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ABSTRACT

The contemporary business environment is turbwedt fast changing. This turbulence
has the potential to create new opportunities odercompetitive advantage for existing
firms. To sustain their competiveness and profiitgbicompanies have to undergo
change to renew their capabilities. The purpoghisfresearch is to determine the nature
of Strategic Change Management practices adoptéueahational Livestock Research
Institute (ILRI), a non-profit organization. A caséudy was preferred to get in-depth
knowledge of the process by interviewing key merabef the organization who
participated in the change process. Results shawltiRl responded to changes in its
business environment by reconfiguring its orgatoretl structure to incorporate
institutions that effectively make the institutendynic and then through innovation and
collaboration came up with an effective strategynteet its new objectives. If well
implemented this strategy has the capacity to reiaslize the livestock sector, ensuring
food security and alleviation of poverty. Howeveye to the fact that the business
environment is continuously changing with new inv@ms/ innovations coming up, there
is need for continuous sensing of the business r@mwient to seize any new
opportunities that open up. Given that the exeautibase had just started, this research
would be more complete if further research is dimndetermine how the new strategy is
implemented and its impact.



CHAPTER ONE: INTRODUCTION

1.1 Background of the Study

Modern organizations exist in a fast changing amdulent business environment which
has the capability to destabilize industries orseadisruptive phase shifts in the way
business is conducted. This turbulence can erditena competitive position. However
it could also become a source of innovation (Apateg2007). Therefore, organizations
need to be flexible to respond to the transitorjureaof the resultant market demands
(Volberda, 1992 as cited in Applebaum, St-Pierre &lavas, 1998). According to
Volberda (1992) change is an important defining rabiristic of organizational
effectiveness. Two theoretical paradigms that mfa@trategic change in organizations

are the systems and complexity theories (Amagodb3R0

According to Amagoh (2008), the Systems concepwsian organization as constantly
interacting with the environment. The closed systgaproach considers the environment
and the organization’s interaction with it to begthp inconsequential. The open systems
approach views the organization’s interaction with external environment as vital for
the organization’s survival. A change in any eletaenf the system in open systems
causes changes in other elements (Shafritz anceRUA305: 241; Wang, 2004:

396 as cited in Amagoh (2008). Studies that exedlgilink the external environment
and corporate performance are rare (Machuki anchAB811). However according to
Machuki and Aosa (2011) organization performance cisntingent upon the

organization’s appropriate alignment with enviromtaé changes.



Due to the ever increasing complexity of the orgational environment, the systems
concepts no longer seem adequate in dealing witiptex phenomena (Amagoh, 2008).
This led to the emergence of the complexity paradig which systems are considered to
be evolving or self-organizing into something néwerfie, 2007: 155; Byeon, 2005: 226;
White, 2000: 167 as cited in Amagoh 208). The qisme and fluid process of

organizational change can be better understoochiggrating complexity and systems

theories (Styhre, 2002: 343 as cited in Amagoh8200

The International Livestock Research Institute (ILE a not for profit organization

employing about 600 staff from over 40 Nations (I.dRategy 2013-2022). Following

changes in its operating environment, ILRI had tmlergo change to ensure that it
influences and grasps opportunities afforded by ribes research environment. The
context under which ILRI operates is a time whenwlorld is facing major challenges in
feeding its growing population and when there ighhuncertainty about how global
forces will affect agriculture and food productionthe coming decades (ILRI strategy
2013-2022). For ILRI, food security and povertyealation are high on its agenda. This

study investigates how ILRI managed its stratepenge.

1.1.1 Management of Change

Management of change has been defined by Moramaghbtman (2001 in By, 2005) as
the process of continually renewing an organizagialirection, structure and capabilities
to serve the ever changing needs of external aachal customers. This process needs to

be planned, organized, directed and controlled,(&003).



According to Christian (2006) change involves |gstontrol of the known status quo
and entering into an unknown territory and unpreadile future. This could make leaders
as well as managers uncomfortable because it ¢étas to a redistribution of power.
The environment is assumed to have the power extsébm the group of competitors
those organizations which best serve its needs rnataret al1989 as cited in Majid,
Abdullah, Yasir, and Tabassaum, 2011).Thereforengbs in the business environment
should trigger changes in the organization so amamtain strategic fit. This makes

change management an important skill to a company.

Successful change implementation requires bothlegkimanagement and effective
leadership. By definition Change requires creaingew system, which in turn demands
leadership (Kotter, 1995 as cited in Gill, 2003)il@hmanagement produces orderly
results which keep something working efficientlyofker, 1990 as cited in Gill, 2003).

Murphy (2003) adds that while both managers anddeatry to focus the energies of
people within the organization to achieve orgamet goals, leaders go a step further
and engage members of the organization so thatitteyalize the organization goals as

part of their own value system.

The combination of skilled management, effectivadership and broad employee
participation should make organization-wide chamggs traumatic. In planned (top
down) approach the responsibility for managing geans with management and

executives of the organization. However with insean the pace of environmental



change, it is not possible for senior managersdemtify, plan and implement all the
necessary organizational responses (Kanter ef@P tited in By, 2005). In response to
this, the emergent (bottom up) approach is now igginground in which the
responsibility for organizational change has beewotied (Wilson, 1992 cited in By,

2005).

1.1.2 The Consultative Group on International Agricultural Research

(CGIAR) Change Management Initiative

The Consultative Group on International AgricultuResearch (CGIAR) is a global

partnership that unites organizations engaged seareh for sustainable development
with the funders of this work. The funders incluteveloping and industrialized country
governments, foundations, and international andonad) organizations. The work they
support is carried out by 15 members of the Consuarof International Agricultural

Research Centers, in close collaboration with hedslr of partner organizations,
including national and regional research institutdgl society organizations, academia,

and the private sector (Castillo, 2012).

According to Castillo, (2012) the need for chang€GIAR arises from a dramatic shift
in the world of Agricultural Research necessitataugption of new methods and a more
strategic approach. The CGIAR launched its changeagement initiative to identify the
best way to adapt and anticipate global changeshalenges so as to ensure continued

supply of international public goods. This resuliadthe adoption of a new business



model to enable it to do more and do better tdlfuté mandate in fighting poverty and

hunger while conserving the environment.

Guided by a new vision (to reduce poverty and hungeprove human health and
nutrition, and enhance ecosystem resilience thrdugjh quality international agricultural
research) and the following three people centeteategic objectives, (food for the
people, policies for the people and environment ttoe people), the CGIAR has
undergone reform (Castillo, 2012). According to tlas (2012) a new Strategy and
Results Framework(SRF) will allow the CGIAR centardunction as a unified system,
working together to pursue shared goals. Researchtigs and activities will be guided
by their potential contributions to the followingutcomes: reduced rural poverty,
improved food security, improved nutrition and hleand sustainably managed natural

resources.

1.1.3. International Livestock Research Institute (ILRI), Kenya

ILRI is one of the 15 centers supported by the @tasve Group on International
Agricultural Research (CGIAR). It was founded im94%y merging of the International
Livestock Centre for Africa (ILCA) and the Interr@atal Laboratory for Research on
Animal Diseases (ILRAD) Its mission is to help reduce poverty, hunger and
environmental degradation through Livestock redea enhance productivity and
sustainability of agricultural systems in the deypa&hg world (ILRI Strategy 2002-2010).
Its headquarters is in Nairobi, Kenya. It has aaptbampus in Ethiopia and other offices

located in other regions of Africa and Asia.



Given the ongoing reforms in CGIAR, ILRI is currgntindergoing change to be in line
with the new CGIAR Strategy and Results Framew®@RK).The new CGIAR has
organized its research in multi-center, multi-partrinitiatives known as CGIAR
Research Programs — CRPs (Castillo, 2012). ILRIlvélinvolved in many of the CRPs,
and play major roles in three of them: CRP3.7, $oay on increasing the productivity of
livestock and fish farming, which ILRI leads; CRR, improving agriculture for better
human nutrition and health; and CRP7, on climatnge, agriculture and food security

(MacMillan, 2011).

1.2 Resear ch Problem

The success rate of change programs in generatdaegdo Balogun and Hailey (2004
in By 2005) has been poor with a reported failate 0f 70 percent. Since organizations
are continuously subjected to elements of chang® fthe environment, it's important
that studies are done to increase knowledge oinargaonal change management. Such
study according to By (2005) should enable idesdtion of critical success factors for

management of change.

Change at ILRI became necessary in order to takardage of opportunities created by
changes in the CGIAR. Given the dynamic nature ltg tontemporary business
environment, such change cannot be assumed tdreaséent issue. This is exemplified
by the fact that ILRI's previous strategy (2000-@Ppformulated in 2000 was modified in
2002. Therefore there is need for an in-depth stfdgtrategic Change Management at

ILRI so as to identify and document any criticatsess factors.



Many studies have been done locally and internalignon organizational change
management. The list is long and includes the stfdgtrategic change management
practices in commercial banks (Mbogo 2003), a sunfestrategic change management
practices within NGOs in Kenya (Adieri 2000), Maragent of Strategic Change at the
Food and Agricultural Organization (FAO) of the t#d Nations (Koskei 2010) and
Strategic Change Management Practices at DT Dé&bietd (Musyoka 2010). However
no study of Change Management has been done at iRl to the fact that management
is sensitive to context (Balogun 2001), there ischéor a detailed study of Strategic
Change Management at ILRI to get a deeper undelisguof its Change Management

practices and the challenges faced so as to iglentyf critical success factors.

1.3 Resear ch Objective of this Study

The organizational challenge facing practicing ng@na and researchers is how to
effectively manage change in a volatile businessrenment. It is important to minimize
disruptions of ongoing processes while at the same reconfigure the organization to
seize emergent opportunities. This challenge resaltthe following objective for the
study:

)] To determine how ILRI has managed its strategicigbgrocess.

i) To analyze the challenges involved in this process.



1.4 Value of the Study

This study gives empirical insight on the nature management of change in a
contemporary global non-profit organization. Apfmdm adding strength to what is
already known through previous research, it cao kad to development of new theory
if its findings are extended to other cases andendata collected and analyzed to enable
cross case generalization (Dooley 2002). This isabge theory building requires the
ongoing comparison of data and theory (Glaser amduSs 1967 as cited in Dooley
2002) and the continuous refinement between thaodypractice (Lynham, 2000 cited in
Dooley 2002). According to Kuhn (1996 in Dooley 200the process is seldom

completed by a single man and never overnight.

Practicing managers will find this work useful &redding light on the consequences
and challenges expected in implementing changerddearch findings will help them to
make informed decisions when faced with changeardegg the best approach to adopt
and the best way of dealing with anticipated clmgléss so as to avoid disruptions. The
result will be positive attitude from employees @ryds change and minimal contingency

costs.

To ILRI, there is need for documentation of the ligmges encountered, solutions to
these challenges and critical success factorsifehtThis is because we cannot assume
this change to be transient given the turbulenuneabf the contemporary business
environment. The results show that most of the ghanactices adopted were consistent
with conventional change management literature. él@w there are areas identified that

could be improved to make the transition process remoeffective.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

Early approaches and theories on organizationahggnananagement suggested that
organizations could not be effective if they wemnstantly changing because people
need routines to be effective and improve perforeaiBy, 2005). However this was a
time when the business environment was relativabble. The current business
environment is dynamic with fleeting opportunitidsor organizations to seize and
exploit these opportunities they must be prepasezbhtinuously change and adapt to the

changing business environment.

This chapter presents relevant literature on manage of change. There is an extensive
literature on this subject. However the chaptenas meant to be comprehensive but
rather to highlight important issues relevant tg gtudy. The chapter begins by looking
at some theories advanced to inform strategic ahadefinition and types of strategic
change, some approaches to Change Management, sitmerof change and some
factors that affect strategic change. The final parthe section considers resistance to

change, Dynamic Capability and Business Models.

2.2 Theories Under pinning this Study

Many authors have attempted to address how andosd@nizations undergo change.

The pioneer was Kurt Lewin who developed the tlsteage process of managing change



but so far many other theories have come up. Netakamples include, Bullock and
Battern four phase model of planned change, JohiteK® 8 step approach for managing
change, Kanter's ten Commandments for executingigdiaAction Research, Schein’s
Extension of Lewin’s change model, Jick’s Ten Sttlel, and Shield’s five-step model
(Pryor, Taneja, Humphreys, Anderson, and Single2008) . It is therefore important for
managers to identify an appropriate change theomadel to provide a framework for

implementing and evaluating organizational change

2.3 Strategic Change

Strategic change involves a radical transition wwithn organization that encompasses
strategy, structure, systems, processes and ciBategun 2001). It is defined by Van
de Ven & Pool (1995 in Rajagopalan and Spreitz&7)1%s a difference in the form,
guality or state over time in an organization’gafhent with its external environment.
The four main paths of delivering strategic chamge as in table 1. According to
Balogun (2001), transformational change is a furelstal change which cannot be
handled within the existing organizational paradigamd entails changing the
organizational culture. To determine the extenttnge required a framework such as
the culture web in fig. 2.2 (p. 17) is completed fioe organization and compared with

what is required.

10



Figure 2.1: Types of change

Extent of change
Transformation Realignment
Evolution: Transformational Adaptation: Change undertaken to
0| o change implemented graduallyealign the way in which the
g__% g through interrelated initiatives; organization operates,
N g likely to be proactive. implemented in a series of steps
Revolution: Transformational ReconstructionChange
change that occurs via undertaken to realign the way in which
simultaneous initiatives on the organization operates, with many
5| many fronts; more likely to beinitiatives implemented simultaneously;
C
@ forced and reactive because of theten forced and reactive
5 changing competitive conditions thabecause of a changing
% _D%n the organization is facing competitive context

Source: (Balogun, 2001, p.4)

2.3 Approachesto Change Management

Scholars have developed various models for handlirepge. Lewin developed a three
stage process of Unfreezing the present behavianging to the new behavior, and then
freezing the new patterns. This model recognizes rteed to discard old behavior,

structures, processes and culture before succlsatidpting new approaches (Bamford

11



and Forrester, 2003 cited in By 2005). The modaeatilsrelevant today but the speed at

which it has to be done has increased dramatif@tyor et al, 2008)

Lewin’s model was adopted as a general framewarlcti@ange but due to the fact that
that it is rather broad, several others have d@eslomn it to make it more practical. By
reviewing more than 30 models of planned changello8u and Battern (1985)

developed a four phase model of planned change(B%). This splits the process into

exploration, planning, action and integration.

John Kotter of Harvard University developed a maoetailed 8 step approach for
managing change (Pryor et al, 2008). This involestablishing a sense of urgency,
forming a powerful guiding coalition of managerseating a vision for change and a
strategy for achieving it, communicating the visimmd strategy, empowering others to
act on the vision and strategy, producing shonntevins, sustaining the effort by
producing still more change and finally institutadze the new culture to sustain the
change. Change involves going through all the estfyps because the eight steps are a

process.

2.4 Dimensions of Change

Successful change happens in two dimensions, temdas dimension and the people
dimension. Business dimension elements includetifitation of the need for change,

definition of the change strategy (scope and olwes}, designing of the business

solution (new processes, systems, and organizatginacture), development of new

12



processes and systems, implementation of the spluind post implementation
evaluation (Hiatt, 2006). Its areas of concern e scale, magnitude, duration and

strategic importance of the change process.

The people dimension involves aligning the orgamrés culture, values, people and
behaviors to encourage the desired results. liregjmanagement of five key phases that
form the ADKAR model (Awareness, Desire, Knowledddjlity and Reinforcement)
(Hiatt, 2006). In Awareness we consider how to lgouw creating awareness for change.
Desire looks at strategies which we can be emm@aydate desire in people to participate
and support the change process. Knowledge lookswatto facilitate people to acquire
the relevant Knowledge for them to sail through th@nge. Ability to implement the
change on a day-to-day basis considers how to eeppeople to perform as expected.
And finally reinforcement seeks to keep the chammgplace. Research has shown that
problems with the people dimension of change agentbst commonly cited reasons for

project failures (Hiatt, 2006).

Marshak (2006) considers six broad dimensions gamizational change which are:
reasons, inspirations, emotions, mindsets psychadigs and politics. Reasons for
change refer to “making a case for change”. It wge#l-documented, logical analysis of
the compelling reasons why the organization mustsdmething different. This is

required to avoid irrational resistance. Inspinasidor change refers to some kind of
vision statement intended to capture the essentkeoflesired future state. The vision

statement is intended to help people think ratigretbout the change and be convinced

13



to work towards it. According to Marshak (2006) fower of inspiration to bring about

change is that it does not appeal to reason andl lbg@nables people to accomplish what
is greater than their capability. Emotions dimensad change considers the effect of
emotions on the rational and logical analysis gloizational change. Many people react
to change with anger and it is unreasonable to a@xpberwise. Marshak (2006) notes
that avoiding the emotional dimension of change &nisure that unexpressed emotions

go underground and covertly impact any changeative.

Mindsets according to Marshak (2006) are deeplyaingd assumptions, generalizations,
or even pictures or images that influence how weeustand the world and how we take
action. They are expressed as organizational e@slt@and can prevent people from
imagining possibilities that exist outside of theinexamined assumptions. Dramatic
organizational change is only possible when prengitovert mindsets are made overt,
challenged and modified (Marshak, 2006) Psychodycemefers to the covert,

unconscious reactions to change. Some resistancehdage can be triggered by

unconscious reactions to the anxieties triggeredrggnizational change.

The political dimension of change according to Maks (2006) refers to a case where
people are encouraged to advance their own inteeesl needs when they respond to
organization change initiatives. It is consisteithvihe emergent model of change which
is bottom-up as opposed to the planned model whictop-down (By 2005). Lewis

(2002) argues that managerial decisions are ofts®d on political assumptions. The

political dimension of organizational change asssinige existence of conflict and

14



opposing views. This is the pluralist view whiclcaing to Burrel and Morgan (1979
in Lewis 2002) emphasizes the diversity of indiatand group interests. Conflict is

seen as normal, to be lived with, managed andvedol

2.5 Factor s Affecting Strategic Change

There are various factors that influence the sicoés® change program. These include
visionary leadership, organizational context, adiistructure, and teamwork, resistance
to change, politics and conflicts. All these needbe considered while planning to

achieve a successful change process.

On leadership Graetz (2000) argues that for the emmodorganization which is
characterized by the turbulent business environmém traditional organization
structure, with its hierarchical top-down approachntralized control and historically
entrenched values of stability and security is @uplace. The trend now is for flatter,
flexible and agile organizational forms (Bahram@92 as cited in Graetz 20000) in
which the boundaries are “fluid and permeable” @seind Kochan, 1992; Kanter et al.,
as cited in Graetz 2000). This has changed theetshgh role from the traditional
authoritarian, command and control style to a nogen, participative management style.
According to Graetz (2000), to be effective in anieonment of change and flux, leaders
need to integrate operational know-how with stramgrpersonal skills. This involves
being both instrumental and charismatic. Key elasai instrumental leadership are
organization design, control and reward which “ires managing environments to

create conditions that motivate desired behaviNddler and Tushman, 1990 as cited in

15



Graetz 2000). Charismatic leadership is persordlizadership and is characterized by

strong interpersonal skills.

The context of organizations according to Lau ()99 be divided into two categories:
internal context and external context. Internal tegh includes the organizational
structure, culture, distribution of power, skillagde, internal resources, and so on while
external context include wider elements of an ogions environment such as the
economic, legal, environmental and social contexthiw which the organization
operates. If the external context is changing thten internal context also needs to
change. In another view, Conway (1995 in Woodward Henry 2004) distinguishing
between “task performance” and “contextual perfaroed. “Task performance” refers to
the core technical behaviors involved in the fornudd description while “contextual
performance” refers to the behaviors that suppbe situation in which technical
behaviors take place. These include team workietpimg colleagues, professionalism
and supporting organizational objectives all of ethare discretionary non-job specific
competencies but are important for supporting degdional long term success. Both

types of performance are important to organizatiohange.

A team according to Katzenbach & Smith (1993 invegr Millet and Smith 1998) can
be defined as a small number of people, with aoggterformance goals, who have a
commitment to a common purpose and approach forchwiiney hold themselves
mutually accountable. In teams employees have ase autonomy, participation and

ownership what enhances organizational innovatikay team players should be

16



committed members of the senior executive becanlsetop management has the power
to bring about major cultural change (Kotter, 19B8rtsc and Williams, 1994; Useem
and Kochan, 1992 as cited in Graetz 2000). Knovdeslgaring is important so that a
good idea is not used just once but is made availad the benefit of the entire

organization to meet immediate needs.

Organizational culture refers to the basic assuwnptiand beliefs that are shared by
members of an organization, that operate unconslgi@nd define in a basic “taken for

granted” fashion an organization’s view of itseitiats environment (Johnson 1992). It is
an interlinked set of organizational subsystemd wite paradigm driving the visible

manifestation of culture (Balogun 2001). The pagadirepresents a set of core beliefs
and assumptions which managers develop over timatab particular organization. It

creates a relatively homogeneous approach to tegnetation of the complexity that the
organization faces. Johnson (1992) points out tiiatorganizational paradigm has the
potential of dominating strategy development cagisasistance to significant change in
response to environmental changes. This is beca#segers are likely to discount
evidence contrary to the paradigm. The result iatesgic shift necessitating a more

radical change in strategy. The culture web is shiowig 2.2.
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Figure 2.2: Culture Web
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Sour ce: (Balogun 2001, p.5)

Existing organizational architecture reflect olchttgies. Therefore when there is change
management should actively realign its businessitature to reflect the new strategy.
Successful organizations always adapt their stracto the needs of their mission
(Appelbaum, St-Pierre and Glavas(2000). AccordmdTushman and O’Reilley 2006)

successful organizations change must involve gjyasdructure, culture and people.
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2.6 Resistanceto Change

Resistance is a phenomenon that affects the changeess, causes delays to its
implementation or increases its costs (Ansoff 1880cited by Manuela and Martinez
2003). According to Maltz (2008) resistance iswo tforms, Overt and Covert. Overt
resistance is obvious opposition, disagreementiirggg debating, and etc., to any change
effort. Covert resistance can either be consciousuronscious. Conscious covert
resistance is when employees are concerned almuabtisequences of their actions such
that they agree to change and then delay its imgiéation. Unconscious covert
resistance is when we are not even aware of oigtaese but unconsciously resist such

as becoming ill, fail to achieve or avoid for ngapent reason (Maltz 2008).

According to Graetz (2000), resistance to changanirorganization would come from
business unit leaders whose status and power basdéd vibe undermined by new
behaviors. These leaders would be less enthusiastiat altering old habits. However
resistance could also be a source of useful infooman learning how to develop more
successful change (ljaz and Vitalis 2011). Rest#aneeds to be well managed for

successful change.

2.8. Dynamic Capability and Business M odels

Dynamic capability is the ability of a firm to cdastly renew its functional competences
SO as to achieve long term competitive advantaget@geron,Caloghirou and Lioukas
2008). Three dimensions that support dynamic céipaebiare the managerial capability,

learning capability and strategic flexibility (Rett Kor and Mahoney 2007). Managers
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according to Pettus, et al, (2007) identify newdwuat applications in a firm’s existing
and new markets where the firm can productivelylaejts resources and knowledge.
Organizational learning is a dynamic capability ading to Pettus, et al, (2007) that
continuously generate economic value through deveémt of new ideas and renewal of
existing capabilities. This goes beyond acaden@mitng and enables firms to identify
new ideas and production opportunities (exogenond endogenous) resulting in
enhanced productive capacities. Strategic flexjbéccording Pettus et al (2007) requires
organizational routines that reconfigure a firmésaurces to adapt to changes in the
external environment or to create specific changeke external environment. Dynamic

capability is necessary for firms operating in faishnging environments.

A business model defines how an enterprise delivaisie to customers, entices
customers to pay for that value and converts thgnpats to profits (Teece, 2009).
According to Casandesus-Masanell and Ricart (26M@ry organization has some form
of business model. Innovations in business modglgdecan either be in the content of
its activity system, its structure or the goverrei@@mit and Zott 2010). According to

Teece (2009), organizations with strong dynamicabdjpy not only adapt to business
ecosystems but also shape them through innovatamus collaboration with other

enterprises, entities and institutions.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

While deciding on the research method to adoptrésearcher considered the fact that
this study required in-depth investigation of a ptew social phenomena within its real
life context. It was necessary that the method tetbgdoes not disrupt the process so that
the findings give a true reflection of the phenomenhis chapter gives an overview of
the research methodology that was adopted. It saberresearch design, data collection

and the method of data analysis that was used.

3.2 Resear ch Design

Since this study required investigation of a comptienomenon within its real life
context, a case study approach was found suitAbtrding to (Yin 2003), a case study
would be the most appropriate approach when thesfazto answer “why” and “how”
guestions, when it is not possible to manipulaee ltkhavior of those involved in the
study, when it is necessary to cover the contextaatlitions and when the boundaries
are not clear between the phenomenon and the d¢oAtéthese conditions were found

applicable to the study that was carried out atlILR

A case study is defined as an empirical inquirgt tmvestigates a contemporary
phenomenon within its real life context; when tloaihdaries between phenomenon and
context are not clearly evident; and in which nplétisources of evidence are used (Yin,

2003). Since there were no other cases for refitat single case study design was
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adopted. However a single-case design has the dckwbf inability to provide a
generalizing conclusion, especially when the evardsrare (Zaidah 2007). To overcome
this, the researcher triangulated the study wittelotnethods to confirm the validity of

the process.

The research was carried out at ILRI Headquartasgdb in Nairobi. However the scope
of resolutions made are applicable globally to otlegions where ILRI carries out its
work. This work particularly benefitted from thectahat it was commissioned by two
senior managers of the institute; the Director laihRing and Partnerships and the Head
of Knowledge Management and Information Servicdss Tontributed to the validity of

the process by strengthening the significance efdéisearch to the respondents.

3.3 Data Collection

Primary data was collected by carrying out persartatviews with three key managerial
staff who participated in the process. Open endeédstipns were preferred in the
interview to capture subtle distinctions. The intew was primarily driven by research
guestions outlined in the interview guide includedappendix. A pilot test on the
interview guide was conducted by the researcharnmover and correct any problem

areas before proceeding to the field.

To improve on the validity of the data collecte@ tiesearcher complimented the above
method with participant observation. In this case tesearcher attended and actively

participated in several meetings on ILRI strateggagement process, noting down the
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observations made. Secondary data was also callegt@nalyzing the institute change
documents. The different data collection instrurearged enhanced validity in the study
by enabling triangulation during data analysis.geb a complete picture of the process,

the researcher also interviewed some selectedmdspts from the general staff.

3.4 Data Analysis

Given that the data collected was qualitative, eohtainalysis was the preferred method
of analysis. Content analysis has been broadlynddfias any technique for making
inference by objectively and systematically identi§ specified characteristics of

messages (Stemler 2001). The method is applicabdgpen ended interviews, document

analysis and observation in which narrative datoikected (Powel and Renner, 2003).

The data was categorized and studied to identiflguenpatterns that inform the nature of
strategic change adopted and challenges experieRegdof the data analysis was done
during data collection to facilitate early investiign of any emergent issues. As a result,

the researcher was given a site to download allmentation used in the process.
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CHAPTER FOUR: DATA ANALYSIS, FINDINGSAND

DISCUSSIONS

4.1. Introduction

This study sought to find out how ILRI has managed strategic change and the
challenges associated with this process so asetatifg critical success factors. The
context under which ILRI operates is a time whenwlorld is facing major challenges in
feeding its growing population and when there ighhuncertainty about how global
forces will affect agriculture and food productionthe coming decades (ILRI strategy
2013-2022). In response to these challenges theARGoOf which ILRI is a member

organization, underwent change to come up with & geal which is to achieve

reduction in rural poverty, improved health andritioin, and improved food security
without detriment to the environment (Castillo, 2D1This prompted ILRI to reorganize

itself in order to grasp the opportunities affordgcthe new research environment.

Primary data was collected by carrying out persamatviews with three key managerial
staff who participated in the process. To get a mlete picture of the process, the
researcher also interviewed some selected resptsndeom the general staff. The
researcher collected another data by personallficieating in strategy engagement

meetings and analyzing documents used in the chanogess.
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In this chapter the findings of the study are pnése together with discussions based on
the data collected. The first part presents tha datlected categorized as context and
forces of change at ILRI, the change managemeeps) leadership and communication
of change, the impact of change and the challemgegrienced. In the final part a

discussion is presented based on the findings.

4.2 Context and Forcesof Changeat ILRI

Respondents were asked to comment on what fagiggeted the current changes on
ILRI strategy. They responded that there were cbarnig the external environment,
trends and issues that had come to the forefrdré. JGIAR and donor requirement had
changed and this made it necessary for ILRI to ghaso as to become more effective
and relevant. To achieve this it was necessaryLiel to come up with a new and up to

date strategy.

In response to the above forces ILRI sought expert from several global leaders and
thinkers. This resulted in identification of sevasy external (to ILRI) factors that would
affect policy and practice in Agriculture and fopbduction over the next 10 — 15 years
(ILRI Strategy 2013-2022). A SWOT analysis was ¢erfed to identify ILRI'S
strengths, weaknesses, opportunities and thredts. eéhtire process involved wide
internal and external engagement with stakeholdedspartners, using both online and

face to face consultation.
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4.3 Change Management at ILRI

Respondents were asked to state how this changaffeased ILRI mission, vision and
values. The response was that there was an expafingia the original focus on poverty
reduction for the poor livestock keepers. Emergihgllenges necessitated expansion to a
wider vision of livestock commodities in developioguntry food systems and how they
can evolve to improve food security while reducipgverty in a way that is
environmentally sound and has positive human healticomes (ILRI strategy 2013-

2022).

Thus the focus is now inclusive to meet future lemgles and has three main approaches;
Inclusive Growth Systems, Resilient Systems andw@rowith Externalities (ILRI
strategy 2013-2022). Inclusive Growth Systems imeslfacilitating structural transition
from a majority of small holder households keegdimgstock in low production systems
to a livestock sector raising productive animalsrare efficient, intensive and market
linked systems. Resilient Systems looks at are#is @dological constraints and involves
incremental growth emphasizing enhancement ofdleaf livestock for resilience, both
in terms of ecosystem services and household/ comynlivelihoods. It involves
introduction of technologies and institutions t@tect livestock assets of the poor and
their contribution to stewarding the natural resesrupon which they rely. Growth with
externalities looks at intensified small-scale d$itek systems with emphasis on

understanding and anticipating the potential nggatnpacts of small-scale livestock
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intensification. The strategy team developed atexgsastory line describing these new

strategic initiatives and the entire ILRI staff wagolved in refining it.

From analysis of its environment ILRI came up whtre Critical Success factors (ILRI
strategy 2013-2022). To ensure that significa@inges are done in a systematic manner
respondents commended that ILRI adopted the fiviic@lrSuccess Factors, (CSF) as an
organizing mechanism for managing the strategicngba restructuring and roles of
CGIAR Research Programs (CRP) focal points. Dedinitof strategies for Critical
Success Factors was done ensuring that recentigesing would support the new
strategy. There was training of staff on change agament and to keep track of the
entire process the strategy team developed a tabieating the strategy engagement
milestones. ILRI complimented its expertise by ejugg the services of professional
consultancy services. These include performanceagenent consultants, strategic

management consultants and livestock experts.

According to respondents a factor that favored ¢hsnge was the change process at the
CGIAR with the initiation of CGIAR Research ProgmfCRPs) signals from donors.
Respondents also mentioned changes in managemesanpel as having aided this
change. There was change of the Director GenexhlCaputy Director General. The
partnership and communications Director also rexigand the position was left vacant.

However his responsibilities are now handled byyotlepartments.
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Asked to state the positive aspects of the changeeps, a majority of respondents stated
that they were impressed that it was transpareht @gen consultation. They commented
that an effort was made to make it “a strategylbblus and not just management”.
Regular meetings were held to update staff on tlugrpss and get input from all
stakeholders. Respondents were also impressedccantimunication and commented that

it was a positive aspect in this change.

Asked about the pace of change respondents saidittiieas a bit slow. One staff
commented that it would be better to tell stafbate what they expect than keep them
guessing on what is next. Another respondent lo@kele strategic thinking process and
commented that it has been continuous and fast. eMew its translation into
implementation and changing the ILRI culture hasrbeontinuous but much longer. On
how ILRI is currently responding to these changespondents commented that ILRI is
currently developing the critical success factomategies. This process also involves
trying to position ILRI strategically for the nefinding cycle for the CGIAR Research

Programs (CRPs).

4.4 |_eadership and Communication of Change

The change process was started by the previoustaliref ILRI and handed over to the
present director. On assuming leadership of ILRI tlew director promised on his first
speech that it will not be business as usual. kebéshed the Institutional Planning and
Partnership unit and formed a team of senior maralgstaff to lead the strategy

engagement process. This team has coordinated atewasternal and external

28



engagements of stakeholders on ILRI strategy. Ainless development unit was
introduced in the organization structure and theree been numerous appointments. His

vision was that ILRI grows from a 46 million dollar 150 million dollar organization.

Respondents stated that the two leaders were tp@ao pushing ILRI to be more
relevant and effective by engaging effectively me tCGIAR change and CGIAR
Research Programs (CRPs). ILRI leadership playes)aole in communicating the need
for change to ILRI staff. To effectively communieathange to staff, ILRI took
advantage of the many different communication ursgnts available ranging from town
halls, staff discussions — face to face and virtatthtegy blog, strategy wiki, ILRI-net
updates, email messages, surveys, and livestockaege meetings. This made it
possible to reach most of its staff. A survey wasried out to determine actual
participation of staff in the various communicatimstruments. It was discovered that
actual participation was spread in all instrumefitss shows that to capture most staff it

IS necessary to take advantage of as many engageomas possible.

4.5 Impact of Changeat ILRI

The change process led to reorganization of ILRhaga@ment structure under two
Deputy Director Generals and attempts made to acutmate the CGIAR Research
Program (CRP) management needs. A matrix strugtaseadopted for the organization.
Two other departments were introduced; the IngtiRlanning Unit and the Business
Development unit. The learning and Development waés also strengthened by

employment of additional staff.
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Other changes that have taken place are the ramymf the need to influence the
global livestock agenda, the need to demonstrate m@mmitment to impact and being
able to provide evidence of the impact. There atengial changes in research portfolio
and the way ILRI does business. From the last budigg, ILRI now has grown to a 75

million dollar organization.

To improve on service delivery, ILRI is creating eperational support program called
One Corporate System (OCS). This is a cross-cenitgtive of the CGIAR and its
consortium office aimed at creating a common systemmanaging projects, human
resources, finances and other administrative apdrtiag functions. It will replace the
current administrative and management softwarestodild strengthen partnerships by

facilitating cross center flow of informatioliayne R., 2012)

The benefits of this process have been more foougemelopment outcomes instead of
either basic research or research for the sakée df stimulated critical questioning of
whether ILRI is well structured and is implementiactivities that move it towards the
new thinking. This process, according to resporsjestiould make ILRI more relevant
and attractive to partners and donors if well impated. It has potential to increase

resource mobilization.
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4.6 Challenges of Change Management at ILRI

ILRI has a well-established corporate culture wihlong history that effectively
supported the previous strategy. According to tespondents, this culture offered
resistance to change. Other challenges includedirfgnand programmatic uncertainty
from the consortium. Respondents also complaineskisting commitments that slowed
down the “ability to re-tool”. There were also dgon challenges at the commencement
of this change process. The first case was th#tRi decided to go for a complete
change, then it is likely that donors would adoptat and see attitude to find out what
competence ILRI builds up before releasing projectds. The other case was as to
whether ILRI should go through a gradual or fastrge. ILRI opted for the gradual

change which allows learning through the changegs®.

Given that ILRI had adopted a matrix structure pogglents complained of complex
reporting lines. The researcher also experiencedchtallenge of ILRI Programs being
headed by Scientists who are not trained managkislimited the type of questions that
could be asked. When asked to mention the negasipects of this change the response
was varied. It ranged from strategy looking morea adp level activity, too much jargon,
laying off some staff, limited synthesis, too mueimail traffic on ILRI strategy, over-
engagement, a time consuming risk, and consultdig@ng kept at a high level while
others said nothing was negative. There was no aomssue for this case and it appears

it all depended on individual experience.
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The researcher also noticed that throughout thiegss ILRI worked without a staff
council for Nationally Recruited Staff (NRS). Effserto start one were fruitless as
management could not agree with selected NRS remies/es. Respondents also stated
that the NRS staff in general was not motivated matagement needed to seek ways to

inspire them. And then finally the other challengges that some staff lost their jobs.
4.7 Discussion of Findings

The past strategy of ILRI focused on pathways dupaverty for the poor livestock
holder (ILRI Strategy, 2002-2010). A more recensessment of regions identified as
having most poor livestock keepers which have baénn the geographic focus of ILRI
indicated that these regions still dominate in #apect (Robinson et al. in ILRI Strategy,
2013-2022). According to the researcher this was itibernal force pushing ILRI to
undergo change to become more effective. Howevalysis of respondent data and
further document analysis revealed an externalefdar strategic changes at ILRI.
According to respondents the need for change at W#&s triggered by changes in its
external environment. They commented that thereewends and issues that had come
to the forefront. The CGIAR, of which ILRI is a mésr, had undergone change. This

required ILRI to change so as to grasp opportusitreated by this change.

Faced with such an environment, ILRI responded I®sessing the industry
environmental conditions and then performed a SWanklysis to determine its
strengths, weakness, opportunities and threats iShtonsistent with standard practice
by managers in volatile business environments (Kimd Mouborgne, 2009). The result

of the environmental scan was identification ofesekey external (to ILRI) factors that
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would affect policy and practice in Agriculture afosbd production over the next 10 — 15
years (ILRI Strategy, 2013-2022). The researchatyaed the following steps and found
them consistent with Kotter's 8 step approach fanaging change (Pryor et al., 2008).
When the new director reported he declared thatllitnot be business as usual at ILRI.
This created a sense of urgency in the institueeirkinediately formed a team of senior
managers and appointed a planning manager to leateam thus creating a powerful
guiding coalition. The Vision for change was thaRI should grow from 50 million
dollar to a 150 million dollar organization. Thiss®n mobilized the organization into
action by defining a target that could not be aokiethrough business as usual actions.
This is consistent with a proposition by (Kaplanl@D The team immediately started
consultations with stakeholders to come up with ignto-date strategy for ILRI.
Throughout the process communication was well rehdind everybody had an
opportunity to contribute. What we could consideors term wins is the fact that there
were many staff appointments and ILRI has now growna 75 million dollar
organization. The Director General on several aoaaspointed out these wins during

town hall meetings.

Respondents commenting on the pace of change atskiR that it was a bit slow. One
respondent commented that it would have been bettee told at the beginning what is
expected than keep people guessing what is nexd.iFtexpected given that change is
normally a period of uncertainty and tension. Kapla010) could have anticipated this
when he introduced another step (a tool) in Kadté’steps linking the vision to the

strategy. He introduced a tool called ‘StrategiceAda’ between crafting the vision and
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developing the strategy. It gives a tabulated campa of the current status of several
organizational structures, capabilities and proeesdth what they need to become over
the next three to five years. Application of thesltcould have helped workers out of an

anxiety situation by providing some explanatiombiat is to come.

Two themes identified by the researcher in thsnge process are Dynamic Capability
and Innovation. Given that ILRI is now operating @ fast changing business
environment, dynamic capability is necessary fost@nable competitive advantage.
Three dimensions that support dynamic capabilis€s the managerial capability,
learning capability and strategic flexibility (Rett Kor and Mahoney 2007). After
introduction of the Institutional Planning and Parship unit and strengthening of the
Learning and Development unit, ILRI is now well s@be dynamic as there was already
a well-established managerial function. But fomthie®s make ILRI dynamic, these three

units need to be closely coordinated and enhanEed. instance the learning and

development unit might need inputfindPrincipal Scientists who understand the strategic

direction of the organization. However ILRI has died most of the functions of the

planning unit to project level, what is not consrgtwith conventional literature.

In this change process there was innovation aCB8AR in the governance structure of
its business model to come up with a consortiunme bnsortium was organized such
that proposals for research from members of thes@winm are strictly evaluated by
experts for relevance to the CGIAR vision and ofjes before funding is grunted. This

has created the resemblance of an open market mgowbereby only the best in the
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market are selected. Such an environment has tteat@d to enable greater efficiency
and impact if well administered. However ILRI resgagoes beyond what is handled by
the Consortium. Perhaps greater efficiency couldtt&ned by channeling all projects

funding through the consortium for evaluation andlgsis.

At the institute level ILRI has innovated in ksisiness model content from an initial
focus to poor farmers to an expanded inclusive Satumeet the future challenges of
addressing the role of livestock to address foomursy, poverty, environmental and
health issues. This resulted in identification lofee main approaches; Inclusive Growth
Systems, Resilient Systems and Growth with Extéresl(ILRI strategy 2013-2022).
Inclusive Growth Systems involves facilitating stiwral transition from a majority of
small holder households keeping livestock in loadurction systems to a livestock sector
raising productive animals in more efficient, irdese and market linked systems. This is
a revolutionary change because traditionally IL&dused on poverty reduction for poor
livestock keepers. Resilient Systems looks at ane#ls ecological constraints and
involves incremental growth emphasizing enhancenténthe role of livestock for
resilience, both in terms of ecosystem serviceshamusehold/ community livelihoods. It
involves introduction of technologies and instibuis to protect livestock assets of the
poor and their contribution to stewarding the natuesources upon which they rely.
Growth with externalities looks at intensified shsadale livestock systems with
emphasis on understanding and anticipating thenpatanegative impacts of small-scale
livestock intensification. This is an extensiontloé first approach because it looks at the

consequences of inclusive growth.

35



To sustain competitiveness, the new strategy showltd be static but dynamic to
incorporate new inventions/ innovations that opgm Un a fast paced globally
competitive environment, consumer needs, technoddgpportunities and competitor
activity are constantly in a state of flux (Tee2609). This opens up opportunities for
both new comers and incumbents, putting incumbants risk. Therefore there is need
for organizational sense making and strategic Wbié®y. According to Voelpel et al

(2008), continuous organizational sense makingrisca for both researchers and
managers because disruptive innovations are nowrieg in almost all industries.

However given the fact that ILRI is a non-profiganization, it also faces the challenge
of having institute performance measurement pararsigthich might not be as sensitive
as profit to a commercial organization. If theseapzeters are well identified and
sensitive, they would assist in monitoring perfonce and enable the Institute to avoid

strategic drift ensuring attainment of institutealyo

ILRI had an organizational architecture that effesy supported the previous strategy.
After strategic change, there was need for changggtructure to one that effectively
supported the new strategy. For this purpose IL&pged a matrix design which,
considering the nature of its operations is sudhti This is because in its operations ILRI
incorporates projects and functional administratishat would fit well in a matrix

allowing focusing on both projects and functionahits. However respondents

complained of complex reporting lines, an issud thaexpected in a Matrix structure
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(Kuprenas, 2001). A solution to this would be tairir managers on how to operate

effectively within a matrix structure.

ILRI has also invested in acquiring new skills (ple), new state of the art research
instrumentation and an operations support softwefiesred to as One Corporate System
(OCS). OCS is a cross-center initiative of the 8&&land its consortium office aimed at
creating a common system for managing projects,amumasources, finances and other
administrative and reporting function§vVéyne, 2012) It is to replace the current
operational software and will facilitate collaboost between centers. According to
respondents, ILRI had a strong culture that effetyi supported the previous strategy.
However respondents commented that this cultureredf resistance to the change
process. To successfully implement the new stratdgyl needs to build up a new
culture supportive to the new strategy. This isaose successful change must involve
strategy, structure, culture and people (Tushmah@iReilley, 2006). In this case ILRI

has restructured all of the above apart from caltur

ILRI leadership adopted a flat and lean form of amigation with most non-core
functions outsourced. This is consistent with Gra@000) statement that the current
trend is for flatter, flexible and agile organizatal forms. A lean and flat form of
organization has the advantage of flexibility aredpk to alleviate the inertia caused by
bureaucracy. Asked as to whether the new changesddded value to ILRI the answer

was affirmative indicating proper articulation ¢fegegy by the leadership which is a sign
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of good leadership according to Murphy (2003). Adang to respondents, ILRI

leadership was also very instrumental in commuimgahe need for change to staff.

To effectively communicate change, ILRI took adem® of many different
communication instruments available to reach altf sSCommunication instruments used
included email messages, town halls, staff disonss(face to face and virtual), strategy
blog, strategy wiki, ILRI-net updates, surveys, alinkstock exchange meetings.
Analysis of the results revealed that participatias spread throughout all instruments.
This shows that it is advantageous to use as maffyesngagement tools as possible in
trying to reach all staff. A factor that was peidtout as positive in this change is the fact
that it was transparent. Respondents commented‘dhagffort was made to make it a
strategy of all of us, not just management”. Whald have made this possible is the

communication strategy adopted.

Respondents mentioned challenges of existing comemits slowing down ability to “re-
tool”. This is a case that needs reconfiguratiorm@nagerial function). According to
Teece (2007), the old and the new must complimernheé enterprise. It requires asset
realignment and redeployment to minimize internabnfict and maximize
complementarities and productive exchange. Therealgn the challenge of funding and
programmatic uncertainty from the consortium. Fois tpurpose ILRI established a
Business Development Unit to handle resource neattibn and facilitate smooth flow of
funds. Outsourcing of non-core staff at ILRI is #ey area that posed a challenge such

that although there was efficiency in some serdekvery, in other cases the result was
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work overload leading to service delays. A factould have aggravated this is the fact
that many tasks that were considered routine noeder to be advertised to get a

competent bidder. However the structure is stitllevg and hopefully efficiency may be

gained with time.
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CHAPTER FIVE: SUMMARY, CONCLUSION AND

RECOMMENDATIONS

5.1 Introduction

The contemporary business environment is increbsibgcoming more and more

dynamic. For organizations to remain competitiveytheed to renew their capabilities as
the business environment changes. This paper pseserresearch report on how
International Livestock Research Institute (ILR¢prganized itself to take advantage of
opportunities created by changes in its operatimgrenment. It sheds light on the nature

of strategic change management practices adopte&at

The data was collected through a case study in hwihitee key leaders of the
organization who participated in the process waterviewed. Some other members of
general staff were also interviewed to get a coteppecture. The researcher collected
more data through participant observation and amalyf strategy engagement
documents. This chapter presents a summary of ithdings, conclusions made,

recommendations, implications, limitations and fsjgns for further research.

5.2 Summary

The change process at ILRI was triggered by sonternal forces and external
environmental changes that required ILRI to reoimaand become more effective. In

response to these forces, ILRI scanned its enviemrand establish some key factors
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that would affect policy and practice in Agricukuand food production and then by
engaging its stakeholders came up with a competgivategy for implementation. This
approach is consistent with standard practice fanagers in volatile environments.
Analysis of the data reveals a clear effort by Ilt&lbuild up dynamic capabilities. The
change process was found to be consistent witreKst8 steps process of organizational

change.

Three capabilities necessary for an organizationbéo dynamic are possession of
managerial, learning and strategic flexibility. $his necessary for an organization
operating in a fast changing business environntesitowing the change process ILRI
incorporated all these departments in its structlireerefore the Institute is effectively
well set to be dynamic. However there is need é&wetbpment and coordination of these

institutional units to make them more effective thois purpose.

Organizations become dynamic by continuously apglynnovation and collaboration to
meet strategic goals. In this change process tha® innovation in business model
design. Innovations in business model design ctierebe in the content of an activity
system, its structure or the governance. At the AFGlthere was innovation in

governance structure to come with a consortium #ratouraged competitiveness in
funding and collaboration among research centetsth& institute level there was
innovation to shift from the initial focus on podivestock keepers to an expanded
inclusive focus to meet the future challenges odressing the role of livestock in

addressing food security, poverty, environmental Aealth issues. Also now there is

41



more focus on development outcomes instead ofreithgic research or research for the
sake of it. The challenge facing ILRI now is coming with Institute performance
measurement parameters which are as sensitiveofis tpra commercial organization.
These would assist in monitoring performance, &iggy relevant action promptly to

avoid strategic drift and ensure attainment ofifatg goals.

For companies to successfully evolve through ewmbary/ revolutionary change they
need to go through simultaneous shift in strategycture, culture and people. For this
change ILRI came up with a new and up to dateegggatind for its structure adopted a
matrix structure. There have also been changesaple (skills) and technology. For
ILRI to successfully implement the new strategy,will be necessary to work on
changing the remaining aspect; culture. ILRI ngedievelop a new culture that supports
the new strategy. To facilitate collaboration, ILfRs established the necessary structures

and acquired One Corporate System software.

In leadership ILRI adopted a flat and lean orgattonal structure with most non-core
services outsourced. The leadership was instrumentmmmunicating change to staff.
A critical success factor that was considered p@sin this change is the fact that the
process was transparent, a fact that was facditétg an excellent communication
strategy adopted. Challenges faced by ILRI in ghiscess include a strong culture
supporting the previous strategy, conflict betwdbe old and the new within its

organizational structure and the fact that som# k&l to be declared redundant. There
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was also the challenge of lack of career growth ifsrstaff as a result of a flat

administration structure previously adopted.
5.3 Conclusion

In a fast changing business environment, orgamaathave to go through change to

renew their capabilities so as to sustain theirpetitive advantage. The forces of change
at ILRI were found to originate from both interradd external sources. In response these
forces, ILRI scanned its environment to establishstrengths, weakness, opportunities
and threats. The result was identification of sekewn factors that would affect policy

and practice in Agriculture and food production iothee next 10 — 15 years.

Analysis of the data collected revealed that ILRsponded by establishing in its
organizational structure units that effectively matddynamic. Then through innovation
and collaboration, ILRI came up with an up to dstrategy of meeting its new strategic
objectives. To facilitate efficient flow of servige ILRI established a supporting
organizational structure and acquired necessamys speople, software and modern
technological Instrumentation). ILRI leadership wiasind to be lean and flat but
instrumental in the change process. Analysis offih@ings revealed that the change

process was consistent with Kotter's 8 step proaagsmost of the empirical studies.

However the researcher found out that ILRI had tegmost of its planning services to
program level, what is not consistent with emplirigdarature. ILRI was found unique in
having only one staff for the planning unit andyied on external outsourcing for

strategy services. In most empirical literaturatsigy services are not outsourced due to
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their critical nature to the success of the orgaton. However several other programs
reported to this unit, such as the Business Dewedop unit and Intellectual Property.
Perhaps the bulk of work of planning is handledtise units. Given that the business
environment is continuously changing, the Instit@teategy should not be static but
flexible to incorporate new opportunities that opgm This makes it necessary for
continuous organizational sense making and adjugtofanstitute strategy, what would

require more capacity for the planning unit.

ILRI faced challenges of having a strong estabtisbi@ture resistant to change, conflict
between the old and the new within its organizatistructure and the fact that some
staff had to be declared redundant. A critical sgedactor that was considered positive
in this change was the fact that the process veasparent, a fact that was facilitated by
an excellent communication strategy adopted. ILfghaization structure is still evolving

and the researcher expects additional efficiendyaignment to be attained as the new

strategy is executed.

5.5 Limitations

Considering the fact that a single-case study amprovas adopted, these findings might
have limitation of providing a generalizing concbrs It is also possible that biased
views from respondents could have influenced theclkesions. However this limitation
was minimized by triangulating the study with otlreethods in order to confirm the

validity of the process.
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The limitation faced in the field was the fact thia¢ change process was still on-going.
For this reason ILRI management was concerned abeusensitivity of this research.
Due to its sensitive nature, there was a requirénhan the results from this work be kept
strictly confidential and the research restrictedstrategy engagement process alone.
Also since the execution phase had not starteduiidcnot be researched. The researcher
was also challenged by the fact that ILRI programesheaded by professional scientists

who are not trained managers. This limited the tyjpguestions that could be asked.

5.4 Recommendations

Findings from this research show that followingstichange, ILRI incorporated in its

organizational structure all the three dimensiomsessary for it to be dynamic. However
these units need to be enhanced with input froransists and closely coordinated for
them to make the institute dynamic. Therefore taltation among these units should be

encouraged and reward systems can be designeidfiarce this aspect.

ILRI has had a strong culture that effectively sopgd the previous strategy. According
to respondents this culture offered resistanceht dhange process. To successfully
implement the new strategy, ILRI needs to buildaupew culture supportive to the new
strategy. New values that reinforce the new styatdpuld be introduced to staff and

some reward system introduced to encourage tmsfoanation.

Respondents also mentioned challenges of existngritments slowing down ability to
“re-tool”. The old and the new must be complimerits efficient enterprise
performance. This case requires asset realignnmehtesleployment to minimize internal

conflict and maximize complementarities and proogctexchange (a managerial
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function). Also given that the contemporary bussmeswironment is fast moving,
managers need to embrace ambidexterity and learpioit the present as they explore
new ground. Therefore some training on this aspexild help managers to improve

their productivity.

Of particular interest to the researcher is the lpantroduced Business Development
unit. Apart from its current function of resourceolilization, this unit could also be
mandated to come up with competent and well rebedrcbusiness models for
commercialization of inventions and innovationseTumit could adopt open innovation
and go beyond inventions/ innovations done at IltRIbe exhaustive in meeting
customer needs. A business model enables commeatiah of inventions/ innovations
and is a useful vehicle for taking technologicaleintions and innovations to the people.
This could have been the missing dimension for Ili®Irealize great impact. Well
researched, working business models could alsoueage well-resourced investors to
invest in this sector to enable ILRI to achieveoitgective of becoming inclusive. This is
because many would be investors are kept awayrbieli knowledge of how to invest in

this sector profitably.

The business development unit is also well suitedome up with business models for
collaboration with Multinational Corporations (MNCsILRI has the advantage of
knowledge of the local communities and cultures tluéts length of experience and
research in these countries while the private priter has the advantage of expertise in
competent supplies and value chain management.oByiaing this knowledge it is

possible to come up with business models of medtieglocal needs and alleviating
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poverty profitably. Due to their good knowledge tbe global markets, Multinational

Corporations (MNCs) can leverage knowledge of omeket and transfer it to another.
They can also be used to encourage production velal@ng countries, process their
products and market them to developed countriess. Wauld make developing countries
production units for the first world facilitatindbandant flow of revenue to them leading

to poverty alleviation.

5.6 Suggestions for Further Research

To enable generalization of the findings, similardses could be done for many other
non-profit organizations. This would make it possibo do cross case analysis to
determine similarities and differences. The findingould assist in establishment of

some general theories for adaption.

The execution phase would be another interesting toastudy. Following strategy
formulation a lot of modifications happen duringe texecution phase. Further research
could be done to study this phase. It would makmésible to compare the planned and
emergent strategy. This would make this work comepland make interesting

contribution to existing literature.
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APPENDICES

Appendix |: Letter of Request for Permission of Data Collection
John Wasilwa Kimunguyi,
P.O. Box 540-00300
Nairobi, Kenya
August 16, 2012
The Institute Planning and Partnerships Director,
International Livestock Research Institute (ILRI),
P.O. Box 30709 — 00100
Nairobi

Dear Madam,

Re: Permission to Collect Data for Academic Resear ch

| am a Master of Business Administration studenhatUniversity of Nairobi. As a
requirement for completion of my course, | am siggabto carry out a business research
study on a contemporary business issue within reg af specialization. My topic of
interest is Organizational Change Management. GivahILRI has been undergoing
change, | chose it as a suitable case for thig/stitk information collected is purely for
academic purpose and will be treated with stricificentiality.

The purpose of this letter is to request for yoempission to collect data within the
institute. A copy of the research questions to s$edfor the interview guide is attached
to assist in preparation. | will also present te ithstitute a copy of the final report upon
request. Your assistance and cooperation will gelhiappreciated.

Thanks for your time and assistance

Yours faithfully

John Wasilwa
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Appendix I1: University Letter for Data Collection

UNIVERSITY OF NAIROBI
SCHOOL OF BUSINESS
MBA PROGRAMME

Telephone: 020-2059162 P.O.Box 30197
Telegrams: “Varsity”, Nairobi Nairobi, Kenya
Telex: 22095 Varsity

Registration No........5X. . 20 L . L2928

is a bona fide continuing student in the Master of Business Administration (MBA) degree
program in this University.

He/she is required to submit as part of his/her coursework assessment a research project
report on a management problem. We would like the students to do their projects on real
problems affecting firms in Kenya. We would, therefore, appreciate your assistance to
enable him/her collect data in your organization.

The results of the report will be used solely for academic purposes and a copy of the same
will be availed to the interviewed organizations on request.

Thank you. y xﬁ:ﬂ'{{fﬁﬁi‘@}

T

~PATRICK NYABUTO
MBA ADMINISTRATOR
SCHOOL OF BUSINESS
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Appendix I11: Interview Guide

Following the recent changes in CGIAR and the lioels sector more generally, during
2012 ILRI developed a new strategy which includes¢ main elements, the vision and
mission statement, three strategic objectives,famedcritical success factors. We would
like to find out about your experience of stratelg@yelopment process at ILRI. This short
interview has only 16 questions and should takenooe than 20 minutes of your time.
The information collected will be confidential amdll help us improve communication

and staff engagement in such process. Feedbadkedd@rough this questionnaire will

also contribute to a Graduate thesis research WiyRirstaff member.

1. What are the factors that triggered the curceanges on ILRI strategy?

2. What are the changes that have been done orsttdégy?

3. What processes did ILRI employ to ensure thgmicant changes were done in a

systematic manner?

4. How would you describe the pace of strategiaigkaat ILRI?

5. What are the benefits of the current change&Rhstrategy?

6. Which factors favored the current changes on HtRitegy?
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7. Which factors did not favor the current changedLRI strategy?

8. What are the major outcomes of this process?

9. What are the major successes of this process?

10. How is ILRI currently responding to these chest))

11. How has the strategic change affected the arg@onal structure?

12. How has the strategic change affected ILRI immss/ision and values?

13. How has leadership influenced strategic chandeRI1?

14. Which are some of the challenges that have begerienced in this change process?

15. What policies has ILRI put in place to govetmategic change management at ILRI?
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17 In our engagement to discuss and formulate a neRl l&trategy, which

instruments of communication did you rely on most?

18 What improvement(s) do you suggest would help It&Rbe more effective in

communicating with and engaging staff in reshaph®institute’s strategy?

19 Have these changes added value to ILRI as anutestitonsidering its current

mandate in the CGIAR.

20 In your experience, what were the positive aspetthe process to change the

ILRI strategy?

21 In your experience, what were the negative aspactse process to change the

ILRI strategy?

22 What do you propose could be done to ensure thatptiocess is successfully

rolled out across ILRI?

23 Do you have any other comments on this process?
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