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ABSTRACT

Organizations, whether for profit or non-profitjyate or public have found it necessary
in recent years to engage in strategic managemmeotder to achieve their corporate
goals. The environments in which they operate hlbseome not only increasingly
uncertain but also more tightly interconnected (Mdg, 2005). This means that
organization’s managers are required to think egjiadlly as never before, need to
translate their insight into effective strategiescbpe with their changed environments
and to develop rationales necessary to lay thenglwark for adopting and implementing
strategic decisions in this ever changing enviromm8&trategy implementation is that
process through which strategy is translated ictoma and results achieved. It involves
acting on what has to be done internally to put¢hesen or formulated strategy into
place and achieve the targeted results. This casgdy sis about the strategy
implementation process at Tetra Pak (K) Ltd whdsjedaive is to determine the process
of implementing strategy at Tetra Pak (K) Ltd autig the challenges involved in the
process and how the organization deals with theabenges. The research methodology
entitled qualitative research method to understatrdtegy implementation process,
challenges and responses to these challenges rat Hek (K) Ltd. Primary data was
collected by interviewing management staff. Theadaas then analysed using content
analysis. The study established that Tetra Pakt{Kinstitutionalized the global strategy
to fit into the local market conditions. It alsoseined proper understanding of the strategy
by the functional heads who would in turn tricklench the strategy to their teams. The
study also showed that Tetra Pak had adopted dnatim tool to track achievements of
the strategic objectives. The study however shatatiTetra Pak (K) Itd has had a fair
share of challenges in these process which inctalé turnover, resistance to change,
short term job assignments, organizational cultanel structure, customer strategy
misalignment among others. From the study findiigdra Pak has responded to these
challenges through initiatives that include stafc@ession planning, incorporating a
communication department, organizational restructurand customer process re
alignments. The researcher has recommended invelveaf local market participation
in the strategy formulation process. This is toamde ownership of the strategy as well
as ensure that the strategy is aligned to the lneaket environment. The researcher also
recommends stronger alignments within the valueinch@ocess which includes
suppliers, government, customers and end consuasetise directly or indirectly affect
realization of the strategic objectives. This studs also given the limitations of the
research which are minimal commitment from someaerdents due to their busy
schedules and lack of other stake holder viewslokeer level staff. The researcher has
recommended a study on the players within the dachestry other thank Tetra Pak (K)
Limited.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the study

Organizations, whether for profit or non-profitjyate or public have found it necessary
to engage in strategic management in order to weehtbeir corporate goals. The
environments in which they operate have becomenigtincreasingly uncertain but also
more tightly interconnected (Machuki, 2005). Thigans that organization’s managers
are required to think strategically as never beforeed to translate their insight into
effective strategies to cope with their changedirenments and to develop rationales
necessary to lay the groundwork for adopting anglementing strategic plans in this

ever changing environment.

Strategy is the determination of the basic goals$ @pjectives of an organization, the
adoption of the courses of action and allocatiomesburces necessary to carry out the
goals. It is a blue print of actions to be donaimorganization arising out of the need to
achieve certain organizational goals. Strategicistns are a critical element in
organizational functioning but whereas most orgations have good strategies,
successful strategy implementation remains a majballenge. The notion of
implementing strategies might seem quite straigimvard but implementing already
formulated strategies is not easy. Transformingtsgies into action is a far more
complex, difficult and challenging undertaking athérefore not as straight forward as

one would think (Aaltonen and lkavalko, 2001). Besm implementation of strategies



remains the greatest bottleneck, many organizawasnot able to address their goals

adequately (Machuki, 2005).

Although the literature on strategy implementai®growing, it is not so well developed
as the literature on strategy formulation (Certd &eter 1991). This is because strategy
formulation has received considerable attentiotheplanning literature as compared to
strategy implementation. It is important to notattlhe success of any organization
depends on the effective implementation of strategcisions (Certo and Peter 1991).
The process plays a vital role in the attainmerntavporate objectives of a firm. Without
the effective implementation of strategies orgatnire are unable to reap the benefits of
performing an organizational analysis, establishiogyanizational direction and
formulating organizational strategy .It is saidttiiae most elegantly conceived, most

precisely articulated strategy is virtually wortsdeunless it is implemented successfully.

It is important for managers to understand all thetors and issues that affect the
implementation process of the strategic decisi@fsimportance is to note that in the
business world many strategies fail because of Gckonsistency among the chosen
strategy, organization structure, leadership stydeganization culture, reward systems,
organization capabilities, and external environmantong other factors. Successful
implementation requires that the strategy, the mimgdion, the people and their
relationships, the systems and the proceduresllaakgaed and made to work towards a

common goal. This research focuses on strategyemghtation process at Tetra Pak (k)



Limited. The organization formulated and documendedumber of strategies into a

strategic plan that will position the organizatwall in the ever changing environment.

1.1.1 Strategic management process

Strategic management can be defined as the protdssmulating, implementing and
evaluating business strategies to achieve futurgcobes. Strategic management
provides the basic direction and framework withiniatr all organizations activities take
place. It enables companies to implement changes l#ad to improvements in
performance (Pearce and Robinson, 1997).Strateggnes of the most significant
concepts to emerge in the subject of managemehasitemerged as a critical input to
organizational success and has come in handy asel dot deal with uncertainties that
organizations face. As strategy development isecdritased, strategic priorities need to

be understood in terms of the particular contexheforganization.

Strategy is a multidimensional concept that is hartde defined in a few words. Certain
aspects of strategy however have been identifieddoypus authors. Strategy is a game
plan that management has for positioning the companits chosen market arena
(Thompson and Strickland 1989). Grant (1998) semategy as a vehicle for

communication and coordination within the organaat He states that strategy guides
management decisions towards superior performanceediablishing competitive

advantage. This enables the company to competessfatly and please its customers

while achieving good business performance.



1.1.2 Strategy implementation process

Strategy implementation is one of the componentstrategic management and refers to
a set of decisions and actions that result in tme@ilation and implementation of long-
term plans designed to achieve organizational tibgs(Pearce and Robinson, 1997). Its
purpose is to complete the transition from stratgd@nning to strategic management by
incorporating adopted strategies throughout thevesit system (Bryson, 1995). Strategy
implementation is concerned with both planning ow lthe choice of strategy can be put
into effect, and managing the changes required /V2600).The nature of strategy is
formulation and implementation. Mintzberg (1978Y¥ided strategy implementation as
carrying out predetermined strategic plans. DavRDO(Q) states that, strategy
implementation is an activity which focuses on @é@ncy in organizations. It is an
operational process that requires special motimaditd leadership skills; it requires good
coordination among few individuals and managingésrduring action. Thompson and
Strickland (2001) stress that strategy implemeoatentails converting organization
strategic plan into action then into results. ®ggtimplementation is the process by
which strategies are realized. Various implemeaatiactors such as leadership,
structure, culture, communication, technology aodtiol systems are put in place at this
point. Implementation of strategy involves a seonésctivities which varies depending
on various authors and researchers. Thompson arkl&id (2001) outline principal
tasks of strategy implementation to include; buidda capable organization, allocating
ample resources to strategy critical activitiedalesshing strategy supportive policies
and procedures, instituting best practices and amesims for continuous improvement,

relying on middle and lower level managers to petgs done, installing support systems



enabling personnel to carry out their strategiesosuccessfully, tying rewards and
incentives tightly to achievement of key objectivei®ating a strategy supportive culture

and exerting strategic leadership.

Planning is the exercise by which organizationgmheine what they want to achieve and
how they could achieve it. Chandler (1962) defis&dtegic planning as determining the
basic long-term objectives and the adoption of sesirof action and allocation of
resources necessary for carrying out those goalsrcB and Robinson (2006), say that
strategic planning examines the types of long-rasigectives and specify the quality of
objectives and must provide basis for direction enaluation. They summarize and state
that it is what a company does and how it actuptigitions itself commercially and
conducts its competitive battles. Thus, it involad®osing how best to respond to the

circumstances of a dynamic and sometimes hostie@ment.

According to Pierce and Robinson (2005), strategglémentation involves translating
strategies into guidelines for daily operation®ajanization members, aligning strategy
with the organization to become one i.e. organmratialues, beliefs and tone, and in
implementing the strategy, the organization marsegearst direct and control actions and
outcomes , and adjust to change. They identify than elements of strategy
implementation as strategy guidelines, adjustingucsires to be conducive to

implementation of strategy and putting control nuees in place to ensure compliance.



1.1.3 Challengesin implementing strategy

Successful strategy formulation does not guarasteeessful strategy implementation.
Challenges that occur during the implementatiorcgse of a strategy are an important
area of research because even the best stratedg m®uneffective if not implemented

successfully. The transition from strategy forntiola to strategy implementation

requires a shift in responsibility from strategigsdivisional and functional managers.
According to David (1997), implementation challesgan arise because of this shift in
responsibility, especially if strategy formulatidecisions come as a surprise to middle

and lower level managers.

The most important problem experienced in strategplementation in many cases is the
lack of sufficient communication. Aaltonen and Ikéko (2001) state that the amount of
strategic communication in most of the organizatias large, both written and oral
communication is used in form of top down commutices. However, a great amount
of information does not guarantee understandingtheck is still much to be done in the
field of communicating strategies. According to Wg8000), communication should be
two way so that it can provide information to impeounderstanding, responsibility and
to motivate staff. Before any strategy is impleneentit must be clearly understood.
According to Byerst al (1996), clear understanding of a strategy givapgsae to the
activities of each employee and allows them to Vitiatever task is at hand to the overall
organization direction. Aaltonen and Ikavalko (2)(dsserts that lack of understanding
of a strategy is one of the obstacles of strategylementation as it is difficult to apply

these strategic issues in the day to day deciseking.



Okumu (2003) found that the main barriers to thelementation of strategies include
lack of coordination and support from other lew@isnanagement, resistance from lower
levels and poor planning of activities. Corporatéture is another challenge in strategy
implementation as deep rooted cultures tends tstrelsange. Creating an organizational
culture, which is fully harmonized with strategitap, offers a strong challenge to the
strategy implementer’'s leadership abilities. AosEO9Q) observes that lack of
compatibility between strategy and culture can leatigh organizational resistance to
change and de-motivation, which can in turn frustthe strategy implementation effort.
Organizational politics is another challenge. Orgation politics are tactics that strategic
managers engage in to obtain and use power tcemfki organization goals and change
strategy and structure to further their own intex€slill and Jones, 1999). Wang (2000),
states that it is important to overcome the reststaf powerful groups because they may

regard the change caused by new strategy as & thrib&ir own power.

According to Aosa (1992), companies which mainteamious links between strategy
development and implementation are more successfuinplementing strategy than
those not maintaining such links. He further obesrthat companies experience various
problems in implementing strategic decisions whicbludes; implementation taking
more time than was originally allocated; uncona@ble factors in the external
environment having adverse impact on implementatiaajor obstacles surfacing during
implementation that had not been identified betwead; competing activities and crisis

distracting attention from implementing the stratedecision; key implementation tasks



not being defined in enough details; inadequateurees and ineffective coordination of

implementation activities.

1.1.4 Food packaging industry

Packaging is an essential part of a long term mergal development process to reduce
losses, that will have to employ a blend of techgms and processes (Olsmats and
Wallteg, 2009). About one billion people were ligim hunger across the globe in 2009,
which was about 100 million people more than thé&I[@vel (World Summit on Food
Security, 2009). While addressing global hungeough further investment in food
production is a welcome move, it should be complaea with a food loss reduction
strategy, as reducing losses is among the mosisabte alternatives to increasing food
production (Unep/Grid-Arendal, 2010) and is a wayatlvance food security as well as

to feed the hungry.

The global food packaging industry has a lot totcbate not only in addressing food
losses but also in ensuring food safety as wedrdmancing global food trade, which is a
key to economic development of varying economieskBging is not only designed to
preserve but also to protect the contents. Fookagmmeg protects the food from
biological, chemical and physical agents that amlvgh of bacteria leading to spoilage.
In the current age, there is high focus on hygiasea prevention measure against

diseases which has given rise to growth in the feeckaging industry.



Food Packaging Industry derives its strength friv@ large volume of agricultural
production, the steady growth in food commoditiaed #he continually increasing food
demand fuelled by rising incomes. As many prodegfsorted to the developed countries
are already processed at the point of origin, #ahd for these to be packaged in retail
friendly form is on the rise and this is an oppoity for the developing economies to
take advantage of. Communication has also play&dagr role in strengthening the
industry as packaging provides a media for comnatimg be it through graphics or text.
It is mandatory to include ingredients of the patKeod. A quality mark from a

reputable body has also become key to giving coessiconfidence of the product.

In Kenya Food and packaging industry is consideaigdificant in the economic sector
of the country. The trade sector plays a crucid towards attainment of national
development objectives particularly as envisagedhgy vision 2030 and in addition,
realization of the Millenium Development Goals (MB)GThe main players within this
industry include Tetra Pak (K) Limited, Generalrfers Limited, Chandaria Group, East
African Packaging Limited, Autolitho Industries, dhd?ak Industries, Cosmo Plastics

Kenya Limited as well as Packaging and Allied Lol

115 TetraPak (K) limited
Tetra Pak (K) Ltd was founded in 1929 by Dr. RuB&using and Erik Akerlund during
the year of Wall Street stock market crash thgg#red the great depression. It was the

first Scandinavia’s specialized factory for packagin Sweden. The firm by then was



called Akerlund and Rausing, which was to become oh the largest packaging

manufacturers in Europe. In 1950 the firm was ipooated as Tetra Pak (K) Ltd.

Tetra Pak (K) Ltd serves nine food packaging caiegonamely dairy, soy and dairy
alternatives, juice and drinks, wines and spirtsese, ice cream, food, pet food and
whey powder. This is done through the supply ohtedogically advanced and cost
efficient processing and packaging machines as agefpackaging materials. This is all
carried out with Tetra Pak (K) Ltd’s environmengmal in check which is to run the
business in an environmentally sound and sustanaihnner focusing on climate

change, renewability/forestry and recycling. (wvetrapak.com)

In 1955, Tetra Pak opened its office in Nairobi iaras a full market company with a
packaging materials factory. The office is in cleaf Uganda, Rwanda, Burundi and
Eritrea which form the Great Lakes region, Madagas8eychelles, Mauritius and the
Comoros’ Island which form the Islands region aastlly Tanzania and Kenya. Tetra Pak
(K) Limited serves in four main categories for bpickaging and equipments i.e. Juice

and drinks, wines and spirits, dairy and soy andyddternatives.

Tetra Pak (K) Ltd has developed its Strategic #8t0/2020 after realizing that time
has taken its toll and the business is now likeeay wvell-built house in need of

renovation. This is because the conditions are gihgnand there is need to get things
sorted before the storms set in. The 2010/202@eglyas to address growth, innovation,

environment and performance. The organization targegrow in all markets, accelerate
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value driven innovations, drive environmental elaate and strengthen operational
performance by 2020. Looking ahead, the organimatieed a new approach to adapt
faster to a changing world, with greater compatittmd more demanding customers and

consumers.

1.2 Resear ch problem

A good strategy is only as good as if it is sucltdlssimplemented. This is what will
guarantee us the expected results emanating freralladeveloped strategy. However,
most well known authors including Porter, Ansoffinltberg and other classic strategy
authors are more focused on the articulation aneldpment of strategy (Tai, 2007).
According to Certo and Peter (1991) the succesangforganization, depends on the

successful implementation of its strategic decision

Whereas most organizations have good strategiest Huccessful implementation
remains a challenge. Strategy implementation happerbe a challenging and delicate
affair as it involves delicate tasks including rnes@® mobilization, cultural changes,
technological changes, system and process chategeiership changes among others
(Kibe 2008). Aaltonen and lkavalko (2001) stateat tinansforming strategies into action
is a far more complex, difficult and challengingdentaking compared to formulation.
According to Mintzenberg and Quins (1991), 90%wedl formulated strategies fail at

implementation stage.

The global food packaging industry has a lot totdbate not only in addressing food
losses but also in ensuring food safety as wedindgncing global food trade. This is key

11



to economic development of varying economies anterso the Kenyan economy. A lot
of food is wasted during the rainy season and dutlie dry period communities in arid

areas are hunger stricken.

Tetra Pak (k) Ltd has developed its 2010/2020eggratplan and its strategic priorities to
be implemented are growth, innovation, environnard performance. The organization
wants to grow in all markets by strengthening tleecbusiness, through growth
extensions including building technical service ibass, extending the organizations’
leadership position in processing, growing ambigftra Heat Treated processed milk)
through product leadership and driving profitablevgh in Tetra recart package and

through effective deployment of products and se&wic

The organization has also recognized the needdelexate value driven innovation that
delivers value for money to customers in a fadtetter and cheaper way. This will be of
great importance in giving it a competitive advgetan the food packaging industry. The
organization aims to start with development of sahle designs as well as the deeper in
the pyramid project which aims at reaching the pp¢al “kadogo” economy with

affordable portion packs.

The other strategy pillar is to drive organizatiora&cellence to be achieved through
reduced environmental footprint across the valwmhdeveloping sustainable products
and increasing recycling. In the year 2012 Tetra (Ra Ltd’s recycling rate was 22.9%

and the goal is to have a recycling rate of 4092@30.

12



Several studies have been done to establish #egyrimplementation process taken by
organisations. Kibe (2008) studied strategy impletaigon at Equity Bank Limited,
Wachira (2003) studies strategy implementationdase of East Africa Cable Limited,
Muthuiya (2004) studies strategy implementation atsd challenges in Non-profit
organisations in Kenya, Koske (2003) studied siiatenplementation and its challenges
in public corporations the case of Telkom Kenya ikéh, Mutisya (2011) studied the

responses of Tetra Pak Limited to changes in ther&mment.

Whereas all these studies have been carried oytreavdous study has been carried out
on the strategy implementation process at Tetra(Bakimited, and also within the food
processing and packaging industry in relation ® shme topic. Time has also elapsed
since these studies were done. It is this gapithdte motivation for undertaking this
research work that will give us the opportunity understand what is the process of

implementing strategy by Tetra Pak limited?

1.3 Objectives of the study

The objectives of this study were:-

0] To determine the process of implementing stratggyedira Pak; and

(i) To establish the challenges involved in the proeesshow the organization deals

with those challenges

13



1.4 Value of the study

The study will be important in that first, it is gected to enlighten the management of
Tetra Pak (K) Ltd in reviewing their strategy implentation process and establishing
challenges and the mechanisms of overcoming thieakenges. This will eventually
enhance strategic performance and serve as a solireference for future strategies
being formulated. The result will act as a guidelto Tetra Pak (K) Ltd in dealing with

challenges of strategy implementation in the preaed the future.

Other organizations and especially food packagind processing value chain can
borrow from this research to also implement thérategies and in identifying and
dealing with strategy implementation challengestii@academia and other researchers,
the findings will serve as a data bank. The findingll add to the existing body of
knowledge and will be useful to the academic redeas who seek to establish possible

causes of failure of strategy at implementatiorel@v other organizations.
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CHAPTER TWO

LITERATURE REVIEW
2.1 Introduction
This chapter discusses the literature review thinahgoretical review as well as past
research projects. We shall discuss the concegitategy, strategic management and
implementation as well as strategy implementatiwailenge and responses to these

challenges.

2.2 Theoretical foundation

Strategy is understood as long range planning large number of studies (e.g. Porter,
1996; Johnson and Scholes, 2002). Long range pigrailiows an organization to build

unique capabilities and skills, to clarify goalsdgmolicies of the company and allocate
resources tailored to its strategy. In strategy agament, two relevant perspectives still
coexist in understanding how firms deploy scarceoueces to create superior value.
These two perspectives are the resource-basedaridwhe activity-based view (Porter,
1985, 1996). The two are complementary. The resebased view focuses on what the

firm has, whereas the activity-based view focusewhbat the firm does.

In accordance with Grant (1998), a key common idigr& in all business success stories
is the presence of a soundly formulated and effelstiimplemented strategy. The
resource based view defines a firm in terms of vithigt capable of doing. According to
(Quinn, 1992) this offers a more durable stratdigisis than a definition based upon the

needs which the business seeks to satisfy. Resouanee inputs into the production
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process and they can be tangible or intangiblen{jtd4992). Capabilities on the other

hand may be understood as the way resources, dadedt processes are combined and
used (Teece et al., 1997) Tangible resources aibleji traceable, and easy to identify
and evaluate. They include the financial and playsassets that are identified and valued
in a firm’s financial statements, such as capii@tiories, machines, raw materials and
land. Intangible resources are generally moredtiffito measure, evaluate, and transfer.
They include skills, knowledge, relationships, mation, culture, technology, and

competencies among others.

The activity-based view has mainly been concernigdl seeing firms as value chains that
create value by transforming a set of inputs intwerrefined output (Porter 1985). The
business value chain can be divided into the intiowaand operation process. The
innovation process is made up of product designpanduct development, whereas the

operations process is made up of manufacturingketiag, and post-sale service.

2.3 Concept of strategy

All organizations are environment dependent; thegethd on the environment for their
inputs and outputs. Every firm should thereforeehawcompetitive strategy which relates
it to the environment and enables it to maintafit between itself and the environment.
Every organization is established with specificlg@ad objectives in mind. For business
organizations, three economic goals guide theategiic direction, whether or not they
are explicitly stated in their mission statemenhe3e are survival, growth and

profitability. However, organizations operate iglyamic environment and they need to

16



adapt and respond appropriately, hence the neestrfategic management (Pearce and

Robinson, 2003).

Strategy is the determination of the basic goal$ alnjectives of an organization, the
adoption of the courses of action and allocatiomesburces necessary to carry out the
goals. It is a blue print of actions to be donamorganization arising out of the need to
achieve certain organizational goals. Organizatiamsether for profit or non-profit,
private or public have found it necessary in recgaars to engage in strategic
management in order to achieve their corporatesgddle environments in which they
operate have become not only increasingly uncetairalso more tightly interconnected
(Machuki, 2005). This means that organization’s agmms are required to think
strategically as never before, need to translad@ thsight into effective strategies to
cope with their changed environments and to devedtipnales necessary to lay the
groundwork for adopting and implementing strategians in this ever changing
environment. According to Pearce and Robinson (987 order for organization to

achieve their goals and objectives, it is necesiarghem to adjust to their environment.

Strategy is a unifying theme that gives cohereacd direction to the actions and
decisions of an organization. It guides an orgdimmato superior performance by
helping it establish competitive advantage (Gra®®8). Strategy acts as vehicle for
communication and coordination within the organaat Strategy is a multidimensional
concept that is hard to be defined in a few wor8gategy is a game plan that

management has for positioning the company inhtsen market arena (Thompson and
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Strickland 1998, Anderson 1999). Grant (1998) se&wmtegy as a vehicle for
communication and coordination within the organaat He states that strategy guides
management decisions towards superior performanceediablishing competitive
advantage. This enables the company to competessfatly and please its customers

while achieving good business performance.

Johnson and Scholes (2003) on the other hand is#egst as the direction and scope of
an organization over a long term. They argue thategyy achieves advantage for the
organization through its configuration of resourgethin the changing environment to

meet the needs of the market, and fulfill stakebisdexpectations. Chandler (1962) in
his definition of strategy states that strategthes determination of basic long term goals
and objectives of the enterprise and adoption afsmof action. Hence strategy helps in

the allocation of resources necessary for carrgimghose goals.

2.4 Strategic management process

Strategy implementation is one of the componentstrategic management and refers to
a set of decisions and actions that result in tme@ilation and implementation of long-
term plans designed to achieve organizational tibgs: (Pearce and Robinson, 1997).
Strategic management is the process of formulatinghlementing and evaluating
business strategies to achieve future objectivigategjic management provides the basic
direction and framework within which all organizats activities take place. It enables
companies to implement changes that lead to impnewts in performance (Pearce and

Robinson, 1997).Strategy is one of the most sigamfi concepts to emerge in the subject
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of management. It has emerged as a critical irgpotdganizational success and has come
in handy as a tool to deal with uncertainties tbagjanizations face. As strategy
development is context based, strategic prioriiesd to be understood in terms of the

particular context of the organization.

Thompson and Strickland (2001) defined strategioagament as a managerial process
of forming a strategic vision, setting objectivesafting a strategy, implementing and
executing the strategy and then overtime initiatntatever corrective adjustment in the
vision, objectives, strategy and execution as deerappropriate. Thus, strategic
management has two phases namely; planning ancenmepitation. Planning is the
exercise by which organizations determine what thiagt to achieve and how they could
achieve it. Chandler (1962) defined strategic plagas determining the basic long-term
objectives and the adoption of courses of actiahalocation of resources necessary for
carrying out those goals. Pearce and Robinson {199 that strategic planning
examines the types of long-range objectives andifspthe quality of objectives and
must provide basis for direction and evaluationeyfeummarize and state that it is what
a company does and how it actually positions iteelinmercially and conducts its
competitive battles. Thus, it involves choosing hosst to respond to the circumstances

of a dynamic and sometimes hostile environment.

2.5 Strategy implementation process
Strategy implementation is the second part of egiatmanagement. Mintzberg (1978)

defined strategy implementation as carrying outderermined strategic plans. David
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(2001) states that, strategy implementation is@ivity which focuses on efficiency in

organizations. It is an operational process thaiires special motivation and leadership
skills; it requires good coordination among fewiunduals and managing forces during
action. Implementation of strategy involves a soéactivities which varies depending
on various authors and researchers. Thompson arkl&id (2001) outline principal

tasks of strategy implementation to include; buidda capable organization, allocating
ample resources to strategy critical activitiedal@igshing strategy supportive policies
and procedures, instituting best practices and am@sims for continuous improvement,
relying on middle and lower level managers to betgs done, installing support systems
enabling personnel to carry out their strategiesosuccessfully, tying rewards and
incentives tightly to achievement of key objectivei®ating a strategy supportive culture

and exerting strategic leadership.

Aosa (1992) observed that strategy implementatodikely to be successful when
congruence is achieved between several elementscybarly organization structure,

culture, resource allocation systems and leadershMphout this congruence major
challenges are bound to arise in the process afegly implementation. Organizations
effective at strategy implementation successfuljnage six strategy supporting factors:
action planning, organization structure, human uesgs, annual business plans,
monitoring and control, and linkage. According tarl@nson (2005), the three strategy
realization essential elements are motivationaldeship turning strategy into action and
performance management. According to Aosa (1992)eostrategies have been

developed, they need to be implemented; they ar® ofalue unless they are effectively
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translated into action. A brilliant strategy thanhaot be implemented creates no value to
the organization. Effective implementation beginsimg strategy formulation. Strategy
implementation results when organization, resowand actions are tied to strategic
priorities. Key success factors should then be titied and aligned to performance

measures and reporting (Koske, 2003).

An excellent implementation plan will not only cauthe success of an appropriate
strategy, but can also rescue an inappropriatéegyralHunger and Wheelen, 1994).
Aaltonen and lkavalko (2001) argue that transfogrstrategies into action is a far more
complex and difficult task. Implementation of ségy does not therefore automatically
follow strategy formulation; it exhibits its own sigtance, which can invalidate the
planning efforts (Ansoff and McDonnel, 1990). Hmbk (2005) asserts that top
executives are skilled at developing strategy, dmiting plans in motion is where they
fall down. Strategy implementation is therefore atal to effective management
(McCarthy et al, 1996). The problems of strategyplementation relate to situation or
processes that are unique to a particular orgaoiz&ven though some problems are
common to all organizations. The key decision mak&tould therefore pay regular
attention to the implementation process in orddbtmis attention on any difficulties and

on how to address them (Muthuiya, 2004).

The global food packaging industry has a lot totgbate not only in addressing food
losses but also in ensuring food safety as wedrdmancing global food trade, which is a

key to economic development of varying economies.
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2.6 Challenges of strategy implementation

Despite the fact that challenges to successfakegjy implementation have not been
widely investigated, there are some issues that kavfaced in many studies. Successful
strategy formulation does not guarantee successfategy implementation. It is always
more difficult to do something, that is, strategyplementation, than to say you are going
to do it, that is, strategy formulation (David, 99 The transition from strategy
formulation to strategy implementation requireshdtsn responsibility from strategists
to divisional and functional managers. According David (1997), implementation
challenges can arise because of this shift in respiity, especially if strategy

formulation decisions come as a surprise to middk lower level managers.

Thompson and Strickland (2001) state that strategyementation challenge is to create
a series of tight fits between strategy and thammations competences; capabilities and
structure, between strategy and budgetary allatatietween strategy and policy,
between strategy and internal support system, legt\weategy and reward structure, and
between strategy and corporate culture. The fooft™$ (Staff, Style, Shared values and
Skills) are considered key to business successmidst important problem experienced
in strategy implementation in many cases is thé& lat sufficient communication.
Aaltonen and lkavalko (2001) state that the amaiirdtrategic communication in most
of the organizations is large, both written and ocemmunication is used, mostly in form
of top down communications. However, a great amoohtinformation does not
guarantee understanding and there is still mudietdone on the field of communicating

strategies. According to Wang (2000), communicasibauld be a two way so that it can
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provide information to improve understanding, respbility and to motivate staff. Also,
they argue that communication should not be seea asce off activity focusing on
announcing the strategy. It should be an ongoinigigcthroughout the implementation
process .In many cases it is not so and therefararanication still remains a challenge

to strategy implementation process.

Whilst the strategy should be chosen in a way itht the organization structure, the
process of matching structure to strategy is comfByars et al, 1996). The structure
that served the organization well at a certain sz not longer be appropriate for its
new or planned size. The existing structures andgsses in the organization support the
current ways of doing things and if the strategyicates that the organization need to
behave in different ways there is likely to be peots should the existing structures be
used to implement the changes (Campbell et al, 200 current structures may as well
distort and dilute the intended strategy to thenpaihere no discernable change takes
place. According to McCarthy et al (1996), creatthgt structure and the attendance
behavior changes is a formidable challenge. Thedorental challenge for managers is
the selection of the organization structure andtrots that will implement the chosen
strategies effectively. According to Wang (200@nisr managers might leave too soon
after the process has been started. When senioageenstep out of the picture, after
implementation begins, this undermines staffs camemt and enthusiasm for strategy.
According to Wang, staff often distrust new strgtegd prefer old and familiar situation.

Staff attitudes and perspectives go a long way tdsvaubverting the company’s plan.
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Resource insufficiency is another common strategplementation challenge. David
(2003) argues that allocating resources to padricdivisions and departments does not
mean that strategies will be successfully implemeénfThis is because a number of
factors commonly prohibit effective resource alkima These includes overprotection of
resources, too great emphasis on short-run finhmeiteria, organizational policies,
vague strategy targets, reluctant to take riskd, lank of sufficient knowledge. Also
established organizations may experience chang#geibusiness environment that can
make a large part of their resource base reduratahtinless they are able to dispose off
those redundant resources, they may be unable¢oufy sufficient funds to invest in the
new resources that are needed and their cost hdeewoo high (Johnson and Scholes,

2002).

Culturalimpact underestimation is yet another challenggtrategy implementation. The
implementation of a strategy often encounters rogging because of deep-rooted
cultural biases. It causes resistance to implermientaf new strategies especially in
organizations with defender cultures. This is beealhhey see change as threatening and
tend to favour “continuity and “security” (Wang, @@. It is the strategy maker’s
responsibility to choose a strategy that is conlpbatwith the “sacred” or unchangeable
parts of the prevailing corporate culture (Thompsma Strickland, 1989).Creating an
organization culture, which is fully harmonized hvistrategic plan, offers a strong
challenge to the strategy implementer’'s administealeadership abilities. Aosa (1992)

observes that lack of compatibility between strategnd culture can lead to high
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organizational resistance to change and de-mativativhich can in turn frustrate the

strategy implementation.

Changes do not implement themselves and it is pelyple that make them happen
(Bryson, 1995). Selecting people for key positibggutting a strong management team
with the right personal chemistry and mix of skils one of the first strategy

implementation steps (Thompson and Strickland 19883embling a capable team, they
point out is one of the first cornerstones of thrganization building task. Strategy

implementation must determine the kind of core gan@ent team they need to execute
the strategy and then find the right people toddch slot. Staffing issues can involve
hiring new people with new skills (Hunger and Wieegl2000). Bryson (1995) observes
that people’s intellect, creativity, skills, expmice and commitment are necessary in
creating order, culture, systems and structuressftitases and channels efforts towards
effective implementation. However, selecting abkogle for key position remains a

challenge to many organizations.

Resistance to change can also be considered thée ggneatest threat to successful
strategy implementation. Strategic change is tbe@ement of an organization from its
present state towards some desired future stanerease its competitive advantage (Hill
and Jones, 1999). The behavior of individuals w@tety determines the success or failure
of organizational endeavors and top managementecoed with strategy and its
implementation must realize this (Mc Carthy et1#196). Change may result to conflict

and resistance. People working in organizationsesiomes resist such proposals and
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make strategy difficult to implement (Lynch, 200This may be due to result of anxiety
to fear of economic loss, inconvenience, unceryaanid a break in normal social patterns

(David, 2003).

Organizational politics, unavoidable aspects remanother key challenge in strategy
implementation. Organization politics are tactibattstrategic managers engage in to
obtain and use power to influence organizationalggand change strategy and structure
to further their own interest (Hill and Jones, 1p9%ang (2000), states that it is
important to overcome the resistance of powerfolugs because they may regard the
change caused by new strategy as a threat to dleir power. Top level managers
constantly come into conflict over what the corngalicy decisions would be and power
struggles and coalition building is a major parstrategic decision making. According to
them, the challenge organization face is that tibermal structure of power always lags
behind changes in the environment because in derleeaenvironment changes faster

than the organization can respond.

2.7 Measuresto address the challenges to strategy implementation

Once strategies have been developed, they neeel tmgemented. Importantly, unless
they are successfully implemented, the organizatoeih not obtain desired results.
Successful strategy implementation involves empmgeothers to act on doing all the
things needed to put the strategy into place arekéaute it proficiently (Thompson and
Strickland, 1998). Bryson (1995) states that thestmmportant outcome that leaders,

managers and planners should aim from successaiégy implementation is real value
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added through goal achievement and increased stiglesh satisfaction. More than ever
before, organizations have realized that successfategy implementation depends on
various factors. Aosa (1992) observed that strategglementation is likely to be
successful when congruence is achieved betweenraseeéements of particular
importance includes; organization structure, celtwesource allocation, systems and

leadership (Aosa, 1992; Hunger and Wheelen, 1994).

It is important to align strategy with organizaticesources. Organizations have at least
four types of resources that can be used to acldeseed objectives namely; financial
resources, physical resources, human resourcestemhehological resources (David,
2003). Once a strategic option has been settleah (ipothe strategic selection stage)
management attention turns to evaluating the resoumplications of the strategy
(Campbell et al, 2002). The operating level mustehidne resources needed to carry out
each part of the strategic plan (Harvey, 1998)sHould therefore be possible to
implement strategies with the resources availahté inis not possible to implement a
strategy which requires more resources than cammbde available. According to
Aaltonen and lkavalko (2001), linking organizatibrgoal setting systems is very
essential in strategy implementation. Systems medinghe procedures, formal and
informal, that make the organization go day by day year by year; capital budgeting
systems, training systems, cost accounting proesgdand budgeting systems (Mintzberg
and Quinn, 1991). Organizational structures spetiéyallocation of responsibilities for
specific tasks. These activities need to be camigdefficiently because they reinforce

the implementation of strategy.
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The leadership of the organization should be at frefront in providing vision,
initiative, motivation and inspiration. The managermshould cultivate team spirit and
act as a catalyst in the whole strategy implemamtagirocess. As much as possible, the
leadership of the organization should fill relevgmsitions with qualified people
committed to the change efforts (Bryson, 1995).desship is needed for effective
implementation of strategy, as this will ensuret tihe organization effort is united and
directed towards achievement of its goals (Peantk Robinson, 1988). According to
Koske (2003), leadership is considered to be orieeomost important elements affecting

organizational performance.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter describes the research design, definesvariables and methods of
measurement that were applied and explains theenafuata that was used, sources and
collection methods as well as how the data was gas®Exl, analyzed and findings

reported.

3.2 Resear ch design

The study was conducted through the use of a ¢adg. Kithara (1990) defined a case
study as a very powerful form of qualitative an&yand involves a careful and complete
observation of a social unit, which may be a pergamily, an institution, a cultural

group or an entire community. Case study deals detth rather than breath of issues.

In this particular research, the case study gavanatepth account of the strategy
implementation process at Tetra Pak (k) Ltd, esthinlg challenges in the process and
how it responded to these challenges. The resesign has been successfully used by
other researchers carrying out similar studies (Wagq2003); Otieno (2004); Ndung'u

(2006); Ndonga, 2010).

3.3 Data collection
The study used both primary and secondary databtairo information on strategy

implementation process, establishing the challemyesived and remedial actions taken
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to deal with those challenges. Primary data waedeld by the use of an interview guide
that addressed different issues on strategy impl&atien process and challenges. The
researcher personally interviewed the interviewseas to have an opportunity to clarify
issues that arose during the interview and alsa gaiw information. The researcher
interviewed eight members of staff i.e. Financeecior, Marketing director, Human

resources director, Technical service director,c€seing Manager, Market controller,

Supply Chain Manager and the Factory Controller.

The researcher also used available information fibe secondary sources which
included the documented strategic plan 2010/202@umhented organization mission,
vision policies, and working manuals. This helpde tresearcher to add on the
information from the primary data. The informatitnom the secondary source also

helped in scrutinizing the responses from the ingégvees.

3.4 Data analysis

Data collected was analyzed using content analysthod. The approach allowed
meaning to be extracted from the information cadldc and was compared with the
theoretical approaches and documentations citéukititerature review. The method was
appropriate because most of the information cakkeras qualitative in nature; meaning

it required analytical understanding of the data.

Similar approaches were used by Wachira (2003) wlaerying out research on strategy
implementation at East African Cables Limited. Tdetent of the data collected was

examined critically to help in drawing conclusioii$ie conclusions were generalizations
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on the subject of the study and which drew hea#igm information on strategy

implementation process at Tetra Pak (k) Limited.
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CHAPTER FOUR

DATA ANALYSIS, RESULTSAND DISCUSSION

4.1 Introduction

This chapter discusses the analysis and resutteeahterview conducted to on the Tetra
Pak (K) limited management staff with regard to digectives of this study. It includes

the profile of the respondents, the strategy impletation process at Tetra Pak (K)
Limited, Challenges faced during the implementapoocess as well as remedial actions

taken to overcome these challenges.

4.2 Respondents profiles
Eight managers were interviewed namely Financectdire Marketing director, Human
resources director, Technical service director,c€seing Manager, Market controller,

Supply Chain Manager and the Factory Controller.

From the information gathered, most have over Hts/experience within Tetra Pak (K)
limited. Based on this it can therefore be assuried due to the experience and
understanding of the organization by most of th@agars, the more objective and well

informed would their responses be.

The study also revealed that on average the resptsmichad worked in their current
positions for more than six years with some havimge than ten years and others two

years. It was however noted that those who had edfkr less than two years were
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previously working within the Tetra Pak group ohgmanies from where they had been
transferred for their current assignments. It ¢erdfore be assumed that the respondents
had adequate experience in their areas of operdtihowever important to note that,
only a few had an academic background in strateganagement and hence the

likelihood of a non systematic approach in thetstgri@ management process.

4.3 Strategy implementation process at Tetra Pak (K) Itd

The respondents all knew about the Tetra Pak (K)sttategy which is called “Strategy
2020".

This study revealed that Tetra Pak (K) Ltd doeseamtirely formulate the strategy on its
own. Being a subsidiary of a multinational privaieganization, a global strategy is
formulated by the Global Leadership Team (GLT) whke input of the Cluster leaders
and trickled down to the market companies whicha Blak (K) Ltd is one of them. Tetra
Pak (K) Ltd is part of Sub-Saharan Africa clustdrieih comprises of East, West and
South African countries. The Sub-Saharan Africateuis under a cluster vice president
who supervises three market companies i.e. TetkgldalLtd which serves East Africa,
Tetra Pak West Africa which serves West Africanrdaes and Tetra Pak South Africa
which serves the southern part of the Africa caariin In this regard the respondents
indicated they were not involved directly in theastgy formulation process but

indirectly through the cluster leader.

The respondents indicated that they understooduhrent strategic plan and priorities of

Tetra Pak (K) limited. The study showed that whes global strategy for the cluster is
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deployed, the local market management is involvedeideploying this strategy to the
three Sub-Saharan Africa countries and institutinimg the same to suite the Tetra Pak
(K) Ltd market. The study shows therefore showg thea strategic implementation
process at Tetra Pak (K) Ltd is participatory whatke stakeholders are involved in

implementation, monitoring of progress and evabrati

This is done through further deployment at Fun&lidavel based on the strengths and
capabilities of the different functions within TetPak (K) Ltd. The functional heads then
educate their teams on the organizational strateglthey come up with a functional
strategy to help in achieving the total compangtsty. At this point they highlight their
different needs to achieve their functional strateq. training, staffing, policy changes,
and organizational culture changes among others. dite then addressed through the
responsible departments to ensure that all is wetllace. This is taken very seriously
and the Tetra Pak global office in some casesvates to absorb some costs that are

incurred to ensure proper implementation of thatsgic plans.

It was clear that through the management involveémenhe strategy deployment and
implementation process, they were able own theegfyaand run with it. It was also well

indicated that other staff in the departments pigite in the process by implementation
of the agreed action plans set in discussions Wigir managers and outlined in the
yearly action plans, provision of feedback on thegpess of the plans, highlighting and
or escalating on a timely manner challenges orramckes that are encountered and

adhering to the set policies and objectives amdhgrs. It was however clear that most
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of the respondents understood the organizatiortegiyamainly in relation to their
functions except for the Marketing and Finance @we who had internalized the total

organizational strategy.

The respondents were asked whether the organizai®iset key performance indicators
to evaluate the performance of the strategic plahg. findings showed that they had
both qualitative and quantitative key performanodidgators which had been set at both
individual and organizational levels. At organipatilevel, the company uses a balance
scorecard as a tool to measure and manage perfoem@he tool has a measure of the
activities of the different functions as alignedte company strategy. Ninety percent of
the measures are quantitative with ten percenttgtiaé. The tool is clearly understood
by the senior and middle level management and éawottion takes ownership and
responsibility of their stake in it. Different fumm@ns will have different weights in the
balance scorecard e.g. financials will have théaésgy weight followed by production and
innovations. The total balance scorecard then atdatcthe total origination performance.
It also was clear that individual year end perfanoea based bonus scheme is partly
determined by the performance of the company asuned in the balance scorecard.
These are yearly measures that are reviewed omrdedy basis and rated at the end of
the year. Any major deviations are analyzed in ldeptd recommendations given that
may lead to revision of the strategy or a changth@total strategy. This will mainly

happen if the contributing factors are beyond thagany’s control.
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At individual level, key performance indicators aeg for staff in liaison with their direct
managers in line with the functional strategy. Thieglude both qualitative and
guantitative measures as an addition include idd&i personal objectives to ensure not
only company satisfaction but also individual datison. These are one year measures
that are reviewed midyear and completed at the agnithe year through performance

rating.

The studies also sort to find out whether the eyges have the adequate skills required
that would enable the success in implementingesiras. The respondents indicated that
through the strategy deployment process from thabail level, the essential skills
required are identified and ways to enhance thethplaned. When the strategy is then
brought Tetra Pak (K) Ltd, and re deployed at fiomzl level, the functional heads
escalate the skill or training inadequacies in rtragpartments to the training and
education wing of the human resource departmententies are addressed. If the skill
had previously been earmarked as necessary atldglewa, trainings are set and
participants invited to attend. If not a local g@u is sought, i.e. either training or hiring

of wells skilled persons.

Asked about the strategy and structures as wedtrategy and technology, it was clear
that the structure that was in place was not sumgoto the strategy and had to be re
aligned for the successful implementation of theategyy. Priority was given to

organizational structure re alignments when it wealized that unless there was a
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supportive structure, the implementation could b®teffective. The structure was hence

changed to a more functional oriented and procegsrdstructure.

4.4 Challenges of strategy implementation at Tetra Pak (K) Ltd

To meet our second objective of the study, we soitlentify the challenges faced by
Tetra Pak (K) Ltd. The nature of the environmerdamwhich Tetra Pak (K) Ltd operates
is very challenging. This is more so due to the that their product sales are largely
determined by the uptake of their customer producthe market. They have got no
direct influence to the end consumer who is thenmdaiver of their business. Some of the
challenges identified in the course of this stuatyiude staff turnover, high interest rates,
short term international assignments, communicatiaesistance to change,

organizational structure among others.

4.4.1 Staff turnover

Competent, skilled and experienced staff are vessemtial for the success of any
strategy. High staff turnover was indicated as gomzhallenge at Tetra Pak (K) Ltd. The
organization has undergone structural changeshtdnat led to a more flat organization.
This has reduced the numerous growth opportuniigsn the organization. This led to

most of the experienced staff leaving the orgarwmah search for greener pastures.

This has been very expensive for the company whad®ology is quite unique in the
market. A lot of training is required for any nevaf§ in addition to recruitment costs.
There is also the image of the company that com&s perspective with potential

employees viewing the organization as quite vaatiid unstable.
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4.4.2 Short term assignments

The study showed that a number of managers ardh@ncompany for short term

assignments mainly ranging between two to threasyea others are sent out for the
same period of time. The period is not enough ttovio through a given strategy

satisfactorily up to the end. This has indeed dgifps in between the transition periods.
This has led to blame games when strategies are reamlized with shifts in

responsibilities.

These assignments are now being reduced to onlg wéry necessary and replaced with
permanent staff in these positions. The compangoisg away with expatriates and
instead only assigning international transfers owlyen really needed with proper
justification. A maximum period of service of inta@tional transfer is limited to two

years by which successful knowledge transfer shbalet been done to the market.

4.4.3 Organizational structure.

Most of the respondents indicated that the org&ioizal structure was very bureaucratic.
The main decisions could not be made within Tettla (K) Ltd. They had to be made at
cluster or Global level. This delayed decision mgkiprocess and at time led to
uninformed decisions that were not practical ongtand. These had a ripple effect on
various issues including staff motivation as wallaavnership of decisions made out of

the available choices.
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There has now been de-centralization of authorth at cluster and functional levels.
Only very few decision that will have a major impaa the operations of the company
may need to be made in consultation with the glaiiade. The Managing director and
Finance director positions have been empowerea@ndle major company decisions as a

substitute to the Global heads.

4.4.4 Organizational culture

From the study findings, the organizational cultisra major challenge in the realization
of the company strategy. It was clear from theifigd that staff is still embroiled in the
old way of doing things. They still work strictlysaper the job description without
ownership or taking responsibility of individualteans. Work is based on a reactive

approach as opposed to a proactive approach.

This has been very difficult to change as it ineshva total change in mind set. The
organization is however on track ensuring thatwiaials think and work outside the
box. People now take responsibility not only ofittaetions but also of things under their

control.

4.4.5 Customer strategy misalignment

The study showed that part of the strategy was radbpd@ on pre assumed customer
behavior and reactions to some strategic actiokentdy Tetra Pak. There was the
assumption of dairy customer’s preference to paokagn the aseptic packaging as

opposed to the plastic pouch. This however prowada be the case. Most customer’s
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preferred the plastic pouches to pack fresh milkk ttuthe fast returns and cash flow as

opposed to Aseptic which takes longer to sell.

The company has however embarked on a customdigrangnt process whereby they
help the customer in doing their production progmt as well as market strategies
outlining areas of benefit to both parties. Thees lalso been introduction of bonus
schemes to reward customers that encourage customitin the areas of Tetra Pak

strategic direction.

4.4.6 Gover nment policy changes

The study has also revealed that changes in Gowrnpolicy affected the strategy
implementation process. In 2012 there was a chamdevy VAT and duty on paper
imports used to make milk packaging which was mresy not there. Tanzania also
charges VAT on imports from Kenya contrary to th@sEAfrican Community spirit.

These became a hindrance to lower costs and passvings to the customer.

The company is however lobbying the Governmentawehthe listed as a production
factor within essential goods and services. Thaee aso ongoing talks with the
Government of Tanzania through our customers oWHE on packaging materials used
to pack milk and juice. If eliminated, this will gmtly encourage milk and fresh juice

consumption through the lower costs benefit.

40



4.4.7 Communication

From the findings of the study, communication wasnid to be lacking in the
organization. There was no structured way of infaron flow which led to some critical
aspects being misaligned. This was especiallylatiom to the cluster communication to
the market whereby it would delay reaching thendes recipients and subsequently
hindering the implementation process. This was maloe to the bureaucratic nature in

which the organization was governed.

Tetra Pak (K) however created a communication depant from which critical
information would be shared. This ensured propew fbf information and timeliness
both in the local market and within the clusterisThas also reduced speculation within

the organization and ultimately increased prodechaurs.

4.4.8 Resistance to change

The study revealed that the strategy implementgpimtess came with a number of
changes which included technological changes (Gidhrthe reporting system from
NERS to SAP), organization structure changes, atdral changes among others. Due
to the fact that most staff had been in the orgdima for more than ten years, it was
difficult to adopt into the new ways of operatifidhe organization conducted a research
through a survey to find out what was the causéhefmuch resistance that faced the
changes being carried out. From the survey it wadeat that the major reason was fear

of losing jobs.
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With this in mind the organization was able toateeawareness of the outcomes of the
proposed changes and impact on staff before impiengeany other intended changes.
Staff also were also involved in the change proesgecially those whose roles were to
be affected and this brought a sense of calmneslinwthe organization. The

organization was able to curb the fears peopledmaidany changes done after proved to

be very successful.

4.5 Discussion of findings

45.1Link totheory

Johnson and Scholes (2003) define strategy asithetidn and scope of an organization
in the long term. Chandler (1962) in his definitiohstrategy states that strategy is the
determination of basic long term goals and objestief the enterprise and adoption of
course of action. In response to these statem@éetsa Pak (K) Itd has adopted the

strategy 2010/2020 to assist it focus its efforid aesources to achieving its short and
long term goals that will lead it to being the netrkeader within the food packaging

industry.

Mintzberg (1978) defined strategy implementation asrying out pre determined
strategic plans. Hunger and Wheelen (1994) alsednthtat an excellent implementation
plan will not only cause the success of an appat@rstrategy but also rescue of an
inappropriate strategy. The Tetra Pak (K) Itd sggtis now at implementation stage with
the company ensuring its well understood acrossbtad and the different functions
take ownership of their areas of responsibilityetsure successful implementation. The

company is also offering full support to these tiots through training, staffing and
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resources needed for the successful implementefitms strategy. The study shows that
the strategy is also evaluated and revised invitle the local market environment under

which the company is operating.

Aaltonen and Ikavalko (2001) stated that transfagrstrategies into action is a far more
complex, difficult and challenging undertaking ath@érefore not as straight forward as
one would think. Tetra Pak (K) Itd clearly from thidy had its fair share of challenges
including staff turnover, short term employee assignts, organizational structure,
organizational culture, customer strategy misalignth government policy changes,

communication as well as resistance to change.

45.2 Link to other empirical studies

Several studies have been conducted to estabkshttategy implementation process of
organizations as well as the challenges involved laow they have been dealt with.
Kibe, (2008) studied the strategy implementatiokguity Bank Limited who concluded

that the Bank faced challenges including resourobilization, technological changes,

resource mobilization, and leadership changes arotiregs.

Aosa (1992) did an empirical investigation of aspeof strategic formulation and
implementation within large private manufacturingnganies in Kenya. He observed
that strategy implementation is likely to be sust@iswhen congruence is achieved

between several elements, particularly organizagtamcture, culture, resource allocation
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systems and leadership without which major chabsraye bound to arise in the process

of strategy Implementation.

Tetra Pak (K) Itd has also been faced by similanddimons within the strategy

implementation process. The study has shown tlea¢ tis need of congruence within the
different functions of the organization as wellwahin the cluster to ensure effective
strategy implementation. Tetra Pak (K) Itd has d#s®d challenges within the strategy
implementation process that include organizatiosialicture, organizational culture,
government policy changes and resistance to charge.shows that Tetra Pak (K) Itd
experiences similar conditions and challenges wither organizations operating in

Kenya
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CHAPTER FIVE: SUMMARY, CONCLUSIONSAND

RECOMMENDATIONS

5.1 Introduction
This Chapter presents a summary of the findingaclagions and recommendations of
the research in relation to the problem statemedtadbjective of the study. This chapter

also includes limitations of the study as well aggestions for further research.

5.2 Summary
The objectives of the study were to determine tloegss of implementing strategy at
Tetra Pak (K) Ltd, to establish the challenges @ in the process and how the

organization deals with these challenges.

The Study found that in the process of strategylémpntation, Tetra Pak (K) Ltd

institutionalized the strategy deployed from theoléall office to link the local market

conditions, policies, skills and norms to it. Fdwetstrategy 2010/2020, there was a
presentation of the strategy to the senior managene the functional heads to ensure
they fully understand the strategy. After this thevas deployment of the strategy at
Functional level and plans and ways in which toieah the strategy were set out. The
departmental heads then explain the strategy io tdkeams and devise ways in which to

achieve their functional strategies that feed thitotal company strategy.

45



The study established that Tetra Pak (K) Ltd hae allentified the skills needed to
implement the strategy and ensures that they arglace either through training of
current staff of recruitment of staff with the nssary skills. Trainings are done at Global

level or at local levels depending on the overddlial needs.

The study also found out that the company has adoph evaluation tool to check
whether the organization is on track in achievitsgstrategic objectives. This has been
done at company level and individual level. A balascorecard model has been adopted
to measure the company performance. It's analyzeflirectional level and weighted
based on the organization priorities to give altobenpany performance. This is tracked
on a quarterly basis. At Individual levels, keyfpemance indicators are spelled out in
consultation with the direct supervisor and in lingh the functional strategy. This is
reviewed bi-annually. These measures are useceiarnt of year result based staff bonus

programme.

The study has also shown that the strategy impléatien process has not been an easy
ride for Tetra Pak. They have had a fair sharehaflenges and setbacks during this
process. This include High staff turnover, resistato change, communication, short
term job assignment for top management jobs, orgdéional structure and culture,
customer strategy misalignment and environmentangbs as among the major

challenges faced by Tetra Pak.
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Tetra Pak had however responded to these challemgrgyh initiatives including having

staff succession planning and engagement survewsotvate them as well as seek to
identify areas of concern within staff. They havsoasought to educate staff on their
intended changes and reasons highlighting theteffestaff and seeking to answer any
gueries they have. They have also taken a stempfoging a communication manager
in charge of ensuring that there is proper flovinbbrmation through all levels within the

organization. They have also undertaken restrugdurand customer process re

alignments to counter the challenges.

These responses have had a positive impact iniagghiat the strategy implementation
process is on track. Although there could be soetlkasks in terms of timelines, these

can be compensated and the strategy 2010/202Csichigved.

5.3. Conclusion

The study shows that the strategy implementatiacgss adopted by Tetra Pak (K) Ltd

is working and the 2010/2020 strategy is on coulisbas however been affected by
various challenges including organization structame culture, staff turnover problems,

short term assignments, communication problems gnothers. This may have led to

some hitches on the strategy implementation prodegshave continuously been

addressed in support of the strategic objectivdl sdome necessitating changes in the
strategic plans in light of the changing environtaérconditions despite which the

company has managed to continue with the strategiementation.
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Some of these challenges are shared by subsidadrmasltinational companies operating

in the food packaging industries as well as fastingpconsumer goods.

5.4 Recommendations

The study revealed that the strategic objectivebetfa Pak (K) Ltd as well deployed and
every function aware of its role in the implemeimtatprocess. Most functional heads
were well aware of their functional strategies dmv they fit into the organizational
strategy. It is clear that staff is well traineddaskilled to ensure they have the capability
to implement this strategy. The company has alsttitionalized the strategy to suit the
local market conditions, policies and proceduresvall as ensuring that the company

structure is supportive of the achievement of thetegic goals.

Despite this being done, it is evident that staéws the strategy as foreign and not
reflective of the local market conditions. Someeas$p of the strategy could not apply in
the local market and others had to be adjusted 0. fit is therefore important to ensure
market participation in the strategy formulation ievh will lead to ownership and

support.

The study also showed the need to ensure stroggnadints within the value chain

process. This includes suppliers, government, ocuste and end consumers of the

products as it is fundamental to realization dcditstgic objectives.
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5.5 Limitation of the study

This study focused on the strategy implementatioocgss at Tetra Pak (K) Itd, the

challenges faced and responses to these challehgese was minimal commitment from

some of the respondents mainly owing to their mehedules. This led to rushing through of

the interview guide without much probing as it leen intended.

The views expressed were of Tetra Pak (K) senioragement only and it would have been

of benefit if other staff and stakeholders woulddralso been interviewed.

5.6 Suggestionsfor further research
Since this study only focused on Tetra Pak (K) Utdyould suggest a study of the
strategy implementation process among other playerthe food packaging industry

other than Tetra Pak (K) Ltd.
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APPENDICES

Appendix 1: Interview Guide

INTEIVIEWEE NAME ..o e e e e e e e e i

P OS I ON . . e

Respondents Profile

1. How many years have you worked at Tetra Pak (K)iteid?

2. How many years have you worked in your current fiome

3. Do you know the vision and mission statements ofaleak Ltd?

4. Has the vision and mission of Tetra Pak changetienast 10 years. If so why
did it change?

Strategy | mplementation Process

5. Are you involved in the strategy formulation proges

6. Do you understand the strategy implementation m®oe Tetra Pak Limited?

7. Do you know and understand the current strategin phd strategic priorities of
Tetra Pak?

8. Do you think the organization is capable of impletigg these strategic priorities?

9. What capabilities do you think places Tetra Pakadhef all other Food and
packaging industries?

10.Has the organization set key performance indicatmmvaluate the performance

of the strategic plans?
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Challenges to Strateqy | mplementation and r esponses

11.Do you think that the way strategy and structustsategy and technology are
matched in the organization could interfere witbcassful implementation?
a) Are they supportive of each other?
b) Is there too large span of control?
c) Is the structure in place wrongly chosen?
12.Would you say that all employees have adequatds skit would enable the
success in implementing strategies?
13.To what extent is strategy implementation affedigd
a) The key formulators of the strategic plans not pplgyan active role in
implementation?
b) Overall goals not sufficiently understood by emges?
c) Formulators and supporters of strategic plans tgathe organization before
implementation?
14.Do you consider insufficient communication aboué tstrategic changes as a
hindrance to implementation of strategies in tigaaization? What measures has
the organization taken to deal with it?
15.Does the training given to the management stafénof$hift the focus from
understanding the concept of strategy and its imptdgation? (Probe)
16.Do you think that the way staff recruitment is dohénders successful

implementation of strategy? (Probe)
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17.Would you consider the key implementation tasks activities not sufficiently
defined? How are these factors a challenge to im@ieation?

18.Does reward system applied to staffs in the orgditia pose any challenge to
strategy implementation? If so, which measures thasorganization taken to
control this?

19.What role has the corporate culture played in thepediment of the
implementation of strategic plan? What actions thes organization taken to
control the adverse effects of culture in strategglementation?

20.In your opinion would you say that the existingipi@ls (guidelines, procedures,
rules, manuals and administrative practices) pose challenge in facilitating
strategy implementation? Explain

21. Are there any uncontrollable factors in the exteemvironment that have adverse
impact on strategy implementation? Explain

22.Are there any other challenges Tetra Pak Limitefd¢gng in the implementation
of strategies? Explain

23.What is Tetra Pak Limited doing to cope with thalidnges you have described

(Probe fully).
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