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Abstract

Human Resources (HR) and information technology are the two elements that many firms are
learning to use as strategic weapons to compete. The vision 2030 economic reform progress
initiated by the government of Kenya is aimed at turning Kenya into a middle level income
country. It incorporates ICT as a social economic force under the economic pillar for driving
development among other sectors. The government’s key objective is to turn Kenya into a
global ICT hub and a premier location for business process outsourcing (BPO). To capitalize on
the synergy between these two assets, human resource information systems (HRIS) is an
emerging area that may lead human resource management into a new era. Technological
developments and particularly those based on advancing IT, are essential for organizational
effectiveness and are powerful drivers of organizational change. The TSC has grown
tremendously since its creation through an act of parliament cap 212 in 1967 in terms of the
teacher population it serves, as well as its secretariat staff. Recently it was made a
constitutional office through an act of parliament 237(1) of 2012. It is therefore expected to
improve service delivery to its customers. Being the biggest employer in eastern and central
Africa means it manages a massive payroll. The HR issues it has to manage lead to a lot of
correspondences in a day. The introduction of HRIS in the organization can improve efficiency
and in consequence reduce the amount of correspondences and clients visiting the
commission at any given time. The study therefore sought to investigate whether internal
structure of an organization has effect on adoption of HRIS in its operations. The independent
variable was internal structure of the organization with a moderating variable; effect of
external environment. The study investigated how each variable influences the level of
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adoption of Human Resource Information Systems at the TSC in Kenya. The study employed
descriptive research design and the study population was the staff of the TSC in Kenya.
Purposive stratified sampling was used to select the sample for the study. Data was collected
using a self administered questionnaire. It was analyzed using multiple regression and analysis
of variance (ANOVA) to come up with some useful conclusions and recommendations. From
the analysis above it was concluded that the null hypothesis be rejected and the alternative
be accepted; there is a significant relationship between internal structure of the organization
and adoption of HRIS. According to (lvancevich et al 2006), an organization’s structure is
considered to be the “anatomy of the organization, providing a foundation within which the
organization functions. This underscores the importance of internal structure of an
organization in adoption of new technology and for this case HRIS.

1.0 Introduction

Internal organizational structure is the particular manner in which an organization is arranged
in order to achieve its goals (lvancevich et al 2006).

As organizations grow it becomes increasingly difficult and inefficient to rely on manual
systems. This has called for change from the traditional manual management systems to
computerized systems. Many firms and TSC for that matter have begun computerizing
individual tasks a system commonly referred to as use of information systems. A case in point
is the customer relations management system (CRM) introduced in 2012. However there is
need to fully integrate organization-wide network of HR- related data, information, services,
databases, tools and transactions. However the impact of information systems in solving HR
issues is yet to be felt since most of it is still at transactional level.

A report on enhancing professionalization of human resource management in the public
service in Africa observes that Human Resource Information system (HRIS) has been quite
widespread in the developed world since the 1980’s. Before the 1960s, computer systems
had a very limited purpose in human resource management and were used only to monitor
employee records and payroll activities. The same report adds that the use of a wide range
of ICT technologies and social media technologies has now been used to rationalize or even
transform HR. It has been used to transform internal operations in order to lead to the
virtualization and or leaning of HR while simultaneously improving quality of services by
transforming the traditional paper and pencil, labor intensive tasks into efficient fast response
activities that enable organizations to anticipate and profit from change to create competitive
advantage.

The term e-HRM was first used in the late 1990’s when e-commerce was sweeping the
business world. e-HRM is internal application of e-business techniques to add value to the
management through more effective and efficient information flow and is a way of doing
HRM. It is application of technology enabling managers and employees to have direct access
to HR and other workplace services for communication, performance, reporting, team
management, knowledge management and learning as well as administration applications. e-
HRM consists of HR functional application, extranet applications, intranet, wireless and
mobile HR applications. Current literature distinguishes three types of e-HRM: operational;
relational; transformational e-HRM.

1.1 General objective of the study

The purpose of this study was to find out the determinants of adoption of human resource
information systems in Teachers Service Commission operations in Kenya.
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1.2 Specific objectives of the study
1. To analyze the effects of internal structure of an organization on the adoption of
human resource information systems in TSC operations in Kenya.

2.0 Literature Review

Internal organizational structure is the particular manner in which an organization is arranged
in order to achieve its goals. Mangers achieve coordinated effort through the design of a
structure of tasks and authority relationships. Structure refers to relatively stable
relationships and processes of the organization. Organization structure is considered to be
the “anatomy of the organization, providing a foundation within which the organization
functions (lvancevich et al 2006).

Internal characteristics of organizational structure include observations according to Rogers
(1995) whereby: “centralization is the degree to which power and control in a system are
concentrated in the hands of a relatively few individuals”; “complexity is the degree to which
an organization’s members possess a relatively high level of knowledge and expertise”;
“formalization is the degree to which an organization emphasizes its members’ following rules

”, u;

and procedures”; “interconnectedness is the degree to which the units in a social system are
linked by interpersonal networks”; “organizational slack is the degree to which uncommitted
resources are available to an organization”. Organizational structure may also include the
assignment of tasks, supervision structure, hierarchy and other concerns affecting the way an
organization is run. It may be based on the nature of goals of the organization and may also
differ based on the preferences and ideas of those in charge. An organizations structure
system can be based on strict hierarchical control structure while another may involve less
supervision. The goal of the first would be stability and efficiency while the second likely
places emphasis on creativity and flexibility.

The internal organization structure of most organizations is based primarily in arrangement
and grouping of personnel to accomplish tasks. A strongly hierarchical structure is
characterized by ranks in which superiors direct actions of their subordinates toward the goals
of the company.

Individuals of higher ranks supervise and assign tasks to their subordinates. This structure
supports the primary manner in which tasks that ultimately contribute to the goals of the
organization are accomplished (Wise Geek, 2013).

According to the institutional theory, organizational decisions are not driven purely by
rational goals of efficiency, but also by social and cultural factors and concerns for legitimacy.
Institutions are transported by cultures, structures, and routines and operate at multiple
levels. The theory claims that firms become more similar due to isomorphic pressures and
pressures for legitimacy (Olivera and Fraga 2011). This means that firms in the same field tend
to become homologous over time, as competitive and customer pressures motivate them to
copy industry leaders. For example, rather than making a purely internally driven decision to
adopt e-commerce, firms are likely to be induced to adopt and use e-commerce by external
isomorphic pressures from competitors, trading partners, customers, and government.
Miles and Snow (2003) observed that in most successful organizations, management
consciously develops and articulates an internal organizational image just as it does a product-
market image. It tries to demonstrate how and why the organization’s structure and
processes reflect previous decisions about the market and, further how these pave the way
for future organizational development. They argued that since organizations enact their own
environments, it is theoretically possible that no two organizational strategies will be the
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same. They came up with four organization types: the defenders, prospectors, analyzers and
reactors.

The defenders are organizations which have narrow product-market domains. Top managers
in this type of organization are highly expert in their organizations limited area of operation
but do not tend to search outside their domains for new opportunities. As a result of this
narrow focus they seldom need to make major adjustments in their technology, structure, or
methods of operation. Instead they devote primary attention to improving the efficiency of
their existing operations. The main problem of such organizations is how to produce and
distribute goods and services as efficiently as possible. Technology efficiency is central to
organizational performance, but heavy investment in this area requires technological
problems to remain familiar and predictable for lengthy periods of time.

The prospectors are organizations which almost continually search for market opportunities,
and they regularly experiment with potential responses to emerging environmental trends.
Thus these organizations are often the creators of change and uncertainty to which their
competitors must respond. However, because of their strong concern for product and market
innovation, these organizations are usually not completely efficient. The main problem is how
to avoid long term commitments to a single technological process. Technological flexibility
permits a rapid response to a changing domain but the organization cannot develop
maximum efficiency in its production and distribution system because of multiple
technologies.

Analyzers are organizations which operate in two types of product- market domains, one
relatively stable, the other changing. In their stable areas, these organizations operate
routinely and efficiently through use of formalized structures and processes. In their more
turbulent areas, top managers watch their competitors closely for new ideas, and then they
rapidly adopt those which appear to be most promising. Its main problem is how to be
efficient in stable portions of the domain and flexible in changing portions. Another is how to
differentiate organizations structure and processes to accommodate both stable and dynamic
areas of operation. A dual technological core is able to serve a hybrid stable- changing
domain, but the technology can never be completely effective or efficient.

Reactors are organizations in which top managers frequently perceive change and
uncertainty occurring in their organizational environments but are unable to respond
effectively. Because this type of organization lacks a consistent strategy- structure
relationship, it seldom makes adjustment of any sort until forced to do so by environmental
pressures. This inconsistency may stem from at least three sources. Management failure to
articulate a viable organizational strategy, a strategy is articulated but technology, structure
and processes are not linked to it in an appropriate manner or lastly management adheres to
a particular strategy — structure relationship even though it is no longer relevant to
environmental conditions.

It has been recently observed that government is keen on implementation of information
systems in its service delivery to the public. The focus is transiting to less paper work and
hence the ICT policies in most public organizations including the TSC policy of 2003. However
an understanding of the characteristics of an organization such as the TSC is important in
aligning the structure with HRIS adoption strategy.

2.1 Theoretical Framework

The study was built around the institutional theory. Olivera and Fraga (2011) explain that
institutional theory emphasizes that institutional environments are important in shaping
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organizational structure and actions. According to the institutional theory, organizational
decisions are not driven purely by rational goals of efficiency, but also by social and cultural
factors and concerns for legitimacy. Institutions are transported by cultures, structures, and
routines and operate at multiple levels. The theory claims that firms become more similar due
to isomorphic pressures and pressures for legitimacy (Olivera and Fraga 2011). This means
that firms in the same field tend to become homologous over time, as competitive and
customer pressures motivate them to copy industry leaders. For example, rather than making
a purely internally driven decision to adopt e-commerce, firms are likely to be induced to
adopt and use e-commerce by external isomorphic pressures from competitors, trading
partners, customers, and government.

They go on to add that mimetic, coercive, and normative institutional pressures existing in an
institutionalized environment may influence organizations’ predisposition toward an IT-based
inter organizational system Mimetic pressures are observed when firms adopt a practice or
innovation imitating competitors (Soares-Aguiar and Palma-Dos-Reis 2008). Coercive
pressures are a set of formal or informal forces exerted on organizations by other
organizations upon which the former organizations depend. Normative pressures come from
dyadic relationships where companies share some information, rules, and norms. Sharing
these norms through relational channels amongst members of a network facilitates
consensus, which, in turn, increases the strength of these norms and their potential influence
on organizational behavior. The institutional theory adds to the environmental context of the
TOE framework external pressures, which include pressure from competitors and pressure
exerted by trading partners.

2.2 Conceptual Framework

Internal structure of the organization was conceptualized through creativity and
innovativeness, decision making and interdepartmental networks. The moderating factor is
effect of external environment.

Internal structure _| Effect of external » Adoption of HRIS
of the. . | environment
organization
Independent variable moderating variable Dependent variable

Figure 1 Conceptual framework

3.0 Research Methodology

The study adopted an exploratory research design. This choice was informed by the fact that
research on HRIS in the context of Africa and Kenyan public sector is very marginal. The
exploratory research design is a methodological approach that is primarily concerned with
discovery and generating or building a theory. Kothari (2007) explains that exploratory studies
aim at formulating a problem for more precise investigation of developing the working
hypothesis from operational point of view. He further adds a research design appropriate for
such studies must be flexible enough to provide opportunity for considering different aspects
of a problem under study.
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3.1 Population

According to Mugenda & Mugenda(2003) population is complete set of individuals, cases or
objects with some common observable characteristics, all items or people under
consideration in any field of inquiry,Orodho (2004). It is that portion which is accessible and
most representative of the target population (Mugenda & Mugenda, 2003).

The population of the study comprised the secretariat staff of the TSC which according to
datum obtained from human resourced department-2014 was 3000. The unit of observation
for the study was all top level and middle level management staff in TSC offices spread across
Kenya. The top management (job groups Q and above) comprised of directors heading the
seven directorates namely: teacher management, human resource management, finance,
audit, accounts, administration and ICT, TSC county directors and, and senior deputy directors
in charge of divisions. The middle level management included all deputy directors, assistant
deputy directors and senior officers in the field offices (job groups L-P). This target population
was also most likely to be well informed about human resource information systems.

3.2 Determination of Sample Size
Gall et al (1999) reckon that researchers attempt to discover something about large group of
individuals by studying a smaller group. The larger group that they wish to learn about is called
a population while the smaller group is the sample. Wisker (2001) defines a sample as a
selected and chosen group upon which you carry out your research. A sample is a subset of
the population. It comprises of some members selected from it. By studying the sample, the
researcher should be able to draw conclusions that would be generalized to the population
of interest (Sekaran 2003). He further explains that sampling is the process of selecting a
sufficient number of elements from the population, so that a study of the sample and an
understanding of its properties or characteristics would make it possible for us to generalize
such properties or characteristics to the population elements.
A sample size 203 respondents was used in the study. Out of these, 41 were drawn from top
management and 162 from middle level management. All made the population of study since
they comprised the group that is faced with decision making at the commission.
This was arrived at by using the formula below as espoused by Mugenda & Mugenda (2003).
n=z2pq/d?=(1.96)%(0.5) (0.5)/ (0.01)> = 384.
However this is only applicable when the population size is at least 10,000. When the
population is less than 10,000 as was the case with this study, then the sample size was
subjected to the formula: nf=n/1+ (n-1)/N

=384/1+383/417=384/1.91846

=200
Which 200/203 x 100= 99
Therefore the sample for top management was 99% x 40 = 3.

Middle management was 100% x 160 = 158
Where: n=the desired sample size
z=the standard normal deviate at the required confidence level
p=the proportion in the target population estimated to have characteristics of adoption being
measured assumed to be 50% = 0.5
q=1-p =0.5
d=the level of statistical significance set. (0.05).

The number of staff and sample size for each stratum is shown in the table below
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Table 1 Sample Size

Top mgt Middle mgt Sample Total
Teacher mgt 6 52 58
HR mgt 6 31 37
Administration 12 30 42
ICT 2 10 22
Accounts 3 10 13
Audit 2 10 12
Finance 3 5 8
Former 7 14 21
Provincial
Total 41 180 203

3.3 Data Collection

The study used both primary and secondary data. Since different data collection methods
have different strengths and weaknesses complimentary tools and methods were used. The
selection of the tools and methods was guided by the research method, nature of data to be
collected, and the research objectives. The research instruments included a questionnaire and
documents review.

Questionnaire has been defined as a document that asks the same questions of all individuals
in the same sample. The researcher chose the questionnaire because it is relatively
economical, easier and quicker to administer than interviews or focus group discussions for a
large group of respondents. (Kathuri 1993), (Orodho 2004) and (Mugenda & Mugenda, 2003).
The questionnaire employed both structured and unstructured questions and was self-
administered. It also adopted open ended and close ended questions. Likert Scale of (1-5)
will be used. Saunders et al (2007) observe that personal contact with the respondents raises
response rate by 19% and anonymity by 20%.

4.0 Summary,Conclusions And Recommendations

4.1 Background of the Respondents

The characteristics of the respondents are summarized in terms of gender and age.

4.1.1 Response by gender

Out of the 140 respondents, 137 responded positively while three did not indicate their
gender. 42.3% (58) were male while 57.7% (79) were female from the sampled TSC offices
countrywide as provided in figure below.
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Male Female

Figure 2 Response by gender

4.1.2 Response by age

The responses indicate that most of the employees who were drawn from middle and top
management level are in the age bracket of 40- 50 years at 59.3% and 25.7% for the age
bracket 30- 40 years. These age brackets mainly comprise the operation managers and
implementers of policies at the TSC. The organizational structure narrows towards the top
comprising of employees in job group ‘Q’" and above. The least were in the age bracket of 30
years and below at 5.0%.who are yet to rise to management level, followed by above 50 years
at only 7.1%. (See figure 4.2).

Percentage

Below 30 30-40 years 40-50 years 50 and above
YEars

Figure 3 Age of respondents

4.2 Descriptive Analysis
The analysis sought to test the hypothesis that internal structure of the organization has
significance on adoption of HRIS in the operations of TSC in Kenya
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4.2.1 Internal structure of the organization

A significant number of respondents, (63.3%) disagreed with the statement that creativity
was encouraged at TSC which is understandable while an equally significant number (64.7)
was of the opinion that TSC was more committed to improving existing operations than
exploring new ideas. Most respondents indicated that directors hold regular meetings
(71.7%). However 61.8% indicated that TSC as an organization does not respond well to
changes in its environment. This therefore makes the TSC fall in to the category of reactors.
These are organizations in which top managers frequently perceive change and uncertainty
occurring in their organizational environments but are unable to respond effectively.
Because this type of organization lacks a consistent strategy- structure relationship, it
seldom makes adjustment of any sort until forced to do so by environmental pressures. This
inconsistency may stem from at least three sources. Management failure to articulate a
viable organizational strategy, a strategy is articulated but technology, structure and
processes are not linked to it in an appropriate manner or lastly management adheres to a
particular strategy — structure relationship even though it is no longer relevant to
environmental conditions A majority 87.1% agreed that there was a functional welfare and
they also chose their own leaders. The results are displayed in the table 2.

Table 2:

Internal structure of the organization
Statements SD D N A S
Creativity is emphasized and encouraged at TSC 309% 32.4% 12.2% 14.4% 1
TSC strictly operates routinely through formalized 10.0% 8.6% 12.1% 48.6% 2
structures and processes
The TSC responds to changes in its environment 12.9% 48.9% 9.4% 23.7% ¢
effectively
TSC is more devoted to improving efficiency of 9.4% 11.5% 14.4% 46.0% 1
existing operations than exploring new ideas
There is inter departmental networking at TSC 17.3% 31.7% 6.5% 33.8% 1
Directors of various departments hold regular 6.5% 13.8% 8.0% 51.4% 2
meeting
There is a functional staff welfare at the TSC 6.4% 43% 7.9% 47.9% 3
Staff choose their own representatives in the 57% 43% 2.9% 41.4% 4

welfare

4.2.2 Effect of External Environment

Majority of respondents 76.4% were of the opinion that government support was key to
adoption of HRIS. This opinion is supported by Miles and Snow (2003). They state, that every
organization is embedded in a network of external influences and relationships which can
be labeled as its environment. The environment is not a homogeneous entity but rather is
composed of complex combination of factors such as product and labor market conditions,
industry customs and practices, government regulations, and relations with financial and
raw material suppliers. 80.7% were positive that adoption of HRIS would enhance service
delivery. Lawler et al (2004) is of the same opinion. He says HRIS provide HR professionals
with the opportunities to enhance their contribution to the strategic direction of the firm.
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77.1% indicated that the relationship of the TSC and its clients as well as other organizations
led to demand of HRIS while 77.8% were of the opinion that global trends have an influence
on adoption of HRIS at the TSC. Aberejio (2009) is in agreement that the demands from
potential customers to possess an innovation have a strong impact on the adoption of IT in
organizations (see table 3).

Table 3.

Effect of External Environment
Statement SD D N A
Government support is key to adoption of HRIS in TSC 7.1% 79% 8.6% 34.3

Adoption of HRIS will enhance service delivery at the TSC 21% 29% 43% 314
The government has installed infrastructure for adoptionof 6.4% 18.6% 25.7% 40.7'
HRIS at TSC

HRM and IT staff get to attend national or regional 21.% 29.0% 23.2% 18.8
conferences on HRIS

Information technology staff has been sensitized about the 6.0% 11.9% 26.9% 47.0'
maintenance of HRIS infrastructure

The relationship of the TSC and its customers and other 2.9% 11.4% 8.6% 50.0'
organizations has led to the demand for HRIS

Global trends have an influence on adoption of HRIS the 5.0% 7.9% 9.3% 45.7'
TSC's operations

The TSC benchmark adoption of HRIS with other 8.6% 21.4% 16.4% 37.1'
institutions within and outside the country

4.2.3 Regression model for internal structure of the organization

Hypothesis; there is no association between internal structure of an organization and
adoption of HRIS in TSC operations in Kenya.

To test the hypothesis linear regression model was used as shown in table 4. The coefficient
determinant, R- square without the moderating valuable was 0.284 and 0.364 with the
moderating variable. This therefore implies internal structure of the organization explained
at least 28.4 % of variability of adoption of HRIS, without moderating variable and 36.4%
when there was a moderating variable.
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Table 4.1:Model Summary for Internal structure of the organization and adoption of HRIS

Model R R Square Adjusted R Std. Error of the Durbin-Watson
Square Estimate

1 .533¢° .284 278 4.80261 1.555

2 .6042 .364 .359 4.47889 1.482

a. Model 1 and 2 Predictors: (Constant), ISO and ISO*EEE
KEY. ISO (X)- internal structure of organization. EEE- Effect Of External Environment

b. Dependent Variable: Adoption of HRIS (Y)

4.2.4 Analysis of Variance ANOVA

Further analysis were done using the ANOVA and the results for regression coefficients
revealed that the significance of p values was 0.000 which is less than 0.05 hence the null
hypothesis was rejected. The implication was that there was a significant relationship
between internal structure of the organization and adoption of HRIS. This is as shown in
the table 4.30 below.

Table: 4.2 ANOVA? for internal structure of organization (X)

Model Sum of Squares df Mean Square F Sig.

Regression 1151.525 1 1151.525 49.925 .000P
1 Residual 2906.194 126 23.065

Total 4057.719 127

Regression 1367.951 1 1367.951 68.192 .000P
2 Residual 2387.189 119 20.060

Total 3755.140 120

a. Dependent Variable: Adoption of HRIS (Y)
b. Model 1 and 2 Predictors: (Constant), ISO( X) and ISO*EEE

Coefficient
Further analysis was conducted using the coefficient regression equation between internal
structure of the organization and adoption of HRIS can be expressed as; Y = S, + 5, X,

which results to Y =14.271+0.542X, when there is no moderator and
Y =18.537 + 0.1.X, with moderator from the coefficient table 4.31.

The p values with and without the moderating variable (effect of external environment)
are 0.000. which were less than 0.05. This further implies that there was a significant
relationship between internal structure of the organization and adoption of HRIS.
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Table: 5 Coefficient for Internal Structure of Organization

Model Unstandardized Standardized t Sig.  Collinearity
Coefficients Coefficients Statistics
B Std. Error Beta Tolerance VIF
1 (Constant) 14.271 2.121 6.729 .000
ISO .542 .077 .533 7.066 .000 1.000 1.00!
2 (Constant) 18.537 1.317 14.080 .000
ISO*EEE .010 .001 .604 8.258 .000 1.000 1.00!

a. Dependent Variable: Adoption of HRIS
Key. ISO —Internal Structure Of The Organization. EEE- Effect Of External Environment

4.3 Discussion

From the analysis above it was therefore concluded that the null hypothesis be rejected
and the alternative be accepted; there is a significant relationship between internal
structure of the organization and adoption of HRIS. According to (lvancevich et al 2006), an
organization’s structure is considered to be the “anatomy of the organization, providing a
foundation within which the organization functions. This underscores the importance of
internal structure of an organization in adoption of new technology and for this case HRIS.
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