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ABSTRACT

The central difficulty of enterprise management is not whether specialized functions can be individually
improved, but whether their interdependent decisions form a financially viable, operationally capable,
adaptable and accountable whole. This concluding chapter critically integrates the 34 preceding chapters of
The Business Enterprise through systems theory, organizational information processing, complementarities,
dynamic capabilities, institutional analysis and multidimensional stakeholder performance. Using a
transparent, purposive synthesis of foundational scholarship, empirical research, official Rwandan secondary
statistics and international standards, it specifies functional dependencies, capability architectures,
coordination mechanisms, performance measures and limits of inference. An original integrative enterprise
framework identifies hypothesized pathways linking institutional context, resource configurations, cross-
functional alignment, responsible governance and seven classes of outcomes. The framework is explicitly
proposed, not empirically validated. A fully constructed Kigali distribution-and-processing case demonstrates
the economic difference between sales growth and viable growth through reproducible operating-profit,
working-capital, break-even and compound-stress calculations. Rwanda's 2024 enterprise statistics and 2026
labour evidence contextualize, but do not substantiate, the fictional case. A measurement dictionary,
integration diagnostic, scenario protocol, research-proposition register and interdisciplinary capstone
assessment translate the synthesis into professional and educational use. The chapter concludes that
responsible enterprise performance is an evolving, contestable accomplishment of coordinated specialization,
appropriate evidence, legitimate constraints and institutional learning, not the consequence of optimizing any
single function or maximizing a composite score.

Keywords: enterprise systems; functional integration; organizational complementarities; dynamic
capabilities; responsible enterprise performance; performance measurement; cross-functional governance;
business resilience; Rwanda; integrative management.

LEARNING OUTCOMES AND CONCEPTUAL ROADMAP

On completing this chapter, readers should be able to LO1 reconstruct the enterprise as a network of
specialized and mutually dependent functions; LO2 diagnose economic, informational, organizational and
ethical trade-offs at functional interfaces; LO3 develop and critically defend an integrative enterprise-
capability architecture and a qualified causal framework; LO4 design and audit an enterprise-level dashboard
with financially and socially meaningful indicators, valid denominators and explicit evidence limitations; LO5
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reproduce operating, liquidity and scenario calculations and explain their implications for managerial choice;
LO6 adapt integration mechanisms to small firms, cooperatives, social ventures, larger corporations and
digitally mediated enterprises; LO7 distinguish empirical evidence, conceptual propositions and normative
commitments in Rwanda-centred international comparison; and LO8 complete a cross-functional capstone
audit and formulate testable research propositions with plausible rival explanations.

The argument moves from the enterprise-system ontology (35.1), through functional interfaces (35.2),
capabilities (35.3), multidimensional ends (35.4) and coordination arrangements (35.5), to a precisely
qualified conceptual framework (35.6). It then addresses measurement and secondary-data methods (35.7),
scenario stress testing and the Rwandan capstone (35.8), organizational diversity (35.9), curriculum design
(35.10), research validation (35.11) and concluding synthesis (35.12). This is a book-wide integration, not an
attempt to reproduce the specialist treatments of strategy, finance, operations, technology, law or biblical
theology.

35.0 INTRODUCTION: WHEN EACH DEPARTMENT SUCCEEDS AND THE ENTERPRISE
FAILS

A hypothetical producer and distributor in Kigali receives an offer from a national retail chain that would
raise monthly volume by nearly one-sixth. Commercial managers welcome the contract because sales will
increase; operations believes it can add shifts; procurement anticipates a favorable bulk-input price; and
finance has not yet assessed the retailer's proposed payment terms. The human-resource manager is
concerned about the reliance on overtime, while the quality supervisor expects more inspection and more
packaging waste. Each function can give a locally defensible account of its own contribution. Yet their separate
judgments do not answer whether the proposed growth can be financed, whether promises can be fulfilled,
whether staff and suppliers will be treated fairly or whether the enterprise can absorb a supply disruption.
Growth may increase accounting profit while making the organization less liquid and more fragile.

The case expresses a general problem of organizational economics: differentiated expertise is necessary
because no person or department can process every relevant fact, but specialization creates boundaries that
constrain collective judgment. A marketing forecast is not a production schedule, a production schedule is not
a cash budget, and a cash budget is not proof of acceptable working conditions. Integration is therefore not the
abolition of functional distinctions. It is the deliberate production of compatible decisions across them, with
sufficiently credible information, authorized trade-offs and effective correction when forecasts fail (Galbraith,
1974; Lawrence & Lorsch, 1967; Simon, 1955).

Chapter 1 established the enterprise as a resource-coordinating, value-creating and accountable open
system. Chapters 2-4 examined the economic, institutional and evidentiary conditions of enterprise activity;
Chapters 5-12 developed organization, leadership and people; Chapters 13-21 traced commercial promise,
production, procurement, distribution, quality and projects; Chapters 22-26 developed accounting, finance
and compliance; and Chapters 27-34 examined entrepreneurship, information systems, Al,
internationalization, sustainability, resilience, ethics and the explicit biblical perspective. This final chapter
asks a more difficult question than any single specialist chapter: what must be true about the relations among
these functions for enterprise performance to be durable and defensible?

The answer requires distinguishing three senses of integration. Structural integration concerns reporting
relationships, process ownership and decision rights. Informational integration concerns the consistency,
timeliness, traceability and intelligibility of evidence used by distinct decision-makers. Normative
integration concerns legitimate enterprise purpose, protections, distributional consequences and
accountability. A firm may have enterprise software without shared definitions, or shared objectives without
adequate legal controls; neither constitutes complete integration. Conversely, a small cooperative may
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coordinate well using simple ledgers and frequent meetings. The relevant question is whether a mechanism is
sufficient for the organization's actual dependencies, not whether it resembles an elaborate corporate system.

Methodological orientation. This chapter is a critical, purposive secondary-source synthesis, not a
systematic literature review, meta-analysis or new field study. Seminal contributions were selected for their
explanatory relationship to business-function integration; official Rwandan surveys and internationally
published research were selected for context, methodological contrast and external validity. Searches and
verification of specific records were undertaken during chapter preparation, but no exhaustive database
search, prespecified screening protocol, independent double-coding or pooled estimate was conducted.
Interpretations are therefore theoretical and comparative unless a source supports an empirical finding.
Constructed financial data are marked as hypothetical and designed for arithmetic reproduction. The principal
evidentiary cutoff is 3 November 2026; subsequent legal and statistical updates require a dated revision.

35.1 RECONSTRUCTING THE ENTERPRISE AS A SYSTEM

35.1.1 Ontological foundations: open systems, organizations and boundaries

Systems thinking begins with the claim that a whole may possess properties not intelligible through
isolated analysis of its components. Von Bertalanffy (1968) developed general systems theory against the
tendency to assume that all complex phenomena could be reduced to separable mechanical parts. Katz and
Kahn (1978) applied the open-system view to organizations: they depend on environmental inputs, transform
resources through coordinated activity, generate outputs and receive feedback that can sustain or undermine
subsequent activity. Such language is useful but does not, by itself, establish a causal theory. Calling a firm a
system is explanatory only when the analyst identifies components, mechanisms, boundaries, time scales and
observable implications.

For enterprise purposes, a function is a recurrent set of interrelated decisions and activities serving a
distinguishable organizational purpose, such as acquiring inputs, meeting demand, maintaining accounts,
financing working capital or safeguarding employment rights. A process is a sequence of linked actions that
crosses or sits within functions, such as order-to-cash, procure-to-pay, hire-to-productivity or incident-to-
remedy. A capability is an organizationally supported capacity to perform a type of activity reliably under
specified conditions. A business model describes the logic through which an enterprise proposes value,
organizes its delivery and secures the resources needed for continuation. These concepts are complementary
rather than interchangeable. The same process can involve several functions; the same function can
participate in several processes; and a capability can depend on both internal routines and external
relationships.

The legal boundary of a firm is not the operational boundary of its value-producing system. Suppliers,
logistics contractors, financial institutions, platform operators, regulators and customers may determine
whether an internal promise can be honored. Transaction-cost reasoning explains some boundary choices
through the comparative costs of markets and hierarchy, while the relational view emphasizes gains created
in interorganizational routines, specialized investments and joint learning (Coase, 1937; Dyer & Singh, 1998).
Neither perspective implies that outsourcing is invariably efficient: contractual incompleteness, bargaining
inequality, supplier concentration and monitoring deficits can move a problem beyond the payroll without
removing responsibility for its consequences.

35.1.2 Differentiation, coordination and the problem of local optimization

Lawrence and Lorsch (1967) identified the tension between differentiation and integration in complex
organizations. Functions face different environments: sales must respond to market preferences, production
to technological constraints, finance to liquidity and solvency, and human-resource management to workforce
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capability and legitimate employment expectations. Their time horizons, performance criteria and
professional languages consequently diverge. Effective integration does not require identical orientations. It
requires mechanisms adequate to the differences that matter for an organization's task and environment.
Galbraith's (1974) information-processing account further predicts that uncertainty and interdependence
increase the information and coordination burden, prompting organizations to reduce information needs,
create slack, establish lateral relations or increase information-processing capacity.

The familiar notion of suboptimization occurs when improving a subsystem under its own metric
worsens the larger system. Procurement can reduce purchase price by buying in very large lots while
increasing storage, spoilage and financing costs. Sales can enlarge revenue by accepting long credit terms
while jeopardizing wage payments. Finance can delay maintenance to meet a quarterly target while increasing
accident probability and future downtime. Al can speed documentation while propagating inaccurate records
across linked platforms. The analytical response is not to suppress functional KPIs, which often reveal
necessary local detail, but to connect them to shared constraints and end-to-end outcomes.

Milgrom and Roberts (1995) add a more demanding insight through organizational complementarities.
Two practices can reinforce one another so that improving one increases the marginal value of improving the
other. For example, reliable master data may raise the value of inventory analytics, while trained employees
may raise the value of revised standard operating procedures. Complementarity does not follow from co-
occurrence: costly practices may be redundant, incompatible or jointly harmful. The argument must be
established at the margin, with attention to implementation sequence, opportunity cost and adjustment costs.

The degree and form of interdependence also matter. Thompson (1967) distinguished pooled
interdependence, in which units contribute to a common result without continuous direct exchange;
sequential interdependence, in which one unit's output becomes another's input; and reciprocal
interdependence, in which units repeatedly adjust to each other. These are ideal types rather than mutually
exclusive descriptions of an entire enterprise. A retail branch may depend on a shared financial platform in a
pooled fashion, while purchasing, production and delivery form a sequential chain and product development
depends reciprocally on design, customer research, quality assurance and cost engineering. Standardized
rules can coordinate relatively predictable pooled activities, whereas reciprocal uncertainty places greater
demands on timely lateral communication and professional judgment. The argument explains why a universal
prescription for more meetings, more software or tighter centralization is theoretically inadequate.

Coordination failure is also a problem of interpretation, not merely missing data. The same increase in
inventory may be interpreted by commercial managers as customer protection, by accountants as working-
capital exposure and by production supervisors as necessary buffering against variability. Weick et al. (2005)
situate organizational sensemaking in the social construction of actionable understandings. Their perspective
clarifies why a reconciled number cannot substitute for examining the reasoning by which staff classify an
event as urgent, normal or exceptional. However, interpretive agreement can itself be dangerous when
powerful actors suppress dissent. Good integration therefore protects disagreement about consequential
assumptions and requires a decision maker capable of resolving it without concealing uncertainty.

35.1.3 A qualified reading of the preceding chapters

The book's functional taxonomy provides a pedagogical map; the analytical task now is to trace the
feedback and constraints across that map. Strategy commits the enterprise to customers and markets,
commercial functions describe anticipated demand, operations translate promises into capacity and quality,
procurement and logistics secure resource flow, people systems supply competence and protection,
information systems maintain decision evidence, and accounting and finance reveal the economic timing of
commitments. Governance, law, ethics, risk management and sustainability do not merely add separate
compliance tasks. They specify the authorization, constraints and forms of responsibility within which
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functional transactions remain legitimate. A flow of financial returns without reliable evidence or effective
remedy is not sufficient evidence of sustainable enterprise performance.

Figure 35.1 presents the book-wide architecture. Its arrows are analytical dependencies, not estimated
causal coefficients. Feedback runs from observed outcomes to organizational learning and changed decisions;
the external institutional and ecological environment conditions every stage. The model deliberately leaves
room for nonlinearity, conflict and path dependence.

EXTERNAL CONTEXT
4 Markets - Institutions - Ecology - Uncertainty

SIX INTERDEPENDENT CAPABILITY DOMAINS

Purpose & People & Capital & Operations & Markets & Data &
governance learning liguidity supply customers technology

v

JOINT DECISIONS - AUTHORITY - SAFEGUARDS
MONITORING - CORRECTION - REMEDY

\

OUTCOME PORTFOLIO
— Finance : Customers : Workforce : Operations
Innovation - Environment - Society

Learning and feedback

Figure 35.1. The integrated enterprise as an open, governed system. Note. Original conceptual synthesis informed by von
Bertalanfty (1968), Katz and Kahn (1978), Galbraith (1974), Teece (2007) and the chapter architecture of The Business Enterprise.
Arrows represent proposed analytical relations rather than empirically established effects.

35.2 INTERFUNCTIONAL DEPENDENCIES AND TRADE-OFFS

35.2.1 Marketing promise, operational capacity and customer experience

The first consequential interface joins knowledge of demand to the capacity to fulfill it. Market orientation
and customer intelligence, developed in Chapters 13-14, matter only when product specifications, operating
constraints and channel arrangements remain mutually intelligible. Pricing in Chapter 15 changes the
quantity customers demand; sales and distribution in Chapter 16 create obligations that require production,
procurement, quality and logistics competence in Chapters 17-20. A high conversion rate can thus signal a
good campaign and a harmful commitment simultaneously. At a minimum, a joint commercial-operations
decision should identify feasible demand, effective capacity, unit contribution, quality and safety thresholds,
service promises, expected rework, logistics exposure and the cash terms on which orders will be filled.

Consider the seemingly modest decision to guarantee next-day delivery to all retail clients. If production
capacity is stable but transport variability rises during a regional disruption, the promise requires either
additional inventory, a more expensive carrier, revised geography or a qualified service contract. Each option
redistributes cost and risk. The relevant management question is not whether customers like speed but what
reliable speed costs under plausible conditions, who bears that cost, and whether the firm can state its
commitment truthfully. Customer-perceived value is an important outcome; it does not extinguish worker-
safety or contractual obligations.

35.2.2 Growth, profitability, liquidity and solvency

Revenue growth, gross margin, operating profit and cash generation must be separated. Accrual revenue
may be recognized before collection, and profit may increase while more funds become committed to
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receivables and inventories. Chapters 22-25 distinguished recognition, decision costs, capital budgeting,
financing and financial-market arrangements. Their integration requires a common forecast linking
commercial volumes and credit terms, procurement lead times, operational stocks, payroll, capital investment,
taxes, debt service and cash buffers. The funding constraint is not an afterthought to a profitable strategy; it is
part of deciding whether the strategy can be executed.

For a simplified steady-state operating-cycle approximation, let DSO denote days sales outstanding, DIO
days inventory outstanding and DPO days payables outstanding. Then the cash conversion cycle is CCC = DSO
+ DIO - DPO. The metric summarizes timing, not a causal mechanism or a universal target. Aggressively
extending supplier payments may reduce the reported cycle while weakening supplier resilience or violating
contractual duties. Similarly, minimizing inventories can reduce capital employed yet increase stockouts and
emergency transport. Each choice must be evaluated against the total enterprise and the responsibilities
embedded in the relationship.

35.2.3 Automation, workforce capacity and institutional legitimacy

Chapters 9-12 and 28-29 established that technological deployment interacts with work design, learning,
organizational behavior, employment protection and information quality. A useful research contrast arises
from Noy and Zhang's (2023) controlled writing-task experiment, which identified substantial task-specific
time and quality changes, and Brynjolfsson et al.'s (2025) field evidence from customer-support operations,
which examined the rollout of Al assistance to workers. These findings support the possibility of productivity
gains under identifiable tasks and complementary work arrangements; they cannot establish that an untested
Al application in a Rwandan factory will yield the same effect. Neither model quality nor time saved is
automatically equivalent to organizational net benefit. Verification, data protection, corrections, training,
worker agency and the cost of errors must be priced into deployment decisions.

The workforce consequences also extend beyond simple headcount. Technology may reduce some task
requirements while increasing quality-control, cybersecurity, data-curation and exception-handling needs.
Empirical work by Balsmeier and Woerter (2019) demonstrates why digital change can affect occupational
groups differently. Good governance therefore requires an ex ante task inventory, consultation proportionate
to the impact, accountable human review, a viable withdrawal option and post-implementation distributional
measures. Workers should not be expected to accept responsibility for opaque automated judgments over
which they lack authority or access to correction.

35.2.4 Cost, quality, resilience and intertemporal value

The lowest immediate cost is not necessarily the lowest total cost or the most resilient configuration. ISO
9001:2026, published on 16 September 2026, retains the process-based quality-management approach while
strengthening leadership, quality culture and alignment with organizational direction (International
Organization for Standardization [ISO], 2026). Consistent processes require evidence, competence and
improvement, not merely inspection. An inexpensive input that fails more often may raise defects, injuries,
warranty claims and customer churn. A single supplier can offer scale advantages but increase disruption
exposure. Redundant stock can be wasteful in stable conditions and prudent where service interruption
would be catastrophic. The relevant measure is expected and plausible total consequence, subject to
mandatory protections, not a single purchasing or utilization ratio.

The risk-return trade-off likewise resists a universal numerical answer. Expected value requires
probability judgments that may be unsupported in unprecedented crises. ISO 31000:2018 organizes risk
assessment and treatment but does not prescribe a uniquely correct appetite for risk (ISO, 2018). Chapter 32
showed why business continuity depends on interdependent services, not separate risk registers. A return
that appears attractive in an average scenario may become unacceptable where cash, customer safety or
essential service continuity fails in credible stress conditions.
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Table 35.1. High-consequence functional interfaces and governing questions

Interface

Locally attractive decision

Hidden system exposure

THE BUSINESS ENTERPRISE | CHAPTER 35

Required joint evidence and
control

Marketing-operations

Growth-finance

Procurement-quality

Al-people-governance

Logistics-sustainability

Strategy-risk

Guarantee high service speed

Grant extended customer credit

Select lowest quoted price

Automate high-volume decisions

Optimize freight price alone

Concentrate on one lucrative
market

Capacity overload, stockouts,
misleading claims

Cash absorbed in receivables;
supplier and payroll pressure

Defects, recalls, delays, lifecycle
cost

Error propagation, unequal
impact, unclear accountability

Emissions, delays, hazardous
handling, externalized cost

Customer dependence and
correlated shocks

Demand uncertainty, effective
capacity, feasible delivery, complaint
and safety thresholds

Order contribution, DSO, funding
headroom, debt covenants and
collection triggers

Total cost, specifications, supplier
capability, independent quality
release

Task validation, worker consultation,
human override, privacy and incident
logs

Total landed cost, emissions
boundary, reliability, legal and safety
limits

Exposure limits, stress tests,
alternatives, contingency funding

Note. Original synthesis based on the specialized analyses in Chapters 6, 9-12, 13-20, 22-24 and 28-33. The entries are diagnostic possibilities,
not observed data.

35.3 ENTERPRISE CAPABILITY ARCHITECTURE

35.3.1 From isolated resources to configurations of capability

Resources are stocks of assets, rights, knowledge and relationships; capabilities are organized capacities to
put them to use. Barney's (1991) resource-based account explains how valuable and difficult-to-imitate
resources can contribute to sustained advantage, but does not fully resolve how enterprises renew their
resource configurations under rapid environmental change. Teece et al. (1997) and Teece (2007) address
sensing, seizing and reconfiguring, while Eisenhardt and Martin (2000) caution against treating dynamic
capabilities as mysterious, invariably rare attributes. Their argument directs attention to identifiable
processes, whose forms and value depend on environmental dynamism. The enterprise should therefore be
analyzed as a configuration of mutually supporting resources and decision routines rather than as a sum of
departmental budgets.

Human capability includes competence, judgment, physical and psychological safety, availability and
collective learning. Financial capability combines liquidity, access to suitable capital, disciplined allocation
and the ability to withstand delayed cash inflows. Operational capability comprises process design, quality
assurance, maintenance, sourcing, delivery and recovery. Informational capability concerns valid data
definitions, systems reliability, analytical interpretation and access appropriate to responsibility. Relational
and institutional capability includes trusted customers and suppliers, contract administration, regulatory
knowledge, community legitimacy and effective remedy. Strategic and governance capability specifies
purpose, priorities, authority, challenge, adaptation and the distribution of benefits and burdens.

The capacities are not freely interchangeable. Cash cannot immediately replace a skilled technician, and an
accurate forecast cannot recover a shipment delayed by a collapsed corridor. Nor are capabilities
automatically beneficial: a firm may be highly capable at predatory pricing, regulatory evasion or intrusive
surveillance. An evaluation of capability must therefore join functional adequacy to legitimate purpose and
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acceptable consequences. This distinction prevents technical efficiency from becoming the sole criterion of
enterprise success.

35.3.2 Capability complementarity and sequencing

Let ¢; and (; denote measured capabilities, with V a suitably defined enterprise value criterion.
Complementarity is suggested where the cross-partial 3*V/dC;dC; > 0 under stated assumptions. In ordinary
language, investment in one capability increases the incremental value of investing in another. The derivative
is a theoretical definition, not a quantity established by the chapter. A firm introducing electronic inventory
records may obtain little benefit if staff lack reliable stock-taking routines; staff training without usable
records also has limited effect. Introducing records, basic controls and training together may produce more
reliable decisions than the sum of either investment alone. It may also require more management time and
create short-run disruption. The hypothesis therefore concerns a conditional complementarity, not a
universal implementation instruction.

Sequence matters because managers face finite cash, training capacity and organizational attention. In
data-poor enterprises, stabilizing source records may logically precede advanced predictive analytics. In
enterprises exposed to critical safety risks, competent incident reporting and maintenance may take
precedence over market expansion. In larger firms, interoperability and delegated authority may be the main
constraint. A practical diagnosis asks which capability currently restricts the system's performance, what
complementary assets are absent, whether the improvement is affordable, and what evidence would
disconfirm the proposed sequence.

The economic value of complementary investment depends on sequencing and reversibility. If data quality
is poor, spending immediately on predictive software can create a more expensive mechanism for producing
unreliable decisions; the economically relevant alternative may be to improve transaction identifiers, physical
counts and exception controls first. Conversely, improving records can have limited value if senior managers
continue rewarding sales that cannot be collected. Investment appraisal should therefore compare coherent
bundles, include transition costs and identify the option value of delaying an irreversible technology
commitment. Milgrom and Roberts (1995) offer the formal insight that coherent combinations can
outperform piecemeal adoption, but their complementarity results do not resolve whose interests the
combination serves. An internally consistent system of surveillance, for example, can still be socially harmful.

35.3.3 Capability maturity without misleading universal rankings

Maturity models can guide discussion but often convey unwarranted precision. A five-level rating of
integration is a managerial rubric, not an interval-scale observation of organizational quality. Different raters
may apply the scale inconsistently, and a large enterprise's sophisticated controls may not be appropriate for
a microenterprise. This chapter therefore recommends profiling capabilities separately, recording evidence,
identifying minimum safeguards and avoiding a single universal integration score. When aggregation is used
for an educational exercise, its weights, noncompensable thresholds and sensitivity must be disclosed. A high
score for technological sophistication cannot offset unlawful labor practices, dangerous products or an
inability to meet essential financial obligations.

Table 35.2. Enterprise capability audit: proposed qualitative anchors

Capability domain Diagnostic question Illustrative evidence Principal failure warning

Can staff explain who is served
Strategic direction and which promises take

priority?

Approved choices, declined Growth pursued without feasible
opportunities, decision records commitments
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Capability domain Diagnostic question Illustrative evidence Principal failure warning
. Can authorized workers perform  Skills matrix, training transfer, Knowledge concentrated in one

People and learning i . o :

and correct critical tasks safely? grievances, incident trends person; silent overload

. . Can commitments be financed Rolling cash forecast, covenant Profit increases while cash needs

Capital and liquidity . . .

through plausible stress? headroom, collections exceed funding

. . Are process specifications and Flow map, reliable yield, on-time- Rework and emergency procurement

Operations and quality . ) . . . .

capacity evidence trustworthy? in-full, corrective actions normalized

. Do users share defined and Data dictionary, access log, Conflicting customer, inventory and

Information . . e . . .

reconcilable transaction records?  reconciliation exceptions financial values

Are supplier, customer and

. N . Contracts, approvals, due Hidden dependencies and
Relational and institutional  regulatory claims documented . . .
diligence, remedy files unmanaged grievances
and contestable?
. Who can authorize, challenge, Delegation matrix, board review, Responsibility without authority or
Governance and ethics L. . . .
stop and remedy a decision? escalation and protections scrutiny

Note. Original diagnostic instrument. Indicators are suggested evidence classes; no psychometric reliability or predictive validity is asserted.

35.4 RESPONSIBLE ENTERPRISE PERFORMANCE: WHAT COUNTS AS SUCCESS?

35.4.1 Performance as a plural, time-dependent construct

Organizational performance is frequently treated as if it were a single observable fact. In reality, it is a
family of constructs whose meaning depends on whose interests are assessed, the temporal horizon, the
organizational purpose and the decision at issue. Richard et al. (2009) distinguish important dimensions of
organizational performance and warn against using convenient financial indicators as though they exhausted
the construct. Kaplan and Norton's (1992) balanced-scorecard argument likewise challenged exclusive
reliance on retrospective financial measures and connected customer, internal-process and learning
perspectives to economic results. These approaches improved the vocabulary of integration, but a scorecard is
not a proof that its presumed causal chains are correct; strategy maps contain hypotheses that need evidence,
and attractive targets can induce manipulation.

Seven analytically distinct outcome families are appropriate for this book. Financial outcomes concern
operating contribution, liquidity, solvency, return on appropriately measured capital and the capacity to
sustain obligations. Customer outcomes concern truthful promises, reliability, safety, access, satisfaction and
remedies. Workforce outcomes concern safe work, fair treatment, meaningful employee voice, capability
development, retention and remuneration. Operational outcomes concern quality-adjusted throughput,
delivery dependability, productivity, resource efficiency and recovery. Innovation outcomes concern
demonstrable learning, improved products and processes, and the responsible diffusion of new capabilities.
Environmental outcomes concern physical energy, material and water use, waste, emissions and ecological
exposure within specified boundaries. Societal outcomes concern lawful conduct, fair contracting,
accessibility, tax and public obligations, community impacts and the distribution of harms and benefits.

No single family can be assumed to cause the others. Employee satisfaction may coexist with low financial
viability; strong earnings may coincide with unsafe products; low measured emissions intensity may
accompany rising absolute emissions when volumes expand. Financial statements, environmental
measurements and welfare assessments also use different units, system boundaries and causal assumptions. A
responsible performance account therefore reports a portfolio of relevant outcomes, their trade-offs and the
constraints that should not be exchanged for marginal gains elsewhere. The purpose of multiple measures is
not to manufacture an all-purpose ranking, but to make disagreement and omitted consequences visible.
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35.4.2 Value creation, capture, distribution and accountability

An enterprise creates economic value when its activities generate benefits exceeding their opportunity
costs; it captures financial value through exchange and contractual arrangements; it distributes benefits and
burdens through wages, prices, returns, taxes, supplier terms and external impacts. The four activities should
be distinguished. A dominant buyer can capture financial returns by shifting inventory risk to suppliers
without increasing the system's total productivity. An enterprise can deliver customer convenience while
externalizing pollution. An innovative cooperative may provide substantial member benefits that are not fully
represented by conventional shareholder return. Stakeholder theory provides a descriptive and normative
vocabulary for these plural claims, but Donaldson and Preston (1995) rightly distinguish its empirical,
instrumental and normative propositions. A defensible moral obligation does not become a verified
profitability effect merely because it appears in the same framework.

The Integrated Reporting Framework recognizes interdependent financial, manufactured, intellectual,
human, social-and-relationship and natural capitals, with emphasis on value creation over multiple horizons
(IFRS Foundation, 2021). Its language is useful for making dependencies explicit, but a capital metaphor does
not imply that every human or ecological loss is quantifiable, compensable or owned by a corporation. IFRS S1
addresses information about sustainability-related risks and opportunities that could affect enterprise
prospects; this investor-oriented materiality is analytically distinct from wider impact materiality or a
complete ethical appraisal (IFRS Foundation, 2023). The applicable reporting obligations depend on
jurisdiction, enterprise type and the adoption or endorsement of relevant standards; an international
reporting publication is not automatically binding law in Rwanda.

The question of corporate purpose remains contested. Jensen (2002) argues that managerial choices
require a coherent objective function and proposes long-run value creation as a guiding criterion,
incorporating stakeholder relations instrumentally. This position has an important discipline: management
cannot claim success merely by adding favorable scores to a dashboard with no account of trade-offs. Its
limitation is equally important. Long-run firm value cannot, by itself, establish which losses are legally
prohibited or morally unacceptable, nor does a price exist for every injury, exclusion or ecological
consequence. Donaldson and Preston's (1995) normative account treats some stakeholder claims as
possessing standing independent of their effect on shareholder returns. For this chapter, the appropriate
synthesis is a constrained, plural evaluation: establish non-negotiable duties and acceptable downside
exposures, compare economically feasible alternatives transparently, and report irreducibly different
consequences rather than disguising them within a single weighted index.

This reasoning has practical force in environments with unequal contracting power. A firm may improve
accounts receivable by compelling suppliers to extend credit or may raise operating margins through
uncompensated overtime. In both situations the enterprise's private accounts can improve while another
actor absorbs risk. A responsible evaluation therefore follows major commitments beyond the reporting
boundary, identifies the incidence of costs and benefits, and distinguishes the legal entitlement to make a
decision from its distributive justification. Financial survival remains necessary for most enterprises, but the
measurement of survival does not settle every question of legitimacy.

35.4.3 Time, attribution and the measurement paradox

Enterprise outcomes unfold at different speeds. Cutting maintenance expenditure immediately improves
reported cost while its consequences for reliability may appear months later. The financial benefits of training
may be uncertain and delayed; the harm from an inaccurate digital recommendation can be immediate and
difficult to reverse. The performance question must therefore define both a baseline and an evaluation
horizon. Comparisons should account for changes in product mix, inflation, exchange rates, customer
concentration, workforce size, capital intensity and business-cycle conditions. A high return after a price
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shock does not necessarily show that integration has improved; a temporary profit reduction following a
safety investment does not necessarily show deterioration.

Targets also change behavior. When management evaluates only production volume, rejected units may be
counted as output; when collection days alone are rewarded, staff may exclude difficult accounts from
reporting; when an Al tool is judged only by processing speed, error review may be neglected. Eccles (1991)
and Neely et al. (1995) emphasized the organizational design of measurement rather than the mere
accumulation of metrics. Effective measurement consequently needs documented definitions, independent
checks, employee and customer channels for disputing classifications, and periodic retirement of measures
that no longer represent the intended outcome.

Table 35.3. Multidimensional enterprise performance dictionary

Dimension and indicator

Operational definition and frequency

Interpretive caution and control

Financial: operating margin

Financial: liquidity headroom

Customer: on-time-in-full (OTIF)

Customer: justified complaint rate

Workforce: safety incident rate

Workforce: fair-remedy
timeliness

Operations: first-pass yield

Innovation: verified adoption
outcome

Environment: absolute material
waste

Society: verified remedy
completion

Operating profit / net revenue, monthly or
quarterly

Available committed cash and facilities less
required near-term payments, weekly

Orders meeting agreed delivery time and
full quantity / eligible orders, weekly

Substantiated complaints / relevant
delivered orders, monthly

Defined recordable events per specified
work-hour exposure, monthly/quarterly

Valid grievances addressed within stated
process standard / eligible grievances

Conforming units without rework / units
entering process

Improvement in predefined quality, cost or
service outcome against appropriate
comparator

Mass of specified waste streams per period;
add intensity as separate metric

Material complaints with implemented and
independently checked corrective action /
qualifying complaints

Accrual basis; separate one-off items, cash and
taxes

Verify facility terms, restricted cash, covenant
triggers

Freeze promised dates; identify exclusions and
denominator

Reporting channels and case-mix influence the
numerator

Underreporting and definitions can distort trends

Do not infer fairness from closure speed alone

Sampling, process mix and specification changes
matter

Counts of patents, Al licences or pilots are not
benefits

Boundary, disposal evidence and growth may
reverse intensity trends

A zero-complaint count may signal fear or poor
accessibility

Note. Original measurement dictionary informed by Kaplan and Norton (1992), Neely et al. (1995), Richard et al. (2009), IFRS Foundation (2021,
2023),1S0 (2026) and OECD (2023). The proposed indicators require local legal, technical and sectoral adaptation; no universal benchmark is

asserted.

35.5 INTEGRATION MECHANISMS: FROM SHARED INTENT TO COORDINATED ACTION

35.5.1 Shared priorities, decision rights and lateral coordination

The purpose of integration mechanisms is to make interdependencies governable at reasonable cost.
Shared enterprise objectives establish why functions should cooperate; responsibility arrangements establish
who may decide; and lateral structures establish how conflicts are surfaced before commitments become
irreversible. The choice of mechanisms should follow the level of task uncertainty and interdependence rather
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than fashion. A microenterprise may use one reconciled weekly order-and-cash sheet and a standing meeting
involving the owner, sales, production and finance. A larger manufacturer may require formal sales and
operations planning, delegated authorities, an enterprise data dictionary, project and risk committees, and
independent assurance. A multinational network may require legal-entity and regional controls that differ
markedly from local operating units. These arrangements create costs of their own, and excessive committees
can conceal responsibility rather than improve coordination (Galbraith, 1974; Lawrence & Lorsch, 1967).

A cross-functional forum becomes useful only when its remit is specific. A weekly order-to-cash review
can reconcile firm orders, available-to-promise stock, shipment reliability, receivable aging, service exceptions
and cash needs. A procure-to-pay review can address specification changes, supplier concentration, quality
release, disputes, payment timing and ethical sourcing. A people-and-technology review can examine the
effects of workflow redesign, workforce capability, data access, grievances and algorithmic incidents. A risk-
and-capital review can reconcile short-term cash forecasts with investment selection, service continuity and
the extent of risk that owners and affected stakeholders can bear. Meeting frequency should reflect decision
speed: daily for a dangerous quality failure, weekly for variable fulfillment, monthly for performance trends
and less frequently for stable strategic assumptions.

35.5.2 Enterprise architecture and the integrity of information

Information integration is not synonymous with purchasing an enterprise resource planning system. A
credible architecture specifies events, owners, common identifiers, source records, validation rules,
reconciliation procedures, permissions, retention periods and correction mechanisms. The order number
connecting customer commitment, production batch, invoice, receipt and complaint is a simple but
consequential device: without it, different teams may report incompatible versions of the same transaction.
System integration can reduce re-entry and improve traceability, but it can also accelerate the spread of
errors and create a single point of technical failure. The data architecture therefore needs exception
ownership, manual fallbacks and access proportionate to legitimate duties.

The same principles apply to Al deployment. A model can generate an apparently precise forecast while
drawing on unverified historical orders, omitted returns or changed customer terms. An integration
procedure should establish the business question, responsible human owner, data lineage, accepted error
tolerances, prohibited uses, documented overrides, review cycle and withdrawal thresholds. Rwanda's
National Al Policy articulates a national ambition for responsible and inclusive Al; it does not establish that
any particular enterprise tool is effective or lawful in every application (Ministry of Information
Communication Technology and Innovation [MINICT], 2023). Functional experts remain necessary to judge
product safety, financial assumptions, workforce implications and customer rights.

35.5.3 Planning, control and organizational learning

Integrated planning aligns forecasts and resources across time horizons. A rolling monthly plan might
connect a 12-month demand outlook to procurement and production commitments, a 13-week cash forecast,
a workforce availability schedule and a quarterly risk review. The numbers should reconcile: sales volume
must correspond to production feasibility; procurement quantities to yield and inventories; payment terms to
receivables and payables; capital expenditure to financing; and service promises to environmental and human
constraints. Distinct scenarios should be retained rather than replacing uncertainty with a single optimistic
forecast.

A useful decision record states the proposed commitment, its owner, supporting evidence, rejected
alternatives, adverse-case exposure, legal and ethical constraints, dissenting views, review date and explicit
stop conditions. This is more demanding than recording that a committee approved a project. Corrective
action must follow observed discrepancies: changes in demand, defects, worker injury, cash headroom or
supplier reliability should have designated escalations and authorized responses. Learning is organizational
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when it changes the routines and decision permissions that produced a failure, not merely when a report is
circulated. March's (1991) exploration-exploitation tension and O'Reilly and Tushman's (2013) ambidexterity
literature show why maintaining current reliability and experimenting with new configurations require
different, potentially competing, control arrangements.

35.5.4 Governance, stakeholder voice and legitimate constraints

Oversight addresses who may authorize risk, who receives accurate evidence, who challenges decisions
and who can secure remedy. Senior management must identify material system dependencies; boards or
equivalent governing bodies must examine concentrations, incentives and unresolved exceptions; and
operational personnel must have safe channels for raising problems. Procurement fairness, human rights,
truthful communication and environmental duties should not be presented as optional scorecard items that
can always be offset by revenue. The OECD's 2023 responsible-business guidelines provide internationally
recognized recommendations, including due diligence regarding labor, environment, consumer interests and
technology; they are not themselves a substitute for applicable Rwandan law or sector requirements (OECD,
2023). Chapter 33 offers the book's general normative architecture; Chapter 34 separately develops an
explicitly scriptural approach. Here ethical accountability is an operational property of cross-functional
decision-making accessible to both confessional and nonconfessional readers.

Figure 35.2 depicts the operational integration cycle. Its value lies not in assuming harmonious interests
but in requiring visible exceptions, independent correction and continuous testing of decisions.

CROSS-FUNCTIONAL COMMITMENT-TO-LEARNING CYCLE

> 1 Define need Al 2 Verify demand, | 3 Test liquidity,
and promise capacity and data risk and rights
| 6 Remedy and | 5 Monitor delivery 4 Authorize
revise routines and exceptions responsible choice

Independent challenge - Documented exceptions - Revised evidence - Stop conditions

Figure 35.2. The cross-functional commitment-to-learning cycle. Note. Original decision-process design informed by Galbraith
(1974), Neely et al. (1995), ISO (2018, 2026) and OECD (2023). Each gate represents a responsibility and evidence requirement, not a
claim of certification.

The operational design should make exceptional cases as visible as routine transactions. When a customer
order exceeds agreed credit limits, production capacity or a product-safety requirement, responsibility cannot
be inferred from an organizational chart. A controlled order-acceptance gate needs an identified owner for the
commercial promise, an independent owner for product and safety release, a finance authority for exposure,
and a route for reconciling disagreements. Evidence should record when the exception arose, which
alternative was considered, who approved a departure from routine, and which downstream functions were
notified. In small enterprises these responsibilities may be carried out by only two or three people, provided
incompatible checks are credibly separated or compensated for. The critical design principle is traceable
authority proportionate to consequence, not procedural complexity for its own sake.
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An integration forum must also be judged by its counterfactual value. It consumes scarce skilled time; its
decisions may delay customer responses or override useful local knowledge. Management should therefore
compare preventable exception losses, coordination time, rework, customer remedies and observed
responsiveness before and after implementation, while allowing for demand and staffing changes. A meeting
that produces impressive minutes but cannot alter a purchase authorization or correct a harmful promise is
not a functioning control. Equally, a dashboard that becomes materially more complete after a new reporting
requirement may reflect better detection rather than deteriorating underlying performance.

35.6 A PROPOSED INTEGRATED ENTERPRISE PERFORMANCE FRAMEWORK

35.6.1 Constructs, mechanisms and propositions of the framework

The Integrated Responsible Enterprise Performance (IREP) framework proposed here has five
construct groups. The context group covers market volatility, regulation, institutional reliability, sectoral
technology, ecology, size and stakeholder power. The capability configuration comprises the six domains
described in Section 35.3. The integration mechanisms include compatible purposes, interfaces, shared data,
delegated decisions, planning and challenge. The enacted coordination construct refers to observable
alignment between cross-functional commitments and subsequent actions, including how quickly
discrepancies are corrected. The outcome portfolio comprises the seven performance dimensions described
in Section 35.4. Feedback from outcomes and contested experiences modifies subsequent capabilities and
decisions. This is an analytical ordering, not a declaration that contexts act only through the arrows shown.

The proposed theoretical mechanism is conditional complementarity under accountable coordination.
Capabilities become productive not simply through possession but through their fit to interdependent tasks.
Integration may reduce avoidable handoff errors, delay and duplicated effort while improving foresight; under
some conditions, however, it may increase bureaucracy, reduce experimentation or spread common-mode
mistakes. The framework consequently predicts no universal positive coefficient for integration. Its
theoretically defensible expectation is that well-matched coordination mechanisms are more likely to support
specified outcomes where actual interdependence and uncertainty warrant their costs, and where minimum
rights and viability constraints are maintained.

The framework extends the book's foundational enterprise-system map in four limited ways. First, it
separates capability availability from actual coordination, preventing resource possession from being
confused with performance. Second, it identifies context and organizational type as potential moderators
rather than treating enterprises as institutionally interchangeable. Third, it treats stakeholder and
environmental outcomes as co-relevant but not automatically commensurable with monetary returns. Fourth,
it specifies rival causal explanations and possible disconfirmation criteria. These extensions are proposed
conceptual contributions and should not be represented as newly validated discoveries.
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CONTEXT AND MODERATORS
Rules - Size - Markets - Infrastructure - Ecology

v v v
CAPABILITIES COORDINATION DESIGN ENACTED ALIGNMENT
People - capital - process Shared aims - data - plans Compatible promises
Information - relationships Authority - safeguards Detected discrepancies
Strategy : governance Challenge - remedy Timely correction

¢

SEVEN OUTCOME FAMILIES
Finance - Customers - Workforce - Operations
Innovation - Environment - Society

Proposed relations for empirical evaluation; no path coefficients have been estimated

Figure 35.3. Integrated Responsible Enterprise Performance (IREP) framework: proposed relations and feedback. Note.
Original, unvalidated conceptual synthesis drawing on Katz and Kahn (1978), Barney (1991), Milgrom and Roberts (1995), Donaldson
and Preston (1995), Dyer and Singh (1998), Teece (2007), Richard et al. (2009) and IFRS Foundation (2021). Solid arrows indicate
theorized primary relations; return arrows indicate learning; context is a proposed moderator. No path coefficient has been estimated.

A particular difficulty arises when the six capability domains are treated as interchangeable components of
one maturity index. Theoretical complementarity implies interactions, while composite indices often assume
additive compensation. A high score in digital readiness cannot legitimately cancel the absence of solvent
financing, just as strong customer satisfaction cannot neutralize unsafe production. For exploratory research,
a configurational approach could classify combinations that jointly meet defined viability and rights
thresholds, without claiming that every combination has identical causal status. Necessary-condition
reasoning would examine whether a minimum capability is present whenever a specified outcome occurs;
sufficient-condition reasoning would test whether a particular bundle reliably precedes that outcome in the
relevant population. Neither can be inferred from an attractive conceptual diagram or one instructive case.

35.6.2 A formal representation and its limits

For organization i, time t and outcome domain k, one possible empirical specification is:
Y(i,t+h,Kk) = (k) + B(K)-A(i,t) + y(k)-C(i,t) + 8(K)-[A(i,t) x C(i,t)] + O(K)-E(i,t) + pn(i) + T(t) + £(i,t k).

Here Y is an explicitly defined performance outcome measured after horizon h; A is an independently
operationalized index or vector of enacted cross-functional alignment; C denotes relevant capability
measures; E represents observed environmental conditions; p is an organization-specific effect; T is a time
effect; and € captures omitted influences and measurement error. The interaction term represents a possible
complementarity between coordination and capability, not an assumed positive effect. If capability is
multidimensional, aggregation must be theoretically defended; a vector or multilevel model may be
preferable. Observational estimation of the coefficients would not automatically identify causality because
successful firms can afford more integration, while anticipated difficulties can cause firms to reorganize
before outcomes deteriorate.

A richer causal account must also consider simultaneity, learning lags, network dependence and nonlinear
thresholds. For instance, a liquidity crisis might emerge only when receivables and inventory jointly exceed a
financing limit; average-effect regression can conceal that threshold. A legal prohibition or worker-safety floor
should be modeled as a constraint on feasible action rather than just a negative weight in an otherwise
compensable objective. Where effects differ across customer, employee and environmental domains, the
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researcher must define the decision perspective and report the distribution of changes instead of declaring a
single winning strategy.

35.6.3 Rival explanations and theoretical contestability

Four rival accounts must be considered before attributing performance to integration. Selection suggests
that financially stronger enterprises purchase better systems and recruit professional managers, producing an
apparent integration premium. Managerial quality suggests that a common unobserved leadership factor
drives both coordination and outcomes. Institutional advantage suggests that connectivity, reliable
contracts, market access or regulatory treatment explain both measured integration and performance.
Market power suggests that successful enterprises profit from favorable bargaining positions even without
superior coordination, possibly at stakeholder expense. These explanations are not minor controls: they
challenge the mechanism and require stronger design than a cross-sectional comparison of self-reported
maturity scores.

Table 35.4. Rival theoretical lenses and what would disconfirm them

Lens and principal
sources

Important limitation or
disconfirmation test

Main mechanism proposed Distinctive strength

Open-system theory: von

Bertalanffy (1968); Katz Inputs, transformations, feedback Reveals boundary conditions and Too general without specified

and environment recursive effects testable processes
and Kahn (1978) p
Information processing: N . . . Lo -
) p 5 Match coordination capacity to Explains why lateral integrationis  Coordination costs may exceed
Galbraith (1974); Lawrence . . . . . .
uncertainty and differentiation sometimes valuable avoided uncertainty losses
and Lorsch (1967)
Resource and dynamic ) . . .
e Configure and renew valuable Connects strategic adaptation to Ex post success can be mistaken for
capabilities: Barney (1991); resources organizational routines roof of capability
Teece (2007) 5 P P
Complementarities: . ) S . . .
. Joint practices generate Predicts interactions and Interactions may be absent, negative
Milgrom and Roberts . . . . -
(1995) enhanced marginal returns implementation bundles or industry-specific
Relational view: Dyer and Partner-specific investments, Recognizes value beyond firm Power asymmetry and dependence
Singh (1998) joint routines and governance boundaries may negate shared gains
Stakeholder and
erformance theory: . o . e . 5 .
p y Multiple legitimate claims and Makes value distribution and Normative validity does not itself
Donaldson and Preston L . . . .
multidimensional results measurement visible prove instrumental gains

(1995); Richard et al.
(2009)

Note. The comparisons are interpretive; the table does not treat these traditions as mutually exclusive or imply a comprehensive literature
search.

35.7 OPERATIONALIZING THE FRAMEWORK: DATA, VALIDITY AND INFERENCE

35.7.1 Units of analysis, construct specification and data architecture

A credible validation study begins by stating what is being measured and at what level. Functional
alignment may be measured at the process or enterprise level; working-capital outcomes belong to a legal or
operating entity; employee experience is observed at the person or team level; supply-chain disruptions may
require network-level observation. Aggregating team reports to a company score requires justification for
within-firm agreement and between-firm discrimination. A survey of owner-managers may indicate perceived
integration, but cannot independently demonstrate actual reconciliation of orders, inventory, invoices and
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collections. Documentary traces can provide stronger process evidence, although they are vulnerable to
missing records and deliberate data selection.

An operational measure of alignment could be based on the proportion of orders for which an agreed
service specification, capacity confirmation, inventory commitment, price, credit authorization and dispatch
document were linked before acceptance. A related measure of corrective responsiveness could record the
proportion of materially discrepant commitments for which an authorized decision and documented remedy
occurred within a predefined interval. Neither is a validated scale. The researcher must predefine the event,
denominator, materiality threshold, exclusions, audit rules and expected direction of association. Otherwise,
the enterprise may improve its reported alignment simply by reclassifying difficult orders.

Table 35.5. Proposed IREP construct-to-indicator operationalization register

Threat to validity / planned

Candidate indicator
safeguard

Construct

Data source and grain

Linked order, capacity, stock,

Cross-functional alignment

Information reliability

Financial capability

Workforce capability

Operational reliability

Governance and remedy

Sustainability

Outcome portfolio

Fully reconciled order
commitments / eligible orders

Reconciliation exceptions per
1,000 transactions

Liquidity headroom under a 13-
weeKk stress

Critical tasks performed by
qualified, available staff

OTIF and first-pass yield on
defined populations

Material exceptions resolved
with verified remediation

Absolute emissions or material
waste by stated boundary

Separate financial, customer,
people, ecological and societal
series

credit and invoice records; order
level

ERP/ledger logs; transaction level

Bank statements, covenants, cash
model; weekly

Skill/authorization and scheduling
register; role level

Dispatch and quality records;
order/batch level

Escalation, grievance and board
records; incident level

Metering, procurement, waste
records; period/site

Multiple primary administrative
and secondary contextual sources

Missing IDs or post hoc completion;
timestamp and audit trail

Unlogged manual changes; sample
verification

Forecast optimism; backward test
and bank reconciliation

Certification does not equal
competence; direct assessment

Selection and shifting specifications;
frozen rules

Suppressed complaints; accessible
independent reporting

Boundary changes; independent
reconciliation

False commensuration; report
dimensions separately

Note. Proposed measurement specifications; local legal duties and existing validated instruments should determine final choices. None of the

indicators has been psychometrically validated by this chapter.

Measurement validity must be distinguished from administrative completeness. The proportion of orders
that carry six electronic approvals is a potentially useful measure of recorded conformity, but the approvals
may be entered after the decision, copied automatically, or supplied without substantive review. Timestamp
consistency, sampled source-document comparison and independent exception interviews would test
whether the proposed indicator reflects enacted coordination rather than ceremonial compliance. Likewise, a
workforce capability register can record completed training without establishing task competence. Construct
validity requires converging but genuinely independent traces, such as observed safe task execution,
corrected errors and the ability of authorized staff to challenge a flawed instruction.

The researcher should also determine whether the relevant construct is reflective or formative. A reflective
model assumes observed items are manifestations of a common latent variable and ordinarily invites internal-
consistency testing. A formative model treats distinct components, such as cash headroom, documented
decision rights and source-data integrity, as contributors to a composite whose omission changes the meaning
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of the construct. Combining them and reporting Cronbach's alpha without a defensible measurement model
would be a category error. The framework provisionally treats enterprise capabilities as substantively distinct
domains, with no claim that they form a unidimensional psychological scale.

35.7.2 Rwanda as an empirical context and its denominator problem

The National Institute of Statistics of Rwanda's Integrated Business Enterprise Survey for 2024 reports
approximately 278,060 business enterprises and an informality rate of at least 87% in its defined non-
agricultural enterprise universe. Its published findings include that 62.6% of surveyed manufacturing
enterprises reported not using full capacity, and they identify financing and specialized-skills constraints
across formal and informal groups (National Institute of Statistics of Rwanda [NISR], 2026b). These facts
make the institutional plausibility of sophisticated integration systems a genuine research question. They do
not mean that 87% of all economic actors in Rwanda are informally employed, that every informal enterprise
lacks records, or that capacity underutilization is caused by poor functional integration. The survey's frame,
definitions and respondent-level measures must govern inference.

The August 2026 Labour Force Survey reports a 15.6% unemployment rate and a 54.0% employment-
to-population ratio for its specified reference population (NISR, 2026a). These figures speak to labor-market
conditions and potential workforce vulnerability; they are neither firm-level training measures nor direct
estimates of enterprise capability. Rwanda's FinScope 2024 survey reports 96% financial inclusion among
the surveyed adult population (aged 16 and above), but that demand-side household/adult measure
cannot establish that a representative manufacturing firm can obtain affordable working-capital credit or that
mobile payments are integrated with its accounting systems (NISR, 2024). Mixing these denominators would
manufacture an unwarranted story of enterprise readiness. The appropriate scholarly move is to connect
national context to hypotheses about firms while separately collecting or identifying firm-level evidence that
could test those hypotheses.

The 2023 World Bank Enterprise Surveys Rwanda country profile offers a complementary establishment-
oriented source, but enterprise-survey samples usually differ in eligibility and economic coverage from
integrated national business censuses or surveys (World Bank, 2024a). Before comparing rates, researchers
must reconcile sampling frames, sector eligibility, formal status, firm size, reference year, survey weights and
variable definitions. With repeated cross sections, changing sample composition may imitate progress; with
administrative panels, firms that close or remain informal may be systematically missing. Both forms of bias
are particularly consequential when resilience and responsible performance are the phenomena of interest.

35.7.3 Evidence hierarchy and a replicable secondary-data protocol

For a Rwanda-centred empirical study, the preferred sequence is to define the decision and estimand,
prepare a dated data-source register, evaluate the unit and denominator, extract exact definitions and
collection periods, construct a reproducible codebook, reconcile overlaps, report missingness and sample
restrictions, conduct a transparent descriptive analysis, and then select an identification strategy
proportionate to the claim. Official statistics can describe sectoral conditions; company documents can
illustrate operations; suitably designed longitudinal or experimental analyses may support stronger inference.
Publication-quality transparency also requires documenting negative findings, uncertainty intervals,
assumption changes and evidence that contradicts preferred explanations.

The minimum source register should contain institutional author, report title and version, reporting
period, extraction date, sampling unit, sampling coverage, indicator definition, denominator, table or page
reference, transformation formula, license and identified limitations. Researchers should retain archived data
and code where permissions allow; confidential employee, customer and firm records require lawful access
and proportionate anonymization. Data triangulation is useful only where measurements are sufficiently
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independent. Three dashboards built from one flawed sales ledger do not constitute three independent
sources of evidence.

The current synthesis was deliberately selective. It sought explanatory coverage across organizational
systems, capabilities, performance and responsible-business scholarship rather than estimating a pooled
effect. A genuinely reproducible future literature review would require a preregistered protocol stating
databases, complete query strings, date ranges, language restrictions, inclusion and exclusion rules, screening
decisions, quality-appraisal criteria and a source-level extraction sheet. Because those procedures were not
undertaken for this chapter, the present work does not claim systematic-review completeness or absence of
publication bias. Its methodological contribution lies in explicit construct definitions, rival mechanisms, an
auditable hypothetical case and testable propositions, all of which can be strengthened or rejected by later
evidence.

For any secondary-data replication, the source record should preserve the downloaded file and version,
the reporting period rather than merely the web publication date, units and survey weights, original variable
labels, formulas, adjustments and excluded cases. If only published aggregates are available, ecological
inferences must be avoided; if microdata are licensed or restricted, the published replication package should
disclose access conditions and supply nonconfidential code and metadata where permitted. Sensitivity results
need to report denominator changes, measurement error assumptions, influential observations and plausible
alternative model specifications, rather than present one preferred coefficient as definitive.

35.7.4 Identification, robustness and ethical research practice

A cross-sectional regression of integration maturity on profit is especially vulnerable to reverse causality.
More informative designs may combine repeated firm observations with firm and period effects, exploit
phased implementation where rollouts are plausibly exogenous, use difference-in-differences when parallel
trends can be examined, or conduct randomized encouragement or rollout experiments when operationally
and ethically feasible. An interrupted time series might help detect system changes, but concurrent shocks to
demand, management or regulatory conditions must be addressed. Process tracing and comparative case
analysis can investigate mechanisms when large samples are impractical; such methods still require
systematic source criticism, attention to negative evidence and alternative explanations. No single method
eliminates all confounding.

Researchers should specify which performance dimensions may worsen even if aggregate profit improves.
They should also protect participants from managerial retaliation for documenting deficiencies, avoid
interpreting a zero reported injury or grievance count as proof of safety, and separate independent evaluation
from compensation-linked reporting. Where a proposed intervention materially affects workers, customers or
suppliers, the design of measurement is itself part of responsible governance. These safeguards are not
peripheral to causal identification; suppressed or strategically redefined observations corrupt both the ethical
purpose and the scientific validity of inquiry.

35.8 STRATEGIC SCENARIOS, STRESS TESTING AND A RWANDAN CAPSTONE AUDIT

35.8.1 Why the capstone must examine a connected decision

The following case is wholly hypothetical. Imena Foods and Distribution Ltd is an invented Kigali-based
packaged-food processor and distributor, not a registered firm, an interviewed participant or a disguised
description of an actual company. All volumes, prices, costs, payment periods, product-quality indicators and
managerial actions are pedagogical assumptions. The case is situated in Rwanda because the IBES 2024
evidence identifies real constraints involving informality, finance, operating capacity and specialized skills
(NISR, 2026b), not because those national observations establish the firm's imagined results. The purpose is
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to audit the compatibility of decisions using precisely disclosed figures; it does not estimate the causal effect
of integrated management.

Imena sells a standard packaged product to retailers, including customers outside central Kigali. Its current
operational plan reports 12,000 invoiced and delivered units a month at RWF 5,000 each. Variable operating
cost is RWF 3,300 per unit and fixed operating cost is RWF 14 million monthly. In this simplified exercise, all
production is sold within the period and the variable cost is treated as the cash-relevant cost base for
approximating inventory and trade payables. There are no returns, inventory write-downs, depreciation
differences, taxes, foreign exchange movements or nontrade current assets and liabilities in the initial profit-
and-working-capital bridge. These exclusions simplify the teaching model; they would have to be added
before any real lending or investment decision.

Baseline operating result: sales = 12,000 x RWF 5,000 = RWF 60.00 million; variable cost = 12,000 x
RWF 3,300 = RWF 39.60 million; contribution = RWF 20.40 million; less monthly fixed operating cost of
RWF 14.00 million yields RWF 6.40 million operating profit. The simplified operating margin is 10.67%.
With a 30-day modeling month, DSO of 42 days, DIO of 35 days and DPO of 20 days, baseline CCC = 57 days.
Approximate operating receivables are 60.00 x 42 / 30 = RWF 84.00 million; inventory is 39.60 x 35 / 30 =
RWF 46.20 million; and trade payables are 39.60 x 20 / 30 = RWF 26.40 million. Net operating working
capital (receivables + inventory — payables) is thus RWF 103.80 million. This is an illustrative steady-state
stock approximation, not cash generated in one month or a full balance-sheet valuation.

35.8.2 Three managerial alternatives: operational profit is not enough

Alternative A, unchanged operations, is the baseline. Alternative B, sales-led expansion, accepts the
retailer's offer, raising delivered volume to 14,000 units at the same unit price and variable cost. Fixed
operating costs rise to RWF 16 million. The retailer requires 60 days' settlement, and a more dispersed supply
arrangement raises inventory holding to 45 days, while payables remain at 20 days. Alternative B produces
sales of RWF 70.00 million, contribution of RWF 23.80 million and operating profit of RWF 7.80 million.
On operating profit alone, B appears superior by RWF 1.40 million per month.

The liquidity result changes the assessment. Trade receivables would be 70.00 x 60 / 30 = RWF 140.00
million; inventory would be 46.20 x 45 / 30 = RWF 69.30 million; trade payables would be 46.20 x 20 / 30 =
RWF 30.80 million. Net operating working capital would rise to RWF 178.50 million, an additional RWF
74.70 million tied up relative to A. CCC increases from 57 to 85 days. Assuming, solely to illustrate funding
consequences, that this incremental capital must be financed continuously at 18% nominal annual simple
interest, its annual financing cost is 74.70 x 0.18 = RWF 13.446 million, or RWF 1.1205 million per month.
This indicative financing expense leaves only RWF 0.2795 million of the monthly incremental operating profit
before tax, principal repayment, possible fees, bad debts and extra capital expenditure. The borrowing cost is
not deducted in EBIT; it is shown separately to expose the financing implication.

Alternative C, coordinated improvement, is a staged plan developed jointly by commercial, operational,
financial, procurement and people managers. It accepts a more moderate 13,000-unit volume; improves
verified process yield and purchasing discipline sufficiently to reduce the assumed variable operating cost to
RWEF 3,250 per unit; funds a modest cross-functional data and quality routine, raising fixed operating costs to
RWF 15 million; limits agreed DSO to 35 days; reduces DIO to 28 days without exceeding service-risk
tolerances; and maintains contractually agreed DPO of 25 days. It is not claimed that coordination itself
automatically yields those changes. The case simply specifies an alternative bundle for evaluation.

Alternative C yields sales of RWF 65.00 million, variable cost of RWF 42.25 million, contribution of RWF
22.75 million, fixed cost of RWF 15.00 million, and operating profit of RWF 7.75 million. Its operating
margin is 11.92%. Its CCC is 35 + 28 - 25 = 38 days. Receivables are RWF 75.83 million, inventory is RWF
39.43 million, payables are RWF 35.21 million, and net operating working capital is RWF 80.06 million,
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rounded to two decimals. Compared with the baseline, the illustrated operating working-capital stock falls by
about RWF 23.74 million, while modeled monthly operating profit rises by RWF 1.35 million. This
comparison is not an NPV or complete feasibility analysis: implementation costs, financing structure, taxes,
customer response, implementation time and externalities would need explicit valuation.

Table 35.6. Imena Foods: reconciled monthly alternatives (all enterprise figures hypothetical)

C. Coordinated

Variable A. Baseline B. Sales-led growth T T
Units delivered and invoiced 12,000 14,000 13,000
Price per unit (RWF) 5,000 5,000 5,000
Variable cost per unit (RWF) 3,300 3,300 3,250
Monthly revenue (RWF m) 60.00 70.00 65.00
Monthly variable cost (RWF m) 39.60 46.20 42.25
Fixed operating cost (RWF m) 14.00 16.00 15.00
Operating profit, EBIT (RWF m) 6.40 7.80 7.75
Operating margin 10.67% 11.14% 11.92%
DSO / DIO / DPO (days) 42 /35/20 60 /45/20 35/28/25
Cash conversion cycle (days) 57 85 38
Approximate operating receivables (RWF m) 84.00 140.00 75.83
Approximate inventory (RWF m) 46.20 69.30 39.43
Approximate trade payables (RWF m) 26.40 30.80 35.21
:ll;proximate net operating working capital (RWF 103.80 178.50 80.06

Note. Constructed teaching data. All stocks are steady-state approximations using a fixed 30-day modeling month; receivables are based on
revenue while inventory and payables use the stated variable-cost proxy. Values shown to two decimal places may not sum exactly owing to
rounding. EBIT excludes financing, taxes and non-modeled expenses. DSO = days sales outstanding; DIO = days inventory outstanding; DPO =
days payables outstanding. Case and calculations: author.

The critical lesson is not that C must be chosen. B could be rational if the retailer offered credible strategic
learning, the financing were secure, and omitted benefits materially exceeded the documented liquidity cost.
Conversely, C's assumptions about yield, receivables and inventory may be infeasible. The correct decision
requires evidence on customer demand, process capability, bank terms, supplier obligations, implementation
costs and feasible alternatives. The audit should expose rather than conceal which conclusions depend on
assumptions.

35.8.3 Break-even, uncertainty and correlated stress

For Alternative C, the unit contribution is RWF 5,000 - RWF 3,250 = RWF 1,750. The accounting operating
break-even volume is fixed operating costs divided by unit contribution: 15,000,000 / 1,750 = 8,571.43
units. Given indivisible products, at least 8,572 units are needed to cover the modeled fixed costs. The
baseline 13,000-unit plan therefore has a contribution-based margin of safety of approximately 34.07%,
calculated as (13,000 - 8,571.43) / 13,000. This margin is not a cash stress measure and should not be
interpreted as a probability of survival.
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Suppose the price is held constant and two adverse conditions are considered. A demand shock reduces
monthly volume by 15%, from 13,000 to 11,050 units. Separately, a raw-input shock raises the RWF 2,100
material component within the RWF 3,250 base variable cost by 15%, adding RWF 315 per unit and
producing a new variable cost of RWF 3,565. Neither magnitude is a forecast; both are transparent stress
assumptions. With demand alone, EBIT = 11,050 x 1,750 — 15,000,000 = RWF 4.3375 million. With the input
shock alone, EBIT = 13,000 x 1,435 - 15,000,000 = RWF 3.6550 million. With both shocks, EBIT = 11,050 x
1,435 - 15,000,000 = RWF 0.85675 million. The combined adverse effect illustrates why risk factors should
not be examined as independent checkboxes when their consequences interact.

Table 35.7. Alternative C: hypothetical operating-stress results

Scenario \(feites e o Variable cost per unit Unit contribution Monthly EBIT (RWF
(RWF) (RWF) m)

Planned integration 13,000 3,250 1,750 7.75000

Demand -15% 11,050 3,250 1,750 4.33750

Materials +15% 13,000 3,565 1,435 3.65500

Joint demand and materials shock 11,050 3,565 1,435 0.85675

Note. Author's constructed stress test. All scenarios retain RWF 5,000 selling price and RWF 15 million fixed operating cost. A material-cost
increase changes RWF 2,100 of the variable unit cost by 15%, not the entire variable cost. The table excludes responses such as repricing,
substitution, overtime reduction, taxation or inventory adjustment.

A separate collections-and-inventory stress tests cash even if monthly contribution remains at the
planned level. Suppose DSO rises to 70 days and DIO to 40 days, with DPO still 25. With the planned revenue
and cost base, the illustrative working-capital stock becomes receivables 65 x 70 / 30 = RWF 151.67 million,
inventory 42.25 x 40 / 30 = RWF 56.33 million, less payables 42.25 x 25 / 30 = RWF 35.21 million, or RWF
172.79 million. Relative to C's planned RWF 80.06 million, approximately RWF 92.73 million of additional
funding would be required. If verified undrawn facilities and cash reserves available for this stress were only
RWF 40 million, the illustrative financing gap would be approximately RWF 52.73 million. This assumption
must be replaced by an actual bank, cash and covenant assessment before credit approval. The CCC in that
stress is 85 days, but the financing gap is derived from the stocks, not directly from multiplying CCC by a
single sales figure.

A responsible decision protocol would make the expansion conditional on written receivable terms,
independent credit assessment, inventory-level verification, product quality gates, worker availability,
environmental controls and agreed liquidity headroom. A deterioration beyond a predefined threshold should
trigger a smaller order commitment, alternative credit terms, additional financing or deferral. Importantly, the
firm should not preserve its liquidity by unilateral nonpayment of suppliers or hidden cuts to legally required
worker protection. The obligation to manage a risk does not authorize transferring its cost to parties unable to
contest it.

The three alternatives also reveal that a favorable operating margin is not a sufficient decision rule. Under
B, a RWF 74.70 million increase in modeled operating working capital is roughly 53.4 times the RWF 1.40
million incremental monthly operating profit. This is a comparison of a stock with a monthly flow and must
not be interpreted as a payback period without specifying financing, capital recovery and operating horizons.
The illustrative 18% simple annual financing assumption converts the additional stock into a monthly
carrying cost, but a genuine decision also requires credit-limit evidence, debt-service scheduling, nonlinearity
of lender charges, tax effects and the probability of delayed collections. Under C, the modeled working-capital
release could assist liquidity, but it is not a recurring operating gain and cannot be added every month to
EBIT. Such stock-flow discipline is indispensable when management presents an integrated business case.
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35.8.4 Enterprise-wide audit findings, decisions and limitations

The case supplies evidence for an audit procedure, not findings about Rwanda's actual enterprise
population. The audit begins by establishing whether the promised demand is supported by firm orders,
testing capacity and raw-input reliability, reconciling unit economics, tracing working capital, confirming
authorized payment terms, examining quality and safety, and reviewing data quality and recourse channels.
Under the constructed assumptions, the most consequential gap in the sales-led option is the increase in
operating working capital relative to its modest extra operating profit. The most important uncertainty in the
coordinated option is whether the promised reductions in variable cost, DSO and DIO can be achieved without
weakening quality or supplier fairness.

Table 35.8. Hypothetical enterprise integration audit and conditional decisions

Audit domain Assumed evidence for Imena Unresolved risk

Conditional management action

Confirm enforceable terms, net
realized price and service standards

Retailer order proposal;

proposed 60-day credit Demand reliability and deductions

Customer and sales

Operations and quality

Procurement and logistics

Finance and accounting

People and employment

Data and Al

Governance and
responsibility

Sustainability and impact

Capacity available only with
process changes

Two available input channels
assumed

Baseline profit positive; B uses
+RWF 74.70m working capital

Skills and schedules not
independently evidenced

Orders and inventory not yet
fully reconciled

Joint decision forum proposed,
not yet operating

Waste and energy baselines
unavailable

Overtime, rework, defect
escalation

Input shocks and transport delays

Collection delay, covenant
pressure

Fatigue, competency and grievance
risks

Forecast error and uncontrolled
overrides

Incentive conflict and inadequate
challenge

Unmeasured physical impacts

Pilot volume and verify first-pass
yield before scaling

Source verification, contingency
suppliers and buffer limits

13-week cash forecast, credit limits
and conditional approvals

Assess safe staffing, authorizations
and accessible remedy

Shared identifiers, data audit and
human release gate

Written decision rights, exceptions
and independent escalation

Establish mass/energy baseline
before claiming improvements

Note. All facts in this audit are stipulated for the fictional case. The absence of independently observed evidence is deliberately marked as a risk,
not filled with invented interviews or performance data.

To demonstrate the difference between intensity and absolute impact, assume solely for a separate
environmental exercise that Imena generates 0.12 kg of defined packaging waste per sold unit under A and
0.09 kg per sold unit under C. A would generate 12,000 x 0.12 = 1,440 kg of that waste monthly, whereas C
would generate 13,000 x 0.09 = 1,170 kg. A 25% lower per-unit waste rate would therefore accompany an
18.75% lower absolute modeled waste quantity despite higher volume. This calculation must not be
represented as observed pollution reduction: material type, recycling, transport, rebound, rejected products
and scope boundaries are excluded. It illustrates why physically measured outcomes require definitions
independent of sales and accounting data.

35.8.5 International comparison: integration evidence and external validity

A relevant empirical comparator is Bloom et al.'s (2013) randomized management-practice intervention in
Indian textile plants. The researchers found a substantial first-year productivity improvement associated with
treatment, with reported channels involving quality, efficiency and inventory, in the sampled setting. This
design offers stronger evidence on a particular management intervention than Imena's constructed options,
and its operational channels fit the book's emphasis on complementary routines. It does not, however,
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establish that a Rwandan packaged-food enterprise will achieve the same percentage effect: the Indian study
concerns particular medium-to-large textile plants, treatment arrangements, management practices and
market conditions. The case's pedagogical hypothesis should therefore be transported as a mechanism for
critical evaluation, not as a numerical forecast.

A second comparator comes from the United States, where Bloom et al. (2019) documented substantial
variation in structured management practices across manufacturing plants, including variation within firms.
That finding cautions against treating national technology endowment or even common ownership as a
complete explanation of operational discipline. The same organization can have uneven routines across sites.
A third, more technologically specific contrast is Brynjolfsson et al.'s (2025) customer-support Al evidence:
task composition, experience, organizational rollout and the definition of productivity matter for the observed
effect. Together, these studies justify investigating management routines, technological complements and
heterogeneity. They do not justify inventing a Rwanda-wide integration coefficient or assuming that adoption
alone causes responsible performance.

Rwanda's 2024 IBES indicators and the Kenyan mobile-money literature add a different institutional
warning. Suri and Jack (2016) investigated household welfare consequences of mobile-money access in
Kenya; their results should not be translated into a claim that digital payments automatically improve
enterprise cash conversion or internal-control quality in Rwanda. Similarly, the AfCFTA creates important
regional market possibilities, but realized exports require compliant products, logistics, finance and evidence
of demand, not treaty membership alone (East African Community, n.d.). Cross-national comparison should
preserve the institutional, occupational, organizational and measurement differences that limit
transportability.

Evidence of persistence is important when considering whether improved routines survive the consultants
or technologies that introduced them. Bloom et al. (2020) revisited the Indian management-intervention firms
nine years after the original experiment and reported that many adopted practices persisted, although
approximately half of the practices introduced in the treatment plants had been discontinued; management
turnover and limited director attention were among reported reasons for abandonment. This follow-up does
not establish comparable effects in Rwanda, but it exposes a necessary distinction between successful initial
deployment and durable organizational capability. Integration research should therefore include
implementation fidelity, staff turnover, retention of documented routines and long-run exception rates rather
than measuring only the first quarter after a system is introduced.

35.8.6 Technological, regulatory and environmental regime shifts

The broader risk environment cannot be exhausted by a demand-volume or input-price shock. Digital
infrastructure can fail while stocks remain physically available; new technical requirements can change
product feasibility and documentation cost; extreme weather can alter transport routes and employee safety;
and trade or financing rules can change even when domestic demand is stable. These shocks operate through
different mechanisms and should not be collapsed into one generic contingency percentage. The following
additional tests retain Alternative C's stipulated monthly sales, unit contribution and fixed operating costs
except where explicitly changed. They are constructed planning exercises, not probabilities, forecasts,
announcements of new laws or estimates of Rwandan firm losses.

Consider first a three-day failure of the order-and-dispatch information system. If planned daily sales are
approximated as 13,000/30 units and 65% of affected demand is recovered after restoration, the unrecovered
volume is 13,000 x (3/30) x 35% = 455 units. At a contribution of RWF 1,750 per unit, the modeled
contribution loss is RWF 796,250. Adding a stipulated RWF 1.20 million for secure restoration, verification
and customer remedies reduces monthly EBIT from RWF 7.75 million to approximately RWF 5.754 million.
This partial-recovery model deliberately excludes secondary churn, privacy harm and supplier penalties;
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those omissions are precisely why its numerical result should not be treated as a comprehensive loss
estimate. Recovery time objectives and manual fallback procedures must be set for critical business services
before a failure, rather than only after a cybersecurity incident.

A hypothetical regulatory change illustrates a different mechanism. Suppose a future applicable packaging
traceability obligation, not a claim about any enacted Rwandan measure, adds RWF 125 per unit and RWF
1.50 million in monthly-equivalent fixed compliance expenditure. Holding baseline C volume unchanged
would reduce modeled EBIT by RWF 3.125 million to RWF 4.625 million. Management could not simply
choose noncompliance because the cash cost appeared unattractive. The meaningful alternatives would be
eligible process redesign, product reconfiguration, phased capital investment where legally permitted,
compliant suppliers, or withdrawal from an activity that cannot meet the applicable requirements. The
governing research task would first identify the actual legal instrument, effective date, covered products,
exemptions, enforcement and verifiable compliance pathways.

For an environmental-disruption exercise, suppose unusually severe rainfall prevents delivery of 12% of
planned units in the month, without subsequent recovery, and adds RWF 0.90 million in temporary logistics
and safety expenditure. The foregone contribution is 1,560 x RWF 1,750 = RWF 2.73 million, bringing
modeled EBIT to RWF 4.12 million. This is not a projection of Rwandan rainfall effects. It highlights a distinct
decision sequence: protect personnel and goods, assess safe route alternatives, revise customer commitments,
preserve evidence of delays, and reappraise buffer stocks and contingent transport capacity. The effect of
delayed sales on receivables and payables would require a separate timed cash-flow model rather than
automatic extrapolation from EBIT.

These three results should not be summed to represent a compound crisis. An outage may prevent the very
shipments also affected by rain, while compliance expenditure may change unit economics and the timing of
stock acquisition. Nor can a monthly loss be used as a substitute for the peak intramonth funding need. A
sound scenario portfolio distinguishes shocks to demand, capacity, costs, collections, legality and physical
access; specifies their dependence; and reports both profitability and minimum liquidity. For the invented
enterprise, the relevant operational choice remains a staged, reversible commitment governed by product
safety, worker rights, contractual honesty and verified financing.

SEPARATE HYPOTHETICAL STRESS SCENARIOS

7.750

Coordinated plan

Digital-system outage 5.754

4.625

New traceability costs*

Transport disruption 4,120

o
=
N

3 4 5 6 7 8
Modeled monthly EBIT (RWF million)

*A hypothetical future compliance requirement, not an enacted Rwandan regulation.
Figure 35.4. [solated scenario stresses for the hypothetical Imena coordinated plan. Note. Figures are constructed monthly EBIT values

(RWF millions) under distinct assumptions; the scenarios are not forecasts and should not be added as if statistically independent.
Source: Author’s calculations from Section 35.8.6.
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35.9 BUSINESS FUNCTIONS ACROSS ORGANIZATION TYPES

35.9.1 Microenterprises and small and medium-sized enterprises

Small enterprises often combine functional responsibilities in a few people. The owner may simultaneously
negotiate sales, approve purchases, maintain financial records and supervise production. This organizational
compression reduces communication layers but can increase key-person risk, conflicts of interest and errors
concealed by familiarity. Formal division into many departments may be costly and counterproductive.
Appropriate integration instead begins with essential separations: recording and approving payments where
feasible, reconciling sales and cash, documenting customer commitments, monitoring critical stock and
ensuring that another competent person can challenge or continue essential transactions. Where one
employee must perform incompatible roles, documented compensating review and externally supported
bookkeeping or assurance may be more proportionate than nominal segregation that exists only on paper.

NISR (2026b) documents substantial informality in Rwanda's non-agricultural enterprise universe. This
does not imply that informal enterprises lack valuable capabilities or that compliance reform alone will
transform productivity. Formalization can expand contract enforceability or financing options under some
conditions, yet additional tax, reporting and licensing costs may be consequential. An integration plan must
acknowledge institutional access, cash scarcity and feasible recordkeeping rather than treating a complex ERP
installation as an entrance requirement to competent management. The central rule is functional sufficiency
with evidence and rights, not corporate resemblance.

Consider, for example, an independent urban food retailer expanding into delivery. Its owner may know
customer preferences personally, yet the same individual might offer credit, receive cash, record sales and
approve refunds. The chief vulnerability is not lack of a department labeled finance; it is the absence of
independent evidence when transactions conflict. A practicable design would connect numbered orders to a
daily receipts reconciliation, define who may grant credit, maintain a rolling short-term cash plan and secure
periodic independent review of irregular discounts or supplier payments. The records can be paper-based or
digital. Their value is determined by completeness, timeliness and correctability, not the sophistication of the
platform.

Proportionality also has institutional limits. A small enterprise selling regulated food, employing workers
or handling personal data does not cease to owe applicable duties because it has few staff. The practical task is
to determine which controls are legally required, which risks are material and which checks can credibly be
outsourced or performed through shared services. Sector associations and cooperative support institutions
may provide training and compliant tools, but the enterprise retains responsibility for truthful records and
lawful commitments. Consequently, the research hypothesis concerns the fit between modest controls and
actual exposure, rather than a presumed inferiority of all small-firm arrangements.

35.9.2 Cooperatives and member-based enterprises

Cooperatives have dual economic and associative objectives. A producer cooperative may need member
supply reliability, transparent grading, equitable distribution of proceeds, timely payment, capital
maintenance and market competitiveness. A single profit margin cannot represent these interdependent
commitments. Member voice and democratic or representative governance can improve knowledge of local
conditions while also introducing heterogeneous preferences and slower decisions. Ostrom's (1990)
institutional analysis of collective governance is helpful for thinking about rules, monitoring, conflict
resolution and legitimate participation, although it is not a blueprint for every commercial cooperative. A
defensible cooperative scorecard should distinguish member services and benefits from organizational
solvency, and should separately assess whether influential members capture advantages at the expense of
weaker participants.
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A coffee or agricultural cooperative illustrates the tension. Higher collective sales may improve the
organization's gross receipts while member farmers receive delayed settlements, suffer inconsistent quality
grading or lose the ability to challenge management decisions. A member-centred evaluation therefore needs
evidence on the timing and fairness of payments, transparency of grading and deductions, participation,
working capital, reserve policies and customer quality. Any proposal to aggregate these dimensions should
disclose who chooses the weights and whether minimum member protections are noncompensable. These
questions connect marketing, processing, finance and governance in ways that conventional revenue metrics
obscure.

The institutional boundary is decisive: cooperatives are not simply corporations with a wider set of
beneficiaries. Member ownership, control and the distribution of surplus may change which claims are
primary, but they do not eliminate duties to employees, customers, lenders or communities. In a study of
cooperative performance, a comparison with investor-owned firms must therefore distinguish member
benefit from accounting earnings and account for governance differences. Otherwise, the analysis risks
describing a lower shareholder return as organizational underperformance when the cooperative was created
to distribute value differently.

35.9.3 Social enterprises and nonprofit organizations

Social ventures and nonprofits face a dual-accountability problem: they must sustain resources while
accomplishing a purpose not reducible to commercial returns. A training organization can report high
enrolment while students fail to acquire relevant skills; a nonprofit clinic can report low costs while
accessibility deteriorates; a social business can expand beneficiary counts while shifting uncompensated work
to volunteers. Integration therefore requires a theory of change connecting resources and activities to
defensible outcomes, together with funding reliability, safeguards, stakeholder participation and evaluation.
Attribution is especially difficult when outcomes depend on public policy, household circumstances or partner
institutions. The performance model must distinguish outputs controlled by the organization from outcomes
to which it plausibly contributes.

Suppose a nonprofit vocational centre seeks to increase the number of people trained while preserving a
fixed donor budget. Raising enrolment can reduce expenditure per participant, yet instructional contact time,
accessibility, learner support or placement assistance may deteriorate. A credible performance account would
specify the programme theory from resources to competence and subsequent opportunity, record completion
and assessment measures, and identify the external labour-market factors that constrain attribution.
Independent outcome evidence may require follow-up and comparison, but retention or earnings changes
should not be attributed to the programme without addressing selection and concurrent economic conditions.

The financial system is part of this mission architecture. Restricted grants, earmarked donations and
deferred funding create obligations that cannot be treated as freely available operating cash. Similarly,
volunteer labour may represent a meaningful contribution but should not disappear from ethical analysis
merely because it is unpaid. Governance needs to reconcile donor conditions with beneficiary needs,
professional standards and substantive voice. The educational lesson is that 'mission impact' is neither a
slogan nor a substitute for reliable cost information; it is a hypothesis about outcomes that requires
proportionate, rights-respecting evaluation.

35.9.4 Mature corporations, groups and multinational networks

Large enterprises commonly possess more resources, formal oversight and specialized systems, yet also
face reporting distance, silo incentives, acquisitions, internal transfer prices, geographic variation and
complex supply chains. One corporate scorecard may conceal substantial variation among subsidiaries; a
standardized process may reduce variability at the cost of local responsiveness. Integration requires clarity
about which decisions must remain local, which controls must be centrally consistent and how unresolved
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conflicts are escalated. The IFRS Foundation's (2021) integrated-reporting approach can encourage
awareness of multiple capitals, while ISO 9001:2026 provides quality-management requirements that may be
applied across differently configured processes. Neither a report nor certification alone demonstrates full
ethical, ecological or financial performance.

A group with geographically dispersed operations must confront a second design problem: common
definitions do not guarantee comparable exposure. A metric described as on-time delivery can have different
service calendars, contractual promises, delivery infrastructures and exclusions across sites. Central reporting
should impose a common data dictionary while disclosing local variations and reconciliations. Independent
assurance ought to examine outliers and omitted subsidiaries, not only headline averages. Central governance
can set non-negotiable conduct and reporting standards without assuming that every market requires the
same buffer stock or customer credit arrangement.

Acquisition and platform expansion make this problem more acute. Integrating an acquired business may
combine incompatible information systems, accounting policies, incentives and supplier contracts. Short-term
synergy projections can omit the costs of retraining, data cleansing, contract remediation and interruption to
essential service. A technically sound integration thesis would state which mechanisms produce incremental
economic or social value, how long those changes require, and what would count as an integration failure.
Standardization is beneficial only where the gain in comparability, safety and control exceeds the loss of
responsiveness and the cost of transition.

35.9.5 Digital-native firms and platform ecosystems

Digitally mediated enterprises often connect services, payment, analytics and customer interaction
through software interfaces. This can make information flow rapid while concentrating the power to set fees,
rank counterparties, change access rules and collect behavioral data. Platform operators may optimize
engagement or transaction counts even where service quality, vendor dependence or consumer welfare
deteriorates. Interdependence now extends beyond conventional organizational boundaries, and a single
technical defect can propagate through many partners. The corresponding integration obligations include
transparent contracting, cybersecurity, data governance, model monitoring, human remedy and resilience
across outsourced infrastructure. The absence of physical production does not eliminate human,
environmental, legal or financial consequences.

Table 35.9. Contingent integration design by organizational form

Dominant integration

Proportionate mechanism Critical performance distinction

challenge

Microenterprise

Growing SME

Cooperative

Social venture / nonprofit

Mature corporation

Digital-native platform

Owner concentration; weak
records

Handoffs and working-capital
gaps

Multiple member purposes and
uneven power

Dual mission and funding
accountability

Divisional incentives, distance
and system complexity

Network dependence and
algorithmic decisions

Reconciled cash/order register;
independent periodic check

Rolling sales-operations-cash
forum; defined roles

Member-transparent grading,
payment and grievance oversight

Theory of change, program-
finance alignment and
independent evaluation

Enterprise architecture, delegated
limits and independent assurance

Data/model governance, partner
rights and incident response

Profit versus accessible cash and
lawful obligations

Revenue growth versus liquidity,
quality and retention

Enterprise surplus versus equitable
member benefits

Activity counts versus attributable
social outcomes

Group headline versus site-level harm
and resilience

Engagement versus welfare, security
and contestability
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Note. Original comparative synthesis. No organization type is assumed inherently more efficient or ethical.

Platform integration also raises questions of allocative power. A platform may unilaterally modify ranking
rules, fees, data access or dispute processes and thereby change the economics of thousands of dependent
counterparties. A technical availability indicator is thus insufficient: researchers must examine seller
concentration, contractual predictability, remedies, algorithmic discrimination and the incentives to
externalize security or moderation costs. Where Al systems autonomously allocate orders or set prices,
auditability should attach to the actual sequence of decisions and not merely to a model vendor's accuracy
claim. The appropriate organizational boundary for risk analysis includes users, sellers, payment providers,
outsourced infrastructure and regulators.

Digital-native firms can also fail through excessive integration. A single identity provider, cloud region or
shared dataset may deliver efficiency while creating a correlated failure mode. Resilient design may require
separation, independent verification and technically feasible fallback procedures. The key evaluative issue is
therefore not whether every activity is connected, but whether dependencies are sufficiently controlled and
reversible, with transparent human responsibility for consequential outputs.

35.10 CURRICULUM AND EDUCATIONAL INTEGRATION

35.10.1 From disciplinary mastery to integrative judgment

The separation of business functions is educationally defensible: students need sufficient depth to
understand cost behavior, marketing research, human-resource systems, law, operations science and
statistical inference on their own terms. Yet a degree program that only tests those components separately
risks producing graduates who can solve specialized exercises but cannot decide whether a proposed
enterprise commitment should be made. Integration requires a further level of learning in which a student
reconstructs the whole transaction, identifies incompatible assumptions, calculates a defensible trade-off,
distinguishes lawful and ethical constraints from preferences, and revises a recommendation when evidence
changes. The capstone should therefore evaluate the student's reasoned coordination of disciplines, not the
number of technical concepts recited.

This approach corresponds to constructive alignment between intended learning outcomes, substantive
teaching and assessment evidence. In the present book, the opening system map in Chapter 1, evidence
standards in Chapter 4, strategic and managerial foundations in Chapters 5-8, and the specialist functional
chapters establish prerequisites for integrated assessment. Students should not be asked to forecast a cash
conversion cycle without first learning accounting and finance, nor to evaluate an Al hiring proposal without
understanding recruitment validity, employment protection, information systems and governance. The
capstone becomes a cumulative test of relations among disciplines rather than a hurried repetition of their
definitions.

35.10.2 A cross-chapter curriculum crosswalk

A practical capstone can be organized around five interdisciplinary problem families. Customer promise
and product delivery joins Chapters 13-20 and tests segmentation evidence, truthful propositions, capacity,
procurement and quality. Growth and liquidity connects Chapters 6, 22-26 and 30, testing strategy, revenue,
cash, financing, taxes and international risk. Work, technology and rights joins Chapters 8-12 and 28-29,
testing capability, fairness, Al deployment and human accountability. External responsibility and resilience
connects Chapters 3, 18-19 and 30-33, testing contracts, suppliers, environment and continuity. Enterprise
purpose and evidence joins Chapters 1-5, 27, 33-35 and, where explicitly appropriate, the distinct biblical
analysis of Chapter 34, testing how objectives, methods, responsibilities and outcomes are justified. The
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crosswalk should be adapted by academic program without treating one specialization as the whole of
business education.

Table 35.10. Constructive alignment for the integrative enterprise capstone

Learning outcome Required student evidence Associated book foundations Assessable performance

Process map with specific
functional handoffs and 1,5-8,13-21
constraints

LO1-LO2: map
interdependence

Correct and prioritized cross-
functional dependencies

Construct definitions,
LO3: critique framework mechanism, context and rival 4,6,27-29,32-33,35
explanations

Causal modesty and theoretical
coherence

Indicator dictionary, data Valid metrics and appropriately

LO4: build dashboard provenance, missingness and 4,20,22-26,28,31-32 R
limited inference
control
LOS: caleulate decisions Profit, working capital, break- 17-19,22-24, 32 Reconcqe(.j numerlcal. results and
even and stress workbook economic interpretation

LO6-L0O7: adapt and Organization-type and Rwanda- 2-3 11, 25. 27 30-34 Context sensitivity, legal distinctions
compare international appraisal P and fair comparison

E ti , di t, lear, feasible, ethicall tabl
xecutive memorandum, dissen Whole book Clear, feasible, ethically accountable

LO8: defend capstone . . .
review triggers and research test judgment

Note. Original curricular mapping; chapters are referenced by number and do not imply uniform teaching hours across degree programs.

Integrated learning needs explicit progression in cognitive demand. At foundation level, students should
identify functions, process boundaries and basic contractual or financial obligations. At intermediate level,
they should reconcile inconsistent datasets and calculate cross-functional consequences. At advanced level,
they should defend a course of action against rival theoretical explanations, financing limits and rights
constraints; at doctoral level, they should formulate a testable causal mechanism, choose a defensible
estimand and specify disconfirming evidence. These distinctions protect the chapter from turning every
programme into the same general-management exercise. They also recognize that integrative competency
depends on prior technical mastery and cannot be measured by rhetorical fluency alone.

Constructive alignment requires more than attaching learning outcomes to a rubric. For each outcome, the
educator must identify observable evidence, the task that can elicit it, a performance standard and suitable
feedback. A cash-flow computation demonstrates numerical competence but not necessarily justified
judgment; a persuasive board memorandum may demonstrate communication without independent source
verification. Combining a traceable technical appendix with an adversarial oral defence allows examiners to
examine both. The approach is compatible with different disciplinary curricula while remaining faithful to the
book's governing account of enterprise interdependence.

35.10.3 A demanding capstone assignment and marking framework

The capstone asks a student team to serve as an independent enterprise review committee examining
Imena's proposed commercial expansion. Its submission should contain a complete transaction and
information-flow map; an annotated monthly operating model reconciled to Table 35.6; a 13-week liquidity
stress specification; a dashboard with source, unit, denominator and ownership for each selected metric; an
employee and supplier rights review; a sensitivity analysis; an international transferability argument; and a
recommendation that identifies at least one seriously considered alternative. A short technical appendix
should include equations and a fully traceable calculation sheet, while a decision memorandum should state
what can be decided now and what evidence would change the decision.
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The teaching team should assess conceptual and theoretical integration (20%), factual and source
integrity (20%), numerical and methodological defensibility (20%), cross-functional feasibility and
ethical judgment (20%), and communication, challenge and revision quality (20%). These weights
constitute an illustrative marking rubric rather than an accreditation requirement. Exceptional performance
will not be defined by selecting a preferred option. It will involve recognizing incomplete evidence,
independently checking calculations, rejecting unearned certainty and anticipating the consequences of
failure for customers, workers, suppliers, investors and communities. A mathematically correct
recommendation that ignores legal prohibitions or fabricates firm evidence cannot attain the highest level of
achievement.

The assessment can be adapted for different disciplines without abandoning its common core. Accounting
students may provide deeper financial reconciliations and controls; HR students may develop workforce and
justice safeguards; operations students may simulate throughput and buffers; marketing students may
examine evidence for customer claims; information-systems students may model data lineage; and
procurement students may analyze sourcing exposure. Every student should still demonstrate enough
competence to recognize when another function's evidence invalidates their preferred local solution. In that
sense, interdisciplinary learning is neither shallow generalism nor a demand that every graduate become a
specialist in every discipline.

35.10.4 Educator guidance and assessment integrity

Instructors should distinguish information supplied as case assumption from data students independently
retrieve. National statistics must be cited with definitions and appropriate source dates. Students should have
access to a clear rubric, a common calculator or workbook format, and an opportunity to defend assumptions
orally or through a reflective memorandum. The use of Al for drafting, coding or sensitivity testing should be
governed by explicit disclosure and independent verification; an elegant model produced by software is not
acceptable if the student cannot explain its formulas, source boundaries or causal limitations. Where group
work is assessed, individual responsibility can be evidenced through decision logs, technical explanations and
peer review rather than assumed from a shared report.

35.11 RESEARCH AGENDA AND VALIDATION PATHWAYS

35.11.1 Researchable propositions rather than premature confirmation

The IREP framework invites testing precisely because its proposed relationships may fail. Its basic
expectation is not that all formal integration improves results, but that a good match between actual
interdependence and accountable coordination may improve selected outcomes under specified conditions.
This expectation must be broken into propositions that identify outcome variables, comparisons, mechanisms
and disconfirmation criteria. The propositions below are not findings. Their purpose is to generate
empirically disciplined research across firms, institutional settings and time.

Table 35.11. Proposed IREP research propositions and falsifiability register

Candidate design and measurable Evidence that would weaken or refute the

Proposition and mechanism .
contrast proposition

P1. Verified cross-functional

order reconciliation reduces Phased rollout with linked order-level .
. . . . o No change or adverse change after valid
avoidable delivery and financial OTIF, invoice errors, DSO and pretrend . .
. implementation and comparable exposure.
exceptions where checks.

interdependence is high.
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Evidence that would weaken or refute the
proposition

P2. Information quality positively
moderates the benefit of
advanced analytics.

P3. Liquidity-aware growth
governance reduces distress
relative to sales-only growth
targets.

P4. Worker voice improves
detection and correction of
operational failures where

procedural protections are
effective.

P5. Complementary investment in
task training and digital workflow
redesign outperforms either

investment alone for task-specific

Plant or branch panel with interaction of
audited data quality and analytics adoption.

Comparable cohorts or plausible policy
change; funding gaps, covenant breaches
and survival.

Staggered grievance-channel redesign; time
to detected defects, corrective action and
safety indicators.

Factorial trial where feasible or matched
phased implementation; quality-adjusted
productivity.

Analytics benefit equally where records are
demonstrably unreliable, or no interaction.

Equal or greater distress despite credible risk-
adjusted comparison.

No gain in valid reporting and remedy; worsening
after protection is instituted.

Interaction not positive or net costs exceed gains
under specified tasks.

quality.

P6. A threshold rather than a
linear relationship links
integration complexity to SME
performance.

Repeated SME panels with nonlinear
specification and prespecified size, process
and complexity measures.

Monotonic benefit or absence of the predicted
threshold in well-powered analysis.

P7. Accountable stakeholder
protections improve resilience
under disruption in some
institutional settings, conditional
on resources.

No conditional relation after selection and
institution controls, or systematic displacement of
harm.

Comparative longitudinal case and panel
evidence; supplier continuity, staff
retention, service recovery.

Note. Author's proposed hypotheses. Measures, designs, power calculations and ethics review would require further specification; absence of
supporting evidence is not automatically proof of no effect.

35.11.2 Research design: what would credible validation require?

A sequential research program could begin with documentary process mapping and interviews or
observation only after genuine permissions, ethical review where required and a documented protocol. The
first stage would examine whether practitioners in different enterprise forms understand the proposed
constructs and can reliably identify the associated records. Cognitive pretesting of survey items, independent
audit of administrative measures and agreement assessment across respondents would identify ambiguity
before statistical modeling. A second stage could evaluate measurement reliability, factor structures where
justified, convergent and discriminant validity, and whether outcomes should be represented as correlated
dimensions rather than an artificial composite. A third stage would test specified process mechanisms using
longitudinal data, credible implementation contrasts or experiments where appropriate.

For enterprise-level panels, the sampling strategy must explicitly address survival bias and informality. If
only registered firms filing standardized accounts are included, findings will not automatically extend to
informal enterprises or cooperatives with different records and governance. Researchers should report
attrition, sample selection, excluded sectors, geographic coverage and changes in the definition of the firm.
Financial and nonfinancial outcomes require harmonized horizons; ecological data need physical boundaries
and independent verification; labor measures need legitimate worker participation and protection. Where
standardized scores are used, researchers must test whether their measurement properties are comparable
across organization types, languages, industries and countries before interpreting differences as substantive.
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Causal designs should assess whether the integration intervention was actually implemented, which
managers or workers changed their actions, and which plausible mechanisms followed. Randomization, when
feasible, can address selection but not all spillovers or generalizability. Difference-in-differences designs
require credible parallel-trends reasoning and attention to staggered adoption; instruments require a
defensible exclusion restriction; matched samples cannot eliminate unobserved confounding. Where a
framework predicts complementarities, interaction effects should be prespecified and interpreted on an
appropriate scale, with adequate statistical power and multiple-testing discipline. Findings should include
confidence intervals, heterogeneous effects, negative results and competing explanations, rather than merely
statistical significance and favorable case narratives.

The distinction between prediction, explanation and normative assessment should determine how results
are communicated. A model may predict delivery exceptions accurately using customer size and route length
while explaining little about how managerial integration changes those outcomes. A causal estimate of a
particular workflow may support a narrow operational intervention yet be silent about whether the resulting
treatment of workers or smaller customers is justified. Conversely, an independently grounded ethical
prohibition may rule out an action even where its expected monetary effect is positive. A publication-ready
research claim must therefore specify its type: descriptive regularity, predictive association, causal effect,
institutional interpretation or normative argument. Blending these categories can make a conceptually
attractive integration story appear more empirically secure than it is.

35.11.3 Comparative institutional research and policy relevance

Rwanda provides a worthwhile setting for examining whether integration can be achieved through
affordable routines in firms operating under financial and informational constraints. Comparative work with
Kenya, Uganda, Tanzania, India and higher-income manufacturing or service settings could examine whether
the performance of a specific coordination mechanism depends on the extent of formalization, workforce
protections, infrastructure reliability, regional logistics or access to credit. The methodological priority is
comparability, not collecting countries as decorative examples. A valid comparison must explain which
institution, process, occupation and enterprise type is held constant, and which contextual condition is
expected to modify the relationship.

Policy implications must remain conditional. Evidence that a particular integration routine improves
selected outcomes could support targeted management-development programs, interoperable reporting
infrastructure or better access to suitable working-capital finance. It would not justify mandating expensive
corporate software for every informal enterprise. If research shows that regulatory unpredictability or
concentrated buyer power overwhelms internal improvements, public policy and fair contracting may matter
more than training alone. If sophisticated dashboards induce manipulation, governance of measurement may
require greater attention than further digitalization. This possibility of revising the preferred explanation is a
measure of research quality, not a weakness.

35.11.4 Research ethics, replication and the limits of frameworks

The purpose of a conceptual model is to clarify relations and make a coherent inquiry possible; a figure is
not evidence that its arrows operate in the world. Researchers must avoid the circular practice of defining
effective integration as whatever successful enterprises do, because such a definition cannot be falsified. They
must also avoid treating moral commitments as measured economic benefits without appropriate evidence.
Data subjects and affected communities are not simply variables: governance and participation rules shape
what evidence can ethically be collected and how results should be used. Publicly released secondary data
should be used under their stated conditions, while sensitive internal data require lawful agreements, security
and, when appropriate, ethical approval. Publication should disclose limitations that materially affect
interpretation, including unsuccessful tests and unexpected harms.
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A further limitation concerns incentives to publish positive implementation stories. Enterprises may
disclose celebrated digital transformations but not abandoned projects; consultants may report benefits while
omitting transition costs, and survivor samples exclude failed ventures. The proposed programme should
therefore permit preregistration when feasible, retain protocols and null findings, document failed
interventions and publish sensitivity checks. Triangulation must remain critical: independently sourced
worker and customer evidence can contradict management dashboards, and contradictory evidence should
prompt explanation rather than deletion. Replicability means that another researcher can reconstruct the
transformation from recorded inputs and decisions under access and privacy constraints; it does not mean
assuming that the same effect will arise in every institutional setting.

35.12 THE FUTURE OF ENTERPRISE AND CONCLUDING SYNTHESIS

35.12.1 Enduring fundamentals in changing environments

Enterprise forms will continue to change as technologies diffuse, supply networks reorganize, trade
institutions evolve and ecological constraints intensify. Yet the enduring managerial questions are
recognizable: whom should the organization serve, what can it genuinely promise, which resources can it
mobilize, who may authorize commitments, how will work be coordinated, what harms must be prevented,
and what evidence will justify correction? Changing conditions alter the answers without abolishing the
questions. The World Bank's (2024b) analysis of middle-income development emphasizes the transition from
mere capital accumulation toward technology diffusion and innovation; at the enterprise level, such changes
still require capabilities, institutions and learning rather than passive acquisition of equipment or software.

Three contemporary shifts are especially consequential. First, Al creates opportunities to reduce the cost of
prediction, classification and content generation while amplifying the need for valid source data, model
evaluation, human authority and employment safeguards. Second, regional and global supply-chain change
can create new demand and supplier possibilities while heightening dependency on logistics, trade rules,
settlements and financial resilience. Third, environmental pressures require attention to absolute physical
impacts and adaptation costs rather than merely reputational sustainability claims. The same enterprise may
experience all three shifts simultaneously. Their combined consequences make an integrative rather than
function-by-function response increasingly important, but do not establish a single best organizational design.

35.12.2 A bounded conclusion: coordinated specialization with accountable correction

The principal conclusion is that enterprise performance is a relational accomplishment. Strategy without
operational feasibility is an intention; operational proficiency without commercially justified demand is
unused capacity; profitable transactions without liquid resources can end in distress; information without
trustworthy definitions can accelerate error; and governance without independent challenge can provide
appearance rather than accountability. The organization must therefore preserve specialization while making
essential interfaces visible. It needs performance measures broad enough to reveal displaced harm, but
precise enough to support decisions; sufficient formal rules to control material risks, but room for competent
local adaptation; and the humility to revise models when observable outcomes contradict their assumptions.

This conclusion should not be overstated. Integration can be expensive or dysfunctional when it imposes
elaborate controls on simple transactions, centralizes decisions that require local knowledge, suppresses
experimentation or creates a shared digital failure. Some stakeholders' objectives cannot be simultaneously
maximized, and no dashboard can resolve moral disagreement by calculation alone. Nor does the chapter
establish empirically that the IREP framework increases firm value or stakeholder welfare. It offers a
structured, falsifiable and pedagogically usable account of the dependencies that such claims would have to
address. Appropriate action requires judgment that is both technically informed and institutionally
answerable.
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35.12.3 Seven cumulative lessons

Table 35.12. Concluding propositions for research, teaching and practice

Cumulative lesson Consequence for enterprise judgment

Specialization is necessary;

. Trace decisions through processes and across legal and organizational boundaries.
separateness is not.

Financial growth is not the same as

. . . Reconcile operating returns with funding, obligations, downside exposure and time.
financial durability. P g 8 5 P

Capabilities matter through Check complementary skills, information, processes and governance before adding
configuration and use. technology.

Performance is plural and time

Report financial, customer, worker, operational, ecological and societal effects distinctly.
dependent.

Measurement is itself an organizational ~ Govern definitions, denominators, incentives, exception reporting and independent
intervention. verification.

Integration is contingent, not Match the cost and degree of coordination to interdependence, size and institutional
universally beneficial. context.

Responsible enterprise requires

. Set decision rights, challenge, stop conditions, learning loops and accessible accountability.
revision and remedy.

Note. Original synthesis of this chapter's arguments; these are reasoned conclusions, not newly estimated empirical generalizations.

The seven lessons are interconnected rather than additive. A capability investment that improves
customer service but creates a correlated technology outage problem is not an unqualified advance. A
financial plan that releases working capital through an agreed reduction in inventory differs materially from
one that improves liquidity by delaying lawful obligations. An innovation initiative that raises output per hour
is more informative when quality, workforce effects and error-remedy costs are measured alongside the time
saving. These examples show why the integrative judgment developed across the book requires both joint
economic appraisal and independently stated limits on acceptable conduct.

The lessons also establish a hierarchy of evidence. Statements about what a contract requires must be
checked against the applicable instrument; statements about actual enterprise performance require
measurements from the relevant unit; claims about causal improvement require a credible comparison; and
judgments about justice require explicit normative reasoning. No level can be silently substituted for another.
This discipline is especially important when quantitative dashboards and generative systems create an
appearance of precision that exceeds the quality of their underlying records.

35.12.4 Final reflection

The 35 chapters of The Business Enterprise have deliberately examined distinct disciplines because their
specialist methods, professional standards and obligations matter. Their ultimate intellectual contribution,
however, lies in the ability to bring those methods into conversation when real commitments cross functional
borders. The enterprise is neither a machine that can be optimized through one master metric nor an
ungovernable collection of competing interests. It is a historically situated arrangement of people, assets,
institutions, information and relationships in which decisions can be improved through disciplined evidence,
responsible power and organizational learning. The most credible claim of an integrative approach is
therefore modest but demanding: sound business judgment must explain not only why a local decision
appears advantageous, but why its consequences remain acceptable for the enterprise system and for those
who must live with its results.
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Table 35.13. Selected integrative concepts and working definitions

Term Context-specific meaning in this chapter

Open enterprise system

Functional interdependence

Suboptimization

Complementarity

Capability configuration

Enacted alignment

Outcome portfolio

Cash conversion cycle

Net operating working capital

Integration mechanism

Moderator

Rival explanation

Falsifiability

IREP framework

Resource-coordinating organization that depends on environmental exchange,
transformation and feedback.

Situation in which one function's decision changes another function's constraints, costs or
outcomes.

Local improvement that produces a worse enterprise-level result under a declared
criterion.

Conditional relationship in which one practice or capability increases the marginal value of
another.

Connected arrangement of people, capital, routines, information, relationships and
governance.

Observed compatibility and correction of cross-functional commitments, not only formal
coordination claims.

Deliberately disaggregated financial and nonfinancial measures of enterprise consequence.

Approximate duration captured by DSO + DIO - DPO, subject to accounting and operational
definition.

Here, modeled trade receivables plus inventory less trade payables, excluding other current
items.

Forum, rule, process, role or information structure designed to coordinate interdependent
work.

Contextual variable under which the strength or direction of a proposed association may
differ.

Plausible account of observed outcomes that competes with the hypothesized integration
mechanism.

Capacity to specify evidence that could weaken or disconfirm a proposition.

The proposed, unvalidated Integrated Responsible Enterprise Performance conceptual
synthesis.

ANALYTICAL QUESTIONS, EXERCISES AND FURTHER LEARNING

Foundational question. Explain why a business function can meet its local target while the enterprise as a
whole becomes less viable. Distinguish coordination, information quality and legitimate stakeholder
constraints, using one example from procurement and one from marketing. Identify a piece of evidence that
would establish whether each example is occurring in practice.

Applied numerical exercise. Reproduce every figure in Table 35.6 from its assumptions and construct a
spreadsheet with independent formula checks. Then examine a fourth alternative that holds volume at 13,000
units but changes DSO to 50 days and variable unit cost to RWF 3,400. Calculate operating profit, operating
margin, CCC and net operating working capital under otherwise unchanged C assumptions. State why the
results do not by themselves establish the best strategy.
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Critical evidence exercise. Retrieve the official 2024 IBES Rwanda report and August 2026 Labour Force
Survey. Write a 1,000-word methodological note distinguishing enterprise units from employed persons and
identifying at least five ways inappropriate denominator substitution could distort claims about business
integration. Include the exact table or publication source for each statistic used.

Advanced management assignment. Draft a board decision memorandum on the Imena growth options.
Report a current recommendation, two rejected or deferred alternatives, a 13-week liquidity model, a capital-
availability constraint, a worker and supplier safeguards register, three adverse scenarios and explicit
reconsideration triggers. Include a one-page dissent written from the perspective of the employee
representative or the principal supplier.

Doctoral research assignment. Select one proposition from Table 35.11 and formulate its estimand,
theoretical mechanism, null and alternative hypotheses, population, sampling frame, possible treatment or
exposure, outcome definitions, identification strategy, missing-data plan, robustness checks, ethics protocol
and likely threats to external validity. Explain what findings would require abandoning or substantially
revising the theory, not merely adjusting its coefficients.

Educator guidance and further reading. For conceptual depth, assign Galbraith (1974), Milgrom and
Roberts (1995), Teece (2007), Donaldson and Preston (1995), and Richard et al. (2009). For evidence on real
management interventions, use Bloom et al. (2013, 2019); for task-specific technology effects, compare Noy
and Zhang (2023) with Brynjolfsson et al. (2025). For Rwandan institutional context, require the NISR IBES
2024 and Labour Force Survey 2026 publications and an explicit source-coverage critique. These readings
serve complementary methodological purposes and should not be presented as interchangeable evidence for
the same proposition.
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