MANAGEMENTS’ PERCEPTION OF THE INFLUENCE OF INSITUT IONAL
CULTURE ON THE IMPLEMENTATION OF STRATEGIC CHANGE A T
STRATHMORE UNIVERSITY

STUDENT NAME: GLADYS WAMBUI WAWERU

ADMISSION NO: D61/70200/2008

Submitted to: Dr. Zack Awino - Supervisor

A Management Research Project Submitted in Pa&tikillment of the requirement of Master
of Business Administration Degree, Department ofiBess Administration, School of Business,
University of Nairobi.

SEPTEMBER 2009



DECLARATION

This project is my ORIGINAL work and has not beeregented for a degree in any other

university.
SIGNED ..o, DATE....co it
Student Name.......coovvi i,

Reg. Number ...,

This Research study project has been submittedetamination with my approval as the

university supervisor.

SIGNED... oo DATE...cco e
SUPErVISOr'S NAME.......iiiii it e e,

LECTURER

SCHOOL OF BUSINESS

UNIVERSITY OF NAIROBI



Table of Contents
I3 7= o3 =T = 11 [0 PP
ACKNOWIBAGEMENT ... e e e e e e e e e e v
97T [ 0% 11 0] o R PP
List of Acronyms and Definition of Terms ..........cccoooiiiiiiiiiiiiiiii i veieiieieeeeeeeann Vi
List of Tables and fIQUIES ... .. iueiei ittt e e e e e e e e e e e et e aeeeeanas Vil

F Y o 1Y 1 = (o) A ) 4

CHAPTER ONE: INTRODUCTION ... e e e e e e eeen L
1.1Background Of the STUAY .......c.uiriiri e e e e e e e e e e aeneaas 1
1.1.1 Institutional CURUIE ..o e e e e e e e 1
1.1.2 Strategic Change Management .............veeiiiiiiieeieaininieiieieieineneeneene e L
1.1.3 Role of Management TEAIM .......i.uiuiieiie it it e e ean e 2.
1.1.4 Influence and Role of Culture on Change Management.....................eeevvn. .3
1.1.5 Strathmore UNIVEISITY ... ..t e e e e et et e e e et e e e e e ee e
1.2 Statement of the Problem ... ... 6.
1.3RESEAICH ODJECLIVES ... ot e e e e e e e e e e e e e e e

1.4Significance of the StUAY ... 7

CHAPTER TWO: LITERATURE REVIEW ... i ieen. 8
P2 A [ g (oo (¥ Tox o] o PP <
2.2Concept of strategy Implementation .............cooiiii i e e 8
2.3Implementing Organisational Change ... e e e e 9
2.4 Approaches to Change Management ....... ... i e e e e e e e 9

2.4.1 Planned Change .......ccoiiiii i e e e e e



2.4.2 Emergent Change

2.50rganisational Culture and Environment forchange.................coocoiiiiiiiinnn, 11

2.6Leadership and Culture Management Strategies ...........ccomvcmiiiiiiiiiiiineineeieennnns

CHAPTER THREE: RESEARCH METHODOLOGY ......cciiiiiiiiiiiiii e

I [ (o To [ U 1o 170 ] o IR

3.2RESAICH DESION ...ttt e e e e e e e

CRCH -1 r- Wedo ]| [=1e1 (o] o TR

3.4Data analysis

CHAPTER FOUR: DATA ANALYSIS AND PRESENTATION ......ccooviviiins v,

4.1
4.2
4.3
4.4
4.5
4.6
4.7
4.8
4.9
4.10
411

412

I OAUCTION ..o e e e e e e e e e

RESPONSE FALE ...t e e e e e e e e e e e

Sample CharaCteriStiCS ... e e e e e e e e e e e e e

Institutional Profiling .........cooii i

Level StrategiC AWarENESS ... ...v. i ittt et e e e e et e e e e aaeeae e 20

Strategy FOrmuIation ........ ..o

StrategiC ChanQge ... e e 22

DIIVEIS Of CNaNQE .. e e e e e e e e e e e e

Successful change implementation ..o

Culture and elements of CUItUIe ....... ..o e,
Culture and its role in strategic change Management................cooovvivieinnnen.

Hindrances to effective change management ...............ooo e,

CHAPTER FIVE: DISCUSSIONS, CONCLUSION AND RECOMMEND ATIONS ......

LT N [ (o Yo [ U1 1 To ] o [

27
29
30
31
31



ST I o U 3] o] 3 P
5.3Conclusion and Recommendations .............ouiiiiniieiie i e e vmme e
5.4LIMItationNs Of the StUAY ... e
5.5Areas for further Research ...

5.6 Implication of findings 0N POIICY.........c.ouii e e e

REFEREN CES ... o e e e e e e e e e e e e
APPENDICES

AppendixX 1 : INtrodUCtioN LELEET .......oe ittt e e e e e e e e
AppendixX 2 : SUNVEYQUESTIONNAIIE .......u. ettt et et et et e e e e e e e e e e ene e ees

Appendix 3 : List of Offices and Departments at Strathmore Urgig ..........................

.31

35

. 36
. 36

37

.41



Acknowledgement

This study would not have been possible withoutghpport of a number of individuals who
dedicated their time and resources to guide andtasg in the course of preparing the study. |
would like to acknowledge the Almighty God for th#t of life and intellectual ability to carry
out this research.

| also acknowledge my parents Major & Mrs. Wawemy family: Jordan, Bobby, Nicky,
Maggie, Andy, Jeremy and Nadia for their immeaskeradupport in both cash and kind
throughout the course of my study at Strathmorevéhsity.

To Kenn, Victoria, Selina, Maryan and Doris | salyig thank you for the Push and prayers. | am
also deeply indebted to my supervisor Dr. Zack Awior his guidance and assistance in
undertaking this study. | would also like to ackhedge the support of the entire Strathmore
University fraternity THANK YOU.



Dedication

This research is dedicated to the Almighty Godnimironly enabling me to conduct this research
study but also for depositing within me all the esgary potential to accomplish it. | also
dedicate the study to my darling nephews JeremyAsmalew and to my Nieces Nadia, Shiko
and Kui “Aim for the sky”



Definition of Terms used and List of Acronyms

KSHS — Kenya shillings
ICT — Information Communication Technology
ISO — International Standards Organisation

SU — Strathmore University



Table 4.2 :

Table 4.3 ;

Table 4.4 :

Table 4.5 :

Table 4.6 :

Table 4.7 :

Table 4.8 :

Table 4.9 :

Table 4.10

Table 4.11 :

Table 4.12 :

Table 4.13 :

Table 4.14 :

Table 4.15 :

Table 4.16 :

Table 4.17 :

Table 4.18 :

Table 4.19 :

List of Tables
Number of years in the organisation ..............cccoovii i e, 19
Managerial EXPEHENCE .......it ittt e et e et e v e e e e ees 19
Departmental HISTOrY .......ooii i e e e e e e e e 20
Awareness of the university strategiCIBN ... 20

Formulation of the strategy ..........ccoviiiiiii e 21

Existence of departmental Annual Objed¥es .............coveiiiiiiiiiiiienenns 21
Setting of Departmental ObJEeCtIVES ....... ..o 22
Frequency of changes in the Departments..............coooiiiiiiiiiii i e e 22
: Relationship between Policies and St&QY...........ccoeoviiiiiie i 23
Change and supportive Procedures ..........covvieiieiin i iiiieiieieeee e 23
Reasons for Change of Strategy ..........ccovvviiimciie i e, 24
Drivers Of Change ..o e e e e e e 25
Organisational StTUCIUIE .........c.oiei i e e e e e e e 25
Forces that Influence strategy implenmmgation ...................oocoiiiiinnnnne. 26
Powerful cultural DIMENSIONS .......ouuieiieiie e e 27
Powerful cultural Manifestations............cooo i 25
cultural aspects Measured by the Univeity.............c.ccoiiiiiiiiiiiinninns 26

Layers of Culture at the UniVersity.........c.oooviiiiiiiiiiii e e, 27



Abstract

As a result of the rapidly changing technologicdlvancements, increased competition and
customer expectations, most institutions of higb@ucation and businesses at large are being
forced to evolve with their surrounding environmenmtrisk redundancy. This evolution has
demanded that a change of perspective, which isesom@s planned and on other occasions
emergent be adopted and embraced by institutiatsatant to operate successfully. There exist
several critical dimensions to be considered whmplementing such changes. One such
dimension is the prevailing Organisational Cultufiéhis study was conducted as a case study to
gain an understanding of Strathmore University’snitgements Perception on the influence of
culture on the implementation of strategic changihe@ university. The researcher constructed
guestionnaires which were administered to manaastgelevant data collected. Findings of the
study suggest that the cultural aspect of the @sg#an is critical towards successful change
implementation in the university. It was noted thia¢ existing organisational structure and
policies were supportive of the intended stratedianges. However there existed gaps in the
information relayed and available to lower cadrepkayees. Informal cultural dimensions were
notably given little concern and could thus be kimy the successful implementation and roll
out of the strategy as intended. A lack of awarenasnongst employees and poor
communication channels were seen to be major hiieésato change implementation. To bridge
this gap, it was recommended that training for @yges be enhanced an that the
communication channels within the organisationdgewed to keep everyone abreast of the on

goings of the institution.



CHAPTER ONE

Introduction

1.1Background of the Study

As a result of the rapidly changing technologicdlvancements, increased competition and
customer expectations, most institutions of higb@ucation and businesses at large are being
forced to evolve with their surrounding environmentisk redundancy. This evolution demands
a change of perspective which is sometimes plaanedon other occasions it is emergent from
the changing environment both internal and extetnathe organization. There are various
dynamics in fostering change in any organisatiome Guch dynamic factor is culture.
Understanding and management of the various fadatslture in an organisation is necessary

for successful strategy implementation.

1.1.1 Institutional Culture
Schein (1992) notes the importance of organizatiooalture in understanding how
organizational function. He argues that basic ag$iams (i.e. the taken-for-granted, shared, tacit
ways of perceiving, thinking and reacting) are pduleand stable forces operating in
organizations. As organizations attempt to copé wait environment that is changing at an ever-
increasing rate, they struggle with the changesired. We need to remember that people make
business work and we need to relearn old lessoostdlow a culture tie people together and
gives them meaning and purpose (Deal and Kenne8)1€orporate culture can be defined as
the way we do things around here. It communicatestwe believe about people, performance
and productivity. Corporate culture is thereforeimportant tool for winning the hearts, minds

and commitment of people (employees) when well tsided and managed.

1.1.2 Strategic Change Management

Strategic change management primarily deals with dtrategies for the realization of new
structures, systems, processes or behavior paitearsorganization as it transforms itself to fit
into the environment it operates within. Andrewsnt&ron and Harris (2008) state that in spite

of the multiplicity and variety of change theoresilable in handbooks, textbooks and courses,



the practice of change management is problematdvill (2003) sees a key inhibitor to the
successful implementation of change theory as b#iegcomplex interaction that takes place
between different change agents within an orgaoizatContemporary reality is that four
distinct types of change agent may be involvednin @articular change process, namely, senior
leaders, middle managers, external consultantstesmis; each having different experiences and
perspectives (Caldwell, 2003). It is dynamics opegawithin these categories of change agents
that more often than not determine the succesailoiré of change implementation of whatever

nature in an organisation.

1.1.3 Role of Management Team in aligning organizationatulture and Changes within

the organization

According to (Almaraz 1991) there is often stroegistance to new ways of thinking and new
forms of organizing. This is a phenomenon ofteristt in organizational research. Usually the
strategy planning level is less invasive of the fastrzone within which individuals are used to.
However it is the actual implementation of the glaihose activities that are bound to destabilize
the status quo that are faced with hindrances ama$istance from the a
fore mentioned agents in spite of their involvemiantleveloping the initial plans. (Revenaugh
1994) states that Implementation is the challehgedomes at the end of all and old methods for
improving organizations. Change processes can bwed as sequences of individual and
collective events, actions, and activities unfojdover time in context that describe or account
for how entities develop or change (Pettigrew gt2401).

(Weller 1996) notes that change in any type ofnization takes time and resources and occurs
at different levels and in different stages. Thearae process involves effective personal
interaction in its attempt to change people’s kremgke, attitudes, and behaviors about the value
of embracing something new or achieving somethiogenbeneficial. It is therefore critical for
managers mandated with the task of implementinggésin their institution to realize that they
need to understand the dynamics operating withthveithout the environment and also accord
due time to the process of strategy implementatiime social and cultural behaviour of

individuals in an organisation is not an aspect taa be understood in haste but rather it is one



that demands continuous interaction and dialoguengst all parties involved in the planning,
formulation and implementation of strategies.

Helms (2006) observe that organizational restrireguand the accompanying cultural change
has caused management styles to come in and @i faghion. This can be attributed to the fact
that organizations are unique and so are the dyssawithin which it operates. As such a “one
suit fits all strategy” may be a recipe for disaste any change management process. Helms
further notes that there has been a move away &omuthoritarian style of management in
which control is a key concept, to one that faweesnwork and empowerment. Today there is a
greater emphasis on participatory management. icRation (or participatory management),
otherwise known as employee involvement in decisi@king, encourages the involvement of
stakeholders at all levels of an organization ialysis of problems, development of strategies
and implementation of solutions (Helms, 2006). Anoisg, (2006) and Graham and Bennet,
(1998), define participation in decision makinglaes inclusion of the employees in the decision-

making process of the organization.

1.1.4 Influence and Role of Culture on Change Managemedtimplementation
Culture is a complex concept that can involve miatyors. According to (Pearce & Robinson

2009) organizational culture is the set of impar@ssumptions often unstated that members of
an organization share in common. It is an intamgipkt ever present theme that provides
meaning, direction and the basis for action. Thevéla@ business press (2005) states that
organizational culture also refers to a companglsies, traditions, and operating styles.

It is well known that people are, for the most paesistant to change of any sort. This is
especially true in the case of transformationahgea (Nadler, 1988) notes that in organizations,
many factors come into play, such as fear of thenawn, habit, the possibility of economic
insecurity, threats to social relationships, antuffa to recognize the need for change (Nadler,
1988). This notwithstanding however, organizationsst change to not only survive but to also
be able to meet the ever changing needs of atatse holders.

There are cultural boundaries and barriers aroumthally every corner in any typical
organization. (Tichy, 1983) defines major organaal change as: non routine, non-
incremental, discontinuous change which altersotrezall orientation of the organization and/or
its components” The components referred are thaged in (Leavitt1965) Contingency Model

which depicts the interconnection of people, taskhnology, and structure. A major change



may begin in any of the four components. Its maglatwill be such that all components will
make some adjustment to the change, and may inirfagt major changes as a result. Such
change will affect the culture of the organizatitmt is, the values, beliefs and expectations of
organization members. The result of such a majanga will transform the organization.
According to Andrews, Cameron and Harris (2008same cases the problems of implementing
change reflect long-standing distinctive organiaai cultures. Cameroet al. (1993) explains
that depending on the existing culture and theekegy which a change differs from that culture,
an organization may be more or less ready for suahange. This further compounds the
importance with which management should handle @amderstand the organisational culture
within which they are operating. They need to msathat the effectiveness of a change process

is tied to successful outcomes realized from imgletation (Pettigrew et al., 2001).

Tichy and Devanna (1986) suggest opening up thanizgtional culture to be receptive to the
change. It is however notable to state that rasisté#o change is especially relevant if the vision
of a leader differs from the values and beliefshef existing organizational culture. If that is the
case, then cultural issues must be addressed (5c#91; Trice and Beyer, 1991). Further,
(loanis, Jones and Sabir 1998) view management donemt and leadership, continued
improvement and, above all, culture change as traecstones for a successful strategy
implementation. They further note that this is esgéy difficult when there is no apparent crisis,
but rather the long-range vision of a leader whticgates the time it takes to implement

organizational change.

1.1.5 Strathmore University - Kenya
Strathmore University is a private university whislas started in 1961 as an Advanced-level

Sixth Form College offering Science and Arts sutgjdxy a group of professionals, who formed
a charitable Educational Trust (now the Strathnttdacational Trust). 11986 in response to a
request by the Trustees, the Government of Kenpatedd 5 acres of land on Ole Sangale Road,

Madaraka Estate. Soon after, the European Unior) @fd the Italian Government agreed to
back the Madaraka Campus development project. Tdreord were keen to support a co-

educational College that would offer courses in Bgament and Accountancy. Kianda College,



an undertaking of Kianda Foundation, which was pilag new developments at the time, agreed
to run their professional courses in the new Madai@ampus. Construction of the new campus

commenced in September 1989.

In January 1991, the Information Technology Centas started in the Lavington Campus to run
computer courses leading to the Institute for trendement of Information Systerfisrmerly

Institute of Data Processing Managemeniploma and Higher Diploma. In January 1992 a
Distance Learning Centre was opened to offer cpomdence courses in Accountancy to
students who are unable to attend lectures. Stath@ollege merged with Kianda College and

moved to Ole Sangale Road, Madaraka Estate in danua

In August 2002 the Commission of Higher Educatisra@ed Strathmore a Letter of Interim
Authority to operate as a University with a FacufyCommerce and a Faculty of Information
Technology. The first undergraduate students tolemr these faculties completed their 4-year
degree course in December 2004 and graduated inusAugp05. In June 2007, Kenya's
Commission for Higher Education approved the avedral charter to Strathmore University. His
Excellency Mwai Kibaki, the President of Republickenya awarded a Charter to Strathmore
University on 23rd April 2008. The Charter gaveaBimore full legal recognition under laws of
Kenya to operate as a University.

Strathmore University is a fully fledged universityth a Vice Chancellor, two Deputy Vice
Chancellors, the University Secretary, a numbesaifior management staff, the University
Council, the Management Board, the Academic Coumeitl various committees. Today, the
staff population in Strathmore University is 422tatal. This includes 208 academic staff, 150
administrative and 64 support staff. Of this popala 246 are Full-time staff while 176 part-
time staff members. Strathmore is a fully fledgedvarsity with a Vice Chancellor, three
Deputy Vice Chancellors, a University Secretarguenber of senior management staff, the
University Council, the Management Board, the AcadeCouncil, and various committees

Information obtained fromhttp://www.strathmore.edu/aboutus.php?id=123

1.2 Statement of the Problem
Pressure to improve on performance standards anddhl to compete on the global platform

has resulted in a paradigm shift for most institusi of higher education. (Kabiru 2007)



highlighted that a paradigm shift which entailsnsfmrmation of higher education institutions,
their concrete context of meeting national chalengof socio-economic development,
innovation, creativity, adoption and adaptationsofentific and technological changes for the
benefits of Kenyans, and to confront global chas of competition in the Knowledge
economy was necessary if the education sector wabet effective in its mandate. This
transformation will encounter obstacles and hindesnespecially at the implementation stage.
In order to address the emerging challenges legigh, local higher education institutions
should review inherited traditions their missiomsjons and strategic objectives to capture the
essence and ideal characteristics of the develofaingmd entrepreneurial tertiary (university) of
the 21st century.

Strathmore University being an institution offerihggher Education has embarked on adopting
specific change strategies that are geared towanddutionizing and changing its operations
and activities thus positioning itself to meet otee demands both current and future. These
strategic moves are geared towards positioninghstiare as the University of Choice globally
and also equipping itself with the capacity to beean entrepreneurial university that is capable
of transforming Africa through leadership and qgiyatinowledge and information transfer. In its
strategic plan some of these changes have nededditaining of staff members on the new way
of doing things. In spite of concerted managemeitigitive, some of the implemented changes
are yet to be fully integrated as they require mglete change of mind set and way of doing
things by all the implementers. The vice chancefiod the senior management are currently
faced with the arduous task of changing prior pcactgainst a background of what was

previously perceived as a way of doing things.

The consciousness of the university’s senior mamagé team to the effects of culture and how
to manage it when implementing change is therefoitecal. By understanding the challenges
and opportunities posed by culture as a factotrategy implementation in any organization, the
senior management team will be better equippedamage the future strategic change initiatives
specific to Strathmore University. Aosa (1996) daded that it was important to synchronize
management and implementation of change with timegb within which such change is being
carried out. Nyaigoti-Chacha (2004) notes that glighthe environment of higher education is
facing relentless and rapid change. For .effecégen managements’ understanding and



perception of and towards the prevailing organarel culture should be a true reflection of
what is on the ground. This synchronization is eessary tool as managers cannot effectively
manage that which they do not understand. It waetbre the purpose of this study to highlight
and establish senior management’s perception of itliieence of culture on change

implementation at Strathmore University. By askitige question: What is management’s
perception on the influence of culture on strategiange implementation? Conclusions were

thereby be drawn from the responses given.

1.3Research Objective
The objective of this study was to establish mameges’ perception of the influence of culture

on strategic change implementation at Strathmorgeusity.

1.4 Significance of the Study
The findings of this study will be of significande scholars and researchers in the area of

strategic change management and Culture as sothe abncepts and principles reviewed from
various literatures can be used as future referaraterial to further other studies. The study will
also be of great significance to Strathmore Uniyssmanagement team and employees as they
review their strategic performance. Being a retdiiwoung institution of higher education, and
given the dynamic nature of the educational envirent; the effects of globalization and
internationalization are bound to demand a cultofecontinuously changing towards best
practice for effectiveness in service delivery. Thmelings of this study will equip the senior
managers with an understanding of some of thecatlittultural factors that may hinder or
promote the implementation of future strategiese $tudy will also be of significance to other
institutions irrespective of industry since culluidentity exists in all organizations. By
understanding the dynamics of culture as revieweth fvarious literatures, the managers of
these institutions will be better equipped to pkEmd implement change in their respective
institutions. Finally,



CHAPTER TWO
LITERATURE REVIEW

2.1Introduction
New strategies demand new ways of thinking. Chaisgénevitable while implementing

strategies irrespective of whether the change @med or emergent. In the 2Tentury,
organizations are operating in a highly dynamicimmment that demands flexibility. A
Change of processes, perceptions, attitudes angd wiagoing things must be inculcated in
organisational cultures to prepare all stake hsladérimpending changes and to ease friction
and resistance when strategies that threatendhessjua are being implemented. This calls for
a paradigm shift amongst employees of all cadréseifvision, mission and strategic goals of a
company are to be realized. The role of leadershipformulating, implementing and

spearheading all efforts towards strategic chanmg#ementation in all organizations is critical.

2.2Concept of Strategy Implementation

According to Mintzberg (1978) implementation of atégy means carrying out the pre
determined strategic plans. Usually, the processtrategy implementation follows the strategy
formulation phase where the Top management of ganigsation map the way forward for the
organisation by highlighting the vision, missionatp and objectives towards which the
organisation will be working towards. Aalton andavialko (2002) contend that implementing
strategy successfully is vital for any organisatieither public or private. Without proper
implementation, even the most superior strategysedess. Strategy implementation is all about
converting ideas into action. To successfully impat a strategy, those mandated with
managing the implementation process must understia@dvarious dynamics that influence
strategy implementation. These are such as théablaresources, time available, the scope and
reach of the strategy to be implemented and theplpedynamics within the organisation.
Pettigrave (1987) suggests that the frameworktfategyic change contends that content, context
and process of organisational change have anwntexdl impact on strategy implementation.



2.3Implementing Organizational Change

Educational institutions around the world are ugderg a change and are competing like
business enterprises. The slow pace of changesnun@er of government institutions has
encouraged the private sector to invest in educakiofrastructure, impart quality education,
and take advantage of this great business opptyrituBecause of globalization, growing
competition in the higher education sector andreslegoressure of market forces, the universities

are undergoing change to stay current and comyeetititheir areas of operation

Change in organisational terms is referred to bgtiaet al. (1992) as “the shift in behaviour of
the whole organisation, to one degree or anotheahge of whatever magnitude is geared to
bringing a transformation in organizations. Transfation, according to Head, is the ‘step-by-
step process of restructuring an existing orgaisisaemoving what does not work, keeping that
which does, and implementing new systems, strugtuwe cultural values where appropriate’
Head adds that transformation occurs when an gaon taps into the complete potential of
their human resources and aligns both the strdctun@ the cultural processes involved in the
overall goals of the organisation. Caldwell (2002es a key inhibitor to the successful
implementation of change theory as being the compléeraction that takes place between
different change agents within an organization.

2.4 Approaches to Change Management
Hammer and Champy’s (1993) hold views that “. harge has become both pervasive and

persistent” Stace and Dunphy (2001) complementuien by adding that “...change comes in
many shapes and sizes; sometimes change is indanaem hardly noticed, whilst at other
times change is large and dramatic.” There areargety of approaches to change and an
important element in achieving successful change ehoose the most appropriate approach for
the type of change being undertaken and the ciramoss in which it is being undertaken.
There are two main approaches to organisationaigghananagement. The first approach is a
more traditional and planned approach represemtingriety of models, most of which descend
from the practice of organisational developmente Téecond major approach represents
emergent perspectives as will be briefly discussed.



2.4.1 Planned Change
According to Genus (1998) the three most importaotels of the planned change are the;

action research model, the three-step model ang@hhses of planned change approach. Action
research was designed to address social and cagjana issues and involves a collective
approach where all parties involved participatthmformulation of research problems as well as
the action taken to solve these problems and thegihg process thereby becomes a learning
process. In the second model (Burnes 1996) propbsg¢schange according to Lewins theory
should involve three steps of ‘unfreezing’, ‘movirand ‘refreezing’, which means that old
behaviour has to be discarded before new ways eadbpted successfully. The third model is
the planned change, which consists of change ph@éstnct states an organisation moves
through), and change processes (methods to moveortenisation through these states).
Criticisms against these three models are that dnestill seen as too rigid and mangers need to
appreciate the fact that the environment withinalhmost organizations operate is dynamic and
unpredictable. This therefore means that irrespeatf meticulous change planning, managers
and implementers of change are bound to encouméeunexpected and it is therefore critical
that they are prepared and are flexible enougtespand to the unexpected situations as they
may arise from the unpredictable operating enviremimboth internal and external to the
organisation. Based on these criticisms, cultueeksnce proponents called for organizations to
adopt flexible cultures which promote innovationdaentrepreneurship and that encourage

bottom-up, continuous and co-operative change.

2.4.2 Emergent Change
The dynamic nature of many organizational enviromi:iés seen as rendering episodic planned

change unrealistic to some who prefer instead ¢ww\whange as continuous and emergent in
nature (Burnes, 1996). The emergent perspectivessss the roles of culture, power, and
cumulative low-level adaptations in shaping orgatianal change in a manner that may appear

continuous in nature (Burnes, 2005; Hatch, 1997).

Weick (2000) states that, emergent change consfstsxgoing accommodations, adaptations,
and alterations that produce fundamental changeowita priori intentions to do so. Emergent
change occurs when people re accomplish routindsvdren they deal with contingencies,

breakdowns, and opportunities in everyday work. Matthis change goes unnoticed, because



small alterations are lumped together as noisetheraise uneventful inertia. Hayes (2002)
believes that “. . . the key decisions about maighthe organization’s resources with
opportunities, constraints and demands in the enmient evolve over time and are the outcome

of cultural and political processes in organizagion

2.50rganizational Culture and Environment for Change
Beliefs and practices embedded in a company’s mltan originate from anywhere: an

influential individual, work groups, departments ibrcan even start at the bottom of the
organisational hierarchy or from the top Kotter addskette (1992). In building a strategy
supportive culture, it is important to understardaading to Thompson and Strickland (1995)
that every company has its organisational cultlireas its own way of approaching problems
and making decisions, its own pattern of “how wethiogs around here”, its own taboos and
political don’ts and its own cache of stories thet told over and over to illustrate company

values and their meanings.

Thompson and Strickland further emphasize on fhet the entire organisation needs to
appreciate that “the taproot of corporate cultusethe organization’s shared beliefs and
philosophy about how its affairs ought to be conddc According to Eldridge and Crombie
(1974) culture is a characteristic of all organmas, through which at the same time, their
individuality and uniqueness is expressed. Theucellbf an organization refers to the unique
configuration of norms, values, beliefs, ways ohdang and so on that characterize the

manner in which groups and individuals combinedbthings done.

Management of change for the better is made paessibbugh change of an organization’s
culture and the organization’s behaviour. This lage change in the ways that things are
handled and done. (Handy 1986) explains that aultgr not homogeneous and in any
organization there will be subcultures. Howeveg thfluence of these will depend on the
strength and appropriateness of the dominant euldss discussed by Deal and Kennedy (1982)
company cultures vary widely in strength; that he degree to which they are embedded in
company practices. They note that a company'si@ittan be weak and fragmented in the sense
that many subcultures exist, few values and belhavitorms are widely shared and there are
few strong traditions. On the other hand, the camjsaculture can be strong and cohesive in the



sense that the company has a clear and explicibguphy about how its business will be
conducted, management spends a lot of time shapiddine tuning these values to its business
environment and communicating them to the orgaiaa members, and values and culturally
approved behavioral norms are known and shared Iyideross the company by senior

executive and the rank and file employees alike.

Burnes and James (1995) explain that the envirohmewhich change takes place strongly
influences the perceived appropriateness of praposanges and the way these are planned and
implemented. In a similar fashion, the types ofrges, the way they are undertaken and their
outcomes can have a strong influence on the enwieoh These two are interrelated and
interdependent. Deal and Kennedy (1982) statedleeaf culture in a situation of change is to
confirm or deny the legitimacy of the new arrangetee Burnes further states that in
organizations where a culture of trust exists, whadrange is the norm, and the expectation is of
positive outcomes, then the need to consult andlvevemployees (in order to gain their
commitment) is less necessary because they amglreceptive to change. In a situation where
the reverse is the case, it becomes necessaryetoamme suspicion and resistance and gain the
confidence and commitment of staff by giving thempasitive role to play in the process. In
terms of the environment for change, Burnes plagigaificant emphasis on the role of
organizational culture. Organizational culture agsa sort of sheet anchor for climate, stopping
it from being too easily transformed with each re@tuational contingency, while individuals in
their interactions can create either a supportiveauntervailing pressure to that exerted by

culture, depending on the particular circumstamaéisin an organization (Mullins 1989).

Carr and Littman (1990, p. 195) identified nine lstgps in the cultural transformation process.
These are planning for cultural change, asseshmgurrent state of the quality culture, training
managers and the workforce, management adoptingrexttéling the new behaviour, making
organizational and regulation changes that suppprality action, redesign individual
performance appraisal and monetary reward systemeflect the principles of total quality
management, changing budget practices, rewardisgiy® change and using communication

tools to reinforce principles



Diagnosing and analyzing the character of the argdion will provide a clear view of strengths
and those things that must be retained and buil{@ampa, 1991). It will also uncover
weaknesses and barriers to moving from where tganmation is now to where it should be.
Such insight will enable management to choose tineect road to launch the effort to achieve
total quality and prepare the entire organizatmmrhplementation of strategy.

The beliefs, goals and practices called for inftirenulation and implementation of a strategy
may not be compatible with a firm’s culture. Whéxey are not, a company usually finds it
difficult to implement any strategy successfullyofier and Heskette, 1992). Therefore, A strong
culture and a tight strategy- culture fit are pdwklevers of influencing people to do their jobs
better.

2.6 Leadership and Culture Management Strategies
Arthur and Strickland (1995) indicate that most agers based on their own experiences as well

as from case studies reported accepted that anisagjanal culture in an important contributor
or obstacle to successful strategy execution (imptgation). Kotter (1995) further states that
the importance of leadership to the change managepnecess is underscored by the fact that
change, by definition, requires creating a new gwstand then institutionalizing the new

approaches.

In a relatively short period of time the need tonaxge culture and the need to develop strong
cultures Deal and Kennedy (1982) has become songettiose to an orthodox set of beliefs
among management. Ford and Ford (1994), hold tee \that leaders create change by
providing a vision that is attractive to followeegher than creating dissatisfaction with the statu
guo. Burnes (1978) developed the initial ideasrandformational and transactional leadership
in the political context and Bass (1985) furthefined them and introduced them into the
organizational context. Transactional leadershipettgs from the exchange process between
leaders and subordinates wherein the leader provideards in exchange for subordinates'
performance. (Bass, 1985) however explains thaistoamational leadership behaviors go
beyond transactional leadership and motivate fa@lento identify with the leader's vision and
sacrifice their self interest for that of the groapthe organization. (Manz and Sims, 1990)
allude that a transformational leader would be adgfcilitator of the strategy implementation

process by promoting the creation of a culture thatourages team-decision making and



behavioral control. Transformational change witbiganizations requires basic shift in attitudes

and beliefs

Brown and Eisenhardt (1997) describe three key agtaristics of successful managers in

continuously changing organizations. They proptsd the successful leader creates a system
(i.e. an organizational culture) that is neithes taid (over controlling the change process) nor

too chaotic (so the change process falls apart@ctfe implementation of a strategy requires a

manager whose style has strengths consistent Wehcompetencies required by the strategy
Gupta (1984). The attitudes of an organization’sniners are the primary determinants in the

future of the organization, including failure orogith Management’s failure to recognize the

importance of attitudes and to foster a chang&emtare the primary reasons for the failure of

the quality transformation process Vermeulen (1997)

The transition management team must be responfsiblmanaging the emotional connections
that are essential for the successful completioanyf transformation Kanter (1983). Culture is
something that every person in the organizationtrimries to and has a role in either
perpetuating or changing over a very long periotiro€. Management has the most significant
role to play in the transformation of attitudes.cAaling to Ciampa (1991) management must
put in place ways to promote: a belief that the leygr has the right and the responsibility to
improve his or her immediate surroundings, a seasfsewnership in the product or service
delivered to the customer, the ability of the peppind through them, the systems, to Innovate
and to create something new that adds value, andeef co-dependence, the desire to change
and to improve what currently exists and commitnmterd commonly-held vision of the sort of

organization that could be.

There are a number of theoretical perspectives frdnch managers and consultants currently
draw their knowledge about the process of changarganizations. Deal and Kennedy (1988)
emphasize the following important aspects which tnes taken into consideration by those
managers who take on the challenge of change: ribey to; recognize that group consensus
will be the major influence on acceptance or wijhiess to change, convey and emphasize two-
way trust in all matters related to change, tlohlkchange as skill building and concentrate on
training as part of the change process, allow enduge for the change to take place, encourage

people to adopt the basic idea for the changd thdireal world around them. Cultural change is



therefore a sensitive issue and management mukthHeavhole process all the time. Employees
must be convinced that the change is in the bdstest of the organization and all the

employees.

Vijay Sathe (1985) identified three factors thamtribute to the development of strong strategy-
supportive cultures: these are; Strong Leaders egtablish values, principles and practices that
are consistent and sensible in light of customexdaecompetitive conditions and strategic
requirements, A sincere longstanding commitmenagerating the business according to these
established traditions, thereby creating an infeenaironment that supports making decisions
based on cultural norms and finally having a gemugoncern for the wellbeing of the

organization’s three biggest constituents; custsntemployees and shareholder.

Kotter and Heskette (1992) also noted that thezeaamumber of cultural characteristics that are
unhealthy and that tend to undermine a companyfopeance. These are highlighted as; a
highly politicized internal environment with cordling cultures and sub cultures, a culture that
is hostile to change and to people who champion ways of doing this to achieve business
goals and implement companywide strategies, pramati of managers who only understand
structures, systems, budgets and controls betten tthey understand vision, strategies,
inspiration and culture building, an averse tengefor the organisation to look outside the

company for superior practices and approaches.

It is important for all managers to be aware thaicessful strategy formulation does not at all
guarantee successful strategy implementation. Dpire an idea is always considered easier
than actualizing the idea and transforming it tacgical activities. The dynamics involved in
strategy formulation are less invasive to the comfrone and the familiar territory in
comparison to those involved in strategy implemigona Strategy implementation demands
action and therefore means a change be it of sneigbolicies or even culture.



CHAPTER THREE
RESEARCH METHODOLOGY

3.1lIntroduction

The aim of this study was to consider the strategiportance of perceptions and cultural
management when implementing change in an ingtitu#h review of literature was undertaken
and key issues discussed. The methodology chapgtrides the design, respondents, data

collection, analysis and data presentation teclasdbat were used to conduct the study.

3.2Research design

The research design constitutes the blue printHercollection, measurement and analysis of
data. It aids the researcher in the allocationmoitéd resources by posing crucial choices in the
methodology (Cooper and Schindler, 2007). The rebeaas conducted as a case study. The
study was concerned with describing the perceghiahmanagers at Strathmore University have

towards the influence of culture on the succesgsiplementation of change strategies.

3.3Data and data collection
An introduction letter was obtained from the relevpersons at the University of Nairobi to

facilitate the research process. A structured quasaire (Appendix 1) was prepared and used to
collect data from the respondents for purposesnafyais. The questionnaire contained three
sections. Section | contained questions that geseerpl organisation and respondent profiling.
Section Il contained questions on strategic issunekchanges within the organisation where as
section Ill contained questions on the various @ations of Culture within the institution. A
pilot study was conducted by issuing the samplestipnaire to a selected manager. This was to
enable the researcher test it for reliability aatidity. Thereafter, the researcher distributed the
guestionnaires with amendments and collected thestounnaires within two weeks. The
research study incorporated both secondary datavéswed in chapter two and primary data
collected from the respondents to draw conclusid®sspondents were not be expected to

include their names on the questionnaires for demtiiality purposes.



3.4Data analysis

Data once collected will be edited for errors andhpleteness. The data will then be coded to
facilitate efficient analysis of data in the categs which will be categorized into homogenous
clusters based on the codes awarded to each respgdresdata that is of a qualitative nature will
be classified according to attributes while thatolihis of quantitative nature will be entered into
an excel sheet and tabulated and graphs plottdht conclusions. The tabulated data will then
be analyzed using SPSS. Averages and percentaljdse wsed in the analysis. Distribution
tables, charts and /or graphs will be used to ptebe data so as to show where most responses

featured and thus make the research more focused.



CHAPTER FOUR

DATA ANALYSIS AND RESULTS

4 .1 Introduction

This chapter presents the analysis and findingshefresearch study based on the data
collected from the various respondents. The study warried out at Strathmore University
among senior and middle level management stathen30 departments. The findings are
presented in form of tables, graphs and pie chartalysis of quantitative data is done by

use of Scientific Package for Social Sciences (SP®8). Statistical methods were used to

summarize data applying rules a@éscriptive statisticdn addition, patterns in the data have
beenmodeledin a way that accounts foandomnessnd uncertainty in the observations, and
then used to draw inferences on the subject ofystlide findings are based on responses

from a total of 23 respondents out of the 30 to mvltpuestionnaires were issued.

4.2 Response rate
From the target 30 respondents, 23 questionnaiees gollected representing a response rate

of 76%. This response was deemed to provide a mah#® confidence level that data

collected can be deemed as representative of BtoathUniversity Management.

Response rate = actual number of resporski)

Planned number of responses



4.3 Sample characteristics

When respondents were asked how long they had @akthe University. 74% had worked for
the institution for less than 10 years with a mi&od7.8 % of them having worked for the
institution for between 3- 9 years. As illustrated Table 4.2. The results of these findings

indicated that most of the management level emgl®y the university were relatively new as

only 26% of them had worked for the institution foore than10 years.

Table 4.2: Number of years in the organisation

Frequency Percent | Valid Percent

Valid Less than 1 year 4 17.4 17.4
1-2 years 2 8.7 8.7

3-9 years 11 47.8 47.8

10-15 years 5 21.7 21.7

16-19 years 1 4.3 4.3

Total 23 100.0 100.0

On further enquiry of how long the respondents held their managerial position, 87% stated
that they had held their positions for between Oyeérs. This means that for most of the
respondents their job entry level into the insiiaitwas either at management level or that they

scaled the corporate ladder soon after joiningribgtution. See Table 4.3.

Table 4.3:Mangerial Experience

Frequency Percent Valid Percent
Valid 0-4 years 20 87.0 87.0
5-9 years 2 8.7 8.7
15-19 years 1 4.3 4.3
Total 23 100.0 100.0




4.4  Institutional History

On enquiring about the departmental history, redpats indicated that 52% of the departments
had been in existence between 3-9 years. And alatirei65% having existed for more than 10
years as indicated on Table 4.4. It was importantlie researcher to gather data on the age of

departments within the institution because culisi@fected by time.

Table 4.4How long has the department been in existence int@thmore University?

Cumulative
Frequency| Percent | Valid Percent Percent

Valid 1-2 years 3 13.0 13.0 13.0

3-9 years 12 52.2 52.2 65.2

10-15 2 8.7 8.7 73.9

years

16-19 4 17.4 17.4 91.3

years

Over 20 2 8.7 8.7 100.0

years

Total 23 100.0 100.0

4.5 Awareness of organisational Strategy
The researcher also sought to find out if the redpats were aware of the organisational

strategy as documented on the strategic plan. Sli#ie @Gespondents said they were aware of the
strategy with 8.7 % indicating that they were nwaee of the strategy see Table 4.5 below. On
further analysis, it was deduced that the 8.7% whte not aware of the strategy had worked at

the institution for less than 1 year.



Table 4.5 Are you aware of the University’s strategic plan?

Cumulative
Frequency Percent Valid Percent Percent
Valid Yes 21 91.3 91.3 91.3
No 2 8.7 8.7 100.0
Total 23 100.0 100.0

4.6 Formulation of Strategy

When the respondents were asked who in their opinion formulated the
organisational strategy, 47% stated that top Management was responsible.
Only 4% agreed that it was a consultative process between top
management, a selected committee of employees and consultants. See

Table 4.6.

Table 4.6:Strategy Formulators

Frequency Percent Valid Percent

Vice Chancellor 1 4.3 4.3
Top Management 11 47.8 47.8
Selected committee 4 17.4 17.4
All employees 5 21.7 21.7
Top management and selected 1 43 43
committee

Top management, selected

committee, consultants, all 1 4.3 4.3
employees

Total 23 100.0 100.0

When respondents were asked if their departments dranual objectives, 95% of the
respondents also indicated that their departmeetsasnual objectives and a further 30%

indicated that the departmental were the ones whthese objectives.



Table 4.7 Existence of departmental annual Objectives

Cumulative
Frequency Percent Valid Percent Percent
Yes 22 95.7 95.7 95.7
No 1 4.3 4.3 100.0
Total 23 100.0 100.0

Only 8% of the respondents indicated that the departal objectives were set by departmental

heads in consultation with the departmental em@syss indicated on Table 4.8.

Table 4.8:Setting of Departmental Objectives

Frequenc Valid Cumulative
y Percent | Percent Percent
Top Management 5 21.7 21.7 21.7
Departmental Heads 7 30.4 30.4 52.2
Selected Committee 4 17.4 17.4 69.6
All Departmental employees 4 17.4 17.4 870
Departmental heads and all
departmental employees 2 8.7 8.7 95.7
Top management and 1 43 43 100.0
departmental heads
Total 23 100.0 100.0

4.7 Strategic Change

The researcher also sought to find out the last @nmajor change in structure or function
took place within the various departments. Frons tbnquiry, 76% of the respondents
indicated that a major change had taken placethessa year ago. A further 68 % and 86%
respectively agreed that the policies and procedioiéowed by the departments sapport



the implementation of the changes were supportivesaindicated on Table 4.9, 4.10 and

4.11 respectively.

Table 4.9FFrequency of Change in the Departments

Cumulative
Frequency Percent Valid Percent Percent
Less than 1 year ago 16 69.6 76.2 76.2
More than 2 year ago 1 4.3 4.8 81.0
Not in the recent past 4 174 19.0 100.0
Total 21 91.3 100.0
Total 23 100.0
Table 4.10Relationship between Policy and Strategy
Cumulative
Frequency| Percent | Valid Percent Percent
Yes 15 65.2 68.2 68.2
No 7 30.4 31.8 100.0
Total 22 95.7 100.0
Total 23 100.0
Table 4.11Change and Supportive procedures
Cumulative
Frequency, Percent | Valid Percent Percent
Yes 19 82.6 86.4 86.4
No 3 13.0 13.6 100.0
Total 22 95.7 100.0
Total 23 100.0
4.8 Reasons for change

When the respondents were asked to rank sevestmeavhy there is was need for change, they
ranked the variables as either minor or major ahwvn in Table 4.12. From the analysis, it

was evident that the respondents thought thahttee tMajor reasons for change at the university



were to demonstrate efficiency in functions andkyamocesses, to incorporate new goals in line
with the revised strategy and to incorporate tetdgy as depicted by 87%, 81% and 81%
respectively for the three reasons.

It was also deduced that the bottom three reasorshfinge at the university were to incorporate
authority systems, to incorporate new behaviour &mdenhance accountability with each

response rate being 81%, 66% and 60% respectively.

Table 4.12Reasons for Strategic Change

Freq
uenc Valid Cumulative
y Percent Percent Percent

To incorporate M 9 391 409 409
new values

N 13 56.5 59.1 100.0
Incorporate M 18 783 818 818
new goals

N 4 17.4 18.2 100.0
To M
incorporate 7 30.4 33.3 33.3
new behavior

N 14 60.9 66.7 100
To Incorporate M 18 78.3 818 818
new technology

N 4 17.4 18.2 100.0
To incorporate M 8 348 381 381
structural change

N 13 56.5 61.9 100.0
To Incprporate M 4 17.4 19.0 19.0
authority systems

N 17 73.9 81.0 100.0
To M| 20] 87.0] 87.0 87.0



demonstrate
efficiency

N 3 13.0 13.0 100.0
To demonstrate M1 23 1000 100.0 100.0
effectiveness
To resppnd Flexibly M 1 522 522 520
to new ideas

N 11 47.8 47.8 100.0
To enhance M
Accountabilit 9 39.1 39.1 39.1
y

N 14 60.9 60.9 100.0

When respondents were asked what in their opinion &re the factors that had led to
changes in the institution.

27 % of the respondents indicated that technolbgoteanges and establishment of new
evaluation and accreditation procedures were thia fiagtors that had led to changes in the
university. This was consistent with the resporgigen earlier where 81% of the respondents
indicated that the reasons for incorporating tetdgical change was a major reason for
adoption of the new strategy at the univeragyndicated in Table 4.13.

Table 4.13Drivers of Change

Factor Count Responses %
Emergence of new types of institutions 1 8 17.0
Establishment of different evaluation and 2 13 27.7
accreditation Procedures
Curriculum reforms 3 5 10.6
Technological changes 4 13 27.7
Changes in types of financing and governance 5 8 Q7
Total responses 47 100.0




4.9 Successful Change Implementation

When the respondents were asked whose action ioniversity change depended on, 39% of

the respondents were of the opinion that Top managéwas responsible for Change with only

8% saying it was dependant on all institutional Exypes see Table 4.14.

Table 4.140rganisational Structure

Valid Cumulative
Frequency Percent Percent Percent
Individual faculty 7 30.4 30.4 30.4
Administrators 5 21.7 21.7 52.2
All employees 2 8.7 8.7 60.9
Top management 9 39.1 39.1 100.0
Total 23 100.0 100.0

These findings were also consistent when the rebpur’ were asked to define the

organisational structure the university was ainforgas indicated on table 4.15 with the highest
number of respondents i.e. 40% saying the uniweveits geared towards a Hierarchical based
structure where authority and decision making ste@ amongst a few management individuals

at the top of the Hierarchy.

Table 4.15Forces that influence Strategy Implementation in arorganisation

Cumulative
Frequency, Percent | Valid Percent  Percent

Hierarchical based 9 39.1 40.9 40.9
Economical bases 4 17.4 18.2 59.1
Flat structure 8 34.8 36.4 95.5
Hlerarchlcal and 1 43 45 100.0
economical based
Total 22 95.7 100.0

The researcher further sought to find out the iopirof the respondent on the forces they
perceived to affect the university’s ability to foulate and Implement its strategies. The

respondents were left to give a combination ofayias indicated on Table 4.16. The most




influential combination was shown to be the Uniiutgis structure and culture. On further
analysis it was noted that cumulatively, 69% of thessible combinations given by the
respondents had the cultural aspect featuring ragjar force. The researcher further analyzed
each individual aspects rating and it was shown tespondents indicated that the university

culture was one of the prime forces from 13% ofrésponses.

Table 4.16Powerful Cultural Dimensions

Valid Cumulative
Frequency Percent Percent Percent
University culture 3 13.0 13.0 13.0
Employee motivation and awareness 2 8.7 8.7 21.7
2 8.7 8.7 30.4

Management processes

: . 5 21.7 21.7 52.2
University structure and culture
University culture and employee motivatig 3 13.0 13.0 65.2
and awareness
Employee motivation and awareness and 2 8.7 8.7 73.9
management processes
University culture and management 3 1320 1320 870
processes
Univ. structure, employee motivation &
awareness, mgt process 1 4.3 4.3 91.3
Culture, employee motivation & awarene
mgt processes 1 4.3 4.3 95.7
Structure, culture, employee awareness @
mo“va“on 1 4.3 4.3 100.0
Total 23 100.0 100.0

4.10 University's powerful cultural manifestation

The study also sought to determine what Manageesndd to be the institution’s powerful

cultural manifestations were. From the responsesngiit was evident that the Values, Mission



& Vision and Beliefs & Behaviour were the most ptiaent cultural manifestations with 26.1 %

and 13% respectively as shown in the following €ahll7

Table 4.17Powerful Cultural manifestations at the University

Frequ Valid Cumulative

ency | Percent| Percent Percent
Values 2 8.7 8.7 8.7
Mission and vision 1 4.3 4.3 13.0
Beliefs and behavior 3 13.0 13.0 26.1
Values. beliefs and behavio ) 8.7 8.7 34.8
Values, policies and
procedures, beliefs and 2 8.7 8.7 43.5
behavior
Symbols, policies and
procedures, beliefs and 1 4.3 4.3 47.8
behavior
Values, mission and vision,
beliefs and behavior 3 13.0 13.0 60.9
Values, mission and vision 6 26.1 26.1 87.0
Mission and Vision, policieg 5 8.7 8.7 95.7
and procedures
Values, mission and vision,
policies and procedures 1 4.3 4.3 100.0
Total 23 100.0 100.0

The respondents were further asked to indicatewdmspect of culture the university measures
and 40% and 36.4% indicated Mission & Vision anel Bolicies& Procedures aspects

respectively as depicted by the Table 4.18.



Table 4.18Cultural aspects Measured by the University

Aspects Frequency %

Values 5 22.7
Mission & Vision 9 40.9
Policies & Procedures 8 36.4

In any institution, the various cultural aspecte asually visible in the interactions amongst
different stake holders. The researcher therefaegtst to investigate how the cultural
manifestations cited above influenced various faadtthe university such as the members’
diversity, the control mechanisms, how the culigrpassed on and the extent of buy in amongst
employees. From the findings, the aspect of dityexgithin the university was rated as the most
dominant layer of culture. The aspect of citizepsdmd belonging amongst members within the
university was however the weakest layer with @iy of the respondents indicating that there
is a sense of belonging among employees as depicted Table 4.19.

Table 4.19Various layers of culture at the university

Layers of culture at the University frequency %
Students of all cultures and background are adaitt

to the university 22 26.8
Men and women interact freely in an uncontrolled

setting 4 4.9
There are symbols and places that hold special

meaning 16 19.5

There exists a set of unspoken rules about canduc
and expectations 18 22

There exists mentoring programs for new facultyl an
students 17 20.7

There is a sense of Identity ,belonging and cishgm
among the members of the university 5 6.1




4.11 Emphasis on Cultural Change to support Strategic Cange Management

When respondents were asked whether the aspeailtofec was addressed during strategic
management planning, a majority 55% said that 8peet of culture was not addressed with
45% of the respondents saying that the aspectlofreiwas addressed.

4.12 Hindrances to effective Change Management and Impifeentation.

The researcher also sought to investigate the ractbat could hinder the successful
implementation of change at the University. Whespoadents were asked what in their opinion
was the major hindrance to implementation of chaatghe university, 80% listed poor or lack
of communication as a major hindrance. Some ofother reasons given by respondents were;
resistance to change due to poor change managemeriack awareness amongst employees

hence there was no buy in.



CHAPTER FIVE

DISCUSSIONS, CONCLUSIONS AND RECOMMENDATIONS

5.1Introduction

This chapter presents summary of the findings, lesians and also offer recommendations for
future improvements and studies. The primary pwemdghis study was to achieve the following
primary objective: To determine management’s pdrcepon the influence of culture on the
implementation of strategic change at Strathmoréveédsity. To achieve this objective, the
researcher administered questionnaires to Managkrgarious departments at Strathmore
University. The responses from the respondents weme analyzed as reported in chapter four
and will be discussed in this chapt&he researcher used descriptive statistics to maight
into the perceptions of managers.

5.2Discussions

The researcher sought to profile the respondemtgranorganization first. This would provide a
background against which some of the conclusiondavioe drawn from. On analysis of the data
collected, it was evident that most of the managgnieam was relatively young in the
institution with a working history of less than fogyears in their managerial roles. It was also
evident that for most of the respondents, theiryeletvel positions at the institution were in their
management roles. This implies that they did nethaformal interaction with peers within the
lower cadre where most of the informal institutiboaltures are shared and discussed. This was
further confirmed because when respondents wereedaskhat the powerful cultural
manifestations were; the highest number of respasdgaid it was in the mission and vision of
the institution. As such it was evident that they more aware of the formal cultural dimensions

and not the informal dimension which is also caliim an organization.



It was also notable from the responses that theewsity focused more on the Mission, vision,
policies and procedures aspects to realize itdeglya However on further analysis of the
findings, it was noted that 95% the respondentewengreement that there were informal sets
of beliefs, rules and assumptions that guided meratisudes and behavior at the university.
According to (Alpandre and Leel995) “a criticplestion related to strategy is whether or not the
company has the appropriate structure to impleritergoals. A series of questions must also be asked
with respect to corporate culture. Management rdegtrmine what changes, if any, are needed ta alig
the culture or values which affect the way the camypoperatesA need to sensitize them and
enhance their understanding of the prevailing tuistinal culture is critical if they are to gain an
understanding of the employees working under thedofporate culture does not only refer to
the formal ways of doing things but the informahgmnents as well that mesh the employees
together. It important that organizations reallzat the informal group dimensions play a critical
role in in the implementation of strategic change.

From the finding it was also evident that 81% af ttepartments had undergone some form of
structural or functional change within the last ty@ars. This change was not however supported
with focused attempts to incorporate new behavsowas reported by 67% of the respondents.
Change of whatever nature demands a change in hhqurgcesses, behavior, attitudes and
culture. Sometimes the changes required are smdlircremental while in other instances the
changes are substantial and require a totally nayaf doing things if a fit between the strategy
and culture is to be developed. In the findingaptar, when respondents were asked what
aspect the university had focused its consciowsgits to realize its strategy, it was reported
that the organisation main focus was on impersammhponents such as technology and
efficiency of processes. The focus on the employe&s minimal. (Deal and Kennedy 1982)
stated that “we need to remember that people makmésses work and there is need to relearn
old lessons about how culture ties people togethdrgives them meaning and purpose for their
day to day lives.” As such when the people aspkeny institution is not well managed, there
are bound to be gaps which can hinder the ingiitufrom attaining its mission and vision
effectively.

To show how critical the human aspect is in afitutgon, when respondents were asked which

forces in their opinion affect the institutions lglito formulate and implement its strategies, the



university culture and employee motivation and amass of the on goings of the institution
were ranked as the highest aspects respectively.

Getting organization employees to adopt a new neindsnot easy. Gagliardi (1986) writes that
“Culture, ... understood as a coherent system of nagBans and basic values which
distinguishes one group from another and oriestshbices, is of its very nature a tenacious and
unalterable phenomenon”. He points out that “thearaeeply rooted and diffuse these values
are, the more tenacious and unalterable is therelijtand that “organizational cultures usually
change in order to remain what they have alwaysvbeEhat is, every organization has a
primary strategy which is the maintenance of itducal identity and a series of secondary
strategies which are instrumental to or expressivihe primary strategy. However, if the new
values threaten the status quo, this may necessitansformational change resulting in
considerable upheaval in order to create suitafneliions to develop a critical mass of support

for the new mindset.

In Gagliardi’'s words (1986), “Where a value postedaby a new strategy is antagonistic towards
an older one a real cultural revolution is needé&ti. the other hand “values postulated by the
new strategy may not be antagonistic towards fmwit ones but simply different”. Their
acceptance would then involve “broadening the nuscte basic values”

When respondents were asked in their opinion wiereiniversity focused its purposeful efforts
when altering existing policies and structures, leiyge motivation was ranked as the least
considered aspect. However, (LIloyd and Trompend&$3) shows that the salient components
of any change model consist of five broad categaepresenting the open system’s approach to
organizational change, at the centre of whichHe ¢ore dimensions. The five broad categories
are the setting, the organization, the managergiibep and the results. The core dimensions are

culture, assumptions, and mind-sets or psychdsosktinvolved.

(Zeffane 1996) states that corporate culture eam Ipractical management tool and should be
incorporated into the organizational processes @iatemanaging strategic change. The best
practical use of corporate culture is as a contihgariable within an open systems framework
of strategic analysis. He further notes that irerég/ears, the role of culture in driving change

has surpassed that of strategic planning.



Form the findings, it was evident that the orgamires main structure was of a hierarchical
nature where most of the authority. Power and detisnaking is vested among a few
individuals in the institution. Hierarchical orgaations tend to also be tailed with a lot of
bureaucracy and communication most often tendstofla top down nature. This was further
confounded because when the respondents were aslatdn their opinion were the hindrances
or barriers to effective change implementation, theee main components cited were poor
communication, lack of awareness and poor changegament. The first two components are
interrelated in that where there is lack of or poommunication channels, more often or not
people are not aware of what is happening. A lothef information is either relayed through
rumors and the grapevine and often tend to be riecbusually escalating fears of the unknown
amongst employees thus being a barrier to effeath@nge implementation. . According to
Nadler (1989), an early and critical step is to owmicate a clear vision of the desired future
state. People need to know how the change will cabwut how they will be affected by the
change. The most effective reorientations includelly developed description of the vision.
Nadler (1989 indicates that most visions touch in some way bea following points: a
description of why the vision is needed, or why tttange is desired, a discussion of the
organization’s stakeholders and what it seeks ewige for them a definition of the core values
and/or beliefs that drive the organization of thargge, how the organization will be structured
or will work to achieve the vision and a discussminsome of the specific elements of how

people in the organization will operate and inteveith each other.

5.3Conclusions and Recommendations

While the culture of an organization is constanglyolving (Trice and Beyer, 1993), it is
important to note that fundamentally changing agaoization’s culture is a long-term endeavor.
To some extent, the lengthy nature of the cultah@inge process could be a by-product of the
resistance that might accompany some planned chaogan organization’s culture (Barney,
1986). In fact, it is important for leaders to rgonze that changing an organization’s culture
may evoke emotional reactions from employees (Taicé Beyer, 1993). Providing employees
with training should help mitigate some of thesact®ns by laying a foundation to support

changes in an organization’s culture. In addititim examples set by leaders within an



organization can have a profound impact on theingiiess of employees to support or resist
cultural change.

It is therefore recommended that the institutidogeses its efforts on training and sensitizing its
employees towards adoption of new forms of behathiat support its entrepreneurial strategy.
Some of this can be encouraging innovation andogapbn within acceptable limits. According
to (Alpander and Lee 1995) Managerial policies,cpcas and style facilitate or hinder goal
attainment. Managers play a central role in thessg of an enterprise by planning, coordinating
and facilitating goal-directed activities. To perfothese functions managers must be effective
communicators, leaders, policy makers, motivattesners, counselors, recruiters and, above
all, good decision makers. It is their respondipild ensure that the structure of the organization

is consistent with and advantageous for, the pliegaiechnology and environment.

5.4 Limitations of the study

The researcher encountered some limitations irptbeess of data collection. The respondents
being from a private university were at first skepit that the information being collected would
be given to a competitor in the public sector. Heoavethis skepticism was allied after the
respondents were informed that all the data catestould be used primarily for academic
purposes and that the feedback from questionnavmdd be treated with confidentiality to

protect the respondents.

5.5 Areas for further study

When senior management has a clear understanditigeofariables contributing to their company’s

success, the next step is to develop an in-depdkratanding of the problems facing the organization

is important to determine how close or how far reew the current organization is from the ideal

situation.Since this study only targeted employees in key &¢@ment positions at Strathmore

University, it would be important to also know whather employees in various levels from

supervisory to team leaders and the rank and étegives to be the role of culture and its impact
on implementation of new strategies at the uniwersiis therefore recommended that a study to
determine the perceptions of employees on the ableulture on implementation of strategic

change at the university be conducted. The findings these two studies be compared and



contrasted to harmonize the perceptions of managearel the rank and file employees and
either draw similarities or divergence in viewsttban guide the institution as it implements and

review its current and future strategies.

5.6 Implications on Policy and Practice
Appreciation and recognition of the important anitical role of organisational culture by all
individuals in an organisation is paramount for cassful strategy realization. With the
world becoming a global village, diverse racial,omamic, geographical and even
technological cultures are merging and multinatiomstitutions being established. By
understanding the intricate role of culture, orgatibnal managers who more often are the
policy makers within the institution are better qdd to develop and work towards
establishing and harnessing relevant and effeabrganisational cultures. Total Quality
Management is very prevalent as a management gedoti organizations that want to have
a competitive advantage in the’XTentury irrespective of whether the institutioraiprivate
or public entity. Total Quality Management emphasialigning corporate cultures to those
of the employees working in the organisation. Ifrhany is not created then conflicts that
hinder the realization of the corporate strategiése. As discussed early, managers need to
recognize that people make things get things dowketlaeir actions are guided by cultural
tendencies developed over time. With this inforomtiit is therefore imperative that
Managers develop both the necessary infrastructuréerms of communication and
information flow within an organisation that accielg communicates and facilitates a flow
of information from top to bottom and vice versantdigate against conflicts that may arise
due to cultural ignorance or misinterpretation tfwsher the realization of the institutional
goals. It is also important to note that good pesiavithout proper practice are only as good

as the sound but have no results to show.
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Appendix 2

Appendix 1: Survey Questionnaire

PART I:
GENERAL INFORMATION

For the questions below, select one option among the given. Use a tick (A7) or a cross (&) to

indicate your choice where appropriate.

1. School / Institute/ Department

2. What is your position in the department?

3. How long have you worked for this organisation?

d Less than a year d 1-2 years d 3- 9 years
d 10-15 years d 16- 19 years d over 20 years

4. How long have you held your current position?

d 0- 4years d 5-9 years d 10-14years
d 15 -19years d 20-24years d 25-29years
u other gpecify
5. How long has the department been in existencesatniversity?
d Less than a year d 1-2 years d 3- 9 years

d 10-15 years d 16- 19 years d over 20 years



6. What is your highest level of education?

U Diploma

U Bachelor’'s degree

U Masters

U PHD

U Other (specify)
7. What is your gender?

U Male U Female
8. In your opinion, who formulates strategy at the \nsity?

U The Vice Chancellor

U Top Management

U Selected Committee

U Consultants

Q All employees

U Other (specify)
9. Does your department have annual objectives?

U Yes U No
10.Who sets the objectives for your department?

U Top Management

U Departmental Heads

U Selected Committee



U Consultants
Q4 All departmental employees

Q Other (specify)

11.When was the last time major changes in structufenction take place within your

department?
U Less than 1 year ago
U More than 2 years ago
U More than 3 years ago
U More than 4 years ago
U More than 5 years ago
U Not in the recent past

12.Please indicate your agreement with the following:

Aspect

Yes

No

Do the current university policies adequately suptiee institutional strategi

plan?

Does the current organisational structure suppaptementation of the
strategy as documented in the 2007- 2010 straptan®

Are the procedures followed by the department’psupof change

implementation as documented in the strategic plan?




PART II:
13. Are you aware of the Universities strategic plan?
U Yes U No

14.Which of the following factors in your opinion halesl to transformation and change at the

university as intended by the new strategy?

U Emergence of new types of institutions

U Establishment of different evaluation and acdegdin mechanisms
U Curriculum reforms

U Technological changes

U Changes in types of financing and governance

15.Does the university in its strategic plan emphasigatutional improvement and renewal
rather than injecting something new to the univgesi

U Yes U4 No

How?

16. Do you think the University has made deliberate emnscious attempts to manage events so

that the outcomes are directed to some pre deted@nd?
U Yes U No

How?



17.What in your opinion are some of the Universitypesific outcomes in its purposeful effort

to alter existing policies and practices?

18.What are some of the major reasons for the uniygspurposeful effort to alter the existing
policies and practices? Please rate the followargoirs with the (M) indicating a major

reason and (N) indicating a minor reason.

= zZ
1 | To incorporate new behaviour u u
2 | Toincorporate new Values u u
3 | To incorporate new goals u u
4 | To incorporate new technology u u
5 | To incorporate structural changes u u
6 | To incorporate authority systems u u
7 | To demonstrate efficiency of resource utilization u u
8 | To demonstrate effectiveness in service delivery u u
9 | To respond flexibly to new ideas. u u
10| T be accountable to a diverse consistency of dialaers u u

19.Whose action in the university does change depefid o



4 Individual faculty

O Administrators

U Students

U Others (specify)
20.Where does the university focus its purposefulredfavhen altering existing practices?

U Emotions

U Needs

U Motivation

U Rewards

U Entrepreneurial Judgment

U Others

21.What are some of the forces that affect the unitressability to formulate and implement it

strategies?

Q4 University Structure

O University Culture

U Employees’ motivation and awareness
O Management processes

22.Which organisational structure is the universityiaig for with its current strategy

implementation?
U Hierarchical based
U Economical based

O Flat Structures



PART III:

23.Are there sets of shared values, beliefs and agsumspestablished that shape and guide the

member attitudes and behavior in the university?

U Yes U No
24.What are the universities powerful cultural martéésns?

O Symbols

U Values

U Mission and vision

U Policies and procedures

U Beliefs and behavior

25.Which of the above aspects related to elementsltire does the university measure?

26.Which of the following layers of culture does th@wersity demonstrate?
O Students of all cultures and backgrounds are aeldnib the university
U Men and women interact freely in an uncontrobetting
U There are symbols and places that hold speciahimga
U There exists a set of unspoken rules about corathecexpectations.
U There exists mentoring programs for new faculty students

U There is a sense of Identity, belonging and aishg among the members of the

University



27.1In the university strategic planning process, widahural archetypes do you think are

highly prioritized?

U Collegial Culture

U Managerial Culture

U Developmental Culture

U Negotiating Culture

L Other (SPECITY)...v e e e e e e

28.0n a scale of 1-5 please rate the how the abovéioned sets of values, beliefs,

assumptions and perceptions of the university anfae in:

They have allowed strathmore University to adophe Q Q u Q u

external environment

My boss makes the decisions that affect the deyeat Q Q u Q u

through consultation with members of the department

The decisions in my department are made solethdge | U a a a a
individuals in the department charged with that

responsibility.

My boss/supervisor asks me politely to performiate Q Q u Q u

tasks and invites my suggestions.

If | wanted extra duties and responsibilities my a a a a a

boss/supervisor would allow me to take them up.

The suggestions | give at my level of employment Q Q u Q u

contribute towards departmental policy, work preess




and strategy.

The suggestions that | give at my level of empiegt Q Q u Q u
contribute towards overall organisational policgan

strategic plan.

| have total control over my work and can makeiglens | O Q d Q d
concerning various aspects of my job without nesdlys

consulting my immediate supervisor.

The decisions that | make concerning my work oo n Q Q u Q u

alter the work processes.

29.1s there emphasize on cultural change during tiagegfic change management planning

process?
U Yes U No

30.What are some of the change inhibitors in the Unsitg?

The End.

Thank you for completing the questionnaire.




Appendix 3:
List of Officers/ Departmental Heads at StrathmoreUniversity from whom the data will be

collected
Principal Officers of the University

Vice-Chancellor
Deputy Vice-Chancellor (Academic Affairs)
Deputy Vice-Chancellor (Planning & Development)

University Secretary

Senior Offices of the University

Dean, Faculty of Commerce

Dean, Faculty of Information Technology

Dean, Institute of Humanities, Education and Deprlent Studies
Dean, Strathmore Business School

Dean, School of Tourism and Hospitality

Dean, School of Graduate Studies

Dean of Students

University Librarian

Registrar (Academic)

Registrar (Finance)

Director of Strategy

Administrative Services Manager

Director of Advancement

Director of Research

Director of Information and Communication Technoldentre

Director of University Relations

Directors of Professional Schools/Institute/Centres
Director, School of Accountancy

Dean, Institute of Continuing Education / DirecBirathmore Enterprise Centre



Acting Manager, Distance Learning Centre

Heads of Administrative/ Service Departments
University Chaplain

Buildings and Estates Manager

Director, Human Resources

Catering Manager

Director of Admissions

Director of Operations

Examinations Officer

Quality Assurance/Records Manager
Communications Officer

Academic Officer

Source: Strathmore University 2009.



