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ABSTRACT 

Small-scale farmers growing for the . p rt mark "'1 arc faced with greater challenges today 

due to economic upheaval and th tri 1 l-ttr p~nn Union regulations. In order for them to 

stay in business, they mu t t lkc ~.:-.u·:\1 important operations strategies into account. 

Small-scale Htnm:rs •ro'' in' It 1 th . port market seek to maximize profit by selecting 

tho ·c strat ·git.:s th u "ill h ·I them operate most efficiently and effectively. Previous 

rcs~urch has ·howu that 1 1 ation trategy is an important issue to all organizations and 

as a k~y for orgunizati nal ucces . 

Thi tud: ought to document the operations strategy practices used by the small-scale 

french bean fanners growing for the export market and to fit these operations strategy 

practices in the Johnston generic operations strategies and the Hayes and Wheelwright 

Framework. 

Data was collected using a semi-structured questionnaire and analyzed using narrative, 

frequencies tn;.trix tables graDhs "nd charts. The main fin i11gs were fl'> follows: quality 

and flexibility were the most important dimensions of the operations strateg tes especially 

amongst the farmers with a much smaller french bean acreage. 

Cost and dependability were the most important dimensions in the operations strategies of 

farmers with a much larger french bean acreage while innovativencss \ as the least 

important dimen ion amongst all farmers. Based on all the respondent • quality and cost 

,,ere n to b the most commonly u ed dimension . 'I hcs two dimcn ion carried a 

more signiti ant \\eight than all the other dimen ion . 'I here \\Us a signili ant di lcrcn 

among tall the fi c dimt.:n ion . 
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1.0 I TRODU TTON 

1.1 Background 

Kenya wu r rtun t · 111 inh ., it in fr m its colonial past a relatively open and export­

oriented trudiug sy ·t ·m in u icultural commodities and a favorable macro-economic 

environment in wlu h h rticulture could develop. Kenya's economy is highly dependent 

on horticultme. '' h1ch is one of the biggest foreign exchange earners. Kenyan 

horticultural sub sector has grown tremendously over the last three decades and has the 

potential to grow into an important wealth creation enterprise due to it's labour intensive 

nature and high value (Thirnm, 1998). 

According to the Horticultural Crops Development Authority-HCDA (2001), the history 

of the export of fresh horticultural produce from Kenya dates back to World War II when 

Kenya, then a British colony, was required to contribute to the task of feeding the allied 

forces. During this period, the overall exports to the European Union were worth US 

5500, with the Netherlands being the largest importer, taking a 71 per cent share by 

volume, with most distributed through the auction system. Next came the United 

Kingdom on 20 per cent, followed by Germany on 6 per cent and South Africa with 2 per 

cent. Horticultural Crop De elopment Authority (2004) point: out that Kenya has a long 

tradition of growing horticultural crops for both domestic and export markets. uccess to 

date can be attributed to Kenya' ability to pro ide high quality products on <1 year-round 

basis, backed by daily airfreight departures to key destinations. The country is able, from 

its agro-ecolo_Jical zones to grO\'-' a very wide range of horticultural produc , from french 

be ns :oti fruits to cut f1o, ·er . 



A report made by the Horticultural Crop D I pment Authority in the Year 2004 shows 

that in the Year 2002, the valu t lh h rti ultural ~.:xport was 28.33bn. In the Year 2003, 

the horticultural sub s ctor • nt:r.l! v r Ksh. 70bn of which Ksh.36.49bn was in 

foreign exchang . In th 3,2 2 tons of fresh horticultural produce was 

cxpot1ed. fn;sh v · • tat I · a counted for approximately 29% of total value of 

horticulturul u,· p tl . French beans accounted for approximately 5.5bn. The horticulture 

ub ector p· vid , emplo ~ ment to about 2m people. The sector is mainly private-driven 

with the government and its agencies playing a facilitating role. The horticultural sub 

sector has grown in the last decade to become a major foreign exchange earner and a 

major contributor to food needs. The sector has consistently recorded an average annual 

growth rate of 20°/o, In the Year 2003, horticulture was the leading foreign exchange 

earner. 

A tremendous diversity in terms of farm sizes, variety of produce, and geographical area 

of production characterize this sector (Jaffee, 1995; Wanzala, 1997). The Horticultural 

Crops Development Authority-HCDA (2001) notes that the Kenyan market is open and 

competitive; hence prices are determined by supply and demand factors. The domestic 

market has concentrated on vegetables and fruits, such as: cabbages, kale, bananas 

(cooking and table). avocadoes, coconuts, citrus, mangoes (local), pineapples, plums :.md 

paw paws and many others. Nyoro et al (2001) note that some cut flowers are also sold 

locally in main urban centers by street vendors and floricultural shops in high/ medium 

class shopping centers. Unlike the export market, storage facilities and pres r ation 

technologies in the local market are not required to tabilizc production. Proper 

pa k gine i not a priority for th local market. ·or th c. ·port market the storage 

prop r packaging arc nccess ry. tandan.l p ckaging i nccc · r · to a\·oid 

lo b aus of d mages. Pack ging con titutcs a majot item of co t for an rtt:r o1 

h 111 ult r . 

n tur flu tu ti n in UJ pl ' 
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newspapers, (Jaffee, 1995; Kamau, 2001; ro tal, 2001) and Internet services (Kavoi 

et al, 2004; Okada, 2004 ). Tht I l t a di tribution pattern where some markets are 

oversupplied and oth 1 

organized and infotm 

2004). 

llJ 1 lJ d. Farmers therefore lose out to the more 

'ct a superior bargaining power (Kavoi et a!, 

mull- ·calc r nn r roduce more than half the exports, and small-scale farmers gain 

from producing tor the export market (Horticultural Crops Development Authority, 

_QQ 1 ). ccording to . dung·u (1999), small-scale businesses are characterized by easy 

entry and exit, lO\\ capital requirement for establishment and operation, dependence on 

local resources employment of simple technologies that are easy to adopt, labour 

intensive production techniques, low cost skill acquisition mainly from outside the formal 

school system and the ability to operate under a highly competitive market condition. 

Mumo (200 1) describes small businesses as those firms that have management 

independence, usually need a small business firm capital, ownership is by an individual 

or a small group of individuals and the area of operation is mainly local though markets 

need not be local. 

French beans are one of the most important hot1icultural exports produced by small- calc 

farmers. Small-scale farmers involved in growing fresh produce for export accounted for 

more than -o percent of the supplies of french bean export in the year 2003 (Horticultural 

Crops Development Authority, 2004). French beans arc the mo·t popular cash crop 

3 mongst small- calc farmers. Their relatively short growing period allow the crop to b 

the b sis of a rcgul:1r ca h income. 'I here ar con~trJint in input av il bility nd 

marketin wi r cultivation of french b an (E ·port Prom tion 

2 u 
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n 
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exporter may have up to 100 per ent o th ir land dedicated to french beans (Okado, 

2004). Without irrigation, mall-· :1! fnnn rs arc not able to produce a steady supply of 

vegetables throughout the p.:-tr. nukm 1 th~.:m less interesting to full-time exporters 

(McCulloch and tu. 00 ). 

According t M · ull ·h nd ta 2003), in terms of farm sizes, they range from large­

scale c ·tate· with ·u ·tanLial in estments in irrigation and high level use of inputs, hired 

labour und killed management to small-scale farms, usually under one acre. Both small 

and large fam1s grow french beans. McCulloch and Ota (2003) distinguish three 

categories of french bean grower. Large commercial farms have 50-100 hectares and 

grow various types of vegetables for export using hired labor and modem technology. 

They are either owned by exporters or have formal contracts with large exporters. Small­

and medium-scale contract growers may have as little as 0.25 hectares of french beans, 

but the exporter provides seed and sometimes chemicals on credit. They hire about 15 

laborers per hectare of french beans planted. The third category is independent small­

scale farmers who have 1-5 hectares but only plant a fraction of this with french beans. 

Without a contract, they use less purchased inputs, often recycle seed, and sell at lower 

prices due to differences in quality and/or variety. 

With the majority of Kenyans living in the rural area, agriculture remains the backbone of 

the economy (Thin1m, 1998). Small-scale farming provides the bulk of the fastest 

growing sector yet farmers lack adequate experience and kno\ ledge to op rate on an 

even footing in the market place. However small-scale fanners may switch producing for 

the xport market to pro uce for the local urban markets Okada 2004 ). 

The K ny n horticultural sub ector h not be n \ •ithout s t b ck , r ently it ha b n 

throu h combin lion o intern 1 nd t m I c t-pric 

n t n t bl un ' thcr c mpl 1 liti 

on nu itu ti n. In 

th 
nt n 

in nn t n n mrn nt h 



sectors' setbacks (Gathura, 2003; bd , _004). With the continued decline on the 

condition of roads, transportation and Ji tnbution of perishable horticultural produce has 

become expensive and di It uh. Unr li· hi and inefficient railway services, expensive 

and inadequate tclt:<.:Ollllttllni ·ui n rvi c· and insufficient supply of electricity have 

exacerbated thc pr bl m · ( knd , 2004 ). 

Gathurn (-00') n te that in the 1980's and early 1990 's Kenya occupied an unrivaled 

prime position with regard to exports of horticultural (tropical) produce into the European 

Union. In fact at that period french beans were known as Kenya beans in Europe. 1990's 

saw the emergence of other suppliers from Africa (Zimbabwe, Zambia, Tanzania, 

Senegal, Gambia) Central America (Guatemala) and Asia (Thailand). Kenya needs to 

invent new strategies to enhance their competitiveness; otherwise they stand the risk of 

being edged out by the new suppliers (countries). 

Small-scale horticultural farmers do not have the capacity to meet the requirements hence 

the need for awareness, capital and training. Small-scale farmers lack a unifying forum to 

discuss their activities. A sizeable percentage of these are small-scale farmers whose 

production and profitability is constrained by the limited access to reliable markets and 

lack of business knowledge. Improved rural road nc works that reduce these costs could 

abate motives to meet food needs through domestic production and promote 

specialization that raises fam1 incomes (Okada, 2004). 

According to the Fresh Produce Exporters As ociation of Kenya -FPEAK (2004 ), for 

Kenyan horticultural I ro uce to sustain and impro its markd ~har internationally the 

sector h to d monstrate and maintain high t ndard o production, procc ing, 

p ckaging n h ndling to me t m rk t quality requirem nt et hy the Eur 1 an nion. 

Th r ul tion , vhi h pply to II tag i tribution 
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tssue the certificate. The conformit rit ria among others include the inspection 

standards, technical cornpeten 

FPEAK continues to not th t I 

, m l; ti n, infrastructure and points of inspection. 

cal farmers like Homegrown Limited who export 

to EU supcrmark t. h 1 • im I ·m nt I mo ·t requirements of normal pesticide use due to 

prcssur of th ·ir ·li ·nt ·. The have also the ability to do so as they employ 

knowlcdguublc munal! r and ha e a large amount of capital. 

According to Dilworth ( 1996), the Operations of a firm are often responsible for the 

largest part of the firm's human and capital assets. Thus, much of a product's cost is 

incurred\ ithin the Operations and this cost affects the price that must be charged and the 

profit margin that can be achieved. It is the operations function that establishes the level 

of quality as a product is manufactured or as a service is provided. The Operations 

function determines to a great extent the ability of the company to deliver goods or 

services within lead times that enhance customer service. It is clear that the Operations 

function has an important influence on the cost, quality and availability of Company's 

goods and services. According Slack and Lewis (2002), organizations must take up the 

operations strategy to gain a greater competitive leverage. 

''High quality products offer d at the right time in the right quantities attracts 

international press coverage and any problems associated with products from any global 

companies are immediately published therefore, it is all the more important that quality 

is maintained. The fact that the Quality Assurance Agencies publish its r vic\ s openly 

"sends a powerful global sibrnal about the EU commitment to quality". It is for this one 

reason that large horticultural finllS like Homegrown (K) Ltd arc kc non th dimcn ion 

of quality fast delivery and proper survey of th~ market' Bill and ·1om. 2004). 'I h~ ost 

of campti nc , ith the m rk t st nd rd i di icult to t tc rc i ely hut Homt.: •ro\ ·n 

K 11 m ur n css ry in th c t of pr du ti n. Riun u n b· ri 
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their manufacturing organization a ·temully supp rtive, that is, playing a key role in 

helping the whole company ht n: un l:d l ~.:r its competitors. Such companies are not 

content simply to copy th it ~.:n to be the "toughest kid on the block" in 

their owu n tghborho ) I. I h b~.: us good as anybody in the world at the things 

they have chos ·n tt) l · • t d ll - that i world-class. 

Johnst n d ul (I q9 , n te that firms should aim at taking up the innovator strategy. The 

innovator ·trateg~ enhance the adoption of a better approach to designing a firm's 

operations and from this there is enhanced customer service. This way, a firm aims to be 

the top in the world. All workers should be knowledge workers who contribute more with 

minds than hands. understand the business and the job and have a mastery of all quality 

tools sought after by competitors. 

1.2 Problem statement 

In 1969 Skinner in a sem· nal article, stressed the importance of manufacturing strategy as 

the missing link between manufacturing and business strategy. Since, the emergence of 

this article, there have been a multitude of views and approaches put forward by various 

researchers regardmg the content of operatiOns strategy and process ot strut gy 

developm~nt and implementation (Swink and Way, 1995). There has been a lot of work 

done on the application of operations strategy in the service and manufacturing s~.:ctor . 

Empirical researches into the way companies formulate and implement their tmtcgie · 

and results of the implementation in the marketplace are relatively s arce (Draaijer and 

B er, 4: Orr. 1996 . lany authors hav ov r and ovc.:r again 

emph tr t gy a an import nt i ue to 11 organization nd a k • 

or or niz tion 1 succ s nd Wheel right 19 ; Hill I 4· Kim and L . 

tinor t 1, 1 I, I 5 nd dn 5 . 

r n hi hi .. m II-
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setbacks in the horticulture sector, it is important to incorporate the operations strategy in 

the small-scale farms in order to gain a greater competitive leverage. 

Large horticultural firms lik H me ro\ n (K) Ltd have already implemented most 

requirements by the Europ~.: m t ni n lu t() pn.:ssure from their customers (FPEAK, 

2004). It is for this om.: 1 •. , lll ti1.1l lng horticultuiUl firms like Homegrown (K) Ltd, are 

keen on the ditm:nsit111 · l1f quulit '. fa t delivery and proper survey of the market (Bill and 

Torn, 2004 ). Tin: ~ost t c mpliance with the market standards is difficult to state 

precisely but 1 I megr \\ n K) Ltd takes all measures necessary in the cost of production 

(Riungu and Ibaria. _004 ). 

Firms must device ways of utilizing their resources to attain a competitive leverage in 

today's business world. The firms must continually improve to stay ahead of the global 

competition (Gathura. 2003). Skinner (1969) is often credited with founding the 

extensive strategy on manufacturing on competitive priorities. Other writers have 

extended ·1;s work but the CC' ·"! ideas have remained unchanged. There ha:::; bee~l little 

emphasis on the use of operations strategy on competitive priorities in small-scale 

horticultural farming. Studies on competitiveness include but are not limited to the 

!~~!~"'!.!'~ · k'~rn<>11 f?{)tll) r~ P~10n::1l c0m~PTttlvPnPc:;c:; m the m::~rke:ttng ot rh 1tonicuitura1 

crops for the domestic market. Nyamwange (200 1) The application of operations 

strategy to increase the competitiveness of large manufacturing firms in Kenya. Studies 

on training include but are not limited to the following: Kcssio ( 1981 ), A study of the 

probl rn facing the mall bu ine ·ses and the ffect of manag mcnt training on their 

p rformanc . tudi on marketing include but arc not limited to th foliO\\ ing: 

Kinn mi 1 Q98) Horticultural marketing problem facing th • small- calc am1 r in 

Kenya. um (200 1 ). Tite service of[! red by th mall- a! c:p rt r in nya. 

ne f th tu 1 h on 
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to which small-scale french bean farmers growing for the export market have embraced 

operations strategy? 

1.3 Research objectives 

To docunH.:nt {>pcratilm · l!,lt g practJccs used by the small-scale french bean 

fanm:rs grt>\\ in , fi)r th . p rt market. 

11 'I o tit the OJI.!rati n trategy practices used by the small-scale french bean farmers 

growing for the e. ·port market in the Johnston generic operations strategies and 

the Hayes and \Vheeh\Tight Framework. 

1.4 Importance of the study 

The findings may be used by the small-scale farmers producing french beans for the 

export market to design better strategies, implement and monitor them for 

manage~1ent of Fresh Produce Exporters who outsource their produce from the small­

scale farmer, potential businessmen and women who want to join the horticultural export 

,._'I., .. 11 ("f'H"i 11). 
......... -.... ---·-

horticultural businesses in the rural areas. Lastly, the paper could form a basis for 

research by Scholars and Researchers in other areas related to the Operations Strategy 

and Competitiveness. 



2.0 LITERA T RE REVIEW 

2.1 Operations trat gy 

Operation stru t(.:gy i · th · ·t • ·th utili7ation of production capabilities to achieve 

business unu c q mll · ' uJ· im and Lee, 1993). It is the decisions, which shape the 

long-term capubiliti' f the company's operations and their contributions to overall 

strategy through the ongoing reconciliation of market requirements and operation 

resources (Fl}nn et al. 1994). According to Lowson (2001), operations strategy is the 

strategic management of core competencies, capabilities, processes, technologies, 

resources and key tactical activities necessary in any supply network, in order to create 

the value demanded by a customer. Slack and Lewis (2002) describe operations strategies 

as the total pattern of decisions, which shape the long-term capabilities of an operation 

and their contribution to strategy. Shaffer and Meredith (1997) describe competitiveness 

as the long-term viability of a firm; it may be seen in a short-term context such as the 

current success of a firm in the market place as measured by its market share or 

profitability. 

Operations strategy is the total pattern of decisions and actions, which set the role, 

objectives, and activities of the operation (Hill, 1994). Hayes and Wheelwright ( 1984) 

point out that the strategy of any organization is the total pattern of decisions and actions, 

which position the organization in its business environment. Within this definition of 

strategy, they identify different levels, which make up the strategy hierarchy: 

• The Corporate strategy, 

• The Busines strategy nd 

• Th Functional trat gy. 

orpo te strategy ts the objecti,·e for its di cr nt bu in . hi n n \' IOJ 

fi r e alu ting th int mal nd extern I condition of the org ni 

th 0 ~ ti for it • riou uncti n or p n. Functi n th 

0 ~ cti orth m un tion' contribution to th bu in 



In the operations function there rna b cv raJ units or "micro" operations. Each of 

these could have a micro op r ti n ·1rat • , whi h idcnti ties how the micro operation is 

going to contribut to th bu in ma ·r ) op~.:rations strategy. Starr ( 1996) describes 

operations str·ttc •y s 'I lui ·m nl of how the operations function will contribute 

effectively (O tht.: I ·hi'\' Ill nl f orporatc goals and objectives. 

lack ct ul ( 1995) de ·cribe operations strategy as the total pattern of decisions and 

actions. which set the role. objectives, and activities of the operation so that they 

contribute to and support the organizations business strategy. Slack et al ( 1995) also state 

that a credible operations strategy reinforces the centrality of competitiveness in an 

organization. It does this by concentrating decisions and individual resources of the 

operation. An effective operations strategy should bring the concept and feeling of 

competitiveness or at least .. strategic direction" right to the operating personnel 

themselves who is very heart of the organization. 

2.2 Operations strategy formulation 

Starr (1996) also notes that the top-down approach where an approach is initiated, 

undertaken and monitored by a finn from the top, and the bottom-up approach, where an 

approach is initiated by people from below should be incorporated while formulating the 

operations strategy. According to Hayes and Wheelwright ( 1984 ), the level of th~.: 

(macro) operations strategy, decisions can be divided into: those, \vl11ch d~.:fine the 

content of the strategy, and those, which indicate the proces of ho\ 1t is to be 

fonnulated. The content of an op rations strategy deals with the relati e importanc~.: of 

th p rforman c.: objc..:cti e · to thc..: operation. 1 hc..: organi:t..ation p~.:cifi cu tomc..:r group , 

the a ti •itic ofthc..: org ni:t.ation' competitors. an th t g' of it p du t and rvi 

influen thi on th ir life eye! . TI1e ontcnt of n op ration cone m d 

ne 1 uid nc to th d i ion-m king activiti 

tin ' d lin' ' ith ' •, 11 nnin, 
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Hayes and Wheelwright (1984) continu to highlight that the operations strategy itself is 

made up of three Levels: ( 1) mi i n, ( ) t~<.: ' tivc , and (3) management. The operations 

mission defines a dir clion for th~.: c 1 n.lltons function. A mission statement should 

mcorporatc om of the -. ·it nt •rtt f top management and should communicate to 

employees, invest 1 ... md ·u ·t 111 that this is an excellent firm. The second level of an 

operation· ·trutcg '. 1 ration· objectives, provides carefully defined, measurable goals 

that help llu.: iinn uchieYe its mission. These objectives should be specific, measurable, 

achievable. realistic and time bound. 

The third level of operations strategy describes how the objectives are put in plan, 

controlled and organized. Although the operations objectives provide measurable goals, 

they do not indicate how a firm should pursue those goals. Management of the operation 

resources involves planning, controlling and organizing in order to realize these goals 

(De Meyer, 1990; Hayes and Wheelwright 1984). 

De Meyer ( !990) notes that operations strategy should fit into the corporate strategy. The 

operations strategy involves decisions that relate to the design of a process. This strategy 

should be flexible enough to change with the future needs of the firm. According to 

Johnston et al ( 1997), an effective operations strJtegy should clarify th<.: lmks betwct.:n 

overall competitive strategy and the development of the company' operations re ourct: . 

tore specifically, an operations strategy should be: 

• Appropriate: it hould upport the company' · competitive trategy 

• Comprehensive: It should indicate ho\ all parts of the operations function arc 

• 

• 

• 

e,·pe ted to rt:fonn. 

ohercm: Th policies recommt=nd d for c ch 1111 to-operation mu t I a i 11 
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At broader level operations stratep.ies must be ethical, international, creative and 

implemented. 

2.3 Capability and Maturity - H:.l. 'C :.1nd Wheelwright's Four Stages 

Below is a summary of t fnu·-' t,\~l: Cram ·work proposed by Hayes and Wheelwright 

(1984). 

2.3.1 tagc I (lntcrn.-lly n •utr<tl 
Stage I companie · c n id r their manufacturing organization to be internally neutral, in 

that its role is imr l~ to "make the stuff', without any surprises. Such companies believe 

that their product de igns are so unusual or their marketing organization so powerful that 

if the product can simpl} be delivered to customers, as advertised, the company will be 

successful. 

2.3.2 Stage II (Externally neutral) 
Stage II companies look outward and ask their manufacturing organization to be 

'·t ·n:-~1!;: e 
1
tra· t' at is r1ble t0 m~et .'1e st:?.."ldards imp0sed nv their me:~jor compct!Lurs. 

Such companies tend to adhere to industry practice and industry standards. They buy 

their parts. materials and production equipment from the same suppliers that their 

· ,. " ·· p - ~ '·es ·~ ~.-~tl·t·· ,., ~rl ;n,·cn+c"'' "~ t 1 
con1peuturs use, 1lH1U " ::.uu1H:u. ap lU<Lvu .u '1"'"

41 
J ·.u•~ • · . ·J -•.;.1 r~ .. , 

similar relationships with their workforce, and regard technicians and managers as 

interchangeable parts- hiring both, as needed, from other compani sin the industry. 

2.3.3 tage III (Internally supportive) 
Stage III companies have a manufacturing organization that is int ·rnally UJ p rtivc 

0 

ther parts of the ompany with a coordinat d et of manufacturing tru tural 
11 

infra tru tural d i ions tailor d to their 1 cific c mp titiv trate •. 

rnall • upportivc) 
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be the "toughest kid on the block" in their o\vn neighbourhood. They seek to be as good 

as anybody in the world at the things they hav ho en to be good at - that is, world-class. 

2.4 Generic operation .. tr!lt •git;~ 

Below :trc the nenL'tic tlp 'I IIHlll tt.lh tics nronoscd by Johnston et al (1997). 

2.4.l Th~ ~ ll ~t ,, H (l"l( I'"· 
This tratcgy i · on n hen an organization believes that there is little 

competitive udYuntuge t e gained by differentiating itself from its competitors. 

Manager· ure t! . pc.!cled l Inak' ure thnt nothing goes wrong rather than to provide much 

in the way of innovation or creativity. Firms taking up this strategy try to minimize the 

"negative effecf' of manufacturing. Manufacturing is not expected to make a positive 

contribution. Controls are put into place to closely monitor each process. If any strategic 

con ideration do ari e, outside experts are called in since manufacturing personnel are 

not perceived as strategic thinkers. Reasons for adopting the this view of strategy include 

perceived simplicity of manufacturing processes and/or perceived lack of 

manufacturing's ability to impact competitive position. 

2.4.2 The marketeer strategy. 

The strategy is often used when the firm experiences increased competition and respond 

by enhancing the level of customer service, which they offer. This might include such 

things as broadening the range of their products and services increasing quality levels or 

giving delivery guarantees. Firms try to achieve parity with competitors. Capital 

investment is used to achieve scale advantages. Organizations benchmark competitors' 

proc 5 capabilitie . Proces es are then improved to reach comp titors' capabilitie . 

2.4. 1 h r or aniz r trat 

fhi ' impli ch n in th n or aniz ti n d ign 

' nd ' 0 
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Business Strategy. The goal is to support of corporate strategy with a fonnulated 

manufacturing strategy. Organiz ti n "· t munufacturing to support corporate goals. 

2.4.4 The innovator str·tk y. 

This strategy i · u · mbmuti n the marketeer and reorganizer strategy. Not only has the 

orgunizuli n ud t ·d Jn enhanced approach to designing its operations but also expects 

enhanced cu t mer en·ice from is operations function. In other words it has enhanced 

not only it structure but also the infrastructure. The Manufacturing contributes 

significantly to competitive advantage. 100% of people are knowledge workers and 

contribute more with minds than hands, understand the business and the job and have a 

mastery of all quality tools sought after by competitors. The goal is provision of strategic 

manufacturing capabilities 

2.5 Operation objectives/priorities 

A common theme in operations strategy research has been describing manufacturers' 

choices of emphasis among key capabilities or competitive priorities. The manufacturing 

strategy literature suggests four competitive priorities: low cost, quality, delivery, and 

flexibility (Hayes and Wheelwright, 1984; Van Dierdonck and Miller, 1980; 

Wheelwright, 1984). It should be noted that other priorities could be included, notably 

innovation (Hayes, Wheelwright, and Clark 1988). For over 20 years, finns have used 

different operational objectives: cost, quality, delivery, and flexibility. The objectives 

must be defined carefully, clearly measurable, and ranked. They must be defined 

carefully because these terms are often used loosely (Johnston et al 1997). 

kinner ( 1 69 is often credited with founding the c. tcnsi\'e manufacturing stratcg 

liter lure on comp titi\'e prioriti or op ration obj tiv D~.: pite m 11 ' "rit rs 

ing his wor · u1e core: id in r lath·ely un h ng . Kr jew ki and Rit man 

t ·m 
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flexibility. Chase and Aquilano ( 1 

and flexibility. 

J! ) . 

r t r to this group of four; cost, lead-time, quality 

·rat1ons competitiveness has been linked to an According to De 

incrcu ingly eompl · a abilitic . Nowadays, companies must deal not only with 

quality. co ·t. ami t1 • ibilit) re 1uirements, but also with demands on wider aspects such 

u ·: ddivery ·pct:d und reliability. customer services, and innovation in products and 

proces ·e ·. 

2.5.1 Quality 

The quality advantage comes in by ensuring that the operation does things right, by not 

making mistakes or creating defective products or poor service, the operation can provide 

a quality advantage to the organization (Johnston et al 1997). Garvin ( 1987) points out 

that quality is multidimensional and that each of its dimensions can be used strategically 

to gain competitive advantage. Chase (1998) argues that the level of quality in a 

product's design will vary with the market segment to which it is aimed. Firms therefore 

focus on customer requirements and cost implications. Garvin ( 1987) has suggested eight 

aspects of a product to consider so as seeing if it satisfies one's needs. These are: 

performance, features, reliability, confom1ance, durability, serviceability, aesthetics and 

perceived quality. 

The quality scale that used includes items related to the important quality a pc..:ct of 

process control and process management (Fl]nn. hroeder, an I akabara 19 4~ \ hite, 

1996). ha et al ( 199 ) suggest that measures of quality include the number of d fc..:ct 

pro uced and the cost of quality. According to arvin 19 7 , u lit cal m n ur 

organiz tiona! cmpha i on tali tical proc control re I tim proc contr 1 y t 111 , 

upd tin e uipment n dcvelopin or n v n ol p du t . 



2.5.2 Dependability 

The dependability advantage com in b doing things on time, and keeping delivery 

promises, which huvc been m.lth.: cu ·t mcrs, the operations can provide the 

organization with u d ·pcnLlJhtlll\' ad antagc (Johnston et al 1997). Hayes and 

Wheelwright ( 19 4) tdcnttl~ u li )htly different group of competitive dimensions with 

dependability in pluct! of time Dependability covers typical aspects such as delivery 

dependability but also overs less precisely specified aspects such as functioning of the 

product, speed in correcting product failures and the customers "peace of mind". Delivery 

measures include emphasis on customer service as indicated by either delivery reliability 

or delivery speed. 

Time/speed: Stalk (1988) says that time is the source of competitive advantage currently 

exploited by world-class organizations. The speed advantage comes in by doing things 

fast, an organization can minimize the time between a customer asking for goods and 

services and the customer receiving them, in full. In so doing, it increases the availability 

of its goods and services to customers thereby giving it a speed advantage (Johnston ct 

al., 1997; Tunc and Gupta, 1993). 

Time-related in innovations will prove popular and perfom1ance will improve on 

dimensions associated with time. If firms emphasizing the priority of time come to 

dominate the competitive landscape the good process perfom1ance of time-related 

dimensions of such finns should be connected to good perfom1ance on measures of 

competitiveness such as volume of sales and market share. Stalk and Hout ( 1990) suggest 

that the time or speed may be measured in terms of lead-time or cycle time, throughput, 

accounting systems and so on. 

2. -.3 II . ibility 

t a bro d level flexibility can b tmd rstood as n ab orb r of nvironm nt 

uncert inty and vari bility. Fl . ibility is rt: r led p iti c feature incc it ontiibuk 

th firm bility t ab rb or v n b n fit fr in it 
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flexibility: 1) Flexibility as a filter nd un rtainty absorber, shielding the firm from 

external disturbances; 2) Fie ibilit ll h m~.:o tatic mechanism, preserving internal 

stability in the face of 'h:tn 1 • Johnston et al (1997 note that the flexibility 

advantage come' in by l uin 1 u I t change what is done, that is being able to vary or 

adapt the operation' · uc.:ti\ iuc · t pro ide individual treatment to customers or cope with 

unexpected circum tun es. the operation can gain a flexibility advantage. 

Flexibility can be di" ided into three dimensions: volume, new product and product mix 

(Dilworth, 1996; Hayes and Wheelwright, 1984). Product flexibility embraces the ability 

to handle non-standard orders and to take the lead in new product introduction. Apart 

from ability to deal with volume, fluctuation, Hayes and Wheelwright (1984) see volume 

flexibility resulting in rapid delivery response. Volume flexibility is the ability to adjust 

for seasonal variations and fluctuations. They also note that new product flexibility is the 

speed, and frequency, with which new products are brought from concept to market. 

Specifically, the scale measures the relative emphasis placed on lead-time reductions, set­

up time reductions, the ability to change priority of jobs on the shop floor, and the ability 

to change machine assignments un the shop floor (Gerwin, 1993). 

2.5.4 Cost 

The cost advantage comes m by doing things cheaply, that is giving good value to 

customers while keeping to budget or providing the right level of return for an 

organization, the operation can provide a cost advantage. The cost objective can be 

considered in one of three categories: low, competitive, or premium (Johnston et a! 

1997). Chase et a! ( 199 ) argue that products may be bought strictly on the basis of low 

cost. In such ca es, cu tamers cannot di tinguish the products of one firm from those of 

aneth r. To successfully compete in the e mark ts a finn must be a lo\ cost producer. 

1bis do not mean profitability and ucces' bec:w t: in most c cs c n only be on~.: or a 

C\, lo co t produc r ho, u ually t bli h th 11 in pri in th mark t. 

ur n nt o co t i con id r o all th c 1111 titi •c 

prioriti • u 0 th r m inl 



concerned with cost (Chase et al, 199 ; 0 fey r et al, 1989; White, 1996). Low Cost 

measurement instruments captur th rnp~.;titivc priority of low cost by measuring the 

emphasis placed on rcuu ing pr lu ll 11 ' t ' reducing inventory, increasing equipment 

utilization, and incr~u ing ur u it) utilization (Gerwin, 1993). 

2.5.5 Innovation: 

Stalk ( 19 ) suggests that inno ation can either relate to the product or the process. It 

means the ability to translate needs and opportunities in the environment into satisfied 

needs and fultilled opportunities. Krajewski and Ritzman (1993) suggest that in terms of 

processes, it relates to improving or acquiring new processes altogether and innovation 

may be measured in terms of the rate of introduction of new products, failure rates of 

prototypes, major programme milestones and so on. 

Stalk and Hout ( 1990) note that the link between competitive priorities and the relevant 

process configuration features strongly in strategy literature in essence competitive 

priorities indicate which areas of process performance mangers must emphasize to obtain 

successful competitive performance. As a consequence, in addition to the operations 

strategy, managers must take action to improve process performance through the 

adoption ofprocess innovations. 

2.6 Trade offs 

Believing that prioritizing operations perforn1ance objectives and improvements in one 

area will lead to a natural and consequential deterioration in another, for example, an 

increase in quality, ill have a consequent increase in costs (Johnston et al 1997; Mapes 

and , 'c, , 1997). Dil\'.·orth ( 1996) notes that each of the major pcrfom1ancc capabilities 

includes a cluster of sub dimensions. each of' hich might be gi en different amounts of 

rnpha i in c rnp ny' trategy. f IO\\c.:\' r rno t om panic u ually cannot be II things 
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workers and maintaining extra capa it • so it probably will not be the most flexible 

business in its market. 

Some trade-offs u uully ltuv • l • mad~, and they are expressed when the company 

decides which perf nmm · • hara tenstics have higher relative priority. Businesses can 

work to broaden th capa Ilities they have (Heskett et al, 1994). Leaving aside the 

imprecision tuTounding the definitions of the priorities, the relationship between 

prioriti s is of interest. ccording to Dilworth (1996)" a company usually cannot be all 

things to all customers. Some trade offs usually have to be made". Chase and Aquilano 

( 1992) state that not all four criteria can be achieved with the same level of success. Cost 

is seen in many cases as tradable against product flexibility or alternatively against 

delivery speed. Similarly quality is described as sometimes capable of being offset 

against delivery speed. 

There has been confusion between trade-offs among alternative criteria on which to 

improve over ctuTent performance, and trade-offs between theoretically optimized 

performance among alternative criteria. However, it has been possible to improve many 

operational priorities simultaneously on, say, cost and quality because so much of the 

potential of the operation has been realized (Heskett et al, 1994). 

2.7 Order winners and order qualifiers 

Hill ( 1994) suggests that order qualifiers are those characteristics that must be present for 

the product to be considered for purchase by the consumer. They are those things that we 

have to do if we are to be even considered for the business. Qualifiers are those criteria 

that a company needs to provide in order to be considered or short-listed as a potential 

supplier. He a! 0 suggests that the order winner ts the final factor on \vhich the consumer 

ba e the purchu ing dcci ion. 1 hey arc tho e thing that separate us from the rest of the 

Qu lifying competitors. rdcr winner ami order qualifiers ar omctimc dctcnnincd by 

in i idu I cu tom r , but they could al be ign I d by th who I Ill rk t to n in tu tr '· 

Furth nn r th y could ch n e ov r tim · 



Hill (1994) adds that losing qualifiers are th failure results in a rapid loss of business 

while the less important factors, ar th , ' hi h take a lot of effort for little competitive 

advantage. Order winners and 1d r lll:lltfir..:rs arc e;:qually important. 

2.8 Horticulture bu ·ine- · practice 

According to Peter (-004). the ustralian horticulturalists are amongst the most efficient 

in the world and they are still searching for productivity and process improvement gains. 

More often than not the improvement focus has been towards breeding more productive 

plant varieties, better soil management, the introduction of sustainable agricultural 

practices, improved mechanization and the development and more efficient use of farm 

chemicals. However, there has been little focus on the business itself. It is thought that 

the excellence framework might provide a useful vehicle for these enterprises to focus on 

their business fundamentals. 

Many small horticultural enterprises are searching for ways of improving what they do. 

Farmers in Australia have been keen on improving their operational processes and 

dealing with other aspects of their business, particularly those that which might lead to 

improved bottom line performance. They are also interested in comparing their business 

management functions with small businesses in other sectors without going through a 

formal benchmarking process (Peter, 2004). 

Most crops are harvested within 24 hours of Market; many are harvested the morning of 

Market. 1ost of the harvesting takes place in cool parts of the day, early morning and 

evening, as heat can compromise quality ( 1urage, I 99). Horticulture is about fresh 

produce. and the produce being highly perishable it has 

harvesting an t ken care of before it r chcs the consumer. 
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Fanners should always aim at delivering the right amount of the right quality of product 

at the right time. Farmers requir n . ibility to modify current practice so that non­

transient changes in the nvironm nt un b~.; adapted to. This means that the farmers must 

detect changes and r tuin u ·unicicnt pool of novel responses to accommodate to these 

changes. Thu tlm110r ·h uld cc flexibility as a type of response to environmental 

variations that nuble a mea ure of adaptability without causing undue disruption to 

farm operation ·. Farmer ·hould focus on the ability to change "the nature, volume and 

timing of the product" (FPE K, 2004). 

Production activities associated with horticulture are extremely demanding in terms of 

labor and inputs (HCDA, 2004). Small-scale french bean farmers buy their materials and 

production equipment from the same suppliers as their competitors. The fanners follow 

similar approaches to planting, weeding, spraying, harvesting and quality control 

Measures of proper budgeting and planning have to be well taken care of because these 

costs all go to production and have to be attached to the product price. High quality 

products are charged a premium; hence, cost becomes less important (Kamau, 2001 ). 

Horticulture, being an agricultural technology, and technology, being applied science, 

depend on advances made in our scientific understanding of plants, their environment and 

their uses. The interaction of plants, animals, microbes and the physical environment 

(that is, ecosystems) must be as thoroughly understood in scientific terms as possible. 

This is especially so in pest and disease control. The level of pest and diseases has to be 

kept low to avoid losses ( dung'u, 1999). 

Keen supervision of cultural and harvest practices; shipping and handling to avoid any 

losses i paramount. General maintenance and other practices such as proper irrigation, 

pruning, tr nsplanting, harvesting and pest control have to be \ ell laid out to avoid losses 

( 'dung'u 19 ). c ording to th he h Produ ~.: ~ . · port r A ciation of K~.:nya -

, or Kenyan horticultural pro uc u t in and improvc it m rkd 
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European Union. The regulations, which apply to all stages of production, processing and 
distribution, provide the basis for fa high level of protection of human health 
and consumers' interest in r Inti )0 I I( od taking into account in particular the diversity 
in the supply of food. Wher · lh' ' p rtlng country has met conditions laid down by the 
European ommi ··ion and hu · een granted approved status, the exporting country can 
issue the ccrtiiicut . The conformity criteria among others include the inspection 
standards, te hnical competence, inspection, infrastructure and points of inspection. 

The European Union is committed to encouraging responsible business practices along 
the value chain, but given its unfamiliarity with smallholder production and the fact that 
it is ultimately not dependent on smallholder producers there are a few setbacks. 
Smallholders are the largest agricultural producers in Kenya, and important suppliers to 
the export industry. However, as standards in importing countries rise and buying 
practices favour dealing with a smaller number of producers, so smallholders are at a 
disadvantage when it comes to knowing the requirements of major overseas buyers. 
Overseas buyers and commercial producers (not least because of a commitment to ethical 
sourcing/trading) do not want to exclude smallholders from export markets, but at the 
same time are unwilling to lower their social, environmental, food safety and other 
requirements. However, they are prepared to work with smallholders to make sure these 
requirements can be met, but there is lack information on how requirements can be 
applied in the smallholder context (HCDA, 2004). 



3.0 RESEAR H 1\lETHODOLOGY 

3.1 Research Design 

The study used the urvey r ·scJr ·h m thad. This particular research design was selected 

because it provide· th~.! b '·t data for tatistical analysis. 

3.2 Population 

The target population of the study comprised all the small-scale french bean farmers 

growing for the export market in Kenya. According to McCulloch and Ota (2003), Small­

and medium-scale contract growers may have as little as 0.25 hectares of french beans 

and the independent small-scale farmers may have 1-5 hectares but only plant a fraction 

of this with french beans. According to the HCDA (2004), East African Growers Ltd. and 

Homegrown K. Ltd have the largest number of contracted small-scale farmers unlike the 

rest of the firms who have few or no contracted small-scale farmers. East African 

Growers Ltd outsources from about 56% of the contracted small-scale french bean 

farmers whereas Homegrown K. Ltd outsources from about 14% of contracted small­

scale french bean farmers. The other export firms try to emulate these two largest export 

firms in the Kenya horticulture industry. 

3.3 The sample and the sampling technique 

Rasco in 1975 proposed a rule of thumb, a sample size ranging from 30 to 500 is 

appropriate for most researches (Cooper and Schindler, 1998). The survey sample 

comprised of 150 small-scale fanners !,trowing french beans for the export market. The 

figure of 150 was chosen because it was way above the recommended minimum. everal 

Re carcher have used a sample size ranging between I 00 and 150 and from th 1
s they 

were able to g ther enough data for their statistical an lysis. orne of the Researchers 

who h vc u d a mple size of between I 00 and 150 to chi eve their research objccti cs 
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A list of all the small-scale farmers gro' ing fr n h beans for export was compiled from 

East African Growers Ltd. and Homcgr \ n (K) Ltd. The list of the farmers was then fed 

in the computer and a random sum lc r I 0 v ns picked from this list of the farmers by 

usc of random number . 'J he.: I 0 ;.~mf k · were picked proportionately from each group 

or District. oopcr und ·htndlcr ( 199 ) suggest that purposive sampling is one of the 

best tcchniqm: · u cd to gather qualitative data especially where the population is 

homogenous and/or in group . ' here variation exists and where comparisons are 

required. 

Table 3.1 Tlte Survey Sample 

District Total number of Sample size 

contracted small-scale 

farmers 

Machakos 300 12 

Kirinyaga 250 10 

Baricho 375 15 

Embu 600 25 

Thika 30 1 

Nyahururu 1500 62 
t--

1eru I 600 25 

Total 3,655 150 

Note: All the 3,6-- small-scale farmers are in groups 

3A Data ollection 

The stu y relied on primary data, which wa colic ted by way of cmi- tructurcd 

que tionn ir th t h d both op n end 1 and lo nd d que tion 
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parts. Part I gathered information on th respondent's profile while Part II collected 

information on operations strategy. 

The respondent were the mull- :1! ' farml.!rs growing french beans for export. The 

questionnaire wu · !ir ·t 1 il led 111 ng ti c farmers so as to identify any errors of omission 

or conu11is ion thut mu ' 11 t ha •e been foreseen by the researcher. The necessary changes 

were made before the que t10nnaire was distributed. The drop-and-pick-later method was 

used and where necessary personal interviews were done to clarify questions that were 

not clear to the respondent. 

3.5 Data Analysis 

Data collected was edited for accuracy, consistency, uniformity, and completeness and 

arranged to simplify coding and tabulation. Descriptive statistics was used to analyze data 

for example percentages, proportions and frequency distribution. The SPSS statistical 

computer package was used to analyze the responses that were secured. Factor Analysis 

was used to compute correlations of various important variables. By use of the latest 

SPSS package, the researcher was able to use Discriminant Analysis to fit the operations 

strategy practices used by small-scale french bean farmers into the different stages of 

Generic opt:rations strut gies and the Hayes and Wheelwright model . 



4.0 DATA 

4.1 Introduction 

This chapter presents the n.;s ·ar ·h lin lin• · and analysis. Responses were received for 

100 small-scale !'arm •r · gr ''in!.! trench beans for the export market. This figure 

represents u 67°'o rc ·p n ·c tate. 

The results ure divided into two areas in line with the two research objectives. The two 

categories are: ( 1) To document operations strategy practices used by the small-scale 

french bean farmers growing for the export market; and (2) To fit the operations strategy 

practices used by the small-scale french bean farmers growing for the export market in 

the Johnston generic operations strategies and the Hayes and Wheelwright Framework. 

4.2 Operations strategy practices of the small-scale french bean farmers growing for 

the export market 

4.2.1 Acreage of frenchbeans 

Of all the respondents interviewed, 42% had less than 0.4 acres of french beans, another 

36% had between 0.5 and 0.9 acres of frenchbean, another 14% had between 1 and 1.4 

acres while 8% had between 1.5 and 1.9 acres on french beans (see Figure 4.1 , Pg. 28). 

4.2.2 Use of operations strategy in production 

Fam
1
ers were asked to give their opinion as to whether or not they use operations 

strategy. -1 % were sure of using the operations strategies in their production, another 

45% were not sure whether they implemented operations strategies and 4% thought that 

they had never used operations strategy (sec Figure 4.2, Pg. 28). 

4.2.3 Importance of the different dim n 'i n in their operation tratcgy 

F rm rs wer asked to rank the importance of the variou OJ rations strat g , dim n ions 

on - -J int likert le ~:here 1 r pr ntc 1 t imp rt nt, 2 rcpr entc not 

imp<?rt nt om wh t import nt. ' rcpr nt m t im1 rt nt . 
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Figure 4.1: French bean acreage amongst the respondents 
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The findings were as follows: 

4.2.3.1 Quality 

Of all the respondents interviewed, 74% r gardcd quality as one of the most important 

dimensions of operations strategic '' h 'r~ns ano!h~r 26% regarded quality as an 

important dimension (sec Figure . b ·Jm, ). 
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Figure 4.3: Importance of quality in their operations strategy 

Std D~v = 44 

Mean=474 

N = 100 00 

-t2.3.2 Cost 

Of all the respondents interviewed. 46% regarded cost as one of the most important 

dimensions of operations strategies whereas another 32% regarded cost as an important 

dimension. another 18% regarded cost as a somewhat important dimen ·ion whereas 

another 4% regarded cost as a not so important dimension of operations strategy (see 

· igure 4.4. Pg "0). 
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strategy whereas another 7% regarded flexibility as not important at all (see Figure 4.5, 

Pg. 31). 
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Figure 4.4: Importance of cost in tlteir operations strategy 

-t2.3..t Time and dependability 

Of all the respondents interviewed. 42% regarded time and dependabibility as one of the 

most important dimensions of operations strategies whereas another 41% regarded time 

and dependability as an important dimension. whereas another 17% regarded time and 

dependability as a some\vhat imponant dimension in operations strategies (see Figure 

4.6. Pg. 31 ). 

-t.2.3.5 lnno\·ation 

Data collected howcd that. 63% regarded innovation as a not important at all dimension 

of opcmtions stmtcgic~. another 26% regarded innovation as a not so Important 

dimension, an ther 7% regarded innovation as a soml:\ hat important dimension in 

opemtion tratcgie . "hcrcas another %regarded inn vation · an important dimcn ion 

f pcrati 
Fi urc .7. P '· 2). 
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Figure 4. 7: Importance of innovation in their operations strategy 

4.2.4 The most commonly used dimensions of operations strategy 

Based on all the respondents, quality and cost were seen to be the most commonly used 

dimensions. These two dimensions carried a more significant weight than all the other 

dimensions. There was a significant difference amongst all the five dimensions (see 

Table 4.1 below). 

Table 4.1: Total variance in all the strategies 

* 
Initial Eigenvalues Extraction Sums ofSquaroo Rotation 

C001poncnt Total ~C.ofVariance Cumulati\e% TN !II %ory,...;,.,...,, Cumulative% Tor:~l 

1 1.695 33.001 33.001 1.695 33001 33001 1.695 

2 1.329 26.571 60.472 1.329 26571 60472 1.330 

3 .869 17.378 77.8fiJ 

4 .695 13898 91.749 

5 .413 8251 100<XX> 

l:.xtrnction t\'lcth:Jd: Princi Jf.Af'l,./VOO Aml)Si 



4.2.5 Reasons for including the different dimen ions in their operation strategy 

4.2.5.1 Quality 
Rejection of produce was th mo t im rt. nt reus n for including quality in operations. 

Of all the respondent inter h:wcd. ) 0 n !.lid that the main reason for including quality in 

their operation wa · to uvoid th r 1~ tion of produce by the exporters whereas 5% said 

that they included qualit in th ir operations so as to fetch more money from the french 

beans (see Table"'-·- bdO\\ ). 

Table .J.2: Reason fo r including quality in their operations strategy 

Cumul ati ve 
Frequency Percent Valid Percent Percent 

Valid To av01d rejection 95 95.0 95.0 95.0 

of produce 

To fetch more money 5 5.0 5.0 100.0 

100 100.0 100.0 
Total 

4.2. 5.2 Cost 
Of all the respondents interviewed, 54% said that the main reason for including the cost 

dimension in their operations was to fetch more profit, another 42o;o said that the cost 

dimension was important in order to continue being in business whereas another 4% said 

that the cost dimension enabled them to sell their beans cheaply (see Table 4.3 below). 

Table .J.J: Rea\on for including cost in their operations .\trategJ' 



4.2.5.3 Flexibility 
From the study, 50% of the respond nt aid that 11 , ibility was important to maximise 

on profits when demand is high. un th t 4 % suid that Ocxibility is important to avoid 

making losses when dcnmnd " 1s l~n' · "h n:u · I% said that !lexibility enabled them to 

make money through ut th · \ ·ar { l able 4.4 below) . 

Table .J..J: Rl.'asull fu r i11dudi11." flexibility i11 tlreir operatio11s strategy 

Cumulative 
Frequency Percent Valid Percent Percent 

Vali d To avotd maktng losses 49 49.0 49 .0 49.0 

To be able to fetch 50 50 .0 50.0 99 .0 
more money 

To be able to make 
1 1.0 1.0 100.0 

money throughout the 

year 

Total 
100 100.0 100 .0 

4.2.5A Time and dependability 
From the study, 88o'o of the respondents said that time and dependability were important 

to avoid rejection of produce by the exporter, another 8% said that time and dependability 

were important to maintain a good relationship with the exporters, whereas 4% said that 

time and dependability were important in order to fetch more profit (sec Table 4.5 

below). 

Table .J.S: Rt!a 011 for ;11 cludilll: time a11d depe11dubili(l' i11 rlleir operutio 11 ~ wrate~· 

umulati\C 
Frequency Percent Percent 

Vahd 88 88 0 86.0 86.0 

40 40 920 

rei 11 n 8 80 60 000 
100 100.0 100.0 



4.2.5.5 Innovation 

From the study, 76% of the respondt:nt ai I that they had nothing to say about 

innovation as they were not urc wh 'lh~;r lh' inclutkd it in their operations, another 

16% said that innovation wu tmportanl in rd~.:r fetch more profit, another 8% said that 

innovation was important to w id th rejection of produce (see Table 4.6 below). 

Table ./.6: Reason j(1r indudi11~ innovation i11 their operations strategy 

Cumulative 

Frequency Percent 
Valid Percent Percent 

Valid .00 76.0 76.0 76.0 76.0 

To fetch more profit 16.0 16.0 16.0 92.0 
0 

To avoid rejection 8.0 8.0 8 .0 100.0 

produce 

Total 100 100.0 100.0 

4.2.6 Relationship between acreage of french beans and the operations strategies 

A Pearsonian correlation matrix was used to deduce the relationship between acreage of 

the french beans and the \ arious operations strategies dimensions. Below are the 

findings: 

4.2.6.1 Acreage of french beans and quality 

There exists a negative linear relationship of l -o/o between quality and acreage of the 

french beans ( e Table 4.7, Pg. 37). Fam1crs with a greater acreage of beans were found 

to be less keen 011 uality \Vhcrcas fannt:rs with a le~s acrt!agc wt.:rc found to be more 

k n on quality. 

4 ...... 2 cr of fr n h h an and o t 

7% th rc •c 1 
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to be more keen on cost whereas farmers with le s a rcagc were found to be less keen on 

cost. 

4.2.6.3 Acreage of french b "liiS and tl\: ihilit 

There exists a negative lin ·art luti nJ1i of 26.21Vo between Oexibility and acreage of the 

french beans ( ·cc ruble 4 .. I ~ - 1 • Farmers with a greater acreage of beans were found 

to be tess keen on nex.Jbtht · whereas farmers with a less acreage were found to be more 

keen on nexibility. 

4.2.6.4 Acreage of french beans and time or dependability 

There exists a positive linear relationship of 11.8% between time or dependability and 

acreage of the french beans (see Table 4.7, Pg. 37) . Farmers with a greater acreage of 

beans were found to be more keen on time and dependability whereas farmers with a less 

acreacre were found to be less keen on about time and dependadility. 
~ 

4.2.6.5 Relationship bet\Hen acreage of french beans and innovation 

There exists a positive linear relationship of 27.7% between innovation and acreage of 

the french beans (see Table -+.7, Pg. 37). Farmers with a greater acreage of beans were 

found to be more keen on innovation whereas farmers with a less acreage were found to 

be less keen on innovauon. 

4.3 John ton generic operation ·trategie and the Hayes and \Vheelwright 

Framework. 
To cia sify th businc s practices of the respondents in the Johnston generic operations 

strategic and the Hay nd Wheelwright FramC\\Ork, the following categorical 

statement w rc us d in dichotom. fomr diffi rcntiating practices, compdition, changes 

in their pr t m , innovativenc an cu tom r se t ic s. ·1 0 fall in tagc I, 

h d th t th id n t di te 11 II d rib 

th ne rom 

11 r nh n 



efficiency. Stage IV respondents showed that th pructi cd what was in Stage III and 

took innovativeness seriously in order to t:nhan u t mer service as well. 

Table 4. 7: Correlation 11111trh 

Importance Importance 

lmponance Importance lmponance of time and of 

\ crt2i,'e of of quality or cost in of flexibility dcpendabil- innovation 

lfenchbeall the or the or in their ity in in their 

s operation operations operations operations opcr3tionB 

Acrca~:;c of frenchb~Jns Pe.uson 1.000 -.150 .671. • 262. .118 .277 • 

Sig . (2-taole<l) 
. 136 000 .008 .241 .005 

N 
100 100 iOO 100 100 100 

lmpurtance of 4uJ.Iity 
Pearson 

• 150 1.000 .058 .147 .110 2H3 • 

thdr operattons Sig. (2-taole<l) 
.136 570 .144 .277 .008 

N 
100 100 100 100 100 100 

Importance of cost 1n Pearson 
671' .058 1.000 • 302. .142 2;·o • 

theor operations Sig (2-ta•led) 000 570 .002 .158 007 

N 100 100 100 100 100 1(10 

lmponance oftle"bility 
Pearson 

• 262. .147 -.302. 1.000 .013 3:19. 

theor operations 
Sig (2-taole<l) 

008 .144 002 896 .001 

N 
100 100 100 100 100 100 

Imporunce oftinlc: 
Pearson 

118 110 .142 .013 1.000 '11i1 

dt"pendability in 
Sig (2-tailed) 241 277 158 896 109 

operat1ons N 
100 100 100 100 100 100 

lmporunce uf 
Pearson 

277. 263. 270. .339. 161 1.000 

on :heor operatoons Sig. (2-tailed) 
005 008 .007 001 .109 

100 100 100 100 100 100 
N 

" Correlation •S sognoficant at the 0 01 level (2 taoled 

4.3.1 The internally neutral farmer andlor caretaker trategists 

Of all the respondents interviewed, 8-l% did not tind the need to differentiate from the 

rest of the players. The famlers believed that there was no need to differentiate as they 

were on a contract to supply the french beans as agreed with the c;porter . Their role was 

to imply "gro, the turr· "ithout any urpri ·c · ( e '1 able 4.8 bdo\\ ). 

'a hi 4. : Dijfert'lltiation a11H111!:'t tlu! farm a 

7 

16 0 
000 



4.3.2 The externally neutral farmers and/or marketeer strategists 

From the data collected, only 4% e ·peri n ti high competition and therefore saw the 

need to differentiate from the rc. t of the pl.l · rs howl!v~.;r this 4% did not make frequent 

changes in their operations us such . ( • • 1 ub i 4.9 bdow). 

Table 4. 9: Dij]i.n·ntiuti<m uud cump<!titicJII amo11g~t tire farmers 

Frequency Percent Valid Percent 
Cumulative 

Percent 

Valid Dt!Tcrent~ate due to 4 4.0 4.0 

high Competition 
4.0 

I issing System 96 96.0 96.0 100.0 

Total 
100 100.0 !()() () 

4.3.3 The internally supportive farmers and/or reorganiser strategists 

Of all the respondents interviewed, only 4% experienced high competi tion , saw the need 

to differentiate from the rest of the players and made frequent changes in their operations 

in order to fit into their competitive strategy such as cost (see Table 4.10 below). 

Table .J.l 0: Differemiation, competition and frequent changes amongst the farm en 

Fn:qul-nCy Percent Valid Percent 
Cumulati\c 

Percent 

Valid Dttli:~nuate due to htgh 4.0 
compcteuon and make frequent 40 4.0 4.0 

chan es 

Mt 10 ) tern 
96.0 96.0 96.0 100.0 

Total 
100 100.0 

4.3.4 The ext rnally upportive farm r und/or innovator ~tra •uist 

nt int rvi \ ed, only 1% c p ri nc high com ctiti n tw th 
11 

r t o in th rr p rati 11 
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increase efficiency. This respondent was simply not content with copymg the other 

players but also aimed at being ahead m th produ tion system (see Table 4.11 below). 

Table .J.Jl: Dijfert'lllillfi(JII, nmtprtitioll. Jr('l/11 'lit dtau~es and iunovative11ess amongst the farmers 

Cumulative 

Frequency Percent Valid Percent Percent 

Valid 1.00 1.0 1.0 1.0 1.0 

Mi Slllg ystcm 99 .0 99.0 99.0 

Total 100 100.0 

Key: 1.00 represents respondents who, due to high competition differentiated their products, made frequent 

changes in their operations and incorporated innovativeness in their operations strategy. 



5.0 SUMMARY D CON LUSIONS 

5.1 Introduction 

The population of the ·tudy ~ott ist ·I f mall- calc Canners who grow french beans for 

the export market. Primary uulu ''a tained using a semi-structured questionnaire 

administered through pl!t"onal int n ie\ and the drop-and-pick-later method. The 

questionnaire was divided into ections according to the research objectives. There were 

100 respondents ' hich translated to a 67% response rate. 

5.2 Summary 

5.2.1 The use of operations strategy 

Some important observations were made from the findings of this study. Majority of the 

respondents were sure of having used operations strategy in their production and were 

keen on the dimensions of operations strategies. However a portion of the respondents 

were not sure of having used operations strategy in their production, these could have 

been attributed to the lack of proper explanation about the term operations strategy. This 

means that although all respondents were seen to implement operations strategy 

dimensions. a number of these respondents do not take the operations strategy seriously. 

2 2 
The use of the different dimensions of operations strategy 

5 .. 
Based on all the respondents, quality and cost were seen to be the most commonly used 

dimen~ions. These two dimensions carried a more significant weight than all the other 

dimensions. There wa:> a significant difference amongst all the five dimensions. Quality 

came tirst while co t came ond. Fle:ibility, dependability and innovativencss were 

thir , fourth and fifth r sp ctively. This means that due to the high quality product 

r uire I for the C.'J ort m rket, co t has become a les important dimension of the 

op ration 
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farmers implement some of the dimensions of the operations strategy, they need to be 

trained more about operations strategy and it' bt.:ndit . 

5.2.3 Reasons for implementing op •r:llion strjtcn 

Majority of respondents in ·ludc Jualit and time or dependability in their operations to 

avoid rejection of 1 roduct.: . The maj 1 rea on for including cost and flexibility in their 

operations is to fetch mort; l r tit from their output while the majority of the respondents 

had nothing to suy about innoYutiveness. 

The findings also show that farmers with a larger acreage of french beans are more keen 

on cost, time or dependability and innovativeness whereas farmers with sma11er acreage 

of french beans are more keen on quality and flexibility. This could be due to the fact that 

fanners with a greater acreage often employ more labour and material inputs and have 

therefore to be concerned with the cost unlike farmers with a smaller acreage of french 

beans who often use family labour and use minimal input materials. 

The findings also show that farmers with a greater acreage of french beans are concerned 

with time and dependability because they cannot afford to lose their much more tonnage 

of produce if they do not deliver on time. Unlike this farmer, the fmmer with a smaller 

acreage of french beans can sell his much less tonnage of produce in the local market or 

side sell to the other exporters with ease. 

Also seen i that the tam1cr \ ith a larger acreage of french beans is more financially 

stable and can afford to come up with new creations every other time (innovativeness) 

unlike the famler with a m:Iller acreage. However, the farmer with a larger acreage is 

le s keen to e:cel in quality b cause the attention to detail is less. Moreover, this famlcr 

is lc k n to e. c 1 in flexibility becau a change of the volume or variety of the 

pro u t \ill m n a mor Ill n ial commitm nt or lo s. h ~ mler with small r fr nch 

n ibl b au b 
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5.2.4 Operations strategy practices of the mall-scale farmers vis-a-vis the Hayes 

and Wheelwright model and the John ton"' n ric trat gi 

Amongst the respondents, 84% of the mall-· Jl Carm~rs did not find the need to 

differentiate from the re, t of the plu t.:r ·. I h' larm~.:rs bdicved that there was no need to 

differentiate as they had u rl:m.l ' llltrk ·t r r th ·ir product. Their role was to simply "grow 

the stuff' without any ·uq ri · ·~ . 

Also seen is that 4° o of the respondents experienced high competition and therefore saw 

the need to differentiate from the rest of the players however this 4% did not make 

frequent changes in their operations as such. 

Another 4% experienced high competition, saw the need to differentiate from the rest of 

the players and made frequent changes in their operations in order to fit into their 

competitive strategy such as cost. 

Only 1% of the respondents experienced high competition, saw the need to differentiate 

from the rest of the players, made frequent changes in their operations, and regarded 

innovativeness as important in order to enhance customer service and increase efficiency. 

This respondent was simply not content with copying the other players but also aimed at 

being ahead in the production system. 

One can therefore conclude that a large percentage of the operation practices of the small­

scale fam1ers growing for the export market are in the first stage of the Hayes and 

Wheelwright and Johnston· gem: ric trategic . Thi could b attributed to the fact that 

th product is n tural and no di crcntiation c. ·ccpt packaging is possible. 1oreo er, the 

xportcrs \ ho buy the pro uce do not ne l any special packages at this point and all 

produc plac in crate or perfor t d pa k gc . he rest of the am1 rs \ ho 

th ir pr u t could b th 1i ct th t th y \1 to tl11.:r c:portc other 

th n th ir 
pr uct i th s m but th y pr nt th 

to th u 



5.3 Conclusions 

Based on the research objectives and the study tindings on~.; can therefore conclude that 

although all respondents were se n to tmJI m nt opt:rations strategy dimensions, a 

number of these respondents do not tuk · th' OJ ~rations strategy seriously. The findings 

also show that farmer · with a I urger a ·rcag~.: of french beans are more concerned with 

cost, time or dcpcndabilit und inn \'aliveness whereas farmers with smaller acreage of 

french beans are mor~;: c ncemed with quality and flexibility. This could be due to the 

fact that fam1ers with a greater acreage often employ more labour and material inputs and 

have therefore to be concerned about the cost unlike farmers with a smaller acreage of 

french beans who often use family labour and use minimal input materials. 

One can also conclude that farmers with a greater acreage of french beans are concerned 

with time and dependability because they cannot afford to lose their much more tonnage 

of produce if they do not deliver on time. Unlike this farmer, the farmer with a smaller 

acreage of french beans can sell his much less tonnage of produce in the local market or 

side sell to the other exporters with ease. Farmers with a larger acreage of french beans 

are more financially stable and can afford to come up with new creations every other time 

(innovativeness) unlike the farmer with a smaller acreage. However, the farmer with a 

larger acreage is less keen to excel in quality because the attention to detail is less. 

~Ioreover, this farmer is less keen to excel in flexibility because a change of the volume 

or vari~ty of the product will mean a more financial commitment or loss. The farmer with 

3 smaller french bean acreage can afford to be flexible because based on the size of his 

french bean acreage it will not involve too much money and he can stand the losses 

during the tran ition period. 

From th foregoing it c n b~.: conclu ed that the operations praeti es of the small-scale 

m1 gro m for the c:port mark t fall in the first stage of the I layt:s and 

ri 'ht n J hn t n' cneri trategic . ·r hi mid l ~ .ttll il.Juh.:d to tho..: fact that 

th n tu n no difli r nti tion 

th d 

pi m or 
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differentiate their products could be due to the fact that th y sell to other exporters other 

than their contracted buyer (side selling). Th produ t i the same but they present the 

product in different packages to these buyt:r . 

5.4 Recommendations 

From this study it is clcur thut lht! l' ll '' mg recommendations are necessary: 

,. The small- cule fanner growing french beans for the export market should be 

trained thorough!) about operations strategy and it's benefits. This will enable 

them manage their businesses better and hence earn a higher income. Operations 

strategy is key for organizational success and should therefore be taken much 

more seriously for a business to succeed. All dimensions should be taken 

seriously and the issue of quality and cost being more important than the rest of 

the dimensions should not be there because all the dimensions are equally 

important especially when dealing with a sensitive market where quality, prices, 

correct timing and volumes are paramount. 

,. The small-scale french bean farmer should be made to understand clearly all the 

aspects of cost, quality, flexibility, dependability and innovativeness the way the 

exporter understands them to avoid clashing in their operations. 

,. The exporters who outsource produce from the small-scale french bean farmers 

should be trained on how to achieve the world-class status. This is because the 

strategies have to tickle down from the top (the exporter) as well. 

,. Lastly. this document should be made available to the farmer and also exporters 

-.: ho out ource and manage these farn1ers for a more efficiently and effectively 

managed system. 

-.- Limitation of th study 

Th fann pars ly an un vcnly di tribute I and h n c during dat'l collection on 

h d to w lk r ri or Ion ' to g t to the itier nt f: m1 rs. "I his invol c l a lot or tim 

n c t. 



This research found that the application of the diff rent dimensions of operations 

strategies in all Districts depended the on th ncr J }c C lrcn h beans. This means that if 

the researcher surveyed operations strut g• •s I' th l:lrg~.: ·cak farmers growing for the 

export market the study would huvc 'iv n 1 I .1r ·r r ictur~.: or the operations strategies. 

This research found that 74% I' th fanner considered quality as most important 

whereas 46% found co ·t to be m t important. Perhaps if the researcher surveyed 

operations strategies of these fam1ers over a period of a year so as to capture all details 

during the dry and the wet periods the study would have given a clearer picture of the 

operations strategies. 

Working with fam1ers picked from groups as opposed to individual farmers may have 

given the researcher a different picture from the reality. Though it is very hard to sample 

independent fatmers it would have been better if the research had gone into detail of 

interviewing the independent farmers in order to gather more information. This would for 

instance cover cases of group thinking. 

Some of the farmers sampled for the survey did not respond and could have helped give a 

more comp:1rative view of the operations strategies and make a better deduction of the 

classification in the models. 

5.6 ugge tions for further Re earch 

Future rl: archers in the area of horticulture may consider investigating the econometrics 

of ho\ the :t: m1c can apply the operations strategies in order to reach the fourth stages 

of the Hayes and Wh lwright n i the Gcn ric strategies that is world class. 

y al o delve deep r into the variation of the operations strategies 

b t en the f: nner th large- c l and the e. porte• . La tly, n 

t of ppli by the • pot1 rs h out ourc 

r n th nth nn 
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APPENDIX I- Cover Letter 

Date 

Dear Sir/ Madam, 

Faculty of mm rce, 

Dcpnrtm nt f Management Science, 

l nt\ t:rsit fNairobi , 

l . 0197, 

.1irobi. 

RE: MBA RESEARCH PROJECT QUESTIONNAIRE 

The undersigned is a student at the University of Nairobi, pursuing a Master of Business 

Administration (MBA) Degree in Operations Management. As part of her coursework 

assessment, she is required to submit a research project report on an area of management. 

As one of the small-scale farmers growing french beans for the export market, you have 

been selected for a survey on operations strategy practices of small-scale french bean 

farmers growing for the export market. You are kindly requested to complete the attached 

questionnaire. which is designed to gather information on operation strategies. 

All the information you disclose will be used only for this academic exercise and will b 

treated in the strictest of confidence. Your cooperation will be highly appreciated. 

Your faithfully, 

P au lim I. 11m •u.a 
,0, 

MB \ tudcnt up n ·i or 

·1, 1:0 22 0' HO 



Appendix II -Questionnaire 

PART I 
1. Name of the respondent (optional 

2. Age of the respondent 

3. Gender of the Respondent; Mule( ) Female( ) 

4. Location of the farm (district, clivi ion and locat10n) __________ _ 

5. Education backgrow1d of the respondent----------------

6. Training of the respondent ____________ _ 

7. Experience of the respondent in years _____________ _ 

8. How large is your farm in acres? ____ _ 

9. What acreage is the french bean covering? ____ _ 

10. Variety or varities of french beans grown in your farm --------

11. Give reason for growing the particular variety --------

12. Your annual turnover (please tick one) 

Less than KSh. 150,000 ( ) 

KSh 150,000 to 300,000 ( ) 

Over KSh 300,000 ( ) 

Other (please specify) ____________ _ 

1 Do you plant french beans through out the year? Yes( ) No( ) 

12. Give reason for your answer above 

R II 

1. u on id r o r tion t y th im 1 m nt ti n 

abilit in ur p ucti n .. (PI ti ·on 



Yes ( ) 

Not sure ( ) 

No ( ) 

2. Using the 1 as the lea ·t imr rtJnt und ~ as the most important. Please indicate the 

importance of the following factor of operations strategy in your business. 

3 4 5 

Factor ( ) ( ) ( ) ( ) ( ) 

Least important Most important 

2 3 4 5 

Quality ( ) ( ) ( ) ( ) ( ) 

Cost ( ) ( ) ( ) ( ) ( ) 

Flexibility ( ) ( ) ( ) ( ) ( ) 

Time/dependability ( ) ( ) ( ) ( ) ( ) 

Innovativeness ( ) ( ) ( ) ( ) ( ) 

Others (please pccify) _________________ _ 

·or ch o the foliO\ ·ing attribut plea e indicate the reason of its inclusion in your 

o ration . 

tic · } our an · r or n ve 

t h m r m n y for our french 

II 



C. To create a good name for yourself 

D. To be a famous fanner in Kenya 

Others please specify ___________________ _ 

Cost 

A. To continue being in busin s 

B. To be a famous farmer in Ken) a 

C. To create a good name for yourself 

D. To fetch more profit from your french beans 

Others please specify ____________________ _ 

Flexibility 

A. To avoid making losses when the demand is low in the market 

B. To fetch more money when the demand is high in the market 

C. To make a lot of money through out the year from unique french beans. 

D. To create a good name for yourself 

Others please specify ____________________ _ 

Timet dependability 

A. To avoid rejection of produce 

B. To be a famous fam1er in Kenya 

C. To fetch more money for your frenchbeans 

D. To create a good name for yourself 

Others please specify _____ _ _ _ _ _ _________ _ 

lnnovativencs 

. I o be a famous~ nner in Kenya 

B. o ~ t h mor mon y r . ' r fr n hbe n 

o m mo~ om titi than th r t of th fann rs 

· To 
pi if• _ _________________ _ 

Ill 



4. Using the 1 as the least important and 5 as th most important. Please indicate the 

problems you have encountered when trying to impl nPnt quality, cost, innovativeness, 

dependability and flexibility in your opcrati n in your business. 

2 4 

Factor ( ) ( ) ( ) ( ) 

Lenst important Most important 

1 2 3 4 5 

1. Insufficient irrigation pumps ( ) ( ) ( ) ( ) ( ) 

2. Inefficient irrigation pumps ( ) ( ) ( ) ( ) ( ) 

3. Expensive fuel for irrigation pumps ( ) ( ) ( ) ( ) ( ) 

4. Expensive labour ( ) ( ) ( ) ( ) ( ) 

5. Bean varieties that are prone to diseases ( ) ( ) ( ) ( ) ( ) 

yet in the absence of disease provide the best quality 

6. High cost of farm inputs, including seed, fertilizer ( ) ( ) ( ) ( ) ( ) 

and chemicals. 

7. Insufficient knowledge on pest control and french bean ( ) ( ) ( ) ( ) ( ) 

growmg. 

8. Poor post-harvest handling practices by other workers ( ) ( ) ( ) ( ) ( ) 

assisting you leading to post harvest loss. 

9. Unacceptably high pesticide use and ignorance of 

environmental concerns as demanded by importing 

countries. 

I 0. Lack of cooling facilities in the fam1s. 

11. L ck of orm tion about the market requirements in 

tnn o dmn 

()()()()() 

()()()()() 

()()()()() 

12. L k o in onn tion bout the mark t rc uir m nts in ( ) ( ) ) ( ( ) 

t nn 

( ( 

ipm nt 



Others please specify ___________________ _ 

5. With regards to quality, cost, innovutiv~n~ · . I 1 l:ndability and Dexibility, please tick 

the benefits that you have cncountcn::d'. 

A. More pro lit margin ( ) 

B. Minimal loss o l' produce ( ) 

c. More efficiency in management of the farm ( ) 

D. Ability to expand business. ( ) 

E. No benefit at all ( ) 

Others please specify 

6. Do you differentiate yourself from your competitors? Yes( ) No( ) 

7. Please give reason for your answer above _____________ _ 

8. What kind of competition do you experience? High ( ) Low ( ) None ( ) 

9. Please explain your answer above _________________ _ 

l 0 Ho\v often change the way you design and manage the processes? 

(Please tick one) 

After every three months () 

After every six months ( ) 

Every year ( ) 

After every five years () 

1 ot at all () 

II. Why o you mak the changes'? 

(PI asc tick on 

) 

cu om r 1c 

r n t II 



Others please specify ___________________ _ 

12. Who decide on the ~ cruti n trategy to use _____________ _ 

13. What do you .-pect b improving your operations? 

(Please tick one) 

Enhanced customer service ( ) 

More money ( ) 

Nothing () 

Others please specify ____________________ _ 

14. Please give any more information and comments that you consider useful in this 

study 

THANK YOU 


