
behaviour, communication and prevention. Effective crisis management requires the
integration of psychological, social-political, and technological-structural factors
(Pearson and Clair 1998). There are many different types of crises. For example:

• natural crises—caused by floods, tsunamis, earthquakes or other natural
disasters,

• external crises—caused by external factors, for example terrorist attacks,
• organizational-technological crises—caused by unplanned and unexpected

failures in technological processes or poor and destructive work organization,
• personnel crises—caused by poor management, bad employee selection, impro-

per employee competence evaluation, but also family or personal situations,
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• leadership crises—occurring when managers are unable to lead, motivate or
maintain a necessary level of employees’ commitment,

• cultural crises—resulting from a decline of values, excessive cultural diversi-
fication, rejection of standards, cultural disintegration, etc.

With respect to duration and impact, it is also possible to distinguish the fol-
lowing types of crises:

• sudden crises—occurring suddenly without any warning signs (their duration
can vary greatly),

• long-term crises—lasting from a few months to even a few years,
• moderate crises—which do not destroy an organization, but disturb its natural

rhythm,
• acute crises—the consequences of which can be dire for an organization.

Due to interdependencies between financial and economic systems, crises can be
contagious: that is, they can occur first in one system or sector and subsequently
spread across the whole economic system.

When considering the concept of integration, it is impossible to ignore the range
of integration opportunities that are created by different types of crisis. Natural
crises are usually related to social and network integration. Employees form social
groups, usually for the purpose of achieving a sense of security and in order to
effectively manage an emergency situation. Network integration involves estab-
lishing various systems between organizations which are cooperating on the reso-
lution of a crisis situation (these can be governmental organizations, non-
governmental specialist consultancies, suppliers or customers).

A leadership crisis can lead to the integration of social groups functioning within
the same organization. Sometimes these are groups of people who are dissatisfied
with weak leadership, intending to save their organization. In some cases, however,
the aim can be simply to seize control.

A cultural crisis is one of the worst types of crises. Its resolution takes a long
time. At the initial stage, the integrating effect is usually achieved due to the
introduction of strict procedures or the strengthening of control. A cultural crisis
frequently necessitates the application of normative integration methods.

An evaluation of the sources of a crisis is also important for integration pro-
cesses. Natural crises for which employees bear no responsibility can serve as a
force for unification. The same, however, cannot be said of crises resulting from
poor management. For example, the notion of a turnover crisis is sometimes used in
management practices. Employees dissatisfied with working conditions or inter-
personal relations leave an organization at the first opportunity.

All crises are inter-related. A leadership crisis is a crisis of decision making; a
cultural crisis can contribute to the emergence of an identity crisis, etc. It is also
impossible not to mention a crisis of trust, which is a common phenomenon in
contemporary organizations. Employees do not trust their supervisors because the
latter exist as if they were beyond the reach of the former. Managers are too deeply
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involved in defending their own positions or implementing strategies. They are
therefore not able to inspire trust.

A crisis is a situation when traditionally accepted or formal methods and stan-
dards of management fail. It is a situation when it becomes increasingly difficult to
foresee the consequences of performed actions. A crisis should be a temporary
phenomenon. It is assumed that every crisis can be overcome and will eventually
reach a conclusion. However, in the case of organizations, a crisis can be the
beginning of the end. A crisis also occurs in the event of a decline in ethical
qualities or values. Then customers’ trust in the firm is a determining factor in its
reputation and sometimes even its survival. This is also true of trust in the values
held by the firm.

5.1.2 Integration Versus Crisis. Conditions of Integration

Many interesting relationships occur between integration and a crisis situation.
Firstly, it should be remembered that a crisis changes interpersonal relations and
can cause disturbances in interactions among employees. Such disturbances can
continue long after the end of a crisis. Therefore, social and particularly emotional
integration plays such a significant role in crisis management. A crisis cannot be
perceived as lacking in a solution. It is a perfect opportunity for an adjustment of
behaviours and the development of new relationships between particular stake-
holders. A crisis reveals these positive and negative behavioural qualities which
have so far remained hidden.

Secondly, the effectiveness of social integration depends on its entry level, that
is, on the existing level of integration before the occurrence of a crisis. For example,
it is known that a low integration level can be a reason for a crisis. A crisis can
frequently be resolved by means of predetermined management procedures, but
disturbances in interpersonal relations still remain. These cause a reduction in
efficiency and result in dysfunctional behaviours (Kahn et al. 2013). This can
happen if procedures have not been developed in compliance with the adopted
principles (they were prepared too quickly, without any participation on the part of
interested employees, or they were not practised or improved). Furthermore, neg-
ative consequences will be intensified if procedures have been developed in a
poorly integrated environment or a climate of distrust. Thirdly, a crisis can be a
perfect opportunity for social integration because in time of crisis people are fre-
quently forced to cooperate irrespective of existing prejudices or antagonisms.
Therefore, a crisis situation can bring people closer together, especially when
“everybody feels they are in the same boat.”

And finally, a crisis is a source of integration. This happens, for example, in
financial markets where a crisis can facilitate the integration of financial systems.
The economic crisis of 2008 revived the discussion of monetary integration.

For social integration to occur during a crisis, many conditions need to be
fulfilled. The authors, however, highlight only the most important of them. Firstly,
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top management has to express relevant attitudes and behaviours; secondly, an
organization has to have a well developed communication strategy; thirdly, as part
of the social integration process, it is necessary to take into consideration both
mutual learning processes and opportunities offered by other entities participating in
the resolution of crisis situations (e.g. governmental organizations providing
assistance to businesses).

5.1.2.1 The Role of Management in Crisis Management

Lalonde (2004) identified three archetypes of crisis managers: collectivists, inte-
grators and reactives.

In their activities, collectivist managers take into consideration existing needs (e.
g. those of a local community). They are flexible in their behaviours and are capable
of adjusting to particular situations. They aim at maintaining direct communication
and establishing social consultations, taking into consideration the current objec-
tive. Collectivist managers delegate decision making powers, are aware of how to
build strong teams, and follow the collective style of management. This manage-
ment style does not necessarily entail a departure from hierarchical structures.
According to Lalonde, such managers deal very well with crises and strategic
planning. There are three sub-types of collectivist managers:

• humanists oriented towards satisfying the needs of their customers or
colleagues,

• pragmatists who execute all tasks, taking into account existing needs and con-
tinual collaboration,

• anti-conformists favouring best practices, sometimes at the expense of estab-
lished policies and procedures, convinced that such actions are appropriate and
more efficient.

Integrators are mainly oriented towards the application of best practices. Their
vision and objectives include the needs of customers and employees. Their
behaviours are described as process-centric and rationalizing with regard to both the
delegation of powers and the mobilization or use of resources (Olejarski and
Garnett 2010). In strategic planning, they take into account the processes of power
delegation and task team building on the basis of a set of identifiable skills. Inte-
grators are managers who try to take into account an organization’s needs and its
employees’ skills. Their goal is to ensure that already held competencies will be
utilized at a time of crisis. Integrators are generally effective in their activities, but
may sometimes fail, mainly because they lack a sense of urgency, which results
from their emphasis on best practices (Olejarski and Garnett 2010). Integrators can
be divided into the following types:

• mobilizers who possess outstanding strategic planning skills,
• experts who verify implemented strategies and are skilled in reporting and

initiating innovative solutions,
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• peripheries who take into account normative requirements and respect the need
for concrete planning and competencies which are necessary in crisis
management.

Reactive managers are spontaneous and react quickly to problems as they occur.
Their style of work exerts pressure on other members of an organization to react
fast. Their activities do not include any operational plans.

The division proposed by Lalonde (2004) and described in detail by Olejarski
and Garnett (2010) is in fact applied to local communities, but it can also be used
successfully to describe production or service firms. It is worth noting that inte-
gration skills are a characteristic of both collectivist and integrating managers.
Collectivists use techniques leading to the integration of employee groups. They are
able to integrate various pieces of information or data into a single coherent
strategy. They take resource allocation decisions after considering particular needs,
a method which is consistent with the principle of the process approach used in
quality management. Their management style is characterized by clarity. They
maintain direct relationships with other people, while simultaneously ensuring that
all possible channels of communication are available at any stage. Thus collectivist
managers are capable of maintaining a transparent communication structure. Such a
management style facilitates communicative integration.

Integrating managers are different from their collectivist counterparts (their
cooperation with others is not so close), but their role is to maintain a proper level
of integration by ensuring the availability of best key competencies necessary at a
time of crisis. Their behaviours facilitate social integration due to the application of
various competencies or the delegation of powers.

In discussions concerning different archetypes, management styles or types of
leaders, it should be remembered that the effectiveness of various management
tactics depends on a number of factors, for example, the quality of leadership. Are
employees sufficiently convinced that their leaders possess the knowledge neces-
sary to tackle various types of crisis? Social psychology assumes that during crisis,
people need authorities or specialists in particular fields. They need experts they can
trust. Is it possible, however, to consider all managers to be experts?

For management’s activities to be effective, a number of conditions have to be
fulfilled. Bearing in mind the length of this text, just a few selected issues can be
highlighted.

Firstly, the typical power distance between employees and their superiors cannot
be too large. Research indicates that a high power distance can constitute an
obstacle for overcoming crisis situations (Koc 2013). However, differences emerge
between the behaviours of people who deal with a crisis situation without knowing
the results of their efforts, and those who are already aware of the effects of their
cooperation, for example, in terms of incurred losses. In such cases, it is highly
probable that integration will occur. (See the example below).
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ZEW SA was a world-famous manufacturer of cathode blocks and blast furnace
linings. In 1997 the company was hit be a catastrophic flood. The explosions of the
graphitization furnaces resulted in huge losses which included most of the com-
pany’s specialist equipment. Work-in-progress and all inventories, including
expensive anthracite, were destroyed. Under such circumstances, people who had
originally been in conflict with one another started to cooperate. It emerged that the
fiercest opponents were able to overcome their mutual animosities and start a new
stage of cooperation under the influence of a natural disaster. In this case the
sources of integration were common objectives and losses incurred.

Secondly, in pursuing integration, we should take into account various stages in
the course of a crisis, including activities undertaken by an organization following
the conclusion of the situation. This period is usually characterized by uncertainties.
For example, it is widely accepted that customers express uncertainty with respect
to the quality of delivered products. The same uncertainty can emerge amongst
employees. Therefore, one of the management’s tasks is to reduce uncertainty. In
this case, simple mechanisms adapted from quality management systems are often
applied in order to motivate employees, such as informing them of the effectiveness
of actions undertaken. Extremely positive results can be achieved as a result of the
direct participation of all employees in quality improvement processes. Following
the impact of various natural or technological crises, more opportunities for taking
preventive and corrective measures become available. Joint work on quality and
marketing issues is the source of social integration.

Thirdly, ensuring the same hierarchy of importance with respect to different
stakeholders is vital, a point which has already been emphasized by the TQM
concept. When employees are considered as important as other stakeholders, there
is a stronger tendency to confirm their role in resolving an employee-related social
crisis. This is less likely to occur if employees are considered to be less important or
to constitute a lesser organizational asset. The following case study concerning the
company Foxconn supports such a conclusion.

During the first 5 months of 2010 as many as 12 Foxconn employees committed
suicide. However, the company would not accept responsibility for these tragic
events. “Foxconn’s failure in the crisis was due to its imbalanced stakeholder
relations that failed to recognize employees as important stakeholders” (Xu and Li
2013, p. 371).

Finally, the resolution of a crisis situation is much easier if there is a high level of
trust, but it can be difficult to determine the optimum level as one that is neither too
high nor too low. It may sometimes occur that crisis resolution is hindered by the
effect of excessive trust in competence. Paradoxically, such an effect is strengthened
where an organization takes care of crisis management and organizes a range of
training courses dealing with appropriate behaviours in crisis situations. Those
employees who are convinced that they can completely trust managers can be
quickly disappointed. The same can be said of normative trust, because it emerges
that many procedures created in organizations fail to achieve their goals. Some
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procedures are based on knowledge from the past or from other organizations, and
refer to obsolete situations. Furthermore, in crisis situations, not everybody follows
procedures and emotions can gain the upper hand.

5.1.2.2 The Integrating Role of Communication

Coombs (2007) has declared that an effective crisis response should comprise three
components. Firstly, stakeholders should be instructed as to how they should
behave in order to prevent any loss of health or life (how they should physically
protect themselves). Secondly, it is necessary to disseminate information about a
crisis itself, its causes and development. Thirdly, information which can contribute
to the rebuilding of an organization’s reputation is of particular importance.

Specific detailed strategies can be based on the following elements (Coombs
2007):

• denial posture—attacking the accuser; adopting the role of a scapegoat; denying
that a crisis exists; attempting to separate oneself from a crisis;

• diminishment posture—justifying or rationalizing a crisis;
• rebuilding posture—apologizing; compensating; attempting to restore

reputation;
• bolstering posture- e.g. ingratiation, victimage.

When implementing various communication strategies, it is important to
remember:

• not to create a communication gap between what really happens and what is
communicated to stakeholders,

• to ensure communicative coherence: that is, information acquired from various
sources cannot function in isolation,

• to take into consideration cultural differences existing between particular
countries or stakeholders’ organizations (particularly in multicultural
environments),

• to take into consideration diversified organizational management methods, for
example, the level of empowerment can influence the style of crisis situation
resolution.

The use of various communication strategies must coincide with management
ethics. The denial posture does not make any sense if a crisis results from the
management’s unethical behaviours. The use of an apology makes sense only if a
crisis results from accidents which are beyond the management’s control.

Corporate communication strategies used in a time of crisis depend on value
systems and on whether employees’ importance as stakeholders is comparable to
that of customers or owners. However, the initial level of integration is important
for the effectiveness of communication during a crisis. Employees acquire
knowledge about a crisis from the media, through conversations with colleagues or
other external sources (e.g. the management’s official announcements). Employees
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react in different ways to acquired information: they can experience shame or
hopelessness, or they may adopt defensive attitudes. However, research shows that
the effectiveness of various communication forms depends on the level of
employees’ identification with their organization. During a crisis a special role can
be fulfilled by internal communication. Openness and constant internal communi-
cation can stabilize a crisis situation (Korn and Einwiller 2013).

Forms of communication change during the course of a crisis. For example, it is
believed that the transfer of information should not only be the domain of man-
agement, but also of other stakeholders. Lack of information can generate dan-
gerous gossip; therefore it is recommended that information concerning the sources
of a crisis and its resolution should be communicated by owners or shareholders,
especially those who feel a particular responsibility for the organization because
they hold a large number of shares.

One element of a communication strategy is the continual pursuit of the most
appropriate methods of communication in crisis situations. Analyses of reports
prepared by specialist organizations can help in identifying activities which can be
considered as benchmarks, or models to be followed.

For example, in 2013 the consultancies Open Road and Populus selected Tesco
as a corporation which manages its communication activities very well in crisis
situations. It should be remembered that in 2013 Tesco customers were informed
that its hamburgers contained horse meat. Tesco’s communication strategy included
an email response from chief executive Philip Clarke. At the same time, the cor-
poration established a special website dedicated to the horse meat scandal which
was regularly updated with fresh information on how Tesco was dealing with the
problem (Mortimer 2013).

On the basis of various practical examples of organizations’ decisions, it can be
concluded that those firms which are effective in communicating with customers are
much better at handling communication issues in times of crisis. A successful
resolution of a crisis situation can be facilitated by an organization’s confirmation of
the existence of certain irregularities (confirmation as opposed to denial). In this
respect, the role of social media is also of importance (Mortimer 2013).

The systemic theory is an important element in dealing with a crisis because no
simple or linear relationships occur between information conveyed and the par-
ticular types of behaviour displayed by stakeholders. Customers’ behaviours may
be taken as a case in point. It is widely accepted that customers’ past experiences of
a particular brand will have a strong influence on their opinions about a given
product. Research indicates that if customers had positive knowledge about a
product and a crisis hit a number of manufacturing organizations simultaneously (e.
g. quality-related incidents occurred), then the consequences of the crisis would not
be severe and the crisis would be justified. On the other hand, lack of any additional
information concerning similar events can exacerbate the consequences of a crisis
(Lei et al. 2012). This, of course, can persuade companies to resort to black PR. It is
companies with a good reputation that stand to lose the most in crisis situations.
Research indicates that a good reputation, and the customer loyalty that ensues is
not a permanent quality and can be subject to loss (Helm and Tolsdorf 2013). One

170 5 Integration in Different Organizational Situations



of the reasons for this is the fact that a high quality of offered services raises
customers’ expectations concerning quality and similar key areas of customer trust
such as reliability.

5.1.2.3 Integration Through Mutual Learning and Cooperation

Literature on this subject concerns the effectiveness of existing crisis management
strategies and the possibility of integration between organizational learning pro-
cesses and basic crisis management principles. In spite of the varying array of
opinions on this matter, it should be accepted that a crisis provides a perfect
opportunity for learning and identifying those elements which can facilitate the
integration of the whole organization.

Integration, which can occur in different organizational systems, has been aided
by research which has mainly taken the form of various manuals, published with the
intention of identifying best practices and enabling an organization to assess how
prepared it is for a crisis. There are many opportunities for learning from other
organizations which have already experienced similar crises, although every situ-
ation is unique.

Learning processes are also facilitated by the presence of other entities partici-
pating in crisis management. Furthermore, it should be remembered that crisis
resolution requires the cooperation of many institutions. In most countries there are
special state institutions whose main task is to provide assistance to local com-
munities, including businesses, in crisis situations. In Poland, for example, every
district has a crisis management centre, which fulfils the function of coordinating
different entities, ensures channels of communication, provides help to victims,
monitors the course of a crisis and carries out rescue operations. The cooperation of
the many entities handling a crisis requires an integrated crisis management system.

Learning processes are aided by the existence of modern means of social
communication. During times of crisis, the integrative function can be performed
by various computer programmes developed specifically for such situations. Their
task is not only to convey information to the various people and institutions
responsible for crisis management. Increasingly sophisticated systems enable a
swift identification of hazards and control the operation of machinery and equip-
ment during fires, floods, and other natural disasters.

5.1.3 Crisis Management Based on the Systemic Theory

The systemic theory can be a useful tool in crisis management because it enables
the appropriate organization and integration of activities undertaken (a proven
relationship between among particular systems exists). The table below presents
just a selection of activities which can be undertaken in particular systems. They
can constitute a basis for the development of individual and customized crisis
management programmes.
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Crisis management is not easy. However, during a crisis, the making of many
decisions becomes easier, especially if it is necessary to start from scratch.
Therefore, crisis management has to include integrating activities. These can con-
tribute to improvement in management effectiveness.

5.2 Integration in Organizational Change

Change management is closely related to integration and disintegration processes.
Sometimes changes, even radical ones, are necessary when an organization has
been seriously dismantled. In other cases, changes are indispensable, because
integration has occurred in just one employee group or one selected group of
stakeholders sharing a common goal, which can sometimes be contrary to the
objectives of the whole organization. However, irrespective of the reasons for
changes, researchers generally agree that in change management processes it is
necessary to take into consideration the final results required. One of the planned
objectives is organizational integration, ensuring cooperation between particular
people and the most effective performance of tasks. (This also applies to the
ensuring of cost-effective performance).

5.2.1 Types of Change and Integration Processes

Change management is “an organized process aimed at the introduction of orga-
nizational improvements. It is usually divided into two phases: improvement
planning and improvement implementation. Because of mutual relations
between these phases, it is possible to distinguish different models of changes.”
(Wawrzyniak 2007, p. 529). Changes can occur in the following types (Jick and
Peiperl 2003; Koźmiński 2007):

• Developmental changes, which are aimed at improving already functioning
aspects of an organization. An example of such changes is continuous quality
improvement, including the use of procedures and PDCA cycles. The devel-
opmental changes are not revolutionary in nature; they are typical for firms
following TQM.

• Transitional changes, which are aimed at the initiation of something new. In the
transitional phase, an organization can implement new processes, services or
organizational structures.

• Transformational changes, which offer the most radical innovations, related to
the introduction of new management concepts or organizational cultures. Such
changes are usually very dangerous; they are undertaken by organizations in
very difficult financial situations. An example would be the implementation of
reengineering.
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• Adaptation changes, which consist in organizations’ attempts to adjust to
changes which have already occurred in their environment.

Furthermore, the following types of changes can be distinguished:

• Cultural changes, comprising changes in an organizational culture (e.g. as a
consequence of mergers).

• Structural changes, related to changes in an organizational structure (most
changes cause structural transformations).

• Personal changes, consisting in employee-related changes (this term most fre-
quently applies to changes at various management levels).

• Ownership changes, consisting in a change of an owner, which causes sub-
sequent structural, cultural, personal or other changes.

• Organic and forced changes, that is either changes undertaken by an organi-
zation itself or those forced by competitors, governmental policies (e.g. changes
in customs tariffs) or other entities.

Processes of integration, but also of disintegration occurring during periods of
change depend to a large extent on the types of changes: whether they are planned
and prepared well in advance or are only adaptive in character. For example,
developmental changes have a continuous nature. If a change process takes place
within the scope of Deming’s cycle, no real threat of disintegration occurs, because
particular changes are effected over a small area (such changes can apply, for
example, to one selected process or organizational unit), while all shortcomings are
dealt with as they arise. Transitional changes can cause uncertainty, but they do not
always lead to uncertainty, especially if their implementation does not disturb the
existing organizational order. Adaptive changes need to have a continuous char-
acter. They are safe up to the level of integration on condition that events taking
place in the organizational environment are properly identified. Particular attention
should be given to structural changes, which have more of a destructive impact on
trust than technological changes (Morgan and Zeffane 2003). Radical changes (e.g.
reengineering implementation) always incur a certain degree of risk and require a
high level of awareness in relation to quality and need for change.

5.2.2 Conditions for Effective Change Management

Most change implementation manuals include detailed instructions on how to carry
out particular stages of change implementation. Their authors usually recommend
that an organizational mission should be defined anew, those managers who are to
become change leaders should be identified, proper communication strategies
should be implemented and a change plan should be developed. Changes are fre-
quently perceived in terms of a process with input and output. At the input level, an
organization’s readiness for changes needs to be increased. At the output level,
required effects should be available (e.g. new and more efficient structures, lower
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quality costs, etc.). This process has to be monitored and operationalized; in many
cases, the use of validation methods is required to confirm that subsequent process
stages are being carried out correctly and there are no threats to their continuation.

There are also simple recommendations concerning the fulfilment of conditions
for the implementation of changes. For example, according to Manning (2012), a
successful implementation of changes requires the following: strategic thinking
(including a diagnosis of the environment in which such changes are to be
implemented, together with the application of knowledge acquired during previous
changes), leadership (including the ability to create and communicate visions and to
develop vision-implementation teams), task management (including task planning,
social roles planning and allocation, process monitoring implementation), rela-
tionships (comprising staff involvement, support, encouragement, and develop-
ment), resources (financial, human, and other resources). Simultaneously, it is
stressed that change effectiveness depends on management of emotions, skills and
trust (Pollalis 1996; Manning 2012). One of the reasons for this is the fact that lack
of trust hinders cooperation, prevents the provision of feedback and seriously limits
the effectiveness of learning processes.

In relationships between superiors and subordinates there are four basic
conditions for change implementation (Pollalis 1996; Manning 2012; Halkos and
Dimitrios 2012):

a. a compelling story—because employees have to be aware of the goal and scope
of changes, and to express their acceptance of innovations,

b. role modelling—because, in accordance with the theory of reference, employees
need to see that their colleagues, and in particular managers, accept changes and
follow the adopted directions that change has introduced .

c. reinforcing mechanisms—because behaviours depend on adopted procedures
and standards and are modified by means of various motivation and recognition
systems,

d. capability building—because employee competencies have to be adjusted to
changes.

Various studies indicate that one of the conditions for change implementation is
good relationships between superiors and subordinates (Halkos and Dimitrios
2012). Also of importance are the competencies of superiors in areas which include:
the determination of a mission or change objectives, the initiation and maintenance
of changes (including employee training and guarantee of necessary organizational
values), the management of expectations, and the overcoming of resistance to
changes. Change leaders must be visionaries, but they must also know how changes
are to be successfully effected. Of importance in this context are both specific skills
(leading and motivating people, creating an appropriate atmosphere for facilitating
change) and opportunities (access to resources). Most management practitioners
believe that within change management processes, an important role is played by
managers’ potential for motivating others. They highlight the significance of abil-
ities to use motivational theories, mainly the expectancy theory and equity theory.
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The implementation of any changes should be preceded by information sharing
sessions or training aimed at achieving a change in attitudes towards innovations.
However, few researchers have observed a completely different problem, namely
the specification of limits to changes. It may sometimes be the case that, after
achieving an awareness of demands for change, some people require innovations to
be radical and far-reaching. Therefore, an unambiguous definition of changes is
very important for preserving an optimum level of integration.

During the implementation of changes, the principle problem is to ensure the
necessary organizational values of equity and trust. Recommendations given to
managers usually concern the provision of employees with proper resources nec-
essary for change implementation, the teaching of problem resolution techniques,
emphasis on the strength of changes and economic effects. However, such advice is
very general and not all employees feel motivated to the same degree during
changes. Maintaining employees’ commitment and motivation requires the assur-
ance of interactive, procedural, informational, and distributive equity. Lack of
equity usually entails a lack of trust and prevents any successful change
implementation.

A serious problem occurring during change implementation is the threat of
conflicting expectations in relation to changes. Managers and employees usually
have different expectations concerning work, effort, usefulness of changes, methods
of remuneration or motivation, etc. Thus in practice, it is not only necessary to
determine change objectives, basic monitoring methods, scopes of responsibilities
or powers, but also to identify the expectations of various stakeholders in order to
prevent serious conflicts from arising. For example, it should be kept in mind that
employees’ expectations develop on the basis of their experiences.

A culture of distrust does not facilitate changes or necessary learning processes.
Distrust is one of the factors which impedes changes. Kurt Lewin, the author of the
field theory, distinguished forces which drive and forces which block processes of
change. The fact that managers try to increase the driving forces does not mean they
will be successful in change implementation, because an increase in these forces
can be accompanied by an increase in the blocking forces.

It is also generally believed that change management should be related to the
application of techniques which are characteristic of project management processes.
Many studies have indicated that project management skills are of key importance
for change implementation effectiveness (Vora 2013). Besides project management,
knowledge management is of equal significance, especially in the strategic
dimension and the data management area.

It is believed that most change management programmes fail for a number of
reasons. Two of these are lack of employee commitment and time constraints which
are too limiting to allow for change implementation. For this reason, some authors
recommend that changes should be introduced in a series of phases. It is necessary
to empower, enlist, and motivate employees towards change (Stanleigh 2008).

Of course, the change process has to be connected with the integration process. For
this purpose, the process’s input and output need to be determined. The input should
include knowledge of the state of integration. The integration level can be studied
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indirectly by means of sociometric tools used to analyse interactions and social ties
between employees. A proper diagnosis should also be an element of the input. A
comparison between the content of the input and output enables the determination of
whether a change process has been introduced correctly or incorrectly.

Success in a change process depends on a number of variables, for example
employees’ participation in decision making concerning changes, knowledge and
power sharing processes, or their initial readiness and motivation to become
involved in a change process. Changes cause stress, impatience or fears about the
future, but there is little opportunity to alleviate such feelings. It is believed, for
example, that reduction in perceived stress can be achieved if employees are aware
of change objectives and convinced of their necessity. Badly implemented changes
result in reduced acceptance of innovations amongst employees, lower levels of
satisfaction and trust, and a higher degree of scepticism (Bordia et al. 2011).
Therefore, one of the many tasks which need to be included in a change process is
the acquisition of knowledge about employees’ former attitudes and behaviours.
The impact of employees’ motivation or the effectiveness of various incentive
programmes is not entirely obvious. Some research indicates that organizational
inducements are positively related to two types of employees’ commitment to
change—normative and affective (Shin et al. 2012).

5.2.3 Integration and Changes

The relationships between integration and changes are observed naturally in the
processes of mergers and acquisitions. Researchers have noticed that the imple-
mentation of changes in this area depends, among other things, on standards and
their perceived equity. However, this raises the issue of who was responsible for the
creation of these standards, who managed the knowledge of change objectives and
what their motivations were (Monin et al. 2013).

Another important problem is the integration of management systems (quality,
environmental, OHS) and the use of integrated systems in continuous change
processes. The weakness of such solutions is the lack of connections between
events on the market and rather inflexible management systems. If radical changes
occur suddenly (e.g. a fall in demand for particular products), it becomes necessary
to introduce new technological lines and prepare new process supervision
instructions. The integration of systems has to comprise not only particular items
for ISO standards, but also management functions and undertaken activities. This
means that the integration of planning, development, control and improvement
activities is necessary. However, the integration of audits, management reviews,
process monitoring, etc. is also of importance. An obvious problem is the lack of
integration between quality objectives and strategic objectives.

Another significant problem is the integration of change management with
performance management (Howard 2013). The organized and planned pursuit of
efficiency and quality improvements will usually result in the occurrence of
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changes, the intensity of which will depend on an organization’s stage of devel-
opment or implemented management concepts. The process of integrating change
management with performance management starts with creating a strategy state-
ment. The subsequent stages comprise the translation of the strategy (including its
objectives, change measurement methods, communication, and scope of authori-
ties). Translation of the strategy will also entail the planning of operations and
processes for the monitoring of change, together with the processes of learning and
improvement of the developed strategy for change (Howard 2013).

During changes effected in an organization’s structure or processes, only one key
process can be the subject of change at a given time. Thus at the initial stage, a
disintegration process can occur. Suddenly, as a consequence of implemented
changes, processes which have been properly integrated with respect to their
interconnections and allocation of resources appear to disintegrate. Therefore,
practitioners stress that from the very beginning, change management needs to
include the integration of key, auxiliary and managerial processes. For this purpose,
simple quality management tools can be used (e.g. process cartography).

A very interesting issue of practical importance, which is unfortunately over-
looked, is the attempt to carry out social integration during changes. This problem
was studied by Al-Bizri and Gray (2010), who noticed that “the real construction
supply chain of clients, designers, specialist designers, specialist manufacturers,
constructors and assemblers is not integrated into one group with a common pur-
pose” (Al-Bizri and Gray 2010, p. 771). Social integration at all stages of product
realization consists, on the one hand, in the integration of expectations, needs and
objectives, but on the other hand, in the integration of held competencies and the
determination of limits for possible concessions. Thus, social integration can con-
tribute to the alleviation of stress and possible conflicts, while playing a role in cost
reduction.

In particular, integration problems concern those firms which actively try to
implement various management concepts. This was the case in the past with cor-
porations such as Pacific Bell, Xerox, and Texas Instruments, which followed the
principles of reengineering or total quality management when managing their
change processes. It was observed that (Pollalis 1996):

• some principles of these two management concepts are similar (e.g. the use of
the process approach, technological improvement),

• organizations have to learn from their mistakes,
• an important task in the change process is to determine roles to be performed by

employees involved in the implementation of new programmes (the objective is
to prevent a clash of interest between such roles and the creation of redundant
positions or functions),

• IT technology has an important role to play in the integration process; it should
support planning, decision making, and systemic thinking processes (e.g.
through the integration of distributed databases),

• the most important role is played by an established and diagnosed organizational
culture.
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An important integrating role can be performed by change agents. One of the
objectives of change management is usually the integration of documentation (e.g.
documentation from two different systems), databases (by means of IT technolo-
gies), work positions and functions, as well as operations. Various processes and
methods of their supervision also undergo integration. However, impulses for
changes are transmitted vertically (from change initiators to performers, and from
performers back to initiators). During the implementation of changes, this mode of
communication is insufficient; hence the need for employees who are able to
communicate the significance of changes directly to particular parts of an
organization.

It should be remembered that in change management, the objective of changes is
organizational (mainly social) integration, which means that it is necessary to
monitor the whole change process (e.g. to carry out diagnostic examinations) and to
assume that disintegration of a social system should be a temporary state. Disin-
tegration is not problematic in itself, as long as there is opportunity for the eventual
achievement of integration. However, in order to secure such an outcome,
employees responsible for changes need to be aware of the scope of disintegration.
A proof that change implementation has led to successful integration can be the
level of person-organization fit. The term “person-organization fit” applies to
consistency between values held by employees and organizational values. Person-
organization fit can be complementary or supplementary. The former results from
the consistency of attitudes and values held by an individual and an organization,
while the latter occurs when an employee enriches an organization with a value
which strengthens its integration (Kristof 1996).

Various research studies have indicated that changes have an enormous impact
on employees’ behaviours, attitudes and emotions. For example, changes can cause
employees to worry as to whether their skills are compatible with the new work
standards and principles, and therefore whether they will be able to function in the
new situation. Such fears concerning new work standards and principles will have a
significant influence on the integration level perceived by employees. Researchers
have tried to determine the impact of changes on employees’ well-being, but such
findings have little value for the practice of management. The fact that a person
feels well does not prove that such a person will be more efficient, or that an
organization has achieved a satisfactory level of the integration of its systems. At
the beginning, changes can result in lower efficiency, stress and dissatisfaction;
later, however, when the change begins to take effect, efficiency rises and stress
decreases (Halkos and Dimitrios 2012). Organizational changes can be either
intentional (planned) or unintentional (unplanned). Planned or required changes
include increased productivity, lower operating costs and higher profits, as well as
better process reliability, effectiveness and efficiency. An example of an uninten-
tional change is cynicism among employees (Brown and Cregan 2008).

Changes can disturb the previous integration level because one of the output
products of a change process is a modified psychological contract. The notion of
psychological contract refers to individual convictions and beliefs concerning the
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conditions of relationships between employees. The key issue is a conviction that
mutual expectations, promises and obligations will be honoured (Wilkinson-Ryan
2012).

5.2.4 Technological Changes

Technological changes constitute a true challenge for those dealing with integra-
tion. This problem is visible even in social and occupational adaptation processes.
Adaptation requires employees to become familiar with applied technologies. Even
well selected employees with highly developed interpersonal skills may prove to be
inefficient, simply because they are unfamiliar with the specific nature of the
dominating technological system in their new organization.

Technological changes trigger innovations of social or organizational character.
It is widely accepted that changes occurring in the field of information technologies
have to include organizational integration. An example of such activities is database
integration, which considerably reduces process duration (e.g. the provision of
administrative services). The integration of computer systems with a GPS system
increases chances for social integration (e.g. some cities use systems which notify
users of free parking places, thereby facilitating communication among car users).

A failure to take into consideration technological changes or an inability to deal
with such changes can lead to serious operational problems (see the example
below).

The Kodak Company was founded in 1880. It was considered a pioneer of
technology and innovative marketing. “You press the button, we do the rest,” was
the company’s slogan. In 1976 Kodak held a 90 % share in camera film sales and an
85 % share in the camera market in the USA. Until the 1990s Kodak had been
regarded as one of the five most recognizable and valuable brands. In 1988, Kodak
employed over 1,45,000 workers worldwide. Later, however, cameras were
replaced by digital photography and smartphones. The company’s profit fell from
$16 billion in 1996 to a meagre $2.5 billion in 1999. During this time, when Kodak
was doing its best to avoid bankruptcy, its biggest competitor on the Japanese
market, Fujifilm, was enjoying its heyday. Both companies shared many qualities:
for example they were both monopolists in their respective markets, Kodak in the
USA, Fujifilm in Japan. Fujifilm initiated a stage-based change process. The first
stage consisted in acquiring the largest amount of financial resources available from
the market. The second stage comprised preparations for the emergence of the
digital era and the development of new business lines. Both companies knew that
digital photography was the future, and prospectively a very profitable business.
Kodak, however, was much slower in the process of adjusting to the new
technology.

One of the reasons for Kodak’s defeat was the attitude of its managers, who
devoted more attention to perfecting products than to the high-tech mindset of
“make it, launch it, and fix it.” Even after the management opted for diversification,
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it took them almost a year to successfully complete their first acquisition. The
Kodak Company was dogged by bad luck. Its executives were convinced that the
results of chemical research would find applications in the pharmaceutical industry,
but this did not happen. Fujifilm was successful in its diversification processes. For
example, the company launched a line of cosmetics called Astalift. In the 1990s,
Kodak attempted to maintain its “razor blade” business model. This was based on
the sale of cheap photo cameras, while revenues were generated by camera film
sales. The same model has been followed by Gillette, which makes money on the
sale of blades, not razors. This model failed to work in the world of digital
equipment. Additionally, the company’s experiments with outsourcing did not
generate expected results. Kodak executives decided that cheap cameras would be
sold on the Chinese market, with its rapidly emergent middle class. However, this
idea was soon rejected. Other attempts were also made to revive the company’s
profitability, for example to make money from the firm’s huge portfolio of intel-
lectual property, but without any decisive success. Between 2000 and 2003, Fuji-
film implemented its biggest changes. The firm slashed labour costs and started to
invest huge amounts in research and development laboratories. As with the majority
of Japanese corporations, Fujifilm incorporated a long-term perspective into its
strategy. The company did not surrender to the pressure to achieve high profits as
fast as possible. It is surprising that Fujifilm proved to be flexible in its behaviour,
while Kodak resembled a traditional change-resistant Japanese firm.

Source: The last Kodak moment? Kodak is at death’s door; Fujifilm, its old rival,
is thriving. Why? Jan 14th 2012.

On the basis of the experiences of firms such as Kodak, it can be concluded that
technological changes require the following:

• consistent leadership (lack of consistency and frequent changes in strategies lead
to the destabilization of an organization and confusion amongst employees’
concerning a range of issues; lack of stability entails the loss of a sense of safety
and trust in decisions made by top executives),

• quick decision making (in spite of risks, reacting quickly to what happens on the
market allows for efficient change management and outperforming competitors),

• adoption of a long-term perspective (only a long-term perspective enables the
assessment of changes in terms of how effective they have been; in a short-term
perspective, losses become a possibility),

• concentration on key competencies (according to the cost-effectiveness princi-
ple, it is not feasible to expect one person to be capable of completing a diverse
range of tasks),

• skills to invest in development and to diversify revenue sources (diversification
reduces the risk of changes).

Change management assumes in advance that different levels of integration will
occur in the technical, organizational and social areas. However, it has to take into
account the final result of the change process, that is, integration comprising pro-
cesses and people. Effective change management is always related to the ability to
recognize situations which may lead to disintegration in the short term, but can
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appear effective and vital over a period of time. In this sense, change management
resembles solving the Rubik’s cube puzzle. At the outset, everything seems to be
disorganized, but after a period of time and effort a beautiful final effect can be
achieved. Transformations also constitute a unique opportunity for the implemen-
tation of thorough but sometimes indispensable changes to personnel. Lack of
loyalty amongst some people or groups, attempts to follow independent policies of
change or disregard for changes proposed by a leader almost always leads to
dangerous levels of disintegration. Thus it can be concluded that, on the one hand,
integration is the objective of changes, while on the other, due to an appropriate
integration level during the whole change process, it is possible to increase an
organization’s efficiency and effectiveness.

5.3 Integration in Social Games

Social games played by employees exert a considerable influence on social and
other types of integration occurring in an organization.

A social game is a set of relationships which occur between stakeholders
(usually employees), who use various social engineering techniques and manipulate
other people’s emotions, attitudes and behaviours in order to achieve particular
predetermined objectives. A social game usually involves a group of people who
are not aware of the game itself, and a player (or a group of players) who makes
decisions concerning game strategy selection, manipulation of others, and who
influences the course of the game depending on particular situations or acquired
results.

5.3.1 Social Games and Their Facilitating Factors

Social games in an organization result from the fact that many roles are performed
by each person. Use can be made of available opportunities to apply various social
engineering techniques and attempt to win new positions of social standing or to
keep their job. A typical social game is characterized by its objective, course, and
motives. The most common game objectives include the following:

• excluding a particular employee from a group, or changing a group’s
composition,

• acquiring a higher social position,
• surviving in the organization,
• causing the destruction of the whole organization or a selected organizational

unit,
• annoying a superior, owner or colleague,
• fulfilling one’s own ambitions or needs,
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• strengthening one’s own social group (a group’s integration is not always a
positive phenomenon),

• causing the integration or disintegration of the whole organization or its
relationships.

The course of a game depends on its duration (some games are one-off, short-term
events, while others last for many years), the number of players—that is, employees
or other stakeholders—scopes of players’ powers, and the type of game. Depending
on its type, a game can start with a preliminary initiation (for example, a manager
asking an employee to criticise a new member of staff) or creation of a coalition (in
more complex games). The players determine their roles and also shares in possible
profits or benefits which the game is to generate. Every game is characterized by
uncertainty, risk, and emotional tension (Piotrowski 2007). A game’s motives can be
positive (e.g. protection of the whole organization) or negative (e.g. elimination of a
competitor who is a talented employee). Some motives are openly expressed, while
others are hidden (e.g. survival in a group at any cost).

Social games need to be clearly differentiated from training games and forms of
play, the objective of which is entertainment. Playing is not limited exclusively to
employees’ free time. In some corporations, for example in Google, employees can
play table tennis, roller skate or play board or computer games. Forms of play are
useful employee integration methods. Top managers very often participate in such
forms of play and games. Sometimes, however, ideas for a game can prove quite
inappropriate (see the example below).

During an integration event in the company T, one of the organizers proposed “a
game of freckles”. He poured some melted chocolate onto a table and asked the
CEO and other employees to take seats around the table. The rule of the game was
to hit the poured chocolate with a stick and see whose face was dirtied the most.
The winner was to receive a special honour from the CEO. This honour was to lick
the winner’s face. The idea of such a game ruined the atmosphere of the outing at its
very beginning.

On the other hand, social games played in organizations are well thought over,
last for longer periods of time, and have clearly determined objectives and struc-
tures. However, people learn social games through forms of play, in particular those
experienced in childhood or through working for other firms.

In discussing current usage of games, researchers mainly refer to various
activities aimed at the development of occupational competencies. Most frequently,
these are various computer programmes which teach users to make decisions, think
systemically, cooperate and choose the most cost-effective options. Games are also
used to develop occupational skills. For example, UPS uses virtual games to train
new truck drivers. A separate group of games are those organized outside work-
places. These are frequently a range of specially prepared development or enter-
tainment games organized for employees and customers (for example, Planet
Pursuit Event Management organizes graffiti workshops for its employees).
Recently, games which have the objective of teaching how to lead a healthy life
have been growing in popularity.
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Through games, people learn how to cooperate; therefore, games perform an
important role in social integration. One of the more interesting ideas for the
development of cooperation skills and the performance of different functions is the
technique of corporate theatre. A problem with this technique is that players fre-
quently perform the role of spectators. Consequently, there is no objective evalu-
ation of performances by an independent audience. Such an evaluation is frequently
made by somebody who has previously used this competence development tool;
frequently a specially prepared business trainer. Furthermore, the theatrical format
can be an opportunity for promoting the interests of one particular social group.
Through direct or indirect forms of influence, a person can prepare their role in such
a way that it only develops particular skills or promotes particular behavioural
aspects of a corporate culture. Besides, not all employees are willing or able to
change their behaviours under the influence of enacted scenes. Organizational
reality is not only different, but also more complicated.

Opinions on the usefulness of such games and plays are divided. It is believed
that games are a means of building useful skills and changing employees’ behav-
iours, but their use amongst personnel may have its limitations (Shapiro 2011).

From the beginning of their social lives, people learn particular behaviours.
Games already played in a preschool can influence a person’s subsequent behav-
iours as an employee. A considerable number of games teach decision-making,
facilitate the development of cognitive skills and strengthen perception. However,
there are games which teach competition, and thus do not encourage social inte-
gration (see the example below).

In “the one chair game,” children walk around a set of chairs. However, the
number of children always exceeds the number of the chairs by one. A child who
cannot find a vacant chair after a signal given by the organiser leaves the game. This
game trains people to act quickly and occupy a good position within a group
without resorting to discussions or negotiations. Games of this type are imitative of
corporate life, where chairs are vacant jobs. If such games are organized more
frequently, particular people can create small coalitions, determine individual
strategies or eliminate real or imaginary opponents.

In discussing the role of games, Orbanes (2002) writes: “Everything i know
about business I learned from MONOPOLY.” He is right to observe that there are
some similarities between board games which require a degree of physical
involvement and managerial games. Both types of games have their objectives and
their players interact with one another, establish various contacts and social rela-
tionships (depending on the course of a game, a player can play alone or look for
partners). People like games because “they are structured entertainment experi-
ences” (Orbanes 2002, p. 51). In management, the following principles should be
kept in mind as they would be when playing board games: (Orbanes 2002):

• Games need to have precisely defined and unambiguous roles; the use of
competencies is possible where game objectives are specified and both game
rules and evaluation methods are known (during games different interactions
occur between players).
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• Games should not be excessively complicated; it is necessary to avoid situations
in which a player is not able to follow a game’s rules. Over complicated games
prevent people from enjoying them; such players can feel uncomfortable and
inferior. In fact, games are designed to empower and enlighten people.

• Games need to have a characteristic rhythm for their particular stages: a
beginning, regular flow of action, and an end. Such a rhythm is related to work
organization and the proper use of an organization’s resources.

• Players need to be focused on their game; if a game causes stress and fear rather
than giving pleasure, this disrupts the continuity of activities. A well designed
game should maximize the entertainment value.

• Games should ensure the development of hidden talents; their designs should
encourage players to make use of those talents that are not used frequently in
everyday life.

The aforementioned principles can be also applied to what are known as inte-
gration games. If they are to facilitate social integration, games played in organi-
zations need to have clearly defined roles, tasks, and objectives. They should
explicitly determine the principles of evaluating, motivating, and penalizing their
players.

There are numerous organizational, environmental and psycho-social factors
favouring organizational games. Games initiated intentionally by employees are
prompted by boredom, routine, external conditions (lack of work, fear of new
employees, a strong unethical integration of one group of employees), personality
factors (e.g. an excessive need for achievements or power), attitudes of other people
such as managers or colleagues (creating a strong internal motivation to survive,
take revenge, annoy others, etc.), and the performance of many organizational roles.

5.3.2 Types of Games: Selected Examples

J. von Neuman and O. Morgenstern distinguished between zero-sum games and
non-zero sum games. Zero-sum games create a situation in which the victory of any
player entails a loss for another player. When an organization lacks sufficient
resources, it is often the case than one person’s acquisition can entail the loss of
such an opportunity for another party. People fight for promotion, occupational
privileges, a higher position in the hierarchy of power, participation in decision
making bodies, etc. Such games do not help social integration to take place across
the whole organization; instead, they only result in temporary alliances (e.g. they
facilitate vertical integration within a functional structure).

In non-zero sum games, cooperation between all or a group of game participants
is necessary because it entails the possibility of higher gains for everybody. Non-
zero sum games are of a constructive and integrating nature. Their problem,
however, is that game participants are not always able to foresee their rivals’
behaviours. Therefore, of importance in such games is information (who provides
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it), trust in other participants and transparency. In such situations, participants will
obviously be resistant to any limitation on their ability to undertake actions. All
participants have the potential to win something through involvement in non-zero
sum games. The scale of their gains may, however, vary.

Koźmiński and Zawiślak (1982) distinguish between parasitic games and pro-
ductive games. A parasitic game entails attempts on the part of employees to secure
their own personal and particular interests, frequently at the expense of an orga-
nization’s other members. A productive game is positive for an organization (its
services, products, value, etc.), but it is based on activities which are provided for in
formal procedures, standards or regulations.

There are many different types of games. At this point in the chapter, the author
would like to refer to a few selected examples (Bugdol 2007).

A typical game called “a personal attack” is a situation in which a new person
enters a group of people. The group may, for example, comprise of a single
organizational unit which is dealing with a particular process or task, for whom
such a person can constitute a potential threat. The group may expect the new
employee to appear better and more efficient than them, which can influence dis-
missal decisions. Such a new person becomes a victim; he is attacked by one or
more members of the group (who can cooperate or act independently of one
another, usually at their boss’s instruction). The subject of the attack can be the new
employee’s competencies, clothes, behaviour, customs or social background. A
variety of this game is another activity called “an endurance attack.” This can be a
situation in which a manager tests a newly recruited employee’s psychic endurance.
The manager attacks the new employee, but when the victim does not respond (is
not afraid or adopts an indifferent attitude), the game (biting remarks or taunts)
come to an end. The manager then declares that it is time to stop what he himself
regards as „a psychic endurance test”.

“Busy holidays” belongs to the group of constructive games. An example of this
game is a situation in which somebody tries to help others during holidays (e.g. by
working in another country or helping those in need), but their work is a mani-
festation of another primary motive. Such a person works only to show off or to
evoke interest, respect, admiration, pity or other emotions in others.

Another game, “the debtor,” starts when a victim receives a favour (e.g. a job,
higher salary, promotion, etc.) from a person who intends to take advantage of this
later. Assistance given to an employee is frequently associated with a relation of
interdependence. In fact, the person providing help wants to gain control over the
recipient of help. Such a person wants to build structures which will subordinate the
other person to his or her will. This type of scenario becomes increasingly likely
under the threat of unemployment.

The game called “What will you do when you catch me?” consists in pretending
to work. All shortcomings are covered up. This game is dominated by lies and
deception. In extreme cases, its players can resort to sabotage. Usually short in
duration, this game is initiated by employees who want to leave their organizations
and/or are fully aware that they are not able to meet expected standards and
requirements.
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The game of “cat and mouse” is caused by an awareness of low quality, lack of
knowledge concerning quality requirements or unreasonable standards. Employees
work efficiently only under their bosses’ direct supervision. They will exploit the
absence of their supervisor for breaks or other activities.

“The flirt” is another example of an organizational game. It is characterised by
mystery, risk and uncertainty. The work environment intensifies these elements. It
can make a flirt more emotional, while at the same time less mysterious.

The “good cop, bad cop” game can be played in various configurations, for
example between a superior who is either good or bad, the superior’s assistant, also
either good or bad, and an employee who is both attacked and praised. A typical
game consists in the performance of two roles: the role of the good policeman who
tries, for instance, to acquire as much information as possible from an employee,
but at the same time frightens this person with threats such as: “you’d better tell me
because the other person (i.e. the bad policeman) will treat you worse” or “you’d
better do it differently (which means: I’m giving you good advice, and the other
person might punish you for insubordination) and the role of the bad policeman
who can, but does not have to, appear as bad, strict, punishing or bullying.

It should be noticed that games can exert a considerable influence on social
integration.

Games such as “what will you do when you catch me?” or “a personal attack”
are possible only when the group in which they are played is integrated enough to
be able to undertake joint informal activities. In the former game, group solidarity
constitutes a basis for social integration resulting from a person’s intention to take
revenge on somebody or a manifestation of a defensive attitude. In contrast, the
latter is an attempt to block changes in the composition of a team, which does not
result from concern for the integration level, but rather fear of losing possessed
resources. If it does not result from concern for other people, but rather out of
safeguarding personal interests, the game of “busy holidays” can be evidence for
the existence of a corporate culture dominated by intense rivalry. People who wish
to command respect are usually motivated by social standards developed within a
given organization. Such an organization is structured around integration. If played,
“the debtor” is a game which proves the existence of strongly integrated informal
social groups. Their main integrating element is a sense of fear of social exclusion
and loss of benefits. Such games are a manifestation of the lack of full organiza-
tional integration (a firm resembles a set of loosely related social groups with a
clearly isolated power centre).

Every game is a process which can be divided into a few stages. The integration
stage occurs first: people form groups and assess their opportunities, contributions
and possible resources. In the second stage, group members attempt to use this
integration to their advantage; they have to cooperate if they want to gain some-
thing. The next stage is disintegration, which can be caused by a number of factors,
for example lack of trust or people leaving the group because of disappointments or
disputes. Such disintegration is followed by a stage of even closer unification. The
first negative experiences have a positive impact on the intensity of integration. It is
also influenced by the duration of cooperation and the consequent relationships or
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knowledge about other game players. After the group achieves the game’s objec-
tives, it undergoes the process of disintegration. However, such disintegration is
never complete. Knowledge of previous behaviours and decisions results in the
development of social ties among the game players.

The majority of the aforementioned games are negative in character and prove
the lack of social integration. Unfortunately, such games are not always initiated for
ethical reasons. There are far fewer positive games played in the work environment.
Their examples include the role plays and board games mentioned above and
special training programmes.

5.3.3 The Player’s Integrating Role

On the basis of interviews conducted in 250 organizations, Michael Maccoby
(1977) proposed the following typology of leaders (in terms of their emotional and
mental characteristics): gamesman, company-man, craftsman, and jungle fighter.
The gamesman is not always loyal to his organization, as he is interested in games
and adventures. The gamesman feels comfortable in an organization which is going
through a period of changes, is innovative, is not afraid of taking risks, and is
referred to as a team-player. This is somebody who is not always fond of changes,
but always exerts influence over them. The gamesman is interested in new work
methods and technologies. His major goals are to achieve fame and to win; he is not
necessarily interested in material gains. Maccoby (1977) was convinced that the
gamesman type was the best candidate for leadership positions in the most tech-
nologically advanced American corporations.

The company man is a person who ensures an organization’s stability through
his personal commitment and efforts; simultaneously he lacks independence and is
a conformist unwilling to take risks (such people are valuable for any organization,
but they rarely win top positions in hierarchies of power).

The craftsman is a perfectionist. He focuses on his work and tries to do it the best
he can. He is independent-minded and devoted to quality. The craftsman is inter-
ested in knowledge and can share his values with others.

The jungle fighter is a manipulative, often suspicious competitor. Some jungle
fighters have sadistic inclinations and find pleasure in spotting the failures of other
employees. Even if such people reach top managerial positions, it is usually for
short periods of time.

Gamesmen perform a very important integrating role. They can unite people
with different competencies in a single efficiently cooperating team. The gamesman
uses the metaphor of team games and builds his team like a football coach working
with his players. The gamesman can be used an example to be imitated by others. It
is assumed that a considerable group of gamesmen are able to influence the attitudes
and behaviours of other people. This subtype of gamesman is referred to as the
master gamesman.
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Nowadays the notion of being a player is used with reference to somebody who
is active on the market, invests and takes risk; somebody who frequently changes
fields of operation in order to maximize profits. The notion of gamesman is used to
describe various innovative people, for example Haruhiko Shono, the Japanese
multimedia artist who invented cybergames).

An example of a typical “player” is the leader of a local government organi-
zation. In Poland, for example, the majority of city mayors, heads of district
councils, and the marshals of provinces perform the role of a “player” (this is also
the case in all other European countries). Local government organization leaders:

• depend on other people, in particular their town, commune/region or district
councils, voters, and controlling institutions.

• have to win the support of other people in order to hold power (this conviction
can lead to political corruption).

• are not fully independent with respect to financial decision making as it is
councils that approve budgets.

• cannot exercise their discretion in decisions concerning human resources
management (in most countries human resources management processes are
subject to legal regulations on which such leaders have only insignificant or
indirect influence).

• are subject to time limitations, which result from the specified duration of their
terms of office and influences decision making processes; for example, most
unpopular decisions are made at the beginning of a term of office.

• are forced to fight for power against their closest collaborators, which is
determined by political coalition agreements and their inability to make inde-
pendent employee recruitment decisions.

Even this brief review of the qualities of local government leaders indicates that
their major preoccupation—the maintaining of power—is a continuous solicitation
for various people’s support. Thus, leaders perform the integrating function in order
to ensure power for themselves and their coalitions.

Obviously, there are considerable differences between a situation in which a
leader holds absolute power (e.g. when a leader has an absolute majority of votes on
a council or his strong position results from statutory regulations) and one in which
a leader lacks political support.

The fulfilment of the integrating function consists in the building of a network of
social relationships, the creation of a leader’s personal image, and the locating of a
leader’s supporters within local government institutions.

Local government activists try to acquire as many supporters as possible. They
develop social networks, establishing direct relationships with people from their
closest circles and those holding top positions in other organizations. A unique
paradox occurs in such social network development processes. Leader-players
frequently assume that the larger the scope of such networks the better. However, in
reality, the more people in a network, the lower its integration level.

The creation of a leader’s personal image occurs by direct or indirect means. In
situations where EU funds are used to finance investment projects there are frequent
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attempts to disguise image-building activities as the provision of objective
information.

For instance, in Poland, which is the largest beneficiary of EU financial assis-
tance, the locations of road repair projects are marked on information boards
declaring that repair works are co-financed with EU funds within a particular
operational programme and that the project is supervised by the City Mayor, whose
name is visibly highlighted.

The shaping of a leader’s image can result in a typical quality gap between
realities in terms of management quality and what is communicated to the public.

The placement of a leader’s supporters in local government structures has the
same objectives as the building of social networks. Indirect goals are also related to
such placements. One of these is the provision of information concerning what
happens in other organizations. However, people are sometimes employed in local
government institutions because of pressure exerted by other people who are not
necessarily supportive of the current system of power. This can lead to the creation
of a hostile network.

A social player does not have to be interested in the result of a game. In fact, the
course of the game itself may be of greater importance for him, together with the
possibility of participating in it, and the management of a social group.

5.4 Conclusions

Integration and disintegration processes concern all management functions, occur
on a regular basis during interactions between people or are conducted in a planned
and organized manner (e.g. during the implementation of new organizational
structures). In practice, it is necessary to remember the following basic principles:

Firstly: in managing change, one needs to use the process approach: that is, to be
fully aware of the initial state of changes or the process input (which usually
requires a thorough diagnosis of the whole organization), the required course of the
change implementation process, and the process output or required results. At the
very beginning of the process it is necessary to determine the levels of functional,
normative and cultural integration.

Secondly: a crisis, even the most terrible natural disaster, should be used as an
opportunity for strengthening an organization’s integration. Good results can be
achieved by resorting to the verified lean management tools used in process inte-
gration. It is important to refrain from activities which do not contribute to the
creation of added value (e.g. internal transport for excessively long distances,
machinery outages, overproduction). In crisis situations, people are more willing to
accept changes; therefore, their implementation does not have to result in social
system disintegration.

Thirdly: social research can fulfil an important role in change management and
crisis management. In crisis periods (and a change implementation process can also
lead to a crisis), people frequently make new friends, enter into new alliances and
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establish new relationships. The identification of what happens in a social system
between various stakeholders very frequently reveals the true arrangement of a
social structure. During the normal course of an organization’s functioning, an
image of a social structure can be distorted by employees’ conservatism, cynicism,
conformism, conciliatory attitudes etc.

Fourthly: within the management process, it is necessary to identify destructive
games and in the event of their occurrence, to halt them immediately or to monitor
their course. In practice, an important task is to create the largest possible number of
situations facilitating the occurrence of cooperative, creative or non-zero sum
games.

Finally: an important role in integration processes is performed by integrating
competencies between employees. Such competencies do not only manifest
themselves as skills related to the establishment of social contacts or the building of
social networks. In the case of managers, they emerge as typical managerial skills
such as motivation and encouragement of cooperation in others, provision of
managerial support etc. Such competencies should be the subject of diagnosis and
development. Human resources managers are already observing the need for
diagnosis of new employees’ skills in relation to their ability to request help from
others under difficult circumstances, especially during periods of adaptation.

The ideas presented require further detailed research and development (e.g. the
use of the systemic approach in crisis management). Because of the format and
objectives of this publication, the authors have not discussed all issues related to
crisis management, change management and social games. More detailed analyses
are available in the wide array of literature on this subject. In this chapter, the
authors have omitted issues related to configuration management, risk management,
and many other areas of management science. Integration and disintegration pro-
cesses can be studied within many different management processes, which are the
result of a large number of different integration types and management methods.

The organizational games discussed above are not only played among
employees. It should be remembered that marketing games played between cus-
tomers and various organizations constitute an important factor in an organization’s
social integration as well as its stability and successes.
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Conclusions

Conclusions are presented at the end of each chapter, together with a summary of its
major points and the limitations of the ideas presented. The authors are well aware
that they have not discussed all issues related to integration processes. Such issues
can be studied from the perspective of a range of management concepts,
organizational systems and theories in the fields of economics, management or
organizational behaviour.

The emphasis of this work has been on the importance of tasks related to
integration and the role of integration in contemporary organizations. It is not
without reason that systemic thinking and managerial competence have been the
subjects of considerable discussion over recent years. This has also been the case
with regard to managerial competence in relation to the integration of work teams or
of organizations which are characterised in terms of a diverse organizational
culture. It is also worth noting that management sciences have limited the concept
of integration to vertical integration and horizontal integration.

However, in reality, integration applies to standards and functions; it comprises
communication processes, but its chief component is organizational culture. Many
types of human behaviour (e.g. social games) contribute to temporary and harmful
integration, which eventually leads to disintegration. The ideas presented in this
book require further detailed research and development.

On the basis of the studies conducted, it is possible to establish further directions
for research.

Firstly, it is possible to carry out research into integration which occurs within
the scope of managing processes and projects. It is acknowledged that one
determinant of economic results is the organization of the product realization
process and the course of the resource allocation process. However, it could be of
greater interest to study the extent to which it is possible to achieve a successful
integration of the various processes which comprise a particular project. Such
integration is dominated not only by an appropriate organization of work (the
course of processes), but fundamentally by organizational values, cultural factors,
interpersonal competencies, etc.

Secondly, due to the intensive development of modern technologies, it will be
necessary to conduct research into the integration of technical and social systems.
As has already been mentioned, cases of “cooperation” between robots and human
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employees are becoming more prevalent, and organizations “employ” increasingly
sophisticated robots.

Thirdly, the identification of positive and negative aspects of integration could
provide an interesting area of research. Integration which occurs within one
organizational system proves insufficient, and can be harmful as it may lead to
alienation. The integration of one group of employees is inappropriate if such a
group prioritises its own objectives to the detriment of the common good. Flawed
integration is not only related to the phenomenon of classic social integration. The
integration of just one stage in a service realization process will also result in
negative results. Sub-optimization or the improvement of one sub-system does not
result in the improved functioning of the whole system. Furthermore, it can be
assumed that improving one sub-system can result in the reduced efficiency of the
whole system.

It should be added that a great deal still remains unknown with regard to
organizational behaviour. Consequently, the importance and function of integration
in various forms of organizational behaviour could prove to be another fruitful area
of research.

Finally, this work does not discuss issues related to integration which might
occur in the Internet between organizations, portals, people or teams. This form of
integration influences the development of new products, a firm’s reputation, trust
between businesspeople and a number of other factors which determine the
functioning of an organization.

The authors would like to thank Springer Verlag and all reviewers of this work.
Their comments have enabled the authors to improve and enhance the analysis
presented in this book.

194 Conclusions


	Contents
	Introduction
	1 Management and Integration
	1.1emspIntegration of Management Process
	1.1.1 The Management Process in the Holistic Management System
	1.1.2 The Management Process and Its Integrative Character
	1.1.3 The Integrative Role of the Management Function
	1.1.3.1 The Integrative Role of Planning
	1.1.3.2 The Integrative Role of Leadership
	1.1.3.3 The Integrative Role of Control
	1.1.3.4 The Integrative Role of Coordination

	1.1.4 Selected Integrative Functions of an Organization
	1.1.4.1 Internal Communication
	1.1.4.2 Facilities Management
	1.1.4.3 Performance Management


	1.2emspTypes of Integration in Management
	1.3emspIntegration in Organizational Structures
	1.3.1 Qualities of Integrative Organizational Structures
	1.3.2 Selected Problems of Integration in Organizational Structures

	1.4emspSynergy Effect in Management
	1.4.1 Notion of Synergy
	1.4.2 Forms of Synergy
	1.4.3 Integration Versus Synergy
	1.4.4 Difficulties in Achieving Synergy
	1.4.5 Conditions for Achieving Synergy

	1.5emspConclusions
	References

	2 The Main Conditions for Integration Success
	2.1emspOrganizational Trust
	2.1.1 Definitions of Trust
	2.1.2 Types of Trust
	2.1.3 Dimensions of Trust
	2.1.4 Significance of Trust
	2.1.5 The Role of Trust in Integration

	2.2emspCooperation of People and Organizations
	2.2.1 Fundamental Aspects and Dilemmas of Cooperation Within an Organization
	2.2.2 Conditions of Cooperation in an Organization
	2.2.3 Cooperation Among Organizations
	2.2.3.1 Cooperation in Various Economic Situations
	2.2.3.2 Cooperation in Strategic Alliances
	2.2.3.3 Cooperation as an Element of Coopetition


	2.3emspOrganizational Culture
	2.3.1 The Notion of Organizational Culture
	2.3.2 The Strength of Organizational Culture
	2.3.3 Culture Versus Integration
	2.3.4 Integrative Culture
	2.3.5 The Cultural Integration of an Individual with an Organization
	2.3.6 Problems with Integration
	2.3.7 An Organization&#x2019;s Cultural Integration

	2.4emspConclusions
	2.5emspManagement by Objectives
	2.5.1 Principles of Management by Objectives
	2.5.2 The Role of Stakeholders in Management by Objectives
	2.5.3 Management by Objectives and the Balanced Scorecard

	References

	3 Integration Approach in Modern Management Concepts
	3.1emspIntegration in the System Approach
	3.1.1 The Concept of System
	3.1.2 The Essence of a Social System
	3.1.3 A Socio-Technical System
	3.1.4 An Example of Integration Between Two Management Systems

	3.2emspIntegration in Supply Chain Management
	3.2.1 Supply Chain and Supply Chain Management
	3.2.2 Supply Chain Integration
	3.2.2.1 Evolution of Integration in Supply Chain
	3.2.2.2 Dimensions and Models of Integration in the Supply Chain
	3.2.2.3 Coordination in Supply Chain Integration


	3.3emspIntegration in Virtual Organizations
	3.3.1 The Concept of Virtual Organization
	3.3.2 The Importance of Integration and Its Conditions
	3.3.3 Integration Risk
	3.3.4 Integration Possibilities

	3.4emspIntegration in Process Management
	3.4.1 Process Management and Integration
	3.4.2 The Process Approach as a Principle of Quality Management

	3.5emspIntegration in Total Quality Management
	3.5.1 Selected Integration Problems
	3.5.2 The Integration of TQM with Other Management Concepts
	3.5.3 The Integrating Role of Excellence Models

	3.6emspConclusions
	References

	4 Integration of Standardized Management Systems
	4.1emspStandards of Management Systems
	4.1.1 Classification of Standards
	4.1.2 The ISO 9001 Standard
	4.1.3 The ISO 14001 Standard
	4.1.4 The ISO 27001 Standard
	4.1.5 The OHSAS 18001 Standard
	4.1.6 The ISO 22000 Standard

	4.2emspConcept and Methodology of Integration
	4.3emspIntegration in the Implementation Process
	4.4emspConsequences of Integration
	4.5emspConclusions
	References

	5 Integration in Different Organizational Situations
	5.1emspIntegration During Crisis
	5.1.1 Crisis and Its Types
	5.1.2 Integration Versus Crisis. Conditions of Integration
	5.1.2.1 The Role of Management in Crisis Management
	5.1.2.2 The Integrating Role of Communication
	5.1.2.3 Integration Through Mutual Learning and Cooperation

	5.1.3 Crisis Management Based on the Systemic Theory

	5.2emspIntegration in Organizational Change
	5.2.1 Types of Change and Integration Processes
	5.2.2 Conditions for Effective Change Management
	5.2.3 Integration and Changes
	5.2.4 Technological Changes

	5.3emspIntegration in Social Games
	5.3.1 Social Games and Their Facilitating Factors
	5.3.2 Types of Games: Selected Examples
	5.3.3 The Player&#x2019;s Integrating Role

	5.4emspConclusions
	References

	Conclusions



