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ABSTRACT

Organizations nowadays are under intense presstuadamentally change how they operate
and do business if they are to ensure their sureind competitiveness. As organizations go
through these motions, it is important to undermdtéine change management practices.
Moreover, the idea that organizations have everatpé in a stable state or a predictable
environment, other than for relatively brief pesoid difficult to sustain. Due to economic

fluctuations, the development of new products aratgsses, social and political change or
war, organizations and entire industries tend t® fehange. This phenomenon of managing

change is a complex issue facing management imm@a#ons today.

Motivated by this concern, this research soughhtuire whether there are strategies which
organizations going through change can use. Baadaynk of Kenya which is the subject of
this study undertook changes to its strategic toegcinformation technology, performance
management system, product changes and changke tompensation plan. A case study
was thus conducted to determine how the changes managed. The researcher carried out

in-depth personal interviews with the top and madalanagement at Barclays bank of Kenya.

According to the study findings, Barclays bank adriga was able to successfully manage
change by using strategies like adjusting -cultusypport by top management,
communication, participation, scheduling change trathing. The study also revealed three
recommendations which organizations should takenicagce of when faced with change.
The first one is that it is crucial for managerschange agents to be competent in managing
the change process. Secondly, organizations gdingugh change should involve their
employees through proper communication in ordegrtsure their commitment. Finally, the
positive aspects of change should not be ignorédis flesearch contributes to the existing
literature and can serve as guidance for managel®w to introduce organizational change

in a way that decreases the potential for resistanc



CHAPTER ONE: INTRODUCTION

1.1Background of the study

Change Management is an area which has a lot clidenable interest. According to Pearce
and Robinson (1997), the impetus of change in roasés usually comes from the external
environment. As more and more organizations operate random, turbulent environment,
the need for change is felt more strongly. The nimgiortant aspect is how managers and
organizations adapt to changes in the environmedhitamnong their employees. The static or
totally reactive organization will have a difficuttme surviving in a changing society.
Yesterday’'s successes mean very little in an enment that wants, needs, and uses products
and services that were not available last yeanther words, a key to success for the future of
many organizations is the degree to which theylmmmome proactive, the ability to diagnose
change, plan and rework activities to adapt to ghan conditions (Wallace and Szilagyi,
1982). Heller, (1998) pointed out that change ie #ingle most important element of
successful business management today. To remaipetiive in increasingly aggressive

markets, organizations (and individuals in them)entm adopt a positive attitude to change.

A key role for organizations and their managersoisinderstand the approaches of change
management identify their own circumstances andi®\ead choose the approach that is most
appropriate for their circumstances. The scoperaidre of the choices managers face and
make are constrained by a range of external fastach as natural characteristics, business
environment and industry norms. Other factors aterhal organizational characteristics
especially structure, culture, politics and manedestyle. This argument goes further by
challenging the assumption that managers are ineseay the passive agents of forces
beyond their control, but it still leaves them asgners of circumstances. Change can be
viewed as a one-off event, an exception to the ambmuanning of an organization and
therefore, something to be dealt on an issue-hyeidmsis as it arises. On the other hand,
some organizations see change not as an exceptibas a norm, a continuous process that
forms part of the organization’'s day-to-day actest However, in organizations where
change is seen as a continuous process, the maeageppears to be able not only to treat
each project as a learning opportunity, but to wapthis learning and pass it on (Burnes,
2004).



1.1.1 Change Management

Organizations’ change is the way to stay competitand grow. In individuals, the
opportunities created by change enrich careergparsbnal lives (Heller, 1998). Change is a
multilevel, cross-organizational process that wgah an iterative and messy fashion over a
period of years and comprises a series of intenhgckrojects (Burnes, 2004). According to
Cummings & Worley (2009), change has always befgatre of organizational life, though
many argue that the frequency and magnitude ofgehame greater now than ever before.
Organizational change has been described as aodepisctivity that starts at some point,
proceeds through a series of steps, and culminaeme outcome that those involved hope is
an improvement over the starting point. It has egifning, middle and an end. If
environments were perfectly static, if employedslls and abilities were always up to date
and incapable of deteriorating and if tomorrow vedways exactly the same as today,
organizational change would have little or no valee to managers. But the real world is
turbulent, requiring organizations and their merstierundergo dynamic change if they are to

perform at competitive levels (Robbins, 2003).

Cummings & Worley (2009) also state that organaral change involves moving from the
known to the unknown. The future is uncertain andynadversely affect people’'s
competencies, worth, and coping abilities, orgaromamembers do not support change
unless compelling reasons convince them to doisale8ly, organizations tend to be heavily
invested in the status quo, and they resist changim the face of uncertain future benefits.
Change is almost always disruptive and, at timasynatic. Due to this, many people try to
avoid it. Nevertheless, change is part of orgaiopat life and essential for progress.
Accepting the necessary and inevitability of charegebles managers to see times of
transitions not as threats, but as opportunitiesdmventing their companies and themselves.
Managers who approach change with an open mind@ng on its positive elements find
ways to motivate others and harness enthusiasm forther progress
(http://pet.ir.co.za/barclays/

Robbins (2003) notes that in order for an orgafomato survive, it must respond to changes

within its environment. When competitors introdusaw products or services, government



agencies enact new laws, important sources of gugpl out of business, or similar

environmental changes take place, the organizated to adapt.

Efforts to stimulate, innovation, empower employee® introduce work teams are examples

of planned change activities directed at respontbrahanges in the environment.
1.1.2 The Banking Industry in Kenya

The Banking Industry in Kenya is regulated by thenttal Bank of Kenya (CBK) Act (Cap
491) and the Banking Act (Cap 488). These Actspairmarily to facilitate the development
and maintenance of a sound monetary Policy. Ther@ldBank of Kenya is responsible for
formulating and implementing monetary policy andgtéring the liquidity, solvency and
proper functioning of the financial system. The kiag sector was liberalized in 1995 and
exchange controls lifted. The Banks have come kagetunder the Kenya Bankers
Association (KBA), which serves as a lobby for banks’ interests and also addresses issues
affecting its members. Currently, we have 49 conomérBanks, 11 Non Banking

institutions, 15 Microfinance and 48 Foreign ExapamBureaus.

The industry is dominated by a few large banks nebswhich are foreign owned, though
some are locally owned. The commercial banks amdhamking financial institutions offer
corporate and retail banking services, but a smattber, mainly comprising of larger banks
offer other services including investment bankikgy issues affecting banking industry in
Kenya are; changes in the regulatory framework, revhi®eralization exists but the market
still continues to be restrictive, declining interenargins due to customer pressure, leading to
mergers and re-organizations, increased demanadostraditional services including the
automation of a large number of services and a ntowards emphasis on the customer,

rather than the product.
1.1.3 Barclays Bank of Kenya Business Structure

Barclays Bank PLC is one of the world’s largestbgliofinancial services provider (present in
over 60 countries) primarily offering banking, is@ment banking and investment
management services. With over 300 years of hisindyexpertise in banking, Barclays Bank
PLC has six major divisions: UK banking, BarclayaBarclays Capital, Barclays Global
Investors, Barclays Wealth Management, InternatidRetail and Commercial Banking.

Barclays Africa is the leading Bank in Africa witlusiness in eleven countries in Africa



namely Botswana, Egypt, Ghana, Kenya, MauritiusycBelles, South Africa, Tanzania,

Uganda, Zambia, Zimbabwe and the Indian Ocean.

Barclays Bank of Kenya is one of the leading banksenya, having opened its door in 1916.
It is currently the largest business unit in Baysldfrica family in terms of contribution to

profits and size of operation. In Kenya, it has alabce sheet worth of USD 1 billion.
Barclays bank of Kenya is a listed company in therdbi stock exchange with more than

60,000 shareholder$tp://www.barclays.com Currently, Barclays Bank of Kenya has an

extensive network of 117 outlets, 234 ATMs counidevand a customer base of about
450,000 spread across the country. Barclays’ bssinmit fall under Consumer Banking,
Corporate Banking, Treasury and Barclaycard sesyiagth cross functional relationships to
support the segments of local business, Small aedilwh Enterprises (SME). Barclays
increased its staff capacity from 2197 in 2006 20@® by the end of 2009. In 2006, the bank
won several awards which included; Bank of the ydamployer of the year, group
chairman’s award for equality and diversity, bestlbin product innovation and best bank in
asset financing (BBK Annual report 2006). In 20B3yclays was voted the bank of the year
by “The Banker Magazine” and was named the bedt baKenya by the “Global Finance”.

1.2 Research Problem

Organisations and society at large are in a peoiodapid and unprecedented change. A
period where old certainties no longer hold good aew ones have yet to emerge. At any
one point in time, some organizations will be exgraing extreme turbulence whilst others

appear to operate in a relatively stable envirortmBEme pertinent issue is how organizations
can cope with both the environment in which thegrage and the constraints, challenges and
threats they face (Burnes, 2004).

Barclays Bank of Kenya Ltd has undergone variouanghs in the recent past. Massive
network expansion has been experienced in thetlastyears, new products have been
introduced, restructuring of its retail banking donsumer banking and branch operations,
change of market focus and most recent, changes ¢T isystems from the current BRAINS

FOS to Flexcube. Barclays Bank unlike any otherkdanKenya is the biggest bank, major

player in the industry, the bank with the highesmiber of employees, first bank to issue
bond through Nairobi Stock Exchange and an intenat bank whose regional offices are in

Emerging markets (Dubai) and Headquarters in Urifiegdom (UK).



Considerable studies on change management in Kestgyapanies have been done (Mugo,
2006; Muraguri, 2007; Kagiri, 2007; Odundo, 200%iBo, 2000; Ndope, 2007 & Gekonge
1999). Odundo (2007) found out that KRA had adoppegularly accepted practices in
managing change, though there was need for crelimggterm wins and communication to
and involvement of all staff in the change procéédope (2007) found out that leadership
was instrumental in change implementation at Nai8ibck Exchange leading to successful

implementation of the strategic plan.

None of the studies found has addressed how BardBank of Kenya has effectively

managed changes that have occurred in the orgmmzathis research seeks to fill this

knowledge gap by finding out the practices thatcBeys Bank of Kenya has adopted to
manage change and the factors affecting the charaymgement. Barclays bank of Kenya
needs to determine its change management praeisc#ss is important for organizations in
implementing strategic changes. What are the changeagement practices adopted by
Barclays Bank of Kenya? What are the factors affgcthange management at Barclays

Bank of Kenya?

1.3Research Objectives
The objectives of the study were:
i) To establish the change management practicgstedidy Barclays Bank of Kenya.

i) To determine the factors affecting the changmagement at Barclays Bank of Kenya.

1.4 Significance of the Study

The findings of the study will be important to ttelowing groups of people:

Management may benefit in making appropriate gjfatehange decisions that deliver
improvement in performance. When management uradefstchange and its effect on the

organization and its people, it minimizes disruptiaspects and enhances positive



opportunities in the change process. These opgbesincan include containing costs,

realigning resources and respond more quickly storner demands.

Management can also use the findings of the studigtect potential resistance to change and
the appropriate approaches to use in managing ehdihgs enables resistance to be identified
and dealt with early in the process of change ntpkirasier for employees to engage in both

the solution and the change once they understagdivehchange is happening.

Employees will appreciate change once managemesd tie findings of the study to
communicate effectively about the change. The eygas will then be assured that they have
a voice and that their concerns and ideas are headdvalued. The more informed the
employees are on change, the more comfortablewiielye and will likely be more willing to

accept and accommodate change.

Academicians who will do further research in theaaof change management will benefit as
the findings of the study will contribute to theisting literature in the area of change

management.



CHAPTER TWO: LITERATURE REVIEW

2.1 Organizational Change

Change can be viewed as a one off event, an eroepti the normal running of an
organization and, therefore, something to be deit on an issue by issue basis as it arises.
On the other hand some organizations see changashan exception but as a norm, a
continuous process that forms part of the orgaioat day to day activities. However, in
organizations whose change is seen as a contirpogsss, the management appears to be
able not only to treat each project as a learnimgodunity, but to capture this learning and
pass it on. This allows them to select the most@pfate approach for each situation. In such
organizations, not only is change seen as an eagrgdent, but the management of it is seen
as a core capability that needs to be developedimnahich all staff need to become

competent (Burnes, 2004).

Lewin (1947) says that an issue is held in baldncthe interaction of two opposing sets of
forces, those seeking to promote change (drivingef) and those attempting to maintain the
status quo (restraining forces). The process oh@hahas been likened to individuals as
Conner (2003) states that organizations like imtligls, have a speed of change at which they
operate best. This speed reflects the degree tohwthie organization can absorb major
change while minimizing dysfunctional behavior. @dlan organization’s speed of change is
variable and can fluctuate dramatically based @tifip circumstances. At any point in time
an organization’s capacity to effectively assinglatansition it encounters is limited by its
level of resilience or speed of change. Organinalichange is any alteration of activities in
an organization. This alteration of activities ni@g/ the result of changes in the structure of
the organization, or changes in attitudes of growgmbers or process, or any number of
events inside and outside the organization. Tobaydrm “change management” takes on a
variety of meanings. The most practical and usediinition states that, change management

is the process, tools and techniques to managpethygle-side of business change to achieve



the required business outcome, and to realize éssiohange effectively within the social

infrastructure of the work place (Kotter, 1996).

Organizational change has been described as aodepisctivity that starts at some point,
proceeds through a series of steps, and culminaeme outcome that those involved hope is
an improvement over the starting point. It has emifning, middle and an end. If
environments were perfectly static, if employedglls and abilities were always up to date
and incapable of deteriorating and if tomorrow vedways exactly the same as today,
organizational change would have little or novalee to managers. However, since the real
world is turbulent, it requires organizations ahdit members to undergo dynamic change if

they are to perform at competitive levels (Robb2893).

2.2 Forces of change

A force of change is any factor in the environm#rdt interferes with the organization’s
ability to attract the human, financial and materésources it needs, or produce and market
its services or products. Forces for change arevoftypes: internal and external. Internal
forces include change in size of the organizatjerformance gaps, employee needs and
values and change in the top management. Charthe iorganization’s size leads to change
in the internal structure and complexity of the @piens in the organization. Organizations
change their policies with changing needs and walok the employees. For example,
attractive financial incentives, challenging assigmts, vertical growth opportunities and
autonomy at work may be provided in an organizatiorattract and retain its effective
employees. Change in the top management and cargegoange in the ideas to run the
organization also leads to change in the systemyctaste and processes (Sengupta,

Bhattacharya and Sengupta, 2006).

External forces of change include technology, bessnscenario and environmental factors.
Technological change is greater today than any tmtlee past and technological changes are
responsible for changing the nature of the jobgreréd at all levels in an organization. Due

to rapid changes in the business scenario witleaging competition and global economy, the
needs and demands are also changing among thenaustsuppliers and other stakeholders.
Organizations are, therefore, forced to change ty@rational methods to meet the demands

of the stakeholders. Environmental factors suche@snomic, political and demographic



factors play a vital role in devising organizatigolicies and strategy. For example,
organization may have to change their employmenicips in accordance with the
government policy, demand of the non governmenammations and changing economic
conditions of a country (Sengupta, Bhattacharya%entupta, 2006).

As organizations are operating in a volatile enwinent, it may not always be able to direct
changes in a planned fashion. Thus, changes may epontaneously or randomly in an
organization. Such changes may be termed as urgdariranges as they occur spontaneously
and without a change agent’s direction. They mayliseuptive, like a sudden strike which
may result into plant closure and so on. In congoer; planned change is a result of specific
efforts by a change agent and more intentionakiine. Planned changes are undertaken by
an organization with the purpose of achieving al gbat might otherwise be difficult to
accomplish. It is also undertaken to reach newzioos and progress rapidly towards a given
set of goals and objectives. Most planned changesligected at dealing with performance
gaps to bridge the discrepancy between the desinedactual state of affairs (Sengupta,

Bhattacharya and Sengupta, 2006).

Johnson and Scholes (2005) include other forcehange such as convergence of markets,
cost advantage government policies and globalimattonvergence of markets refers to the
tendency of worldwide customer need and preferermoming similar as the world
globalizes. Cost advantage of global operationsiscenostly in industries in which large
volume, standardized production is required foriropin economies of scale. Central
sourcing efficiencies from low cost suppliers asrtise world also lead to cost advantages.
Political changes in the 1990s meant that all trgdnations function with market-based
economies and their trade policies have tendedntowage free market among nations.
Internal forces for change usually originate framside the organization and may manifest
themselves in signs such as low morale, low pradtictas well as conflict. Aosa (1996)
notes that there is need to synchronize the manageamd implementation of change within
the context where management has been shown tdffeest. Many signals of change
abound in the current business environment camrdmed to some fundamental forces of
change. Examples are the growth of capital intenshnanufacturing, accelerated tempo of
new technology, concentrated patterns of consump#od liberalization of the world

economy after the fall of communism.

2.3 Managing change



Organizations today are beset by change. Many neasdimd themselves unable to cope up
with an environment or an organization that hasobex substantially different from the one
in which they received their training and gainedittiearly experience. Some managers have
trouble transferring their skills to a new assignmen a different industry. A growing
organization, a new assignment, and changing custmeeds all may be encountered by
today’s managers. If managers are to be succeskfy, must be able to adapt to these
changes (Rue and Byars, 1992). Heller (1998) paintsthat understanding and managing
change are the dominant themes of management tAdaypting to the ever changing present
is essential for success in the unpredictable éututrategic responsiveness can be
institutionalized within a firm through a series lated measures which jointly protect
strategic work from the operational, make the egit work more effective, and create a

change supporting climate within the firm (AnsaofidaVicDonnell, 1990).

There are instances when the political situatiodeurcontrol and implementing change, that
is managing and evaluating change raises seveealiqus. For instance, who should actually
carry out the change; internal managers or extamasultants? Although internal managers
may have the most experience or knowledge abowungany’s operations, they may lack

perspective because they are too much a part afrtfenization’s culture. They also run the

risk of appearing to be politically motivated antdhaving a person’s stake in the changes
they recommend. Companies, therefore, often turexternal consultants, who can view a
situation more objectively. Outside consultantsyéeer, most spend a lot of time learning

about the company and its problems before theypoamose a plan of action (Hill and Jones,
2001).

Hill and Jones, (2001) also notes that strateginagars need to evaluate the results of each
change process and use this analysis to definertfanization’s present conditions so that
they can start the next change process. Well rampenies are constantly aware of the need
to monitor their performance and strategic managetitutionalize change so that they can
continually realign their strategy and structure gait the competitive environment.
Cummings and Worley (2009) notes that change caargée deep resistance in people and in
organizations, thus making it not possible, to iempént organizational improvements. At a
personal level, change can arouse considerablestgnabout letting go the known and

moving to an uncertain future.
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People may be unsure whether their existing skifid contributions will be valued in the
future, or may have significant questions abouttiwiethey can learn to function effectively

and to achieve benefits in the situation.

2.4 Change Management Practices

Organizational change is managed effectively whbe; organization is moved from it's
current state to some planned or expected futuate ghat will exist after the change,
functioning of the organization in the future stateets expectations ( i.e. change works as
planned), and the transition is accomplished withexcessive cost to the organization and

individual organizational members(Bateman & Zeithak890).

There are four basic strategies that can be addptedanage change. Firstly, empirical -
rational strategy, people are rational and willdal their self interest once a change is
revealed to them. Change is based on the commigmiaaitinformation and the proffering of
incentives. Secondly, the normative re-educativegpfe are social beings and adhere to
cultural norms and values. Change is based oningaigfand reinterpreting existing norms
and values, and developing people’s commitmentsetw ones. Third is power —coercive,
people are basically complaints and will generdtiywhat they are told or can be made to do.
Change is based on the exercise of authority ardirttposition of sanctions. Fourth is
environmental-adaptive, people opposing loss asdupgiion but they adapt readily to new
circumstances. Change is based on building a nganaration and gradually transferring

people from the old one to the new one (SengugtattBcharya and Sengupta, 2006).

According Sengupta, Bhattacharya and Sengupta J28G8anned change is a systematic and
organized effort on the part of the organizatiomsnticipate and bring about changes to be
able to meet the future requirements. It basidadlijeves in the fact that a deliberate attempt
to foresee things and then plan for it, taking imnsideration the past practices and
experiences, helps to effectively meet the futemands. On the other hand, to understand
the very essence of contingency theory means todalmathe view that there is one best way
to organize, rather to believe that the best wayrganize depends on the nature of the
environment to which the organizations relate. Figdout which approach, whether a

planned change or a contingency approach, is Hetterganizations today, is big debate.
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When one looks at it from the point of view of corate restructuring, usually a combination
of both works for example, mergers and acquisitemesundertaken after a lot of deliberations
by management. It is not a sudden change that happather it depends on the past
performance and the company’s new strategy for trov@imilarly, a disinvestment,
demerger or divestiture is undertaken after takintp account the company’'s past
performance and the capability of the company tstasn itself in the long run. However,
there are certain corporate restructuring initedivike joint ventures and strategic alliances
which are undertaken from a short term perspec®engupta, Bhattacharya and Sengupta,
2006).

For example, in a strategic alliance, two compaio@s hands to share and leverage each
other’s strengths till the time the requirementhsre and then part ways after a particular
time period. These alliances and joint ventures uardertaken in the areas of marketing,
technology, research and development. The need tm §or a joint venture or a strategic
alliance thus arises from the environmental antirtelogy related changes, which make it
necessary for the organization to take reactivpsstiepending on the contingency or change
happening. Also, with so much of cut throat contpeti existing in the market and with the
competitors taking restructuring initiatives to \eue, all others have to ensure that their
company is on the right path and act accordinglen(fipta, Bhattacharya and Sengupta,
2006).

Some of the features of planned change are: lelibefate, systematic and well thought of;
velocity of change depends on the degree of le/sigmificance, status quo is challenged;
reaction can be both positive and negative; focusedong term change. The forces for
planned change can be found in the following: Fisstthe organization — environment
relationship (merger, strategic, alliances) wherganizations attempt to redefine their
relationships with changing social and politicalieonment. Second is the organizational life
cycle (changes in culture and structure of orgdiuima evolution from birth through growth
towards maturity). Third is the political nature efganization (changes in internal control
structures) to deal with shifting political curre®lanned change, based on any of these above
mentioned forces, can be aimed at changing orgémnzd purpose, strategy, structure,
people, objectives, task, culture and technologgnfpta, Bhattacharya and Sengupta,
2006).
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It must be remembered that though conceptual thieybaing categorized separately, in
reality, they are highly intertwined since changesiny one are likely to require changes in
the other. For example, if technology changes,stask change, bring in alternations in
structures, changes in pattern, authority, comnatioic as well as the role of the workers.
To initiate planned changes, organizations hawettertake two processes. Remove or lessen
the restraining forces and move towards strengtigetiie driving forces that exist within the
organization. Kurt Lewin (1951) has applied hisatyeof force field analysis to study the
process of bringing about effective change. Lewimiedel assumes two obstacles which
generally affect the change process (Senguptat&iarya and Sengupta, 2006).

First, individuals experience obstacles to charggthay are unable or unwilling to alter long
established attitude or behavior for various reas@econdly, they may try to do things
differently but may have the tendency to returntriaditional ways after a short time

(Sengupta, Bhattacharya and Sengupta, 2006).

2.5 Change Management Models

Scholars who have studied change management hawe ap with various models. Such
models include Lewin’s three step sequential mofiehange process, Kotter’s eight steps to
leading successful change, the Five step modeh&sraging change, Bate’s Five stage Model

to manage cultural change and ADKAR" Model for amanagement.

2.5.1 Lewin’s three step sequential model of changeocess

Lewin (1951) proposed a three step sequential moidehange process. First is unfreezing.
At this stage, the forces, which maintain the stajuo in the organizational behavior, are
reduced by refuting the present attitude and benawicreate a perceived need for something
new. It is facilitated by environmental pressurelsas increased competition, declining
productivity and performance, and felt need to ioverthe style of work. Second is changing,
which involves a shift in behavior of organizatidns modifying system, process, technology
and people. This phase can be explained in termgoafipliance, identification and

internalization (Rao and Hari Krishna, 2002).

Compliance or force occurs when individuals areddrto change, whether by reward or by
punishment. Internalization occurs when individuale forced to encounter a situation that
calls for new behavior. Identification occurs whadividuals recognize one among various

models provided in the environment that is mostatleé to their personality. Third is
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refreezing, whereby actions are taken to sustandtiive for change and to facilitate the
institutionalization process of the change everaiday to day routine of the organization.
Here, the desired outcomes are positively reinfbre@d extra support is provided to
overcome the difficulties. Lewin’s model providegeneral framework for understanding the
organizational change. At the later stage, thisehbds been modified by Lippitt et al (1958)
who proposed a seven step model of planned chamghis model, seven steps of change
have been discussed: Scouting entry, diagnosisniplg, action, stabilization and evaluation

(Sengupta, Bhattacharya and Sengupta, 2006).

The below diagram summarizes the three steps.

UNFREEZING N| MOVING N| REFREEZING
(Breaking from the old ways ) (Instituting the 1 (Reinforcing and supporting the
of doing things) change) new ways)

Fig 2.1: Source: Beteman, T. S & Zeithaml, C. P. (1990) &pmment Function & Strategy.

Boston: Von Hoffmann Press, Inc.

2.5.2 Five step model for managing change

The management of change can be broken down irttepicesses or steps. A model
describing this consists of five steps linked ilogical sequence. The prospects for initiating
successful change and minimizing resistance araresid when the manager explicitly and
formally goes through each successive step. Abflexfiorward-looking stance for mangers is
an essential attribute for using this change maddlthe model assumes that forces of change
continually act on the firm reflecting the dynanaitaracter of the modern world (Donnelly,

Gibson and Ivancevich, 1992).

y
Internal -
= Forces Alternative
E —> Change
g Techniques Feedback
= External
Forces
D
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T . v v Selection F| Implementation
£ S| Recognition | Diagnosis of Recognition || of technique | ~ |  and evaluation
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G o change conditions *
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Fig2.2: Source: Donnelly, Gibson and Ivancevich 91998ydamentals of Management! 8

edition). Boston Van Hottman Press, Inch, pp 499.

Sengupta, Bhattacharya and Sengupta (2006) alst poi that the first three steps refined
the unfreezing step, the fourth and fifth stepgesent the changing stage and the sixth and
seventh step represents the refreezing stage.matid research model is another model of
planned change. According to his model, plannethgbas a cyclical process in which initial
research about organizations provide the data idegthe subsequent action to bring the
required changes. It emphasizes on the significahckta collection and diagnosis, prior to
action planning and implementation and careful estn of the actions. This model

describes change in eight steps.

First is problem identification. This is the iddi@ation of one or a combination of problems
in the organization and consequent requirement ririging change in organizational
practices. Second is consultation with the expkeris the phase where the organization
consults with the experts in the same field to gaeethe ideas for improvement of the
situation. At this stage, an open and collaboragiveosphere is intended to be set up. Third is
data gathering and preliminary diagnosis. Thisestagusually completed by the expert often
with the organizational members help. The four basbdes of data gathering are interview,
process observation, questionnaires and organmedtfgerformance data. Fourth is feedback
to key client or group. This is where the consuliamovides the client with all the necessary
data. Fifth is joint diagnosis of the problem. Atst point, the clients and the expert jointly
decide whether they want to work on the identifedblems. Sixth, is joint action planning
where the consultant and the client then jointlgide on the further action. At this stage,
specific actions are taken depending on the cuylt@ehnology and the environment of the
organization. Seventh, is action stage, which weslactual change from one organizational
state to another. It may include new methods andealures, recognizing structures and work
designs and new behaviors. Eight is data gatheafteg action. Since action research is a
cyclical process, data must also be gathered #iteraction has taken place (Sengupta,

Bhattacharya and Sengupta, 2006).

2.5.3 Kotter’s eight steps to leading successful @hge
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Kotter (1996) suggests eight steps model shown iagrdm 2.1. Kotter argues that if
implemented systematically, one step after therpth&vill lead to successful change. These
stages are as follows; establishing a sense ofnaygecreating the guiding coalition,
developing a vision and strategy, communicatingdi@nge vision, empowering employees
for based action, generating short-term wins, clitsting gains and producing more change
and finally anchoring new approaches in culture.

Fig 2.3: Kotter’s eight steps to leading successfahange

Activity

Establishing a sense of urgency

Examining market and competitive realities 1
Identifying and discussing crises, potential criggsnajor opportunities

Forming a powerful guiding coalition

Assembling a group with enough power to lead ttengk effort 2
Enhancing the group to work together as a team

Creating a vision

Creating a vision to help direct the change effort 3
Developing strategies for achieving that vision

Communicating the vision

Using every vehicle possible to communicate the vision and strategies 4
Teaching new behavior by the example of the guidmjition

Empowering others to act on the vision

Getting rid of obstacles to change 5
Changing systems or structures that seriously umiderthe vision

Encouraging risk taking and non-traditional idesijvities and actions

Planning for and creating short-term wins

Planning for visible performance improvements 6
Creating those improvements

Recognizing and rewarding employees involved iniitiqgrovements

Consolidating improvements and producing still morechange

Using increased credibility to change systemsgcsatres and policies that do not 7
fit the vision

Hiring, promoting and developing employees who icaplement the vision
Reinvigorating the process with new projects, trearmd change agents
Institutionalizing new approaches

Articulating the connections between the new bedraand corporate success 8

Developing the new means to ensure leadership a@veint and success
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Source: Kotter J. (1996) Leading Chanigervard Business Review, pp 105

2.5.4 Five stage process to manage cultural change

Bate (1995) identified what he terms as designrpatars for cultural change and suggests
that their relative importance, weight and valudl differ both between organizations and
with time, within an organization. A top-down appoh apparently can be effective, but only
if the leader controls the levers of recruitmemgnpotion, incentives and dismissal, and at the
same time pays attention to the people factor andpen to feedback. The model for

managing culture change highlighting the five stiegss shown in the diagram below;

Fig 2.4: Five stage Model to manage cultural change

Emerge the culture

v
Communicate new directions

|

Institutionalize new norms

|

Acknowledge culture gaps

|

Reduce culture gaps

Source: Sengupta, N., Bhattacharya, M. S. & Sergupt N. (2006)Managing Change in
Organization. India: Prentice Hall, pp 61.

New behavior will eventually be accepted and bexdhe culture. Five parameters can
therefore be identified in organizational contdixst is expressiveness, which is the ability of
cultural change approach adopted to express a mewa, which captures employees’
attention and excites or converts them. Second asir@onality, which is the ability of
cultural change approach adopted to create a slamdhon purpose amongst a group of
employees or the whole organization. Third is pextiein, which is the ability of the cultural

change approach adopted to spread throughoutvalsl®f an Organisational and to affect
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employees’ basic underlying assumptions. Fourthdigptability which is the ability of the
cultural change approach adopted to adjust to c¢hgngrganisational and wider
environmental circumstances. Fifth is durabilityhigh is the ability of the cultural change

approach adopted to create a lasting culture (Sg#agBhattacharya and Sengupta, 2006).

In order to manage cultural change effectively, firet stage is to acknowledge the need for
change. Top management must understand the organigacurrent culture by collecting
information on the types of behaviors being practiand the level of resistance to change
which may be expected. The second step is to shledtrategy. In this step, a strategic plan
is designed. Here it is important to develop thabdéing forces for culture change developing
awareness among employees, communicating the visiothe top management, getting
feedback and involving the people who will be atéecby the change. The third step is
modification of change strategy and developingadlé culture for change. Here the change
strategy may be modified and altered considerirg risistance and requirement of the
organization. The fourth step is creating the celtior enduring the change. A culture for
enduring change has to be nurtured and maintambdve long-term benefit out of te change
programme. Role of the top management and humasun@s activities to reinforce the
change at this stage is very important. Step Svi®lilow-up and evaluation. It is important to
keep measuring progress, seek feedback and contnweljust and improve (Sengupta,

Bhattacharya and Sengupta, 2006).

Another model of change management is the orgaoimdtchange as a transition state.
Effective change management requires three stdpsst is assessing (diagnosing current
state) so as to identify current situation, protdeand possible causes of problems. Second,
design the future state. This step involves deateng the idealized, expected state of affairs
after the change is implemented and third stefhésactual implementation of the change
(Bateman & Zeithaml, 1990).

Fig.2.5 Organizational change as a transition state

A B
The current state of the > A desired future state of
organization C the organization

The transition state
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Source: D. A. Nadler, “Managing Organizational CignAn integrated approach” The
journal of Applied Behavioral Science, 1981. pp -1

2.5.5 "ADKAR" Model - Awareness, Desire, KnowledgeAbility and Reinforcement
Fig 2.6: ADKAR" Model for change management

Hnovledyge

Sourcehttp://www.change-management.com/tutorial-adkamraeev.htm

The power of the ADKAR model is that it createsu®®n the first element that is the root
cause of failure. When one approaches change tlisgiodel, one can immediately identify
where the process is breaking down and which eltsram being overlooked. This avoids
generic conversations about the change that ramelgluce actionable steps. This results-
oriented approach helps focus energy on the asganili produce the highest probability for
success. ADKAR can help one plan effectively fareav change or diagnose why a current
change is failing. In some cases, corrective aatem be taken and the change successfully
implemented. The five elements of ADKAR are; awassnof the need for change; desire to
make the change happen; knowledge about how togehafility to implement new skills

and behaviors; reinforcement to retain the chamge @ has been madéitp://www.change-

management.com/tutorial-adkar-overview.htm

ADKAR is a goal-oriented change management modgldhows change management teams
to focus their activities on specific business ltssuThe model was initially used as a tool for
determining if change management activities likenownications and training were having
the desired results during organizational chandee Mmodel has its origins in aligning

traditional change management activities to a giresalt or goal. For example, Awareness of
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the business reasons for change is a goal of eantynunications related to a business change

(http://www.change-management.com/tutorial-adkamraesv.htm).

Desire to engage and participate in the changédsgbal of sponsorship and resistance
management. Knowledge about how to change is tla gfotraining and coaching. By
identifying the required outcomes or goals of cleannagement, ADKAR becomes a useful
framework for change management teams in the pignand execution of their work. The
goals or outcomes defined by ADKAR are sequentmal eaumulative. An individual must
obtain each element in sequence in order for ageghémbe implemented and sustained. As a
manager, one can use this model to identify gaghenchange management process and to
provide effective coaching for employees. The ADKARbdel can be used to: Firstly,
diagnose employee resistance to change and sekelpdemployees transition through the
change process. It can also be used to create aessfial action plan for personal and

professional advancement during change and to ole\sechange management plan for your

employeesHttp://www.change-management.com/tutorial-adkamaeev. htr)).

No approach to change management appears to byetkecsame and in some cases they
almost entirely contract each other. Burnes (20fr¢ues that though most experts would
claim some sort of universal applicability for thévored approach or theory, the reality is
that such approaches are developed on particutamastances, at particular times often with

types of organization in mind.

2.6 Factors Affecting Change Management
The outcome of any change process is influenced bhymber of factors. Among them are
organizational culture, resistance to change, Ishide and teamwork as discussed by

different scholars who have studied change manageme

2.6.1 Organizational Culture

Organization culture is the total sum of sharedies] attitude, beliefs, norms, expectations
and assumptions. The pattern of assumptions hdsedavell enough to be considered valid
and therefore to be taught to new members as tiieatavay to perceive, think and feel in

relation to those problems. Organizational cultiseembedded and transmitted through

various mechanisms. First is the formal statemé&wtrganizational philosophy and materials
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used for recruitment, selection and socializatibmew employees. Second is the promotion
criterion. Third the stories, legends and mythsualkey people and events. Fourth is what
leaders pay attention to measure and control. Eftan implicit and possibly unconscious

criterion that leaders use to determine who fitéssin the organization (Cascio, 2006).

Organizational culture has two implications forfftg decisions. First cultures vary across
organizations; individuals will consider this infioation if it is available to them in their job
search process. Recruiters assess person or jbb ftcusing on specific knowledge, skills
and abilities. They assess person or organizatiorbyf focusing more on values and
personality characteristics. Linking staffing démis to cultural factors enables companies to
ensure that their employees have internalized thaegic intent and core values of the
enterprise (Cascio, 2006).Thomson and Stricklar#D3}) argues that there must be a fit
between strategy, structure systems staff, skilsared values and style for strategy
implementation to be successful. Organizationatucel and values held by managers and
other employees within an organization are keyrnfluencing on strategies of change.
Johnson and Scholes (2002) referring to cultureoatnes notes that such routines which
give an organization a competitive advantage madyaacbottlenecks when implementing

change. When planning for change it is importandémtify such routines and change them.

2.6.2 Resistance to Change

According to Sengupta, Bhattachanya and Sengupti6j2change leads to insecurity among
the employees because of its unknown consequekoagloyees do not know for certain
whether change will bring in better prospects. &m@mmple, because of technological change,
people may feel threatened due to the fear of essehce of skills, less wages and losing the
job. Change sometimes leads to new dimensions df vedationships. Due to organizational
redesign, the employees may have to work with osieérof people than their existing co-
workers with whom they have direct relationshipd @ns generally not welcome by most of

the employees.

According to Rue and Byars (1992), most people gg®fto be modern and up to date;
however, they still resist change mostly when thange affects their jobs. Resistance to
change is a natural normal reaction and it is ngaation reserved only for troublemakers.

Resistance to change may be very open, or it mayebesubtle. The employee who quits a
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job because of a change in company policy is shgpwesistance to change in a very open and
explicit manner. Another employee who stays bubbes very sullen is resisting in a more
passive manner. Most organizational change effextsntually run into some form of
employee resistance. Change triggers rational mational emotional reaction because of the

uncertainty involved (Donnelly, Gibson & Ivancevid992).

At organization level, resistance to change cafrdma three sources; technical, political and

cultural resistance (Cummings & Worley, 2009). R&sice to change is any conduct that
serves to maintain the status quo in the face eéqure to alter the status quo (Zaltman and
Duncan, 1977). According to Ansoff and McDonneB9D), resistance to change could either
be systematic or behavioral. Systemic resistanaaused by the passive incompetence of
organization. It is proportional to the differenbetween the capacity required for new

strategic work and the capacity to handle it. Tiyise of resistance occurs wherever the

development of capacity lags behind strategy dgmaémt.

The systemic resistance can be minimized by plan@ind budgeting for it, integrating
management development into the change procesbasttetching the change duration to
maximum time possible. Ansoff and McDonnell (198@ted that major strategic changes are
frequently introduced without regard for the congag resistance. The change is planned,
‘explained’ to those who are responsible for cagyit out, and then launched. When
implementation lags and inefficacies occur, they taeated one at a time, typically on the
level of the change process and not at the roots smurces of the resistance. Control
meetings are convened to diagnose deficienciexdms are addressed to the process and not
to the underlying fears, frustrations and oppositi individuals. Power is used to overcome
deficiencies: orders are given to reluctant groopmdividuals; punishment is meted out for
slipped schedules and cost overruns. In managsigtaace, a useful approach is to start by
building a launching platform (Ansoff and McDonndlB90).

The importance of managing change was realizedngutihe heightened popularity of

business process re-engineering (BPR) in the 1&@04 and increased with the huge
enterprise-wide information Technology (IT) inigat It is recognized as one of the foremost
factors that have accelerated the pace of charfggng@ management software, collaboration
tools and effective communication tools claim tokmdife easier when an organization is
faced with managing sweeping changes. These tbolsever, come packaged with the
regular side effects, primarily a change in the wagnge management is handled in the
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organization. With a visionary top management aridrmed employees working towards a
common goal, these tools can prove to be powetfiahge management aids (Sengupta,

Bhattacharya and Sengupta, 2006).

2.6.3 Leadership

Leadership is one of the most enduring universahdmu responsibilities. The practice of
leadership is sufficiently similar across historieaas and civilizations. Dessler (2005) goes
on to state that many leaders of historical rencamadl many contemporary leaders of
traditional institutions succeed by focusing on tieed of their own organization and by

being the best advocates of their own groups.

For any meaningful change to take place, the suppgod inspiration of leadership is
absolutely necessary. In doing so, leaders follavious methods to achieve these objectives.
Dessler (2005) argues that for any change to ségders must design and run an efficient
persuasion campaign. Like a political campaigneesyasion is leading differentiation from
the rest. An efficient change leader provides opputy for employees to practice desired
behavior repeatedly, while personally modeling meays of working and providing coaching
and support. Johnson and Scholes (2002) contehdhdér@agement of change is often directly
linked to the role of a strategic leader. Leadgrsis the process of influencing an

organization in its effort towards achieving an angoal.

A leader is not necessarily someone at the tggnasrganization, but rather someone who is
in a position to influence others. The leaderseraicludes creating vision, empowering
people, building teamwork and communicating theéovis According to Dessler (2005), the
human resource managers require leadership prodie® For example, they need the ability
to work with and lead management groups, and teedtie changes required, for instance, to
implement new world-class employee screening aaihitrg systems. Finally, because the
competitive landscape is changing so quickly and technologies are being continually
introduced, the human resource manager needs rigaproficiencies. He must have the
ability to stay abreast of and apply all the newhtwlogies and practices affecting the

profession.

2.6.4 Teamwork
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According to Dessler (2005), a team is a group edpgbe with the appropriate knowledge,
skills and experience, who are brought togethecifipally by management to tackle and
solve a particular problem, usually on a projedii®aThey are cross functional and multi-
disciplinary. He argues that team approach to ohangplementation removes artificial
organizational barriers and encourages opennessnd ashare common goals and help to

focus energy by emphasizing self-control on pgrénis.

Teams that are cohesive, that interact co-opetatiwvéh members possessing compatible
personality characteristics and that are operatimer mild to moderate pressure appear to be
most effective. According to Cascio, (2006) to sueyto serve, and to succeed, organizations
need to accomplish goals that are defined moredhyrdhan ever before such as world-class
quality, reliability and customer service. This mg&arrying out strategies that no one part of
the organization can execute alone. For examdien& business strategy emphasizes speed
in every function such as developing new produpteducing them, and responding to

feedback from customers.

Teams mean diverse workforces, whether as a resutawing from the most talented or
experienced staff or through deliberately strucirdiversity to stimulate creativity. Firms
have found that only through work teams can thescete newly adopted strategies stressing
better quality, innovation, cost control or spebaleed, virtual teams, domestic or global,
promise new kinds of management challenge. In talirteam, members are dispersed
geographically or organizationally. Their primangdaraction is through some combination of
electronic communication systems. Further, team beeghip is often fluid, evolving
according to changing task requirements. This heated a rich training agenda, as members
from diverse backgrounds must learn to work progabtt together. Diversity is an inevitable
byproduct of teamwork, especially when teams assvdrfrom a diverse base of employees
(Cascio, 2006).

There are two broad principles regarding the contipasand management of teams. First, the
overall performance of a team strongly dependsheniridividual expertise of its members.
Thus, individual training and development are stilportant. However, individual training is
only a partial solution because interactions amtmam members must also be addressed.
This interaction is what makes team training unigsiét always uses some form of simulation

or real-life practice, and it always focuses onititeraction of team members, equipment and
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work procedures. Second, managers of effective \gaskps tend to monitor the performance

of their team members regularly, and they proviggudent feedback to them (Cascio, 2006).

2.7 Strategic change

Strategic change is the movement of a company dveany its present state toward some
desired future state to increase its competitiveaathge. In the last decade, most large
fortune 500 companies have gone through some Kirglrategic change as their managers
have tried to strengthen their existing core compats and build new ones to compete more
effectively. More of these companies have beenydgsone of three major kinds of strategic
change; reengineering and e-engineering; restingtuand innovation (Hill and Jones,
2001). According to Johnson and Scholes (20023tesiy is the direction and scope of an
organization over the long term, which achievesaatlge for the organization through its
configuration of resources within a changing enwinent and to fulfill stakeholder's
expectations. Strategies are influenced by theegalind expectations of stakeholders in and
around the organization and the extent of the pdiey exert. The culture within and around

the organization also influence its strategy.

Strategic responsiveness can be institutionalizétirwa firm through a series of related
measures which jointly protect strategic work frdme operational, make the strategic work
more effective, and create a change supporting atdmwithin the firm (Ansoff and
McDonnell, 1990). According to Thompson (1997)astgic change arises out of the need for
organizations to exploit existing or emerging oppoities and deal with threats in the
market. It is crucial, that organizations seek t@ate a competitive advantage and wherever
possible, innovate to improve their competitiveipos. This implies the readiness to change
within the organization and the ability to implerhéme proposed change. There are different
types of strategic change which can be thoughth ¢éims of their scope, the extent to which
they involve paradigm change or their nature iimterof whether they can be achieved.
Through incremental change, different approachésna@ans of managing change are likely

to be required for different types of change (Johrend Scholes, 2002).
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Research Design

The research was conducted using a case studyndesite the data required was qualitative.
A case study is a very powerful form of qualitatimealysis that involves a careful and
complete observation of social units (Young, 19@0ktase study was thus chosen because it
is a method that emphasizes depth rather than thre@doper and Schindler (2003) assert
that case studies place more emphasis on a fullexwal analysis of fewer events or
conditions. An emphasis on detail provides valuab$ght for problem solving, evaluation
and strategy.

This was a case study on Barclays bank of Kenyalwdought to gain insight on the change
management practices and factors affecting chargeagement. The method enabled the
researcher to have an in-depth account of changageaent practices at Barclays bank of
Kenya. Kothari (1990) states that a case studwerya popular method of qualitative analysis
and involves careful and complete observation sb@al unit such as a person, a family, an
institution, cultural group or community. It is @rfin of qualitative analysis where the study is
done in an institution or situation, and from thady, data generation and inferences are
made.

3.2 Data collection

Primary data was collected and used for the studgrder to comprehensively study the
change management practices adopted by Barclayk b&nKenya and make valid
conclusions. This is an important approach in & cagdy design as it requires that several
sources of information be used for verification andmprehensiveness (Cooper and
Schindler, 2003). The primary data was collectemhgusn interview guide. An interview
guide is preferred in a case study because it allmwin-depth exploration of the issues under
investigation. It also allows an interviewer to lseelarifications to obtain a clear
understanding of the issues. Personal interviegeiscted as the most appropriate primary

data collection method taking into account thetsgia approach of the study, as well as the
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complexity and the predominantly qualitative dimens of the phenomenon under

investigation. This method is suitable for intemsinvestigations (Kothari, 1990).

Personal interviews were conducted to ten manageBarclays bank of Kenya. Four of them
were in top level management (directors) whiledfithem were in middle level management
(heads of departments and regional managers). ntaesiews were conducted on managers
because they comprise of individuals who make potiecisions and therefore directly
involved in change management. The interview gwes open-ended and was accompanied
by probing questions when the need arose to albowlaboration and in order to get in-depth
information. Utilizing probing technique allowedrfeast and rich data including respondent’s

feelings, attitude and facial expressions to baiokd.

3.3 Data Analysis

The data, which was predominantly qualitative ituns, was analyzed using content analysis.
The information obtained from the interview was uped into themes and categories
(concepts) that defined the strategies appliedhigyfirm. Nachmias and Nachmias (1996)
define content analysis as a technique for makifegyénces by systematically and objectively
identifying specified characteristics of messages @sing the same approach to relate trends.
The researcher made meanings from intervieweeporses through conceptualization and

explanation building.
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CHAPTER FOUR: DATA FINDINGS AND ANALYSIS
4.1 Introduction
This chapter presents primary data findings ofsiuely. The study was done using interview
guides and by use of probing questions. The totahber of respondents who were
interviewed was ten. Four were in top level manag@nwhile six where in middle level
management. The study had two main objectived|yfits establish the change management
practices adopted by Barclays bank of Kenya andrslg the factors affecting change

management at Barclays Bank of Kenya.

The presentation of this chapter starts with thalysis of the changes at Barclays bank as
provided by the respondents. Secondly, it discuiseshange management practice used.
Thirdly, it discusses the factors affecting chamg@nagement at Barclays Bank of Kenya.
During the interview, different changes were idiadi by the respondents. Firstly, changes in
the information technology, secondly, changes ie tompensation plan, third, product
restructuring to suit the market demands, fourtitenges in the work environment, fifth,

changes in the marketing strategy and sixth, mgrgfrbranches and products changes.

4.2 Changes at Barclays Bank of Kenya

All the respondents cited that the forces of changée organization were both external and
internal. The external forces of change identifigdre changes in technology, changing
demands by consumers and competition from othétshanternal forces of change identified
were changes in employee demands, changes in themation technology systems and
change of the compensation plan. It was also ifiedtihat change is implemented by top and

middle level management staff, project teams acisbage management team.

There were some instances where change generaatirgsistance by staff thus making it
impossible to implement organizational improvemert the ten respondents stated that
such instances occurred when change was imposdtieopeople, when change was not

communicated well and when change brought veryifssggnt impact to the organization.
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Other respondents cited that this occurred whemeeithe change was not systematically
implemented, when there was fear of retrenchmemthen change affected staffs’ work life

balance.

According to all the managers’ interviewed, theswgtrategic change whereby the company
moved away from its present state toward someetk§iture state to increase its competitive
advantage. This occurred when there was a chand@nran resources policies that were
geared towards creating and retaining competefftata ensuring their wellness. A major
change also occurred in the lending processeséyntiroduction of unsecured lending. The
most recently introduced change was the changheoinformation technology systems, the

BRAINS to a more efficient and effective systeng Hiexcube.

4.3 Change Management Practices

Seventy percent of the executives interviewed abtiest change was based on redefining and
reinterpreting existing norms and values. They ddtiat Barclays bank of Kenya took time
to explain to their employees the importance ofngeaand its impact. It was cited that
Barclays Bank spent a lot of resources in termsinoé and money to develop the human
commitment required to implement the changes. & aigo noted that before any change,

Barclays bank undertook training to all the staff.

Table 4.1 Change Management Practices rating at BBK

The respondents rated their own opinion on chargeagement practice at Barclays Bank of

Kenya as follows:-

Description Frequency Percentage
Very Effective 7 70
Effective 2 20

Not Effective 1 10

Total 10 100

Table 4.1 above indicates how the respondents rahethge management practices at
Barclays Bank of Kenya. The study findings indictitat 70% of the respondents rated it as

very effective while 20% rated it as effective. Orespondent representing 10% of the
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respondents indicated it as not effective. Thigcags that the majority of the respondents

rated change management as very effective.

According to eight out of the ten managers intewee, change was systematic and organized
effort on the part of the organization. This fostemce was the case with the new information
technology system that was characterized by lotsaaipaigns and countdowns all aimed at
getting each employee to own the change proce$bese were also a series of training for
those who would use the system to ensure that thegtered it well prior to the
implementation. A second example was the changigeicompensation plan of the sales staff

to ensure that both the bank and the staff beuedisewell as rewarding efforts by the staff.

In some instances as cited, individuals were fortedchange either by reward or by
punishment. Firstly, this was by pegging an indisls performance on their participation in
the change process. Secondly, the compensationwaarcited as a reward that focused on
bringing change to the sales people based on tlee ffzey make. Thirdly, the appraisal
system was tailored in such a way that the goofbpeers were rewarded through salary
increment and bonus. The poor performers were ewanded but were put on performance
improvement plan and those who did not improve edskermination of their contracts.
Fourth, was the new information technology systeneneby everybody was forced to learn
how the new information technology system functioe risk scoring poorly during the end

of year performance review.

The executives cited several methods that the agéon used in ensuring that change were
successful. Firstly, the management conducts vigoteining and do mock tests to ensure
that the desired change is tested before the aailiaut. Secondly, incentives are given for
top performers. Thirdly, competent teams to implenahange are set to ensure that the need
for change is fully understood. Fourth is propemoaunication to staff on the change and

testing of new systems put in place.

The managers gave their own opinion on the charygagement practice at Barclays Bank
of Kenya. Eight of the ten respondents indicateak tthange management practices had
flexibility and open communication, it was partiative and effective. Two out of the ten

respondents indicated that, sometimes, change waswell planned and there were

30



misunderstandings among the change agents. Thesfdhe rated the change management
practices at Barclays bank of Kenya to be fairlynaged. All the managers also cited that
sometimes change involved the restructuring .Anmgta was when the loan processing
centre and card centre credit department were rdéng@ credit operations department.

The employees had to relocate from their departsnemtmerge into one under the same

management.

4.4 Factors Affecting Change Management

Loss of job security was cited by eight out of tte management staff interviewed as one of
the factors affecting change management that eraployee would not accept. This was so
especially with the new banking system which wowdder some jobs irrelevant especially
the back office team. There were some employeeswene previously given early retirement
and had since been rehired on contractual termampbes of these were the drivers and some
compliance coordinators. Such employees operatedniiety towards the end of their

contracts as they were not sure whether their aotgmwould be renewed.

Table 4.2 Loss of Job Security as a factor affectjnChange Management
On whether loss of job security had an effect oange management at Barclays Bank of

Kenya, the respondents indicated the following:-

Loss of Job Security Frequency Percentage
Yes 8 80

No 2 20

Total 10 100

Table 4.2 above shows the effect of loss of jolusgcon Change Management at Barclays
Bank of Kenya. Based on the analysis, 80% of tlspardents indicated that loss of job
security had an effect on change management atlagar®ank while 20% of the total

respondents stated that loss of job security didaffect employee performance. From the

study, it can be concluded that loss of job seginds an effect on change management.

There were some factors which the executives egeinportant in managing change. Firstly,
change should be introduced systematically and spe#éad over time to allow the employees
to be ready for the change. Secondly, change stoawitbrm to the laws of the land to avoid
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conflict with the authorities. Third, effect of ange on the staff, customers and competition
needs to be considered. Fourth, is creating awssene the need for change. Fifth is training

people where applicable on the changes, such ageha technology.

There was a challenge where employees sometintestriessed because of the changes that
occurred in the organization. Several methods weszl by the management to address this
challenge. Firstly, information on how to managest was shared and counselors were
available to handle the stress that accompaniedithege. Secondly, team building activities
were organized to allow people to interact with anether. Third, employees were prepared
in advance to handle the change as well as shariognation on the expected challenges of
the change. Fourth, is through proper communicatiothe benefits that the change would

bring.

Other challenges experienced as cited by the relgpds were firstly, resistance to change
where some staff did not support the change. Ségomdormation technology software
changes had problems as users needed time to ggttasthe new ways of doing things.
However, ninety percent of the executives intergdwiewed change as positive. They
commented that change enabled continuous improvieimservice delivery.

Change was also positive in improving productiahd efficiency. They also viewed change
as important in order to remain competitive in tharket and meet customers’ needs in order

to increase profitability of the organization.

Eighty percent of the respondents cited circum&amme which employees lacked faith on the
management and this had various effects on chamgagement. Firstly, time was wasted as
the management tried to force change to the emefoy8econdly, change was sometimes
implemented on the basis of threats instead of,ttbss straining the relationship between
management and employees. Third, employees’ monale lowered due to lack of

cooperation between employees and managementhi-@gustcurred when management had
not previously kept its promise on previous chacg@mitments. It thus became difficult for

the junior staff to believe in the change.

There were various methods cited by the managergags in which the organization had
made an effort to ensure that change was succe$sfatly, the managing director used

voicemail talk to each of the employees as wellpassonalized individual letters to the
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employees, when a new banking system was introduided encouraged all the employees
as they felt important. Secondly, management hadngadditional resources such as extra
time for change projects. Third, management had open forums to discuss the changes to
be undertaken and prior testing of the change befoplementation.

Fourth, by close monitoring before, during and rattee change, setting targets and mile
stones, training and acting on feedback.

According to all the ten respondents, resistancehmge, culture, teamwork and leadership
have influenced the bank’s change management peactiirstly, a lot of time and resources
were wasted due to resistance to change. Resistammtenge has thus enabled management
to consider the need of employees to participatiienchange process. Secondly, the culture
at Barclays bank of Kenya has facilitated the clearihat have taken place. This is due to a
sense of belonging among the employees; every gepls able to own the change thus
making its implementation easier. Thirdly, team kvawas considered to be very important in
successful implementation of change. At Barclayskbaeamwork was emphasized thus
resulting in synergy.

For instance, during the introduction of the newoimation technology system, each
department had a part to play thus easing the @onle by each member of the organization.
Fourth, the leadership at Barclays Bank of Kenyassgnary and therefore it has led to high
motivation of the employees resulting to more empedo participation and a sense of
ownership.
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CHAPTER FIVE: SUMMARY, CONCLUSIONS AND RECOMMENDATI ONS

5.1 Summary

There were two objectives of this study. In ordeatrive at the results, the researcher carried
out in depth interviews with the management. It whserved from the study findings that
there were changes in the human resource politias were geared towards creating,
retaining and ensuring people wellness. All th@oeslents also added that Barclays bank of
Kenya took time to explain to their employees theortance of change and its impact. It was
also found out that before any change took plaeeclBys Bank undertook training to all the
staff affected by change. One of the factors afigothange management that was cited was

loss of job security.

The first objective of the study was to establiséh thange management practices adopted by
Barclays Bank of Kenya. Most of the respondentscatéd that there has been change which
was based on redefining and reinterpreting existiogns and values. Athe respondents
cited that before any change, Barclays bank unkiesteraining to all the staff affected by the
change. Change management at Barclays Bank wasl fimube systematic and organized
especially with an example of the new informatienhinology system that was rolled out in
June 2010. There were also some instances whevedunals were forced to change, whether
by reward or by punishment. The appraisal systeanmf&iance, is set in such a way that good
performers are rewarded through salary incremedtbemus. The company had launched a
new compensation plan which was cited as a rewaddf@cused on bringing change to the

sales people such that each person would be resvacderding to the sales they make.

There were several methods that were cited as luseémsuring that change was successful.
Rewarding top performers by giving them incentiaesed as a way of encouraging and
motivating every employee in the organization t@liement change. There were competent
teams put in place in order to train every emplaye¢he change and ensure that the need for
change is fully understood. The change managenmrentiges were indicated to be flexible,
participative and effective. Open communication wthbthange was one of the main factors

found to make change successful at the Barclayk BaKenya.
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The second objective was to determine the factffectang the change management at
Barclays Bank of Kenya. The major factor which w#sd was loss of job security. The new
information system, for instance, would render sgates irrelevant especially for the back
office team. Another factor affecting change mamnagget was hiring workers on contractual
terms. Once workers were on contract, they wouldavailable when required to train new
workers in the organization. There was thereforednéo train every new worker on

organizational changes.

In order to manage change effectively, the exeestnited that change should be introduced
systematically. It was also cited that change shbel spread overtime to allow employees to
be ready. It should conform to the laws of the lamavoid conflict with the authorities. The

effect of change on the staff, customer and congystalso need to be considered as cited by

the respondents.

5.2 Conclusions

Severaluseful observations can be deduced from the abowenary regarding the change
management practices adopted by Barclays Bank ny&éd-irst, support by top management
was critical in change management. This was dongrbyiding available resources such as
time and money which were required for implementatof various changes. Intensive

training was also done to all the staff on the geatnat would affect them.

Secondly, individuals were encouraged to adapihéonew changes in the organization. This
for instance was the case when the new informagohnology system was being launched.
Every individual was forced to learn how the nevsteyn functioned or risk performing
poorly during the end of year performance revielse good performers were rewarded
through salary increment and bonus. Those employesdid not perform well were not

ignored but were put on a performance improvemizmt. p

Third, the management realized that in order tocessfully implement change, it was
necessary to avoid circumstances in which emplolgsd®d faith in the management. Firstly,
there were times when change was implemented baisetireats from management. The
organization should have aimed at avoiding thréatsorder to encourage trust from

employees. The management should foster cooperagiveen them and junior employees.
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Through cooperation, there will be synergy whichswees that change is successfully
implemented. Management should also aim at leattisgmplementation of change to the

end. This would show their commitment to the changece the employees would believe in
the change.

Some of the challenges experienced during the eangnagement of Barclays Bank of
Kenya were resistance to the change. This was rfstamce found in the long serving

employees. There was also misunderstanding by sammdoyees on the intention of the

change due to lack of proper communication. Lackaufperation between management and
junior employees was also a challenge which aftette trust of the employees towards the
effectiveness of the change. This also affectedl@yeps’ commitment to implementing

change.

This was a case study and therefore it may notdeel dor generalization purposes. The
corporate culture of Barclays bank of Kenya may bmtthe same with other organizations.
This is because other organizations may have diifecultures, competencies, resource
capabilities and structures thereby displayingedéht change management practices.

The study may also have some weaknesses inheremsimg interview guides for data

collection purposes. First is the misinterpretat@nwords by respondents. This results in
some answers which reflect an ideal situation rathan the actual occurrence. Some
respondents may also have withheld some informatiwich is important for the study. There
was also bias as some respondents were not willingjve information which might give

negative reputation of the organization to the jubl

Time constraint was also another limitation whigsuited in having some managers very
busy and not willing to give the researcher enotigie to probe further for in-depth

information. Most of the respondents postponedréisearcher till when they were available
for the interview to be carried out. The researclas also limited to the time allocated to

complete the study.

The respondents were from a financial institutiol & was difficult to obtain some crucial
information which they termed as confidential. lsmhus difficult to get some respondents
respond to such questions. The researcher had tmalt@®us not to appear to be getting
classified information to give to a competitor filog making the respondents understand that

it was an academic research project.

5.3 Recommendations

36



It is clear from the study that change managemeetlto be understood by managers in order
to identify the change management practices aradsdtermine the factors affecting change
management. It is also important for managemenerteure that change is introduced
systematically and well spread over time to allb employees to be ready for the change.
Further research could be conducted in differegiaoizations since they have different
cultures, management styles and resource capediliifhe study was conducted on a
multinational firm and it would be necessary todsteahange management practices in a local
firm to find out if there are any differences. Titaxhally, change has been viewed in a
negative context and it is recommended that furtlessearch be done to find out how

organizations can positively leverage on this phegron to create competitive advantage.

It is important for organizations going through wba to consider the following three
recommendations. First, management needs to medan order to acquire skills in change
management. Outsourcing could also be done wheairceskills are not available within the
organization. There is need for trained counsdltsandle stress of employees as a result of
a change. This is because people prefer theirssigio and are not willing to welcome

change.

Secondly, employee participation in the change ggeds also important. This is effectively
addressing peoples’ concerns during the changeegsod his prevents an organization from
losing experienced, hardworking and knowledgeabipleyees who would have otherwise
been costly to replace in the long run. When engssyparticipate in the change, they have
faith and confidence in the management that thengdawill have benefits for the

organization.

Thirdly, it is essential that managers clearly iifgnfactors affecting change management
practices. According to management of Barclays lidrikenya, loss of job security was one

of the factors that negatively affected change mament. The management should practice
job rotation to ensure that employees have mulsgl#s such that an employee can perform
more than one task. This would be the solutionotoes of the workers whose jobs would be

rendered irrelevant with the introduction of thevriaformation technology system.
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APPENDIX
Appendix 1: Interview Guide
Instruction: To be answered by top and middle marsagt Barclays Bank of Kenya.

Section 1: Personal Details

1. Position in the company -------=--=-==mmmm e -

2. Years Of @XPeri@NCE --=-===nnmmnmmmmmmm oo oo

Section 2: Change Management

1. What changes are you aware of in your organization?2--------------=----=--=----m-----

2. How do you describe the forces of change in yowanization? Do they arise

internally such as change in employer needs orrmaitg, such as change in

technology? ------------- e
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4. What are some instances where change can geneegerekistance in people and in

organizations, thus making it impossible to implemarganizational improvements? -

5. Strategic change is the movement of a company dweay its present state toward
some desired future state to increase its comyetddvantage. What instances of

strategic change have occurred at Barclays Bamenfa? ------------------------ooeee--

Section 3: Change Management Practices

6. Change is based on redefining and reinterpretinigtieg norms and values, and

developing people’s commitments to new ones. ks ghihere?

7. At times, change is a systematic and organizedteaffo the part of the organizations
to anticipate and bring about changes, to be abheeet the future requirements is this
so at Barclays Bank of Kenya? -----
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8. Are there instances where individuals are forcedhange, whether by reward or by

punishment? ------------ e

9. Does the management make an effort in ensuringtieathange is successful? If yes,

how have they managed to do this? Kindly give eXampf the methods that they

have USed. -—-----rmmmmmmmmmmmmmmccc e mmmm e

11.Sometimes, change may involve restructuring thammation and employees may be

transferred out of their work locations. Have y@ereexperienced such? ----------------

12.In your own opinion, how would you describe the ro management practice at

Barclays Bank of Kenya?
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Section 4: Factors Affecting Change Management
13. Loss of job security is one of the major factdvattevery employee would not accept.

Are there such instances in this organization?---—----------

14.Does your organization simply carry out the intehdbange for instance by adding

products or services or does it adopt a more faative approach through flexibility

and open communication? ----=-=====mmmmmmmmm e

16.Do you have change management software with caligiom tools which ensures

effective communication at Barclays Bank?
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17.Sometimes employees feel stressed because ofdhgehthat occur in organizations.

How is this challenge addressed? ettt EEE

18.In your own opinion, what are the benefits realizedyour change management

PracCtiCeS? =-----=mmmmmm oo

19. Communicating change is important during change agament do you consider

dOING SO? ==mmmmmmmm e e

20.Are there any challenges experienced in your changeagement practice? If yes,

please describe them. ----------mmmmmmmeeee e

21.Do you consider change as positive or negativé®organization, please explain. ---
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22.When the employees are well informed about thetfiouoming change, they may

resist it if there are some perceived flaws or vmeakes. Is this true? If yes, tell me

YOUI EXPEIIENCE, ==n=mmmmmmmmmmmmmmm e

23.Are there circumstances in which employee lackfait the management? How does

this affect change management? --------------=-m-emmemmne--

24.Does management make an effort in ensuring thathla@ge is successful? If yes,

how have they managed to do this? Give examplédseaiethods they have used.-----

25.Are employees involved in the initiation or implemation stage of the change

process? Please explain how this happens.

26.Do you have some occasions where people are imfgbto accept change? Such as

through promise of salary increment and promotieRs?--------=--=-====mmmmcmmmmnmee-
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27.How have the following factors influenced the chamganagement practices?

i) Resistance to change e
i) _C_:_u_lture _________
i) :I:;:-_amwork ______ - _____
iv) _L::-_adership ______ - _____
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