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Abstract: 

Private Security organisations are confronted with huge competition in rendering services to customers 

in the market. The purpose of this study was to investigate the drivers of service innovations in private 

security organisations. Complex adaptive theory (CAT) was used to answer research questions, and a 

qualitative research method was followed to achieve the research objective. In-depth interviews were 

conducted with senior managers in private security organisations to collect primary data. The primary 

data were analysed using a content analysis method with the aid of Atlas.ti version 8. The results of this 

study revealed that competition, sophisticated criminal tactics, rapid technological changes and 

customers’ changing needs are the key drivers of service innovations in private security organisations. 

This paper provides recommendations to key stakeholders and directions for future research on the 

topic.  
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Introduction 

The promotion of innovation, entrepreneurship and creativity is a crucial pillar of economic growth and 

has a positive impact on a variety of political, economic and social processes in countries. However, the 

process of fostering innovation and creativity seems to be a challenging task, especially in a developing 

state (Biney, 2019; Leliveld & Knorringa, 2018). Innovation is necessary because of strong competitive 

pressures, globalisation, frequent technological changes and a need to achieve the intended outcomes 

in the business environment where organisations operate (Patrício, Gustafsson & Fisk, 2018). For 

example, organisations engage in research to find and implement innovation activities to enhance their 

existing products or services to obtain new customers or maintain their market share (García-Sánchez, 

Siles & Vázquez-Méndez, 2018). This implies that the implementation of effective innovations is crucial 

for organisations in the achievement of enhanced business performance, which includes making 

acquisitions or maintaining a competitive advantage, increasing revenue and adding value to customers. 

The purpose of study was to investigate the drivers of service innovations in private security 

organisations in South Africa.   

The academic literature indicates that the continuous search for innovations by organisations constitutes 

a crucial element of the competitive advantages in many industries, which explains the focus on 

innovation in the human capital development strategies of various large corporations (Gonthier & Chirita, 

2019). Simultaneously, as stated above, the facilitation of innovation at this level seems inherently 

problematic because of the need to invest substantial amounts of money in human capital development 

activities and processes. To improve organisations’ overall business performance, innovation techniques 

could boost market share and provide an advantage over competitors (Makgopa & Antonites, 2021; 

Prajogo & McDermott, 2014). Furthermore, García-Sánchez et al. (2018) noted that innovation is vital 

to enable an organisation to remain competitive in the market. 

Literature Review 

This section provides perspectives on the concept of innovation and a review of previous studies on the 

topic. 

Perspectives on Innovation 

Innovation capabilities, such as technologies, networks, learning, processes, strategy and culture, have 

been identified as key drivers of innovation (Ferreira, Fernandes, Alves & Raposo, 2015). Al-Ansari 

(2014) pointed out that the key drivers of innovation comprise the organisations’ management, 

customers, technology and employees. Sundbo, Sundbo and Henten (2015) maintained that service 

innovation activities involve mutual empathy between employees and customers, and if employees are 

https://doi.org/10.51137/wrp.ijarbm.2025.smep.45897
https://www.wr-publishing.org/


International Journal of Applied Research in Business and Management (ISSN: 2700-8983) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 06 Issue: 02 Year: 2025 

https://doi.org/10.51137/wrp.ijarbm.2025.smep.45897  

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

willing to assign time towards innovation activities, these can serve as drivers for innovation. According 

to Van der Kooij (2017), there is wide variability in the definitions of “innovation”, which creates 

uncertainty and conflict regarding the concept of innovation in scientific publications. There is consensus 

among the above-mentioned authors that innovation includes the core concepts of change and novelty. 

For example, Rubin and Abramson (2018) defined “innovation” as the invention and execution of 

creative concepts that promote and develop an organisation's mission. Innovation contributes to 

introducing new services or goods and creating new value for customers (Klassen, Dobni & Neufeldt, 

2020), which promotes customer satisfaction (Van der Kooij, 2017). Innovation is necessary to allow 

organisations to fulfil the changing desires of their customers or market players. By innovation is meant 

the generation, acceptance, and implementation of new ideas, processes, products or services. 

Innovation therefore implies the capacity to change or adapt.  

According to Cheng, Yang and Sheu (2014), there are different types of innovation that may be 

employed to improve business performance in various industries, including product innovation, process 

innovation, organisational innovation, marketing innovation and service innovation. Product innovations 

are based on the knowledge or technology used to manufacture the product(s), whereas process 

innovations focus on production, or the stages required to integrate new materials in producing a finished 

product that leads to a profit (Ruiz-Molina, Gil-Saura & Servera-Francés, 2017) 

Drivers of Service Innovation 

Cordeiro de Sousa (2024) argued that many drivers of service innovation are visible in the domain of 

marketing and finance, whereas Gustafsson, Snyder and Wittel (2020) argued that there is no single 

framework that would encompass all the service innovations. The above-mentioned scholars believe 

that an analysis of specific drivers of service innovations should be carried out separately in the case of 

each specific organisation. Therefore, in line with the research objective of the study, the drivers of 

service innovation activities in private security organisations were explored. 

Complex Adaptive Theory (CAT) 

According to Alaa and Fitzgerald (2013), complex adaptive theory (CAT) states that “agents that form 

the system continuously interact with each other and with the global environment to form stable, global 

patterns that suit the current settings in the system and the environment”. CAT is applicable where there 

is communication and collaboration, little hierarchical organisation, and staff members can generate 

innovation (Sturmberg, O'Halloran & Martin, 2012). This implies that the employees are adaptive and 

responsive to the internal and external changes associated with service offerings. CAT was adopted for 

this study, as the focus was on the drivers of service innovations that enable managers and employees 
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to identify and implement new service innovations in organisations with little hierarchy, such as private 

security organisations. 

Review of Previous Studies on Service Innovations 

Previous studies have focused on other aspects of service innovation, rather than on understanding the 

internal and external drivers of innovation activities in organisations. For example, the study of Carlborg, 

Kindström & Kowalkowski (2014) focused on the evolution of service innovations. Other studies, such 

as those by Prajogo (2014) and Garrido-Moreno, Martín-Rojas & García-Morales (2024), considered 

the impacts of service innovations on business performance in different sectors of the economy. For 

example, Prajogo (2014) investigated the impact of product and process innovations on business 

performance, which confirmed positive relationships between the variables. Garrido-Moreno et al. 

(2024) examined the role of service innovation in enhancing business performance for organisational 

resilience using a sequential two-stage mixed-methods approach; this also confirmed the existence of 

positive relationships between the variables. In addition, service innovations tend to be increasingly 

visible in manufacturing organisations in other parts of the world aiming to differentiate themselves from 

competitors through new services and integrated product–service bundles (Chae, 2012; Kindström, 

Kowalkowski & Sandberg, 2013). Despite the increasing research on the impact of service innovations, 

little empirical research has been done on how technologies drive service innovation (So, Kim, & Li, 

2023) and what role key internal capabilities in the organisation’s fostering of organisational resilience 

(Melian-Alzola, Fernández-Monroy & Hidalgo-Peñate, 2020).  

It is apparent that few studies on service innovation have been carried out in many countries, specifically 

in developing economies such as South Africa. In addition, many studies on innovations were done in 

manufacturing organisations rather than in private security organisations. Therefore, this paper 

contributes to the literature by focusing on the drivers of service innovation activities in private security 

organisations that offer protection services to households and businesses. This paper follows the 

research recommendation by Tseng, Wu, Chiu, Lim and Tan (2019) and Thakur and Hale (2013), namely 

that more empirical research is required to identify both exogenous factors (i.e.,outside the 

organisation's control) and endogenous factors (i.e., within the organisation's control) Makgopa (2021) 

also recommended that research be done in other sectors of the economy regarding the drivers of 

service innovations. service innovations. In the context of this paper, it is also supported by Van der Wal 

and Demircioglu (2020) and Cinar, Simms, Trott and Demircioglu (2024), who call for innovation to be 

studied in different contexts. In this paper, the researcher argues that identification of key drivers of 

service innovation will lead to effective implementing of service innovation activities and further improve 

client satisfaction and enhance business performance. The objective of this study was to identify the 

drivers of service innovation activities in South African private security organisations. 
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Methods and Data 

An exploratory qualitative approach was followed to address the research objective of this study. 

Saunders, Lewis and Thornhill (2019) pointed out that an exploratory research design is useful when 

the researcher requires more information about a specific problem, an opportunity or a phenomenon. 

The aim of using a qualitative approach was to collect data more effectively and gain richer information 

by enabling participants to express their opinions and share their experiences drivers of service 

innovations in private security organisations. The target population for the current study was managers 

of private security organisations in KwaZulu-Natal, South Africa. South Africa was chosen because of 

its accessibility to the researcher. In addition, only one country was selected because the aim of the 

study was not to be representative, but rather to enable other researchers to identify the drivers of 

service innovations in private security organisations. Private security organisations’ managers and 

owners were chosen as the unit of analysis since they were holders of the data needed to answer the 

research questions for this research. Fifteen managers participated in the study, which was sufficient to 

produce findings. Researchers are permitted to use a small sample in a qualitative study (Saunders et 

al., 2019). A purposive sampling method was used in this study, which means that participants are 

selected because of some defining characteristics that make them the holders of the data needed for 

the study (Saunders et al., 2019). A purposive sampling method was used to concentrate on the 

participants, in this case, private security organisation managers and owners, who possess the richest 

information based on their roles in their respective organisations.  

In-depth semi-structured interviews were used to collect the primary data for this paper from 1 June 

2023 to 30 September 2023. The researcher used a research guide containing research questions 

during the interviews with participants. The researcher had to arrange a time and date most suitable for 

an interview with each of the participants. All participants were briefed telephonically about the research 

objectives, and the research topic was e-mailed to the participants. This was done to ensure that both 

the researcher and the participants were prepared for the interview, felt at ease and could build rapport 

before the data collection began. A qualitative content analysis was used, as it was deemed most 

suitable for this research. After the data collection period, the audio recordings were transcribed for data 

analysis to take place. The trustworthiness or validity of the qualitative data was ensured in data analysis 

to avoid bias in interpreting the data. 

Results 

The findings of this study identified competition as one of the drivers of service innovations in private 

security organisations. Competition mainly includes a set of specific strategies and tactics employed by 

the competing organisations, as well as the technologies that they use in organisational activities. The 
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participants emphasised that they use technology to gain a competitive advantage. Nevertheless, the 

contexts in which they use novel tools differ. In particular, the essence of the competitive strategy 

pursued by the organisation is to create and maintain a secure environment that is conducive for the 

clients. Participants indicated that service innovations are implemented to minimise operational costs 

using innovative technologies. Efficiency seems to be the most important aspect of an organisation’s 

competitive advantage. To justify these findings, the verbatim responses of some of the participants are 

cited below: 

You know, we compete with other security service providers by providing the best security service 

possible. This includes utilising the latest technological advances in ensuring a safe and secure 

environment, you know, conducive to learning and research (Participant 1). 

I’d say as a fairly young company, we’ll have to try and mix things – try and be as innovative as 

possible… Say we do a proposal, say like an old – in a residential property, when we’re doing a proposal, 

and we’ll make a pitch, a sales pitch, and tell them that instead of having maybe six guys in this square 

meter area, we’ll propose that we install CCTV cameras and uplift say the parameters of the complex 

(Participant. 2). 

Well, for us to be competitive in the industry, we needed to start in the industry and to see where the 

loopholes are that we can fill in and be competitive with the other security companies… we introduce 

the drone system to monitor the farms. So that gave us a step ahead of the other security companies 

(Participant 8). 

It is important to emphasise that technologies play a major role in shaping competitive strategies and 

operations of private security organisations. Participant 5 argued that his organisation uses new 

technology to leverage novel solutions, such as drones, into gaining an additional competitive advantage 

in the market. The participants were enthusiastic about the benefits of service innovations. The main 

sub-theme related to this topic is efficiency. Most service innovations are employed by South African 

private security organisations to provide significant financial benefits by reducing the number of guards 

required. The issue of cost-cutting was by far the most popular factor mentioned by the participants 

regarding the positive effects of service innovations.  

So, we saved financially after intruding new service innovations activities to our client base, and I believe 

that our efficiency in so far as getting these audits, these – what you call qualified audit reports, we've 

benefited immensely (Participant 5). 

Using technology in our service innovations save us lot of money because we don't have to employ 

hundreds of security guards. We can use CCTVs for monitoring and access control (Participant 7). 
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The benefits, obviously it's a smoother operation. I think it will make our operation much smoother and 

even safer. As I said earlier, it's preventive. It prevents a whole lot of extra costs (Participant 11). 

The available evidence according to participants 5, 7 and 11 provides a compelling reason to believe 

that most service innovations have led to a significant improvement in the quality of the services provided 

by private security organisations. In addition, the participants emphasised that using technology in 

service innovations saves money, as fewer security officers need to be employed. A combination of 

increased efficiency, reduced costs and improved security operations provides organisations with a 

competitive advantage to increase their client base. All the participants argued that service innovations 

help organisations to attract more clients. Verbatim responses from some of the participants are cited 

below to support the findings: 

Servicing our clients efficiently using technology in service innovations add value to our clients, and we 

get such reports where there is a greater chance get new clients (Participant 12). 

Having introduced new service innovations, you find that you’re able to reach your clients better 

(Participant 13). 

Ever since we started using these [service innovation] activities we've gained a lot of clients, which help 

us to improve on our revenues, and improve on our profits (Participant 15). 

According to participants 12 and 15, adoption of new technological innovations and other innovations 

result in reduced operational costs and increase revenues. The last benefit of service innovations that 

was mentioned by all the participants in the study was improved business performance, which mainly 

manifests in increased revenues and profit margins. Given the reported effectiveness of innovation 

activities in preventing crime and cutting costs, such an outcome is not surprising. The quotations from 

participants 4 and 7 are cited below to justify the findings.  

We introduce service innovation activities to improve your profit margins (Participant 4). 

Well, having implemented new service innovations improves our profit margin (Participant 7). 

Discussions  

The findings of this study corroborate those of Lusch and Nambisan (2015), since they highlight the role 

of clients as drivers of service innovations, and with Makgopa (2021) that competitors’ activities serve 

as key drivers of service innovations in service organisations in the market. In addition, the findings of 

this study contribute to academic literature by identifying the reduction of operational costs as a driver 

of service innovations in private security organisations. In addition, the study adds insights by revealing 

that implementation on new ser service innovations by adopting new technology which result in 

efficiency and reduced operational costs as a smaller number of security officers is employed. In 

https://doi.org/10.51137/wrp.ijarbm.2025.smep.45897
https://www.wr-publishing.org/


International Journal of Applied Research in Business and Management (ISSN: 2700-8983) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 06 Issue: 02 Year: 2025 

https://doi.org/10.51137/wrp.ijarbm.2025.smep.45897  

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

addition, the study revealed that implementation of service innovations results in increased revenue and 

profit. These findings of this paper concur with those of Carlborg et al. (2014) and Makgopa and 

Antonites (2021) in implementation of service innovations aim to improve business performance. Finally, 

the study makes a significant theoretical contribution by demonstrating the application of complex 

adaptive theory in those changes in the business environment such competition, changes in consumer 

needs and technology that serve as key drivers of service innovations. 

Conclusions 

The study identified clients and competitors’ activities as main drivers of service innovation in private 

security organisations. In addition, technology and internal staff are identified key drivers of service 

innovations and as servicing clients. Therefore, managers of private security organisations should create 

a healthy working environment that encourages employees to propose creative ideas for service 

innovations. To this end, they should allocate part of the budget to support brainstorming sessions to 

inspire new service innovations. Managers of private security organisations should also monitor the 

international environment continuously to identify any new service innovations in foreign countries that 

could be implemented in South Africa. The study was conducted using qualitative research; therefore, 

quantitative research can be conducted to cover larger samples. In addition, similar studies can be 

extended to other sectors of the economy and other parts of the world since there are limited research 

studies that focus on drivers of service innovation. 
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