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ABSTRACT 

For organizations to achieve their goals and objectives, it is necessary for them to adjust 

to their environment. The dynamism of the environment implies that organizations have 

to constantly redesign their strategies in order to remain competitive. Failure to 

effectively adapt the organization to its environment leads to a strategic problem. 

In recent years KNEC has experienced increasing numbers of competitors m the 

educational assessment industry. It is possible in post schools examinations that it could 

be losing a market to other competitors. It is important for it to come up with strategic to 

cope with increased competition if it has to remain a major player in this industry. 

This study focused on four major objectives. First, it sought to identify the areas in which 

KNE 's faces competition in the assessment industry. econdly, th re earch ought to 

identify KNE 's maj r competitors. The third obj ecti e for the study wa to establish the 

challenges encountered by the KN due to competition. · inally, thi . stud sought to 

establish the rcspon cs by KNb ' to increased c mpetition in the assessrn ~.: nt in iustr) . 

hom the discu ·sion, K b 1 • faced " ith compdition 111 ·~.:vera \ o l its a r~.:as 11' 

assc ment emanating from variou other pia) ~r . 1 a n.: ult. th~.: hl1dy i · lti C~o: I \\ tlh 

various challenges. In line \ ith this K I:. 

competition. However the re pon e app ar t be mininnl m I not h:. th ~.: l'm u d1 to 

withstand competition. It nt:ed to b~.: m rc pr tit ri~.:ntn . n l lmmul,n~.: nwr...- l)f 

proacti c strategic th, t an; uniqu 
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1.1 Background 

CHAPTER ONE 

INTRODUCTION 

Pearce and Robinson (1997) state that in order for organ izations to achieve their goa ls 

and objectives, it is necessary for them to adjust to the ir environment. The dynami m of 

the environment implies that organizations have to constantly redesign their strategies in 

order to remain competitive. Failure to effectively adapt the organization to it 

environment, according to Ansoff and McDonnell (1990), leads to a strategic problem. 

Such a problem will be evidenced by a mismatch between what the organization offers 

and what the market demands. 

Grundy (1995) states that responstveness and flexibility are increa ingly important 

factors that determine the success of an organization. Hill and Jones (2001) add that the 

achievement of superior efficiency, quality, innovation and re pensiveness enables an 

organization to create superior value and obtain mpetiti\ 1.: ad antagc. II organi1ations 

knd themselves to the external environment. Th' em ironment is high! d n·1mi · and 

constantly presents opportunities and chalkng~.:s. I o ~.:nsur~.: survi\ ul '\rH.I su cess, firms 

need to develop capability to manage threats and 1.: ploit cm~.:r 'Ill 1 )pp Hlunitics 

promptly. ·r his requires formulation of trategie · that con tnntly match ca1 ·lllhlit..: · t) 

en ironmental requirements. ucce s therdore all for pr a ·th t: .lppr 'ach t ) l u incs: 

(Pearce and Robinson. 1997 . 

nd m titt n 
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Despite its widespread use in everyday language, competition remains a fairly unclear 

concept whose practical meaning varies across settings. Jain (2000) has argued that the 

term "defies definition because the view of competition held by different groups (e.g., 

lawyers, economists, government officials and bu inesspeople) varies." 

An organization faces competition when it success depends upon the behavior of other 

actors who are trying to fulfill similar customer needs. Competition also e ists when 

different organizations seek commitments of time and energy from the same target 

markets. Typically, such circumstances cause the organization to change its own 

behavior, setting in motion a dynamic and interdependent process in which rival 

organizations jockey for position in the marketplace. For the non-profit social marketer, 

then, competition exists whenever another agency targets at least some of the same 

clients, or provides a service driven by similar objectives (Jain 2000). 

I·irms in dynamic industries re pond to compctiti\e forces in different \\U)'S. R, ponscs 

can be operational or strategic by nature. trate ,ic resp ns~.:s diiTn !rom t ( crational 

responses in many ways. While operational n:sp >n. ~.:s arc short t~.:rm and mort.: umnrn~.:d 

with efficiency of operati ns ·tratcgic rc ·pon ~.:: · ar~.: I n l-t\.:nn in nature ,m l ~.:mb•tu:~.: tin: 

entire organization. trategic re ·pon ·e · als in\'Ol\'c large .mwunts or r~.: s~ ur·~.:~ an 1 

decisions relating to them arc usually made at the wrp m1te and hu ·m~: lc' Is Pear·~.: 

and Robinson 1997). 
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Examinations Council and the Ministry of Education. Its mandate is to develop and 

conduct school and post-school examinations and award certificates to successful 

candidates, ensure their validity and reliability; and to ensure conformity to Kenya 's 

goals of "Quality Education and Training for Development". It holds a strategic r le in 

National Development as examinations provide the only means of evaluating levels of 

achievement for further education and employment for this country. 

The KNEC conducts public examinations for summative evaluation of the learning 

process at the end of each cycle of the following: Kenya Certificate of econdary 

ducation (KCSE); Kenya Certificate of Primary Education (KCPE); Bu iness 

Management Examinations; Technical Examinations; Primary Teacher Education 

Examinations; Adult ducation Examinations; nglish Proficiency Test; Qualifying Test 

for private candidate; Business Technical Education Programme (BTEP); and Computer 

studies and application packages. 

In addi ti on, K r ~ ' re li cs on examinati on fcl.:s and grants as th ~.: mni n sourc s or fundin 1 

for its activities. Jnitiall ) the government grant was at O~;o )f th t )tt\1 r \ ~.:nu lut has 

red uced to 23%. 'I he fcc · charged b ' the K I ~ ' is dct~.: rmincd and 11.: •ulat ·d l ) th ~.: 

Mi ni try of f:ducation (Mini ·tr of I!ducation) makin, it ~n ic~.:s tdatiY ·ly kss 

competitive compared to other board which charge e. aminati Hl r ~ at ·'st. 

urrc ntly, the vari u public and privat fll\c iti ) '~.:ntun:J intl th~.: dt,main 

o thl.: K I· . 'I 1ey nov. o . min. til n nd .\\ .ud 
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examinations. City and Guilds, which has now merged with Pitman exan1ination board 
' 

was an1ongst the earliest after independence. The Kenya Institute of Management (KIM) 

is a private institution, which offers business management courses and examinations. 

Currently other colleges in the country now offer KIM examination e.g. Dima allege. 

The Kenya Polytechnic, through a Charter, examine it own curricula in the tcchni al 

field. Others include Nursing Council of Kenya, as well as private colleges, which offer 

their own curricula and examinations recognized in the job market. 

Foreign examinations bodies have been on the increase in the Kenyan market. Several 

boards are now offering different examinations similar to those offered by the KNEC. 

Private colleges have registered increase in candidature opting for these foreign 

examinations. Some of the major foreign boards that offer certificates and diplomas are: 

the Association of Business Executives (ABE); Association of Business Managers and 

Administrators (ABMA); Institute of Financial Accountants and Secretaries (I A); 

In. titutc for the Management of Information • stem. (IMI ); hmicrcu Institute for 

Purchasers and .'uppliers ( IP. ); hartcn;u In. titutc ot 1arhting ( ' 1M); lnsti tuh.: )r 

'bartered Marketer (I 'M); and the hartt:n.:u In ·titutc f Insurance of I )ndon ( ' II L). 

ganda Examination Board has al ·o proYed to be another c Hnpdilol . lhcrl' 1s an 

increase in numbers of Kenyan ·tudent mo\·ing t Ugand to ' It l' .uninati m · thcn: . 

All these boards administer their O\ •n p cializcd c amin,Hit'tL m thl' \'arious 

professional areas. 1 he K 
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1.2 Statement of the Problem 

In recent years KNEC has experienced increasing numbers of competitors in the 

educational assessment industry. It is possible in post schools examinations that it could 

be losing a market to other competitors. It is important for it to come up with strategies to 

cope with increased competition if it has to remain a major player in this indu try . KN < 

has to develop strategies to cope with competition if it is not to be relegated to 

developing and administering KCPE and KCSE exan1inations only. It ha to find a way 

of responding to competition in post schools examinations. Being a non-profit 

organization, which is regulated by the government, it has to respond to this issue to be 

able to remain on board. This study aims at identifying strategies undertaken by KNEC 

and give further recommendations. 

A survey of available literature reveals that extensive re earch dealing with responses to 

competition has been done. Most of these have focused on other industries. ome of the 

local studies include; heluget (2003) tudicd the rc pon es of milk processing firms to 

increased turbulence in the macro-environment in th dairy industr in Kt.: n a; Cloro 

(2003) studied the strategic rcsp n cs of c mmcrcial banks to th ' thn.:at or substitut , 

products; Kiptugen (2003) did a tud n the ·tratcgic n.:sp nscs to chan •in • ·~Hnt ·titi\' · 

envi ronment, a case of the Kenya ommercial Bank. ltgund~: (-00. ) studied th · 

strategic respon es by the Kenya Broadca ting orp m.ltion t ) incrl.'a c · comt l'titt m: 

Mokaya (2003) tudied on the re pon ~e to rh,m Bu om1 .mic · in Ken .1 tn 

environmental change · and • 1warania _o 
companic to chang in th · cm•ir 

V 1riou 

I I 
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Technology/UNESCO (2001) carried out a survey on some schools to come up with 

some policy suggestion on quality of education. 

Therefore as can be seen, none of these studies arc focused on competition in the 

assessment industry yet this is an industry experiencing immense competition. Most 

studies in education and examinations are focused on areas such as performance, 

management, equity, and quality among others . Besides, findings from the previous 

studies may not be fairly generalized to represent the education assessment industry . In 

addition, KNEC is unique in its own ways. The body is therefore likely to respond in a 

unique way to increased competition in the industry. Arising from the above descriptions, 

the question is; what responses has KNEC put in place to combat competition? 

1.3 Objectives of the Study 

The objectives of the study were to : 

1. To identify the KNE 's areas faced by competiti on. 

11. To identify KNI ~C's major compl: titors. 

111. Establi sh the challenges encountered by the K f· 'due to compl:ti tion. 

IV. Establi sh the responses by K E ' to increased com1 eti tion in the assessm ·nt 

industry. 

1.4 ignificance of the tudy 

The resu lts of this study may be of u e to: 

1. 'J h K E , in adopting n.: p n t mp titi n fi r thdt u l.lin. l il'tt ) t .Is o 

II. 'I he f l·du 1ti n in u Ill I hl l)\ Ill lhl: 

v tri u th l h UIU ~lltlil) 

r II. 

iii. ! llh ·r n n·pr "' lilt I) 

j '· 
f ul lll 



2.1 Introduction 

CHAPTER TWO 

LITERATURE REVIEW 

This section will review literature relevant to competition and organization response . It 

will entail meaning of competition, its forms and some of the responses which 

organizations adopt to combat competition. This will guide in understanding competition 

and responses in a view to assist in achieving the objectives of the study. 

2.2 Theoretical Foundation of competition 

Industry competition can be analyzed and understood using the Porter 's five forces 

model. The competition in an industry depends on the collective strength of five basic 

forces. The model provides a framework that enables a player to formulate strategies to 

influence or defend itself against the forces (Porter, 1979). Wheelen and Hunger (1990) 

argue that the Porter's five forces model was developed for developed country conte ' ts, 

which arc different from developing countric . They uggcstl.:d thnt n 6111 forcl.: nllcd 

·'other stakeholders" should be included in the mod d . 'I hr..: other stnkdwldr..:rs inr..:lmlt..:: 

unions, government and other interested parties. l·or this stud). thr..: go' r..:nHnctll will h 

considered as aspirate force due to the intlm:nce that it has oYer K I ' 

ompetition has intensified O\'er the last decades in virtual!) , II p.trt )r thr..: \\mid. 'I his 

increase in competition has played a m ~or rok in unk 

progress worldwide (Portt:r, 1979). Lik \\ i • th r th. 1 h. h: nnt 

xpcri need comp tition . o omp ny nd n I J I l j 1 11M~ Ilk tkc.:d 10 

f< I Ill II 

in oth r 

pw Ill t • 



Threat of entry is a major force in competition because new entrants bring new capacity, 

gain market share and often bring substantial resources. Threat of entry depends on the 

barriers created by existing players and their expected retaliation. An industry with strong 

entry barriers is likely to be more attractive than where entry easy. Intense competitive 

rivalry can affect an industry negatively by usc of function uch as price competition, 

product introductions and heavy advertising cost. uch actions may reduce industry 

profitability especially if the industry is not growing. 

Powerful suppliers and buyers determine the attractiveness of an industry because they 

exert pressure on industry margins. Suppliers, through manipulation of their prices and 

quality of their offerings, can squeeze industry profitability. Meanwhile, customers can 

force down prices and demand better quality or more services. When both suppliers and 

buyers are strong, they negatively affect industry profitability, hence making it 

unattractive. 

Substitute products limit the potential of an indu. tr b placing a CL:iling on pric<.:s it cnn 

charge. Substitutes f strah.:gic c nccrn are thosl: that an~ subj ct to lr<.:n Is impro' in, 

their price performance trade off with the indust products. and also th s<.: pw lu · d h 

industries earning high profit· . Where ·uch ubstitutcs arc available. th1.·y ·an still· 

industry growth and earnings thu making it unattra tivc . 

u ed by all practition 

control throu h 

19 2} hr 

in 

th ir n nn t1 n 
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powerful individual form strong strategic force that needs to be considered in making 

strategic decisions. 

2.3 Competition and its various forms 

Competition is the act of striving against another force for the purpo c of achieving 

dominance or attaining a reward or goal, or for survival. ompetition may be between 

two or more forces, life forms, agents, systems, individuals, or groups, depending on the 

context in which the term is used. Kurtus (2005) identified four forms of competition. 

First, there is pure competition where individuals or firms operating on the market place 

have the same objectives to be achieved under the same rules. Secondly, there is 

collaborative competition where firms or individuals have shared objectives to be 

achieved under the same rules on the market of operation. He identifies the third form of 

competition as being the market share where the operating firms are go erned by 

different rules although they have similar objectives. Finally, he identifi s the market 

growth compctiti n where the firms arc governed b diff n.:nt ruks although the hn c 

va lue added orientations. The defining characteristics of tht.: four t pes or ompdition nrc 

rc pcctivcly: needing a regulator, arguing < Vt.:r thc spoils. difl~r~.:nti,ltion and 

ubstitutability, and cu t mcr [! cu ·. 

hom a different perspective, three form of competition h n · hc~:n t'la iii~: i. 'I he mn t 

narrow form is direct competition al o ailed atc~nry · llnp titillll m bum 1 

competition , where product thnt p~.:rfonn the n11.: lun ti n )111)~-:ll.: ,, l,lin~t t:.l~h t)lh~r. 

I· or example. a brand of pick-up truck nt l1 .md t I 1 i ·k-u1 

truck . • mctimc \ ·o mp m 

th t ca<.:h 

uh titut 
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2.4 Organizational Response to Competition 

Organizations depend on the environment for their survival and they have to scan it in an 

effort of building trends and conditions that could eventually affect the industry and adapt 

to them (Thompson and Strickland, 1993). Failure to do this will lead to eriou strategic 

problems characterized by the maladju tments of the organization' output and the 

demands of the external enviromnent. 

Response of any organization to competition can be both strategic and operational. 

Strategic decisions are likely to affect operational decisions. The link between overall 

strategy and operational aspects of the organization is important because first, if the 

operational aspects of the organization are not in line with the strategy, then, no matter 

how well considered the strategy is, it will not succeed. econd, it is at the operational 

level that real strategic advantage can be achieved (Cheluget, 2003). 

2.4.1 Operational Responses 

/\ccording t J hn on and Scholes (200 I), the natur' and tasks undcrtah n b th~: 

operating core fan organization has an important int1u~:ncc on the '<lrious asp ts ol 

organi1.ational de ·ign and c ntr I. pcrati ns arc the core unction ol' th~: \t •aniz·\ti(Hl 

and continuously manage the flow of re urce · throu •h it. a. ltn 19 >6) ar •u~:s that in 

many organizations, operations account or 0% of cmpl )) cc m I hen 1: nw t t)! their 

added value. He further ob crve th l the output f • n ,\titm ) . ll:m i th~: bundh: )r 
goods and services which i con umcd in l) . 

ccording to I fun r nd \Vh 1 n 

hy era! tin n \ ' 

miz tti n t 

n it nnh:nl. I h.m • 



nurture a share of existing market for current products through market saturation and 

market penetration. As Kotler (1990) observed, the company could also develop new 

markets for current products. Using the product development strategy, a company can 

develop new products for existing markets or develop new products for new marl ets. A 

company can use "push" and "Pull" marketing strategies for advertising and promotion. 

A company can also examine the financial implications of corporate and business unit 

options and identify the best financial course of action. A Hunger and Wheel en ( 1990) 

noted, the key issue here is the trade-off between the desired debt-to-equity ratio and 

relying on internal long-term financing via cash flows. 

Companies can also adopt operational strategies and purchasing strategies (Hayes et al, 

1996). They argue that operations provide powerful sources of competitive advantage as 

a subordinate to finance, marketing and Research and Development functional area of 

the organization. Byars (1991) notes other operational strategies to include Research and 

evcloprncnt strategies, human resource trategie and purchasing strat gic . ccording 

to him , the human resource strat gy i c nccrncd \i ith dctl:rmining the..: human l'l:sourccs 

that the organization needs to achieve its objcctivc..:s as it could tkddc to usc hm skill d 

or ·ki lled employee . I Ie ob ·crvc · that the Rc..: ·carch and I t.:\ do1 m nt strall: •il.'s ,1r · \Ill 

effective way to afeguard the organization again ·t either product or 1 rnducti lll 1 ro~:css 

ob ·o le ·ccnce. For the purcha ·ing · trategy he n ll: ~ that they dc,ll with the tll tainm, ot' 

raw materials. parts, and upplie necde to p rti nn J~o:I ti n. I lun ti m . 

2.4.2 • ' trat gi R pon 
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also known to involve huge amounts of resources. They are a reaction of organizations to 

what is happening in the environment. 

Ansoff and McDonnell (1990) noted that strategic responses involve changes in a firm 's 

strategic behaviors to assure success in the transforming future environment. The choice 

of the response depends on the speed with which a particular threat or opportunity 

develops in the environment. Such responses may take many forms depending on the 

organization's capability and the environment in which it operates. Well-developed and 

targeted strategic responses are formidable weapons for a firm in acquiring and sustaining 

a competitive edge. These strategic responses include restructuring, marketing, 

diversification, information technology, culture change, integration, acting defensively, 

pricing, keeping focus on powerful customers, improvement in quality of products or 

services, relationship marketing, and lastly, the Porter's generic strategies of cost 

leadership, differentiation and focus. These are discussed as follows. 

Porter (1980) suggests three generic strategi~.;., which arc s~.;cn to be potential! . 

successful approaches to outperforming other firms in an industr '. I hl:Sl: strntl.:gi •s nrl: 

overall cost leadership, differentiation and focu· . J>~.;arcc and Robinson ( 1 997) notl:d tint 

firms could sometimes pursue more than one approach as its pnmary tar •ct. 'lhl'\' ,11 •ucd 

that a long-term or grand strategy must b ba ·ed on a c ne idea bout htn\ 1 firm ·an best 

compete in the market place. The popular t m1 for thi '1.:111.: rk sll.th.' ') . 

ost leadership r~.;quin.:s aggn.: 1ve 

pur uit of co t n..:duction from 

mar •inul cu r mer , 
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The focus strategy aims at narrow market segments, product category or certain buyers. 

This helps firms narrow their operations to specific markets and thus achieve competitive 

advantage. According to Porter (1980), this strategy rests on the premise that the firm is 

thus able to serve its narrow strategic target more effective or efficient than competitors 

who are competing more broadly. The focus strategy therefore helps firms to direct their 

strategic plans to align themselves to the environment (Chepkwony, 2001 ). 

Differentiation involves the differentiating of the product or service offering of the firm 

and creating something that is perceived industry wise as being unique. It can be attained 

through design or brand name, technology, customer service, dealer network and other 

dimensions. Pearce and Robinson (1997) observed that strategies dependent 011 

differentiation are designed to appeal to customers with a special sensitivity for a 

particular product attribute. They noted that it provide in ulation against competitive 

rivalry because of brand loyalty by customers and resulting lower sensiti it to price. It 

al 
0 

causes increase in margins, which avoid the ncl:d for a lm cost position. 

Re tructuring: 
tructure, as defined by Wil ·on and R) t:nfcld ( 1996) is th' ~:st,lblish~ 1 

pattern of relation ·hip betv.cen c mp nenl pan· r an H •tmizati~lll outlininl 

communication. control and authority pattern . In e. en 'e, tru tun: distin lui ·h s the 
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rethinks how certain tasks are carried out and searches for new ways tlu·ough which 

performance can be improved. Consequently, this would demand for the breaking down 

of functional and individual job boundaries as the process do not have to coincide with 

existing departmental structures. However, Grundy (1995) cautions that speeding 

activities up without detriment to quality, and without increa ing costs, demands more 

effective learning and feedback in the management process. There are various catalysts 

for organizational changes such as restructuring. As Senior ( 1997) noted , the e triggers 

may include the purchase of a new IT equipment or system, business proce 

reengineering through process intensification or extension, the redesign of a group of 

jobs, staff right-sizing and subsequent staff cutbacks, as well as staff redundancies . 

Culture change: Culture change is another strategic response to increased competition in 

the environment of operation . As defin ed by Brovm (1998), culture is the pattern of 

be li ef.~, value, and learned ways of coping with experi ence that have developed during 

the course of an organization 's hi tory and which tend to b manifested in it material 

arrangements and in the behav iors of its members . on s~.:qu ntl , an approprintt: anti 

I · It ro ca11 be a~· urcc of compditiYe ad\'anta •~.: as it promot ~.:s Cl nsistl: n · . ·o 
CO 1eSJVC CU U "' ,, 
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culture, while the rate and content of organizational learning fundamentally influence the 

firm's culture. 

Marketing: Marketing is a social and managerial process. It is a process by which 

individuals and groups obtain what they need and want through creating and exchanging 

products of value with others. BasicaJJy, it is all about satisfying customer need and 

wants (Kotler and Armstrong, 1999). Marketing helps to define the business mission, a 

well as analyzing the environmental, competitive, and business situations. It therefore 

plays a m<tior role in the organization's strategic planning process. The strategic 

marketing responses are based on the marketing mix elements of product, price, place 

and promotion. 

According to Thompson and Strickland (1993), environmental scanning enables 

managers to identify potential developments that could have an important impact on 

industry conditions leading to the emergence of opportunities and threat . This will help 

the mangers to develop appropriate strategies gin.:n the industr) 's competitive situation. 

A number of marketing variables may be manipulated in response to competition. lhes~.: 

include adjusting of target markets, diver ification, dcn:lopin' new products, distril ttiHll\ 

changes, and making price cuts (Busine · ·r rend · Review, 1992). 

Pricing is another marketing re pon e tool to in rea ed mp titi lfl, 'I hnulh it i ,1 shnrt­
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Firms can also respond to competition by improving on the quality of their products or 

services. Kanuk and Schiffman (1994) state that customers often judge the quality of a 

product or service on the basis of a variety of information cues, which arc either intrinsic 

or extrinsic. Intrinsic cues concern the physical characteristics and the extrinsic include 

price, brand image and promotional message. Customer satisfaction is the ultimate 

measure of quality. Most companies monitor this on the basi of the number of letters of 

complaints and commendation. Other companies adopt a more pro-active approach and 

survey their customers on a regular basis to ascertain their perception of service quality 

(Drury, 1996). 

Furthermore, firms can respond to competition by enhancing their relationship marketing 

campaigns. This involves a process of attracting and keeping customers. On attracting 

potential customers, the company tries to convert them to repeat customers which are in 

turn converted into loyal customers who become advocates by patronizing the company 

and encouraging others to build a long-term "v. in-win" relationship with customers, 

which is accomplished by delivering high qual it goods or s~..:rvi cs to them 0 , cr time. 

Another marketing variable that comprise th~..: finn's n.:sponsc to ~ompctition is 

advertising (Kotler, 1997) 

Information Technology (IT): Rayport and 'aokla I 9-) ~tall.: that l:llllli etition is 
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Technological change, especially IT, is amongst the most important forces that can alter 

the rules of competition. This is because most activities of an organization generate and 

utilize the information (Porter, 1985). lie states that IT can create new busine ses from 

within a company's existing activities. Luftman (1996) adds that the way a firm views its 

businesses, customers and competition is critical to uccessfully aligning its business IT 

strategy. It is used to automate processes and to augment the skills of the organizations 

staff. 

Intensive Strategies: Market penetration, market development and product development 

are sometimes referred to as intensive strategies because they require efforts to improve a 

firm's competitive position with existing products (Fred, 1997). 

According to Pearce and Robinson (1997), market penetration involve introducing 

present products or services into new geographical areas. h is therefore most cffe tive 

when new channel s of di stribution arc available that arc reliable , inc. ·pcnsi\ c and of good 

quality. 'I hey note that this strategy may be applied when an organization ' s basic industr) 

is rapidly becoming global in ·cope. 

For product development, it ' a ~ tra tegy that c~.:k to inct\.'a ~.: tiL' s by impnl\' in, 01 

modifying present products or ~.:rvice . When an 

that arc in the maturity tage o f the p du t li 
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advertising expenditures, offering extensive sales promotion items, or increasing 

publicity efforts. Market penetration strategies are most appropriate when increased 

economies of scale provide major competitive advantages. 

Diversification Strategies: Fred (1997) observed that there arc three general types 
0 
r 

diversification strategies. Theses are concentric, horizontal and conglomerate. oncentric 

diversification involves adding new but related products or services. According to Jauch 

and Glueck (1988), this calls for a firm to build on the assets or activities that it ha 

developed. Horizontal diversification is adding unrelated products or services for present 

customers. According to Pearce and Robinson (1997), this strategy can be applied when 

an organization competes in a highly competitive and or no-growth industry, as indicated 

by low industry profit margins. Conglomerate diversification is the adding of new 

unrelated product or services. Conglomerate diversification would be most effective 

when an organization 's basic industry is experiencing declining annual sa les and profits. 

It would also be applicable when the organization has the capital and managerial talent 

needed to compete in the new indu try (Fred, 1997). 

Integrative trategie : Forward intcgmtion, backward integr.ttion and hori zontal 

integration are sometimes referred to as integration ~trategics . 'I hc.:se stratL' •ks all iH\ 

firms to gain control over distributor , upplit:r and comp~..·titor (h~.:d . I )97 . hnward 

integration involves gaining owner ·hip or in rca ~.:d nil\ I 0\ 1..'1 d i. trihutors tH r ·t tilers. 

According to helugct (2003), thi kind of re n 1.: " Hrld l t: • PI rn1 ri.u~..· , h~o.• n ,1 lirm 
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faltering due to lack of managerial expertise or a need for particular resources that your 

organization possesses (Pearce and Robinson, 1997). 

Defensive Strategies: Apart from the strategies discussed above, organizations can al 
0 

pursue strategic alliances, joint ventures, retrenchment, divestiture, or liquidation and 

mergers/acquisitions. Strategic alliances involve pulling of resources with other 

organizations, to band together in order to exploit opportunities and to share ideas and 

information (Burnes, 2000). Such alliances are for cases when the resources of the 

various partners are insufficient to allow them to undertake the project by themselves or 

to take advantage of an opportunity that has arisen. A joint venture is a strategic alliance 

that occurs when two or more companies for a temporary partnership or consortium for 

the purpose of capitalizing on some opportunity. This strategy can be considered 

defensive onl y because the firm is not undertaking the project alone. 

Retrenchment occurs when an organiza ti on regroups through ost and asset reduction to 

reverse dec lining sales and profit . Duri ng retrcnchm c.: nt , s tratc~is ts '' ork with limited 

resources and face pressure from shareholders, emph yccs and th~.: m~.:dia. 'I hi s strategy 

would be very effective when an organization has a ckatl: dis tinrtiw COlllJ t'h.' tll't' hut 

has fa iled to meet its objectives and goals consistently over time. Diwstitml' is th~: sd ling 

of a division or part of an organization. It j ~ ofi~.:n u ed tor ti l' l'llJ it 1! hll further s t ratq~k 

acquisit ions or investment. According to John 2 lO I). li\l·stiture can I L· 
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motives for acquisitions as well as cost efficiency case. Mergers are more typically the 

result of organizations coming together voluntarily because they are actively seeking 

synergistic benefits, perhaps as a result of common impact of a changing environment in 

terms of either opportunities or threats. 

Many if not most organizations pursue a combination of two or more tratcgie 

simultaneously, but a combination strategy can be exceptionally risky if carried too far. 

No organization can afford to pursue all the strategies that might benefit the firm. 

Difficult decisions must be made and priorities established. Organizations have limited 

resources and as a result, they must choose among alterative strategies and avoid 

excessive indebtedness 



3.1 Research design 

CHAPTER THREE 

RESEARCH METHODOLOGY 

The study was conducted through a case study design. This was appropriate in that it 

gave a detailed investigation of a single subject. KNE , being a major player in the 

assessment industry, can be considered important in under tanding the challenges of 

increased competition in the industry and the responses to such competition. 

3.2 Data collection 

Given the nature of the study, primary data was used. Personal face-to-face interviews 

guided by a semi-structured interview guide were conducted (see appendix II). A tape 

recorder for recording qualitative answers on willing respondents was also u ed. The 

interview guide was divided into two parts. Part one was for top level management and 

Part two for middle and low level management. 

Expected information wa to detcrmin K F 's areas faced b ' competition and its 

major competitors. The primary data wa also to estahlish chalkn 'l:S l:ll ounkn .. 'd b 

KNEe and its responses to increa ·ed competition. Duta was colkctL·d I tom all k,· Is or 

management (top, middle and low) with five re ·pondents from ·ach h:\'d . 'I hl: sl: c<~dt •s 

of staff control the organization · re ource . make p lli Y dl.' i 1011 .tnd .u~.: I her dor 

directly involved in making trategic de Lion. ll\1, I tll 1- I \:' p lntitnt \\ere 

interviewed. 
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CHAPTER FOUR 

DATA ANALYSIS AND FINDINGS 

4.1 Introduction 
This study focused on four major objectives. First, it sought to identify the areas in which 

KNEC ' s faces competition in the assessment industry. Secondly, the rescnrch sought to 

identify KNEC's major competitors. The third objective for the study wa toe tablish the 

challenges encountered by the KNEC due to competition. Finally, this study ought to 

establish the responses by KNEC to increased competition in the asse ment indu try. 

The primary data for this study was captured through personal interviews conducted by 

the researcher. For the study to realize its intended objectives, the primary data was 

collected from all levels of management (top, middle and low) with fi e respondents 

from each level. These cadres of staff controlled the organizations resources, made policy 

and were therefore directly involved in making strategi decision. 

respondents will be interviewed . 

total of 15 

After the data was collected , the data\ a · anal ·zcd using ctHtknl an tl st ·. 1 his ·h:tpt ·r 

presents the analysis of the data and fi ndi ng · o the study l as~.: d the t ri lll.tty lat·1 

collected from the respondents pertaining to the n:. lll • b ' K I· ' l l in ' t l:Uscd 

assessment industry. 
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However, findings established that despite the body's established image in the assessment 

industry, liberalization and commercialization of education has provided an avenue for 

many players to venture into this industry. It was evident from the interviews that KNEC 

is currently facing stiff competition particularly with respect to the po t-school education 

examinations examines. 

Interviews indicated that the major areas that KNE operates under increased 

competitive pressure is in the Business and Technical education levels, administered by 

KNEC in public and private institutions in the country. 

4.3 Competitors in the Assessment industry 

The study 's second objective was to identify KNEC' major competitor . In the same 

manner as for the first research objective, data for this objective was captured through 

personal interviews whose response were recorded according! . finding fr 111 the 

interviews indicated that despite the fact that K b is a monopol , major competitors 

did exist in the asses mcnt industry. 

According to the respondent . foreign ~:aminltions Boards WL'IL' idcntiliL·d as the m:tjm 

competitors of K I~ particularly in the businc ·ml technical lll iL·nfL'd L' :uninatinns . 

One of the major competitor idcntitied in th fi 1 i n L'. 1111in Ilion lil'll " ts ' ity ,111
d 
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Suppliers (CIPS), Chartered Instituted of Marketing (CIM) and Institute of Chartered 

Marketers 

The respondents identified the Institute for the Management of Information ystems 

(IMIS) as another major foreign competitor to KNEC. This board offer e mputcr 

technology training and examinations in both business and technical education. 

Kenya Institute of Management (KIM) was noted by there pondents for its courses and 

examinations at the Business Management level. Its competitive edge is the fact that the 

curricula are developed by the Kenya Institute of Education, as is the case with KNEC. 

KIM has expanded its branch network and has enhanced its collaborative arrangements 

with other institutions like Dima College and airobi Institute of Business Studies 

(NIBS). Various colleges are now offering examinations from KIM. 

Research findin gs revealed that all Universities in Kt.: n a arc ompctit ors of KNF . The 

curri culum consists of certificate and dip! ma courst.:s that h<m .: ~:\ a mina ti o ns similar to 

those offered by KNE . It wa · c ·tablishcd that the compt.:ti tivc c.:d 1c c.: njoy d b th 'S 

universities is the fac t that the. offer bridging courses that qualil: · s t ud~..:n t s to s it lhr 

examinations, similar to those offered by K1 r~ . 

Findings further established that in the e unh c.: iti 
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revealed that KNEC conducts examinations m some areas of medical training like 

pharmacy. 

Another competitor to KNEC as identified by the respondents was the Directorate of 

Industrial Training (DIT). The somce of its competition to KNE was the fact that it 

offers grade tests to private candidates, who learn on the job. furthermore, the study 

established that most of its examinations and certificates have no academic requirements , 

unlike KNEC's. Consequently, the respondents noted that this has posed a challenge to 

artisan teclmical and business courses examined by the KNEC, which requires one to 

have done KCPE examinations and must be an institutional candidate to sit for the 

examinations. 

The Kenya Utalii College is also a competitor to KNEC. Respondents pointed out that 

this institution offers different courses such as Diploma in Food Production, Laundry, 

Housekeeping and Front Office crvicc . KNFC offl!rs one diploma course \\hich 

combines all the latter courses offered by talii CoJicgc. s n result. thl: stud confirmed 

that this has caused most po t- chool student· to prd'cr Utalii 'o lll: 1c Dir lomas . 

Respondents further identified other in ·titutions such ns the KL'Il) a , dtOlll (lf Aviation, 

and the Eldoret Aviation College a oth r com petit 1r · in th 
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4.4 Challenges Facing KNEC as a Result of Competition 

Respondents were asked to indicate the challenges that the Kenya National Examinations 

Council faced as a result of the increasing competition in the industry. From the 

interviews conducted, it was established that KNEC indeed faced various challenge as a 

result of the competition. One such challenge noted was in the Technical "Xaminations 

where some courses are dying in artisan and craft. These include cour ·c, such as 

carpentry, joinery and Masonry. It was established that thi is due to the fact that 

W1dertaking these courses is so expensive as they require a lot of expen ivc machinery 

and materials. Consequently, findings indicated that most institutions would not offer 

these courses since it is expensive to put up these machinery and materials. 

The study further established that KNEC is still a monopoly yet there has been a major 

outcry of candidature not increasing. Candidature has remained almost the arne and has 

not increased. However with the increase of candidates in Ken an chools, one would 

expect increa c of KNEC post-school candidak . Mo t respondent. indicate rhat this is 

due to increased compctiti n from other b ards and institutit ns. 

4.5 KNE 's Respon ·e to ompetition 

The fourth and final objecti\'e of thi tudy "' to ~ Ialli h th~ 1~ ., 1ns~s h) K I· · to 
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The study revealed that in order to compete with other boards, KNEC has introduced 

modular courses in the business and technical examinations. However these modules are 

not terminal but are a requirement to the next modular. This was established to be a major 

response to make it flexible for candidates to sit KNE 's examinations when they want. 

4.5.2 Enhanced Information Technology 

In order to attract more candidates, the study established that KNE ' has embarked 011 

improving its services. For instance, it was established that this year, KNE has 

established a website where candidates can access all information regarding examinations 

offered, requirements, and where they can be serviced. 

From the Finance and Accounting department, it was established that KNEC ha 

necessitated networking of its accounts operated in various bank in the country. It was 

established that KNEC has made it pos ible for candidates to register at their locations b 

depositing fees into nearest bank accounts in order to reduce customers. candidates' 

movement to the headquarters to pay e. ·amination fees. 

4.5.3 Marketing 

lhc study establi ·bed that sati faction of cur nt candidate a \\cll a Jolcnti,tl on·'-· wa 
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4.5.4 Staff Training 

Findings of the study showed that for the last one and a half years, KNEC has embarked 

on a vigorous training of staff at all levels in order to equip them with skills to offer 

quality and efficient services. Respondents indicated that currently, the institution is 

training its staff on ISO standards in order to meet international standards in tbe ervices 

that it offers . This has also been extended to the various agents of the body. In order to 

improve on the quality of its services, KNEC has also trained its examiners and 

moderators on examinations related issues. 

4.5.5 Strategic Plan 

For the first time in history, KNEC has established its strategic plan this year, which acts 

as a guideline for year 2005 - 2010. From its plans, it targets to guide its staff in their 

dail y duties. This is aimed at improving its services. Research findings indicated that 

development of the strategic plan was a response to the i sues challenges and problems 

that were emerging from the body' environment of opera ti on. per the interviews, 

competiti on was one of the motivating f~1c tors moti\ a ting the de, clopment o r the 

tra tcgic plan . 

Accordi ng to the respondents, the ·tmtegic plan has set out a lll'W st ratr •k dir ·tio n !'or 

the Council wi th it nev.· mis ion to objectively C\', luatin' kmnin' ,, ·hiL·v ·m ·nts so as l ) 

enhance and safeguard nationally and intenh ti nally l: q table 'l'rtilic.uion ·tantlards, 
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4.5.6 Cost Reduction 

Findings indicate that KNEC has also embarked on various cost cutting in all its areas in 

order to raise its financial ease. Most noted by the respondents was in areas such as 

suppliers, where wastage had been on the increase. Staff has also been sensitized on 

reducing costs on basic things such as writing materials and time management amongst 

others. In addition, Shuttles have been introduced to ply at di!Terent times to the difTercnt 

KNEC buildings in order to reduce fuel costs. 

4.5. 7 Office Accommodation 

Findings of the study revealed that staffs at KNEC are housed in four different building . 

Respondents reported that this has been a challenge to clients who have to move from 

one building to another in order to be serviced by the different staff. In addition, office 

accommodation has also proved a challenge to customer who may require to be served 

by the different department in the different buildings. 

I Iowever, the study established that K I ~ ' has cmbarkc:d on the: construction of tts O\\ 11 

headquarters along Mombassa road in airobi. Alrc:ady this yc:nr, lllll: di\'ision has lllO\'l: d 

there. It is encouraged that in the nc. ·t fin: years all the K H. sta I I wi II h~.: in 011 • 100 r 
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4.6 Factors Affecting KNEC's ability to Respond to Competition 

Despite the fact that KNEC has adopted various response strategies to make it sustain 

competition pressure in the assessment industry, most respondents indicated that KNE 

has more disadvantages than advantages as compared to other boards and in titutions, 

which offer examinations. It was noted that KNEC doc not develop the curricula like 

other boards. It examines Kenya Institute of Education ClU'riculum, which arc 

occasionally reviewed. In relation to this, respondents noted that omc of the curriculum 

developed by KIE is not market oriented. Some of the course are ob olete, leading 

candidates switching to other boards. 

Other challenges encountered in responding to competition in the asses ment industry 

were that entry requirements to KNEC examinations are high and rigid; and that KNEC 

relics on educations officers on the ground as agents to administer it examinations. 

Furthermore it was established that finance i a major challenge faced by KN c. Thi 

' 
has an impact on the quality of en ices it offl r as compared to other boards. Moreover, 

the Education system in Kenya i cxpcnsivl: thus caminations rl:quirl:ments su ·h as 

projects are expensive. Finally, it was cstahlish<.:d that most 1\. I ' ''s L' ·ami nations 

require candidates to be in in titution ·and therefor~.: do not catl'J for m lh tthrtls "ho ·trL' 

on a job. 



CHAPTER FIVE 

SUMMARY, DISCUSIONS AND CONCLUSIONS 

5.1 Introduction 

This chapter concludes by looking at the summary, discuss ions and conclusions from the 

research findings highlighted in the previous chapter. It also provides the limitations of 

the study, recommendations for further study, policy and practice. 

5.2 Summary, Discussions and Conclusions 

This section presents the results of the study, which are swnmarized, di cus ed and 

conclusions draw with respect to the research objectives. The first objective of the study 

sought to identify the KNEC's areas faced by competition. The re ults indicate that 

KN C is currently facing stiff competition particular! with re pect to the post- chool 

education examinations examines. 

J ntcrvicws indicated that the major areas that K I ~ ' operatt.:s under incr~.:as~.:d 

competition pressure is in the Business and 'I ~.:chni al ..:ducntion kvd~. administn..:d b) 

KNI~ ' in public and private in ·titution in tht.: country. It \\'\Is c..:stahlish~_·d that K 1 ( · 
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The second objective of the study was to identify KNEC's major competitors. The 

results of the study indicate that many other players have come into the assessment 

industry and now threaten the survival of KNEC particularly with respect to business and 

teclmical examinations. Many competitors were identified ranging from private 

institutions to universities and foreign board . Market conditions have changed and 

candidates contribute by flexible schedules and requirements to qualify for certain 

examinations. From the study, KNEC has made little effort to reduce the rigidity in its 

requirements for admission into certain examinations. A a result, it has continued to Jose 

candidates to its competitors. The study established that they are a threat and KNE 

needs to respond immediately and vigorously. 

The study further sought to establish the challenges encountered by the KNEC due to 

competition . The results indicate that in Teclmical Examinations orne courses are dying 

in arti san and craft. These include courses uch as carpentr , joinery and Masonry. In 

addition, candidature has remained almost the same and has not increased. From the 

di scussion, as a result of competition, K I is bound to hnvc some or its courses turn 

obsolete. 

Objective fo ur sought to c ·tabli ·h then: ·pon c by K b to in 'I'~ \SL'd compl'ti tion in the 

assessment industry. The re. ult indicated that the l ld)' h 1 m.td some 1 tl I l l\ c lll O\ 'L'S 

towards becoming more compditive ' nth u h th~.: c h: t h.t l cn minima l in r~ l a t ion 
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embarked on improving its services. It was established that KNEC has established a 

website where candidates can access all information regarding examinations offered 
' 

requirements, and where they can be serviced. 

KNEC has also tried to enhance its marketing efforts. The study established that KNEC 

has established a Public Relations office headed by a senior officer who responds to all 

queries from the public and media. However, more vigorous marketing efforts need to be 

adapted by the body to sell itself. 

Respondents pointed to the fact that the strategic plan launched this year was a response 

towards competition in the industry. The plan outlines the programme of intervention 

required to realize an effective assessment and articulate the investment programme of 

the co unci I for the next five years. 

From the discussion, KNE faced with competition in sc era! of its areas of 

assessment emanating from variou · othcr pia ers; as a result, the bod is fa cd , ith 

various challenges. In line with this, K I ' has had \'Urious ~.:ni il.:n · 11npm cmcnt 

strategies to competition. Howe cr. the n.: P nsc..:s apt<.:al to b~.: minimal and not crcnt 1vc 

enough to withstand competition. It n~.:cd to be mon: pro lit tllil.'l\!t:d ,tn I lm mulal\.: mor. 

of proactive strategies that arc unique and not opl'n ttl all the pl,t)'l.'r 
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5.5 Recommendations for Policy and Practice 

The study established that KNEC is faced by increased competition. The following are 

recommendations established. First KNEC should embark on vigorous marketing of its 

services both in the audio and print media. In addition, KNEC should offer bridging 

courses to make entry requirement easier. It should offer repetition of particular subjects 

fai led by candidates in the KCSE area to allow candidates improve their grades hence 

easier to enroll in the post-schools examinations. 

Furthermore, the body needs to empower its functional divisions so as to be proactive in 

their operations. The Research division should be enhanced and empowered to propose to 

KIE areas of curricula and syllabus review depending on the market needs so that KNEC 

examinations can be market oriented. The division should al o closely monitor what 

competitors offer in order to update and guide the body on new area in the market to be 

examined. 

In addi tion, the body need to cnhancl; its collaboratiYl; arrangement s nnd , ork , ith 

other boards especially foreign b ards and estab lish wa ·son how to <lc n.:dit th t: m. lso. 

KNt, 's act should be reviewed in an uim to allow it to nwh llH n y. d1·1r 1 som 

examinations of costs i.e. post-school In order to sustain itsl'lf : it hnul l :tllcm \\ nrk in 
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APPENDIX I 

Letter of introduction to the Respondents 

Rebecca P .Leseketeti 

University ofNairobi 

School of Business 

Department of Business Administration 

Dear Respondent, 

REF: RESPONSES TO INCREASED COMPETITION BY KNEC 

I am a postgraduate student at the University of Nairobi currently carrying out a study on 

the above subject within KNEC. 

J kindly request for some of your time for a face-to-face interview on issues relating to 

the above topic. 

Your responses will strictly be treated as confidential and your name" ill not appear or 

recorded anywhere in the rep rt. 

Thank you for you co-operation. 

Yours Sincerely, 

Rebecca P. Leseketeti 



APPENDIX II 

INTERVIEW GUIDE 

TOP LEVEL MANGEMENT 

1. Does KNEC have a strategic plan? 

2. How important would you con ider such plans to be responsive to the competitive 

levels in the assessment industry? 

3. Has there been a change in the long-term platming at KNEC in respon e to increased 

competition? 

4. What role does KNEC play as a public examinations' assessment body. (Fw1ctions 

highlighted in Act of Parliament) 

5. In what ways does the government support the body to perform the e functions? 

6. What controls has it put in place to ensure that these functions are performed? 

7. Who are your major competitors? 

8. In what levels of examinations is competition experienced? 

9. In what ways has the entry of the c other assessment bodies affected KNP ? 

10. II ow easy i. it for candidates to switch from one c. ·amining bod to the other? 

11. What challenges have the entry of the other players posl'd to K I· '! 

12. I low is KNEC responding to competition? 

13. Ifyes in 12 above, ho\ has it? 

14. Have these responses been effected? 

15. Has there been corporate n.: tru turing. t K 'h in th~.: I .tst . ) ~.: n ' 

I 6. If yc in 15 above, de cribc th n tu ~.: 
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APPENDIX II: Continued 

MIDDLE AND LOW LEVEL MANAGEMENT 

I. Who are the major competitors ofKNEC? 

2. In what ways have these competitors affected KNEC? 

3. In what ways can these challenges be overcome? 

4
· To what extent are yom services differentiated from other competitor ? Expla in the 

basis. 

5
· What is the competition in the assessment industry based? 

6
· Are there challenges that make KNEC less attractive than other boards? If ye which 

are they and how can they be overcome? 

7
· In what levels of examinations is competition increasing? 

8· In what ways has competition affected your function? 

9
· What major changes have you made in your section in response to the increased 

competition in the assessment industry? 

1 
O. Have there been change in the ulture at K F ? 

1 1· What is the current status of the process of cultun.: change at K l· ,? 

12
· Please indicate any other re ·pon cs that K I· ha mad~: as a n.:sult t)f' th~: incr 'asc in 

competition. 


