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ABSTRACT

The organisation adopted an integrated model to human resource management (HRM) five years 
ago. An integral model of HRM was created to ensure a balanced approach consisting of the 
individual, team, shareholder interests and the community. Employee engagement is considered 
to be a key strategic advantage for any organisation. The adoption of an integrated approach of 
HRM was agreed to by the executive, provided that the levels of employee engagement remained 
high. The employee response to this model thus needed to be measured. A climate survey was 
designed to capture employee responses in the four quadrants of the integral model. The results 
of the survey were compared over a three-year period and showed an overall positive trend. 
These findings suggest that adopting an integral approach to HRM was positively received by 
employees and was congruent with the positive financial results over this period of time.
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INTRODUCTION

All managers manage the human resource (HR) function. HRM is the part of the management of 
organisations that is concerned with all aspects that relate to, and interplay with, the work and the 
people who do the work of and in organisations (Erasmus & Schenk, 2008:4). “All aspects” led 
to the organisation adopting an integral model of HRM in 2007 which would ensure a balanced 
approach to the strategy of people management.

HR is often criticised by both line managers and employees for not measuring up to their 
expectations. Some of this criticism is valid, especially if the HR strategy is not clear or if role 
confusion and lack of direction are evident in what HR contributes to the organisation. HR 
practitioners also need to emulate the behaviours that reflect the stated values of the organisation. 
In 2007 the author adopted an integral model which clearly defines the HR practices which in turn 
are aligned to the business strategy, support the values of the organisation and deliver an employee 
value proposition (EVP).
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The organisation operates in the publishing industry, has existed for nearly 160 years and employs 
300 people. Since 1853, there have been dramatic political and economic changes in South Africa 
which the company has survived (De Kock, 2007:8).
The organisation adopted an EVP in 2002 at an employee summit where employees were divided 
into focus groups. Each group was encouraged by a facilitator to contribute their ideas as to what the 
EVP should be and this gave rise to an agreed to and accepted EVP. The ethos of the summit can 
best be described in the vision of Turning to one another (Wheatley, 2002:57): “There is no power 
greater than a community discovering what it cares about. Ask ‘What’s possible?’ not ‘What’s 
wrong?’ Keep asking”.

The summit was held after turbulent changes in the organisation during 1999 which resulted in 
the closure of a division, a restructure of management and the appointment of a new CEO in 2001. 
Although more turbulent changes have occurred since this time, and a new CEO was appointed in 
2006, the EVP has remained constant.

Since 2002 the organisation has been posting double-digit profits every year. This has enabled 
the passing on of market-related increases to employees, the payment of incentive bonuses and no 
retrenchments due to poor group results. However, small-scale retrenchments were effected in areas 
of the business where change was necessary due to operational requirements. In a fast-changing 
and turbulent industry and a previous history of mass retrenchments, the organisation has benefited 
from six years of stability where HR practices could be implemented with relative ease. The EVP 
states: “The name of the organisation, a place where people want to work, grow and succeed”. A 
place where people want to work suggests an element of choice rather than accepting a job because 
there is no alternative.

PROBLEM STATEMENT

An integral model of HR practice was implemented in 2007. Employee engagement is highly valued 
in the organisation and there was a concern that the introduction of this model might trigger negative 
responses from employees. A negative response to the integral model would be incongruent with 
the EVP.

BACKGROUND

Wilber (2000a:309) defines an integral business practice as requiring a holistic and integrated view. 
The challenge for HR practitioners is to join the dots of the different practices in their organisations, 
align them to the business strategy and find a credible way to measure the effectiveness of people 
management in the organisation. 

This study will focus on a wide range of HR practices which are necessary for a well-functioning, 
medium-sized organisation and will position each HR activity in one of Wilber’s (2000b:34) four 
quadrants. Adopting this integral approach to HRM is congruent with the theory of systems thinking 
but then will need to be tested with employees via the climate survey to assess whether this approach 
has delivered positively in terms of how they view the organisation and the HR practices.

Evidence of employee response to an integral approach of HRM is important to both HR 
practitioners in South Africa and internationally. The elements which make up the integral model 
will differ depending on the context and industry of an organisation, but the approach should be 
aligned to integral theory.

Organisational culture is defined as the values, beliefs and traditions that employees co-create 
over time (Nel, Gerber, Van Dyk, Haasbroek, Schultz, Sono & Werner, 2001:396). This organisation 
has a culture which has evolved over many years but has been moulded by its leadership. The 
most current stated organisational values were decided on by the senior management team and 
are widely communicated as a code of common engagement. Different beliefs are respected and 
encouraged due to the different cultures, generations, races, education levels and societies that make 
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up the employee profile in the organisation. While individual beliefs and values are respected, the 
organisational values are universal and there is a clear expectation that employees demonstrate these 
values in their behaviour at work.

These values are as follows:
 • We are accountable to one another, our customers, authors and shareholders, and are mindful of 

our role in our community and South Africa.
 • We aspire to participative and respectful communication.
 • We respond with energy and purpose.
 • We embrace challenges and reward innovation.
 • We conduct ourselves with integrity and commitment.
 • We apply ourselves with thoroughness, consistency and heart.
 • We foster personal development and self-awareness.

The author was mindful that HR practices should be congruent with a well-established organisational 
culture, current values and rituals. Employees are unlikely to respond positively to practices which 
are not aligned to these constructs.

Rituals are a highly recognisable part of a company culture and therefore give expression to the 
style of an organisation. The main goal of an official ritual is to control the emotion with which 
the activity is involved (Bools, 2012). Many traditions and rituals have been formed over the long 
period of existence of the organisation. One such tradition is the ringing of a bell whenever a new 
book is published. It was important that both the values and rituals be honoured in how the integrated 
HR practices were identified, structured and experienced by the employees. The HR practices also 
had to deliver on the employee value proposition (EVP) which had been established during the 
organisation’s 160 years of existence.

Historic Timeline of Events 

The following timeline illustrates the events which are relevant to this case study:

1853 – Organisation founded

1999 – Large scale retrenchments took place

2001 – Previous CEO appointed

2002 – Summit held where the EVP statement was developed

2006 – Current CEO appointed

2006 – Values adopted

2007 – Integral HR practices implemented

2010, 2011 & 2012 – Climate surveys conducted

LITERATURE REVIEW

The literature review will explore employee engagement, employee value proposition, an integral 
approach and the identification of integral HR practices.

Employee Engagement

BlessingWhite (2011) suggests that every individual is accountable for his or her engagement. 
The author however warns that the organisation’s HR practices create the context for employee 
engagement. In BlessingWhite’s Employee engagement report of 2011, the key findings indicate 
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that engaged employees plan to stay for what they give; disengaged employees stay for what they 
get. In his results, 31 per cent of employees were engaged, 17 per cent were disengaged and the 
remainder were neutral. Employees worldwide view opportunities to apply their talents, career 
development and training as top drivers of job satisfaction.

Engaged employees speak highly of the company, are proud to tell others that they are part of 
the company, feel inspired, keep abreast of new developments in their area, make suggestions for 
improvement and volunteer to do things outside of their jobs (Robinson, 2006).

The Employee Value Proposition

The EVP forms the guiding principles on how processes and procedures are established to attract, 
develop and retain people (Nel, 2009:28). Michaels (2001:67) notes an EVP is not static and 
companies must keep evolving their EVPs to stay one step ahead of the competition. Hiles and 
Bunnell (2004:39) warn that the talent and skills gaps will widen in the coming years and that 
those employers with the most effective EVP will have an even greater advantage under these 
circumstances. The success factors of a business are no longer driven by just the “bottom line”.

During the last two decades companies have been forced to adopt a more humanistic approach 
due to societal pressures. The focus is not only on economic success, but also on the integration of 
three bottom-line elements (environment, social and economic). As a result business decisions have 
required a consideration of all three elements and an appreciation that what happens in one area has 
effects on the others (Savitz & Weber, 2006). The question is whether these “triple bottom line” 
successes also equate to the individual success of the employee. This answer can partly be found in 
the understanding of different people’s motivations, their personalities and their life stages (Maslow, 
1970). However, it can be argued that all people are attracted to success and employees want to be 
associated with an organisation that is successful. The organisation’s EVP should reflect both the 
needs of the individual and the societal values.

An Integral Approach

The massive and rapid scale of social and business change in the world demand a wholly new 
approach to leadership. Leaders can no longer be experts and autocrats. Leaders must understand 
systems, lead systems and think systemically (Scholtes, 1998). Systems thinking and an integral 
approach are congruent in that both ask questions of how the sum of the parts forms the whole. 
Systems thinking led the author to review the HR practices in 2007 to ensure that this holistic 
approach would support the strategic vision of the executive team.

Wilber (2000b:60) espouses his integral dimensions as I (Interior-Individual), IT (Exterior-
Individual), WE (Interior-Collective) and ITS (Exterior-Collective). In this integral quadrant Wilber 
(2000b:236) suggests that at least four perspectives should be addressed: social, cultural, personal 
subjective and personal objective. He stresses that this perspective allows for the integration of 
four important management styles and plugs business into a much larger “big picture” which gives 
meaning and substance to the endeavour (Wilber, 2000a). These four management styles challenge 
the organisation in adopting strategies which are multidimensional.

Upper Left Interior Individual (I) Upper Right Exterior Individual (WE)

Lower Left Interior Collective (IT) Lower Right Exterior Collective (ITS)

Figure 1: The four quadrants (Wilber: 2000a)
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The concept of an integral vision for HRM has been explored by Merlevede (2005). He suggests 
that even after the hype of business process engineering and the learning organisation, there is still 
something left for human resources to learn. Symptoms of a lack of systemic view are what different 
HR programmes do not take into account, leading to wastage and confusion.

Integrated HR Practices

In 2007 the organisation based its HR strategy on the four quadrants as espoused by Wilber  
(2000b:236) as illustrated below.

Figure 2: The organisation’s integrated HR strategy

Once the four quadrants were established as illustrated above, the most fundamental HR practices 
were identified in each quadrant. Although these are divided into four categories, all are inter-
related. 

INDIVIDUAL (I)

 • Talent management
 • Training & development
 • Innovation
 • Performance management
 • Wellness
 • Coaching & EQ

TEAM (WE)

 • Values
 • Change management
 • Group Incentive Scheme
 • Funcom
 • Internal communication
 • Work environment

SHAREHOLDER

 • Business strategy
 • Policies
 • Technology
 • Content & knowledge management
 • Restructuring

COMMUNITY

 • Transformation & BEE
 • Growing knowledge economy
 • Corporate social investment
 • Green practices
 • Employer of choice brand

Figure 3: Integrated HR practices

Transformation and BEE were included in the community quadrant as the organisation is committed 
to adopting measures to bring about racial equity in South African commerce. 

In recent times the traditional title of the HR officer has changed in many organisations to that 
of HR business partner. The HR business partner builds the relationship with the internal clients 
and earns the trust of the internal client to proposed solutions to people challenges. Trust is one of 
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the key elements of the working relationship in any organisation (Covey, 2004:47). Most internal 
clients will not automatically accept every solution provided by the HR business partner and the 
trust building is not about meeting every expectation of the internal client. The internal client will be 
most satisfied with advocacy that is credible and future oriented (Ulrich, 2011:5). 

To make HR practitioners more available for participation in strategic decision-making processes, 
it is argued that the responsibility of routine execution and administration of HR practices should be 
delegated to line managers as they have direct and frequent contact with employees and a capacity 
to understand, motivate, control and respond quickly to employees (Budwar, 2001). The focus of 
HR has changed from administration to strategy. It has been suggested that administration is a 
factor which detracts from the value that HR adds to the overall business value proposition (Beston, 
2009:8) However, poorly executed HR administration can lead to serious risks for the organisation, 
even culminating in labour law suits (Grogan, 2005:36).

RESEARCH DESIGN AND METHODOLOGY

Bothma (2012:38) suggests that if organisations managed their financial assets as loosely as they 
did their human assets, then their auditors would raise an issue with them on their inefficient use of 
funds. It is therefore important that HR develop measuring models which are relevant to the business 
in order to build credibility with the board of directors and senior executives. More importantly, the 
results of these measures can be used as a way to initiate HR strategies and corrective action to build 
on current HR practices.

The introduction of a climate survey was found to be essential as a means to measure the employee 
response to HR practices in each of the four quadrants, i.e. individual, team, shareholder interests and 
the community. Employee engagement can be measured effectively using online surveys. Despite 
some anonymity concerns, most personnel are amenable to online surveys, and the Web-based 
medium does not discourage participation from any subgroup (Thompson, 2003). A climate survey 
is classified as quantitative research. Surveys are concerned with measuring certain characteristics 
of the population with statistical precision and often use random sampling to ensure that the results 
can be generalised (Maree, 2012).

The author designed and implemented an online climate survey in 2010. All employees in the 
organisation have access to computers. Employees are invited to complete the survey, except for 
the five members of the senior executive team. During the last three years, over 70 per cent of the 
300 employees completed the survey voluntarily each year. This is considered to be an acceptable 
statistical sampling size. The responses are disseminated internally by the Web Master, captured on 
an Excel spreadsheet and translated into graphs. The results are communicated to staff after being 
studied by the HR manager and executive management. The climate survey consists of 60 statements 
of perception measurements which relate to how the individual employee rates management, the 
organisation, the team and their own development. Each statement is rated on a four-point Likert 
scale of strongly agree, agree, disagree or strongly disagree. For the purpose of this study, four 
statements which relate to each of the four quadrants in figures 2 and 3 were extracted. 
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FINDINGS

The graph below illustrates the response rates for the statements used in this study.

I am aware of and respect the 
organisation’s values

I trust the CEO and senior management to 
steer the company successfully

I have the necessary skills to do my 
work effectively

I am happy with work environment, e.g. 
lighting, noise levels and office layout

I am positive about our planned future 
as part of the new shareholder

I am learning and am encouraged to 
grow my skills

The performance management 
discussion is meaningful to me

I feel respected and valued as an 
employee of the organisation

I don’t experience discrimination in 
religion, sex, race or age

The organisation plays a positive role 
in the community

I tell my friends and family that the  
organisation is a good place to work

I understand the organisation’s 
business plan and my role therein

Timeliness, workload and hours are fair 
in the organisation

People are encouraged to be healthy 
and have fun

When change happens, people are 
consulted for their input

The race and gender profile in the 
organisation reflects our community

Graph 1: Responses to statements from the climate survey

Specific Statements Relating to the Four Quadrants

 Individual

 • I feel respected and valued as an employee of the organisation.
 • The performance management discussion is meaningful to me.
 • I have the necessary skills to do my work effectively.
 • I am learning and am encouraged to grow my skills.

The 85 per cent positive rate to feeling valued and having the skills and learning opportunities 
is important in an organisation based in the knowledge industry. Although the performance 
management result is over 80 per cent, further enhancements to the process are planned for the near 
future. Competencies are not only viewed as cognitive skills, but also as emotional intelligence 
(EQ). The value of fostering personal development and self-awareness has been supported with 
initiatives such as coaching, Enneagram personality profiling and effective communication training. 
High EQ is a leadership competency and employees are expected to be mindful that their behaviour 
reflects the organisational values in their relationships with staff, customers and suppliers. 

The positive response of this quadrant is strongly aligned to the EVP of the organisation as a place 
where people can grow and succeed and how employees perceive their personal development. 
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 We

 • I am positive about our future in being part of the new shareholder.
 • I am happy with the work environment, e.g. lighting, noise levels and office layout.
 • When change happens, people are consulted for their input.
 • People are encouraged to be healthy and have fun.

The term “we” was not used in the context of “us – the team”, but rather the collective responses to 
how people responded to their experience of HR practices.

The organisation has recently been acquired by a new shareholder and the response rate of  
68 per cent shows that they may possibly have wanted more input before the changes occurred. 
However, it was reassuring to note an 83 per cent positive employee response rate to the organisation 
being owned by the new shareholder. The organisation moved to new premises two years ago. 
Although the new offices are aesthetically and ergonomically more pleasing and situated in a better 
location, employees found it difficult to adjust to an open-plan environment, whereas previously 
they had enjoyed the privacy of their own offices. The organisation has invested in many Wellness 
practices and has an active fun committee (Funcom) which organises activities that are fun and 
contribute to community causes. An 84 per cent positive response rate shows an appreciation for 
these initiatives.

 It

 • I am aware of and respect the organisation’s values.
 • I understand the organisation’s business plan and my role therein.
 • I trust the CEO and senior management to steer the company successfully.
 • Timelines, workload and hours are fair in the organisation.

The It refers to practices that relate to shareholder interests. Trust in the CEO and the management 
to steer the company, shown in the 94 per cent positive response rate, is reassuring in the face of the 
current shareholder changes facing the organisation. The 84 per cent positive rate in understanding 
the business plan shows that managers are effective in ensuring that employees understand their 
roles in relation to the business strategy. 

This quadrant has a direct link to the business performance and the financial results of the 
organisation. Understanding of the values as discussed in the Background demonstrates a “walking 
of the talk” in how employees create the culture of the organisation. 

 Its

 • I tell my friends and family that the organisation is a good place to work.
 • The organisation plays a positive role in the community.
 • I don’t experience discrimination in religion, sex, race or age.
 • The race and gender profile in the organisation reflects our community.

The Its quadrant refers to HR practices that relate to the community. An 86 per cent positive response 
rate shows a high employee awareness of the different social investment projects the organisation 
has implemented. The online internal newsletter often features stories about these initiatives. A 
similar high response rate is also evident for the statement that discrimination is not experienced 
in the organisation. It is, however, interesting to note that this reduces to 81 per cent regarding the 
race and gender profile. The organisation is still faced with challenges in reflecting South African 
race demographics at senior levels. It is also pleasing to note the 86 per cent positive response rate 
to employees being brand ambassadors in promoting the organisation to their friends and families in 
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their communities. The high response rates to these statements are congruent with the behaviours of 
engaged employees as defined in the literature review.

The graph below shows a year on year improvement in most of the four quadrants. It is positive 
to note the upward percentage movement in the I, It and Its quadrants. Although the We quadrant 
is flat, it is still a highly positive response at 75 per cent. The graph reflects a high level of response 
rate from employees towards the above-mentioned statements posed in the climate survey. These 
statements reflect the integral practices which have been adopted by HR since 2007. The response 
rate to the We quadrant statements was on average seven per cent lower than the other quadrants. 
The statements in this quadrant should enjoy scrutiny and specific areas for improvement should be 
identified for action.

Graph 2: Climate survey of the integral model

Limitations of the Study

The climate survey was conducted over a period of time when positive financial results were 
achieved by the organisation. Although the climate survey demonstrated a positive response to the 
integral model of HR practices, this might well change if employees find themselves in a situation 
where financial results are negative. This situation might lead to lower salary increases and bonuses 
and diminished resources for activities such as Wellness and the Funcom. The HR practices may be 
consistent, but employees may well respond more negatively in the face of potential retrenchments 
and a more sober financial outlook. This is not a predicted scenario for this organisation, but other 
organisations facing challenging economic situations might well find themselves faced with the 
dilemma of providing excellent HR practices yet getting poor climate survey results due to economic 
circumstances beyond their control.

A clear link needs to be made between high levels of employee engagement and business results 
if HR is to be regarded as a value creator in the organisation.

This study did not purport to draw a scientific link between an integral HR model and best practice 
HR. This would involve exhaustive research and is not in the scope of the research undertaken in 
this article. The HR practices which were adopted by the organisation were, however, based on best 
practice HRM.



10 Journal of Business and Management Dynamics (JBMD)

RECOMMENDATIONS

The primary value exchange between most employers and employees today is time for money. It is a 
thin, one dimensional transaction. Each side tries to get as much of the other’s resources as possible, 
but neither gets what it really wants. It is only when employers encourage and support employees 
in meeting these needs that they can cultivate the energy, engagement, focus, creativity and passion 
that fuel great performance (Schwartz & Gomes, 2010).

The positive results of the climate survey suggest that the current approach to HRM is serving the 
organisation well in that employees feel positively disposed towards its HR practices. 

The results of the climate surveys were analysed and formed a useful benchmark to develop 
strategies to further improve HR practices. An example of this is that employees felt that more 
consultation was required before the acquisition was announced. Discussions with employees 
regarding the results of the survey also leads to more willingness to complete future surveys as 
employees have evidence of the value of their opinions.

The EVP and stated values should be demonstrated by leadership and often be restated if employees 
are likely to continue responding positively to climate surveys. A measurement process such as a 
climate survey is necessary to ensure that HR practices are effective. Both the line management and 
HR practitioners own the responsibility of the engagement levels in the organisation although their 
roles should be clearly defined in the execution of the HR practices.

CONCLUSION

The positive response rates from employees to the statements in each quadrant has illustrated that 
high employee engagement has been maintained in adopting an integral approach to HR practices. 
The ongoing active support for people-centric initiatives from the CEO and the senior executives is 
essential for these practices to have credibility and to become part of the daily way of conducting 
business. 

HR can play an active role in creating inclusivity and people-centred employment practices to 
achieve a reputation of employer of choice in competing for Knowledge Workers (Redpath, 2007). 
Becoming an employer of choice was a stated objective agreed to by the participants at the summit 
held in 2002. It is believed that this objective has been achieved in the financial results, the retention 
of talented employees, the number of applications from opposition companies and the excellent 
results from recent employee climate surveys. 

It behoves HR practitioners always to be mindful that somewhere outside of the organisation, 
groups of people are already doing things differently and better. To create lasting change, HR needs 
to find these areas of positive deviance and fan the flames (Pascale, 2005). 
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