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ABSTRACT

With the accelerating dynamics of competition, kleg to competitiveness no longer lies
in employing strategies, which have been successfilile past or in emulating strategies
of successful competitors. Real competitive advgatasults from developing strategies
that will differentiate the organization from iterapetitors in the eyes of the customers.
The aim of this study was to establish challengamplementation of strategic plan faced
by APA Insurance Co. Ltd. As well as determine hbe company has overcome these
challenges. The study was conducted through a casdy design, focusing on
implementation of strategic plan at APA Insurancamn@any Ltd, interpreting in-depth
details concerning the challenges of implementatbra strategic plan and how these
challenges have been overcome by the insuranceasomphe targeted respondents were
the management team in at APA headquarters in Whelst] Nairobi. The researcher used
primary data collected by use of interview guidethwboth closed and open-ended
guestions. Data analysis was done using contertysasiaFrom the study the researcher
concludes that, the major challenges encounteredAB¥ Insurance Co. Ltd while
implementing strategies included some aspects gdénizational culture and structure,
high degree of staff turnover and resistance tongla Others included lack of
infrastructural facilities, government decisionsadequate resources and conflict among
some employees. Therefore Insurance companiesdleosgure that employees affected
by the strategy are the core aspect in implememtadf strategic plan focusing on the
outcome and also ensure that the necessary resane@vailable during implementation
of strategic plan. Moreover, insurance companieailshassess the customer-employees
needs to ensure that it is in line with implemdntabf strategic plan and make sure that
implementation of strategic plan is a team effdttis study has policy implications as
there has not been a standard benchmark for theeamse companies as it is for other
sectors in Kenya. Currently most insurance compamave implied their course in
implementation of their strategic plans and thus #study should act as a bench mark in
the industry for results and quality assurance s&ctbe sector. This will thereby promote
comparability of challenges among the insurance paonies in Kenya and particularly
during implementation of their respective stratqgans. This makes this study therefore a
critical part of the link between theory and preetiwithin the confines of strategic
management in Kenyan insurance sector. The resgaecitountered several limitations
including some interviewees being tight on thehestule to get time for interview might
not be able to have personal interviews with tlepoadents due to their work schedules.
The researcher however managed to secure theirnrgp@mt upon promise that the
interview would be brief. Other interviewees werd willing to divulge information for
fear of reprisal. There is a need to carry outhierrtstudies on strategy monitoring. At the
same time, this study should be iterated after sameeafterto find out if there are any
changes that have taken place and comparison kathiridings of this study done. One
may also wish to carry out a study on the challenigeing the insurance companies in
regards to regulating insurance industry. A study mlso be carried focusing on the other
aspects of the strategic management process aparirhplementation of strategic plan.
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CHAPTER ONE
INTRODUCTION
1.1 Background of the Study

In the world of management, increasing numbersnics managers are recognizing that
one of the key routes to improved business perfoomas implementation of effective

strategic plan (Renaissance Solutions Ltd, 1996)s Bpplies even to the insurance
industry whose environment dynamism in the curtienés is posing many challenges to
all organizations and therefore calling for effeetstrategic plans to be formulated and

implemented.

All the attention paid to challenges facing managetrappraisal in general is therefore
testimony to its potentially pivotal role in infloeing organizational performance and
effectiveness. For the developing world, the dyisamof the business environment in
the current times is posing many challenges tanalirance companies. Thus, it is only
those insurance companies that are able to adapetechanging external environment
and adopt new ideas and ways of doing businesséanabe guaranteed of survival. Some
of the forces of change that have greatly influenibe insurance industry include intense

competition, globalization and technological adwanent (Kettunen, 2004).

McKinsey's (1982) model describes the seven factoiScal for effective strategy
execution. The 7-S model identifies the seven facs strategy, structure, systems, staff,
skills, style/culture, and shared values. Mintzb€t§94) views planning strategy as
precise intentions that are formulated and arttedldy central leadership and backed up
by formal controls to ensure their surprise freplamentation in an environment that is

controllable and practicable. In planning viewagtgies are proposed to develop through



a rational and formalized sequence of analyticadl awaluative procedures. Herold
(2002) observed that planners were better thanphenmers at identifying opportunities,
setting goals and objectives, and setting propatesies and effective tactics to achieve
them as evidenced by their higher growth rate aglken operational efficiency ratios. He
also points out that planners are also more aggee$isan non-planners in pursuit of

business objectives.

According to Porter (1985) strategists must asfliessorces affecting competition in
their industry and identify their company's strérsgand weaknesses, and then strategists
can devise a plan of action. Harrison & St. Jol998), and Woolridge emphasized that
the strategic plan implementation could be mordicdit than thinking up a good

strategy.

The main players in the Kenyan insurance indugty iasurance companies, reinsurance
companies, insurance brokers, insurance agentBraaily the risk managers. The statute
regulating the industry is the Insurance Act; LasisKenya, Chapter 487. Insurance
business can broadly be classified into general ld@dDespite this classification the

different classes of insurance businesses can dwedi as lines of business along the
profit centre concept. There were 43 licensed ersce companies in 2013. Twenty
companies wrote general insurance business onhgnserote long term business only

while fifteen were composite (both life and gengral

There were 201 licensed insurance brokers, 21 makdisurance providers, 2665
insurance agents, 2 locally incorporated re-insr2B loss adjusters, 1 claims settling

agent, 8 risk managers, 213 loss assessors/inaes8g 30 insurance surveyors, and 8



risk managers during the year. APA Insurance haw/slexceptional growth since 2010,
the first year of operation. In the quest to beltrgest underwriter of general insurance
in the region APA Insurance (Uganda) opened in dgn@009. Reliance Insurance Co
Ltd is the associate company in Tanzania. The compas grown to be the industry
leader with a turnover of +3B as at 31st DecemB6A8. APA is now the biggest
insurance company in Kenya. APA Insurance is wédicgd to provide expert and

professional services to all its clients and prguim be A New Dimension in Insurance.

1.1.1 The Concept of Strategy

Strategy refers primarily to business strategy,ciWwhspecifies how a business unit will
achieve and maintain competitive advantage wittsimnidustry. Therefore one element of
strategy that we consider is the set of competpinerities that define a firm’s strategic
manufacturing capabilities. To recognize explicitlye growing importance of the
globalization, we also consider the geographic samipa firm’'s strategy, which is the

extent to which a firm’s customers are located @ide geographic area (Stock, 1999).

A strategy is the outcome of some form of plannimganized process for anticipating
and acting in the future in order to carry out tbeganizations mission (Baker,
2013).More specifically, a strategic plan “is a arganization outlay that helps in
deciding in advance what kind of planning efforttasbe undertaken, when it is to be
done, who is going to do it, and what will be domih the results. The more of an
organisation’s activities that are affected by anplthe more strategic it is (Radford,

2000).



The longer the effect of a plan and the more diffidt is to reverse, the more strategic it
is (Goodsteiret al, 2001). Therefore, a strategic plan is concerndti wecisions that

have enduring effects that are difficult to reverS#rategic planning is long-range
planning. In general strategic planning is concenvéh the longest period of time worth

considering.

According to Maddock, (2002), Strategic plans deaih the futurity of current

decisions. It also looks at the alternative coutdesction that are open in the future; and
when choices are made among the alternatives theynte the basis for making current
decisions. An effective strategic plan starts veitfategic objectives. Objectives indicate
what management expects to accomplish, while ptansets forth how, when, where
and by whom the objectives will be attained. Sgtebjectives give rise to strategic

planning maturities.

These maturities reflect the scheduled pointanre tby which strategic objectives are
scheduled to be accomplished. In turn, strateganrphg maturities are established
within planning horizons (Kargar& Parnell, 1996)ewett (1999) suggests that “a
strategic plan and the strategic planning processfioffers a competitive edge and
enables a company to measure achievements agapesttations.”A rational framework

to evaluate the effectiveness of strategic plamsbsafound among the tools of strategic
planning. The balanced scorecard developed by Kaplad Norton (2001) was

developed for a framework to communicate and implanstrategic plans.



1.1.2 Strategy Implementation and Challenges

The poor face two types of risks namely; idiosyticréspecific to the household) and
covariate (common to all). To combat these riskeythave traditionally used risk
pooling (for instance funeral and burial societieafome support (for instance credit
arrangements and transfers) and informal insurancisk-sharing schemes such as grain
storage, savings, asset accumulation and loans frioiends and relatives

(Tadesse&Brans, 2012).

However, the prevalent forms of risk management kind savings, self-insurance,
mutual insurance) which were appropriate earlierrar longer adequate and feasible as
they are limited in outreach and the benefits tgibyccover a small portion of the loss
(Churchill, 2013), offer limited protection, lowttgns for households, and are prone to

breakdown during emergencies (Bhattamishra& Bar2€@8).

Formal insurance instruments can offer supergk management alternatives, provided
poor households can access these services (Mal€éikagkose, 2008). World bank

(2011) estimates that 1.2 billion (20%) of the woplopulation lives on less that $1/day
(extreme poverty), another 1.8 billion (30%) lives less than $2/day (moderate
poverty). Of these poor, only one to three perdeas access to any type of insurance

products (Tucker, 2013).

The lack of formal insurance choices does not dt@se poor from attempting to
mitigate risk. In fact Tucker (2013) shows that padanites spend about 9.2% of their
income attempting to reduce disaster risk withcwe advantage of insurance. This

suggests that insurance services are in demanldaaednot been effectively supplied.



Hamel &Prahalad (1989) determined that the stratgdan implementation process
included the many components of management andohlae successfully acted upon to
achieve the desired results. Here, the criticainpds that effective and successful
strategic plan implementation depends on the aemewt of good “fits” between the

strategies and their means of implementation.

Robbins and Coulter (1996) have taken into conatamr that no matter how effectively
a company has planned its strategies, it couldsooteed if the strategies were not
implemented properly. Harrison (1996) also cladfidnat the more ineffective the top
management decisions, the more ineffective arectimces made at lower levels of
management. Similarly, if top management's stratepgpices tend to be successful, it

reflects favorably on choices made in other parti® organization.

Simons and Thompson (1998) refer to three categafidactors that affected strategic
decision-making process: environmental factors;aoizational factors; and decision-
specific factors. Here, environmental factors meaternal agents such as national
culture, national economic conditions, and industonditions. Organizational factors
refer to organizational structure, organizationalture, structure of decision making

bodies, impact of upward influence, and employ@elirement.

Harrison & St. John (1998), and Woolridge emphakizbat the strategic plan
implementation could be more difficult than thinginp a good strategy. Harrison and
Pelletier (1998) explained that the real value oflexision surfaced only after the
implementation of a decision. In other words, itlwiot be enough to select a good

decision and effective results will not be attain@aless the decision is adequately



implemented. Kaplan, (2005) argued that it was regdethat strategic level manager's
demographic characteristics should have been ewmmior the formulation and

implementation of strategic decisions.Kaplan, (208%ated that there were mostly
individual barriers to strategic plan implementatisuch as too many and conflicting
priorities, insufficient top team functions, a tdpwn management style, inter-functional

conflicts, poor vertical communication, and inadagumanagement development.

Eisenstat (1993) pointed out that most companigadrto develop new organization
capacities failed to get over these organizatitwiatlles: competence, co-ordination, and
commitment. Sandelands (1994) indicated that tkeree difficulties to conjecture the

commitment, time, emotion, and energy needed tskate plans into action.

Peng and Litteljohn (2001) explained that the pmit turbulence might be the most
important issue facing any implementation procéssgle and Schieman (1994) stated
that market, people, finance, operation, adaptgbiind environmental factors play a

vital role to long-term successful strategic plapiementation.

All organizations, whether private or public face @mmon challenge when
implementing a new strategic initiative: how to eegsfully manage the changes that will
occur as the new initiative is deployed. Some nebess note that organizations fail to
implement up to 70 per cent of their strategic pldMiller, 2002). Pilkington and
Fitzgerald (2006) note that two central themes pérations management concern the

case study method and best practices in relatistrategy and context.



Market dynamics have created more challenges fbliqgpaector, with the emergence of
the global economy, advances in technology, ineetascietal demands, and the need to
provide more social services with fewer resourdes.well, a widespread desire for
increased organizational scrutiny has increasedptiessure for change, given more
accessible globalized information systems and hemgd media attention critical of
government inefficiencies in service delivery. Nepproaches to management in the

public sector are therefore imperative.

A process perspective on implementing strategyr¢iiel998; Noble, 1999) widens the
traditional focus on organizational structure arwhtool systems by also including
behavioural and interpersonal process elementsidXsm introduces psychological issues
(e.g. individual motivation and commitment) anduiss relating to social and political
processes (e.g. organizational culture, leaderstapd learning), and requires
consideration of their complex interrelationshiggwerganizational structure and control

systems.

Strategic plan implementation is not a top-downrapph. Consequently, the success of
any implementation effort depends on the level mfolvement of top managers. To
generate the required acceptance for the implermentas a whole, the affected middle
managers’ knowledge (which is often underestimated}t already be accounted for in
the formulation of the strategy. Then, by makingesthat these managers are a part of
the strategy process, their motivation towardspiggect will increase and they will see

themselves as an important part in the processa(Bag@ Kauffman, 2005).



Unfortunately, in practice, managers and supersistrlower hierarchy levels who do
have important and fertile knowledge are seldonolved in strategy formulation. When
they are, however, the probability for realizing senooth, targeted and accepted
implementation of strategic plans process increasdsstantially. Research studies
indicate that less than 5 percent of a typical iade understands their organization’s

strategy (Kaplan and Norton, 2001).

This is a disturbing statistic as it is generalbliéved that, without understanding the
general course of strategy, employees cannot efégtcontribute to implementation of
strategic plans. In addition, a lack in strategiasensus can limit a company’s ability to
concentrate its efforts on achieving a unified sétgoals. It is possible that an
organization with a low commitment of top managetmnstrategic implementation will
be in a slow-changing environment, or in one tha$ bnly recently experienced an

increase from low to higher levels of dynamism andbmplexity.

Therefore as the level of environmental turbulefiy@amism and complexity) increases
it is likely that the organization will need to n@vo higher levels of commitment to
strategic management. An alternative explanation léev commitment to strategic
management might be that such organizations havargoursued strategies which are
associated with lower levels of strategic manageérnemmitment and/or capability, for

example, the reactor and defender styles of MiesZnow (2008).



1.1.3 Insurance Industry in Kenya

Insurance entails delivery of insurance productgadicipants at base of the pyramid. It
is offered to shield clients against specific rigksonsideration for premiums matching
the possibility of occurrence of the risk (Makowa£)11). Conceptual differences exist
between insurance and other forms of insurancee simsurance has lesser assets and
lower volatile premiums. Although low-income eaméace risks and economic shocks
that might be the same as conventional insuraneats] the low-end market is more
susceptible due to limitation of resources and Kedge (Maleika & Kuriakose, 2008),
are not able to mitigate risks compared to thejhbr-income participants; and in case of

economic loss from perils, they are less equippexbpe with the aftermaths.

In Kenya, low income target market is generallyoiggd by the mainstream commercial
and social insurance schemes and has not, for gatlore, had access to appropriate
insurance products (Mbogo, 2009). While over 90%thad population in Kenya is

exposed to many risks in life, with the poor beihg most exposed, the overall insurance

sector serves 8.4% of the total population (Og@84.0).

Key challenges include; low penetration, absenca sévings culture and low incomes.
Although insurance has made significant differemceleveloping countries challenges
are still prevalent. The challenges relate to tadhministrative costs, irregular income by
the clients, poor product design, weak contracbeeiment laws, illiteracy and lack of
awareness. It is therefore imperative that insweacmmpanies develop insurance risk

management models.

10



Challenges in insurance results because potetigats are exposed to a myriad of risks,
all of which cannot be feasibly insured (Mbogo, @DI'he products formed fail to meet
consumer expectations (Brown & McCord, 2000). Mbo@®10) finds insurance

products to be general and inadequate in meetmgiskr needs in Kenya. Additionally,
there is inadequate differentiation between pragfram different insurance companies,
making it difficult for consumers to distinguishtiveen competitor offerings in terms of

product features (AKI, 2012).

Product design further affects the quality of tleevice. Although insurance has made
significant difference in developing countries d¢bages are still prevalent and past
studies have not adequately addressed them. Tudy &hcuses on an area that has not
been expressly addressed by other studies namelgysng the challenges associated

with the implementation of strategic plans in irswe companies in Kenya.

1.1.4 APA Insurance Company Ltd

APA Insurance Ltd, incorporated in 2003, commentedperation on 1st January 2010.
Born from the merger of general businesses of Apwisurance Company Ltd and Pan
Africa Insurance Company Ltd, APA Insurance Ltdriesr a wealth of eighty years
combined experience from the parent organisatiBas. Africa (1946) is listed on the

Nairobi Stock Exchange. Apollo a composite inswas started in 1977.

Pan Africa in 1965 transformed from life insureraccomposite insurer. In 2000, Pan
Africa formed a partnership with African Life a sessful life insurer in South Africa
and Botswana. Pan Africa was struggling in botte lahd General insurance and saw the

tie up as giving them new expertise in Life InswanPan Africa’s general business was

11



not performing well and continued to post lossearyan year. Apollo was doing well
both in General and Life. However the Generalgion was growing faster and had an
aggressive strategy for growth. Pan Africa and Apdh 2002, agreed to consolidate
their General business into APA which was a nevdymied company owned 60%
byApollo and 40% by Pan Africa. The Company unddesrHealth, Marine, Aviation

and other General Insurance risks.

The Company has long established re-insuranceaesdips with major international re
insurers and has the capacity to underwrite laigks.The company as part of its
aggressive growth strategy has its Headquartefdainobi, with Branches in Nairobi,

Mombasa, Kisumu, Eldoret, Nyeri, Nakuru, Thika, Makos, Meru, Embu, Kisii. It has

established 10 liasion offices in other towns asr®nya. Its distribution structure
includes tied agents, who only market products &fAAlnsurance. It launched a
campaign - Rewriting the Rules of Insurance. Tgrnsmise to make insurance easily

understood and made promises for speedy clainisrsettt.

1.2 Research Problem

Implementing strategies successfully is vital fary aorganization public or private.

Without implementation, even the most superiortegw is useless. The notion of
strategy implementation might at first seem quiteaightforward: the strategy is
formulated and then it is implemented. Implementivmuld thus be perceived as being
about allocating resources and changing organizatistructure. However, transforming
strategies into action is a far more complex arficdit task (Perlitz, 1993).Many

organizations seem to have challenges in theimgitéo implement their strategies.

12



Researchers have revealed a number of problems$rategy implementation: These
include weak management roles in implementatiolack of communication, lacking a
commitment to the strategy, unawareness or misstateting of the strategy, unaligned
organizational systems and resources, poor codrdmand sharing of responsibilities,
inadequate capabilities, competing activities, andontrollable environmental factors
(Alexander, 1991; Giles, 1991; Galpin, 1998; Lavmakki, 1994; Beer and Eisenstat,

2000).

In the colonial days the insurance industry in Kenyperated as branches of British and
Indian companies serving mainly Indian and whitesibesses. Today the trend has
changed as all the insurance businesses are rdochly incorporated companies in
which locals have 33% of shareholding as a lawlirceampanies incorporated. The
Insurance Act Cap 487 of 1984 was a real watershetie history of the insurance
industry establishing it and defined it as businessindertaking liability by way of
insurance (including reinsurance) in respect & &hd personal injury and any loss or
damage, including liability to pay damage or congation contingent upon the
happening of a specified event”. This implies ttieg competition remains stiff on the

small market already tapped leaving a big mark&pped.

APA Insurance Company upon realization that the differentiation that is sustainable
in the insurance industry can only come from gualitstomer initiatives that will ensure
that customers remain loyal to the organization akdd on a strategic process in 2012
that has been facing some challenges. This is bBecany new innovations based on
products are quickly copied by the competitors keneducing the impact of such

innovations.

13



It is from this understanding that APA Insuranc@13developed a three years strategic
plan to move the business to a new level of perémee to enable them tap in to the
immense benefit of the evolution of customer senas the main differentiating factor.
There is a vast knowledge on the strategic pladssémategic planning as put forward by
various researchers including Degerl., (2000); Jarrar and Zairi, (2000); Prajogo and

McDermott, (2005)

Recent research suggests that linking organizatistngtegic plans with content and
process aids strategic plans implementation andawgs performance (Browd al.,
2007; Kotha and Swamidass, 2000; Papke-ShieldsMadtotra, 2001).Locally, Kibe
(2008) studied strategy implementation challengesEquity Bank and found that
organizational culture and structure, high degréestaff turnover and resistance to
change posed a major challenge to the organizat@thers included lack of
infrastructural facilities, government decisionsadequate resources and indiscipline

among some employees.

Other Studies carried out by scholars in the fifidtrategic management seems more
concentrated in strategic planning, strategy foatith and strategy Marketing
(Kiptugen2003; Muturi, 2005; Kamanda, 2006; Situr2@06; and Muguni, 2007).This
leaves the field of strategy implementation inextialy explored. This study seeks to
fill the above gap by answering the question: Whae the Challenges in the

Implementation of Strategic Plan at APA Insuranta?L

14



1.3 Research Objective

The objective of the study was to investigate thallenges in the implementation of

Strategic Plan at the APA Insurance Company Ltd.

1.4 Value of theStudy

The study is useful in assisting the insurance @mgs to take measures geared towards
improvement in the implementation of strategic pdaua the realization of the vision and
mission statements of the APA. The findings camw &ls adopted by other companies

which are facing the same problems in trying tolemgent their strategic plans.

The findings are also of use to the governmentiafs who are in charge of supervising
and giving advisory services to the Insurance ItrguBhe study provides information on
strategic plans to potential and current schol@lss will expand their knowledge on
strategy implementation in insurance sector anadl idisntify areas of further Research.In
the same vein, the researcher/scholars will befrefit this study, either in advancing in

the same research problem or in any related rds@aenomenon.

Other researchers, academicians and scholars séallthis study to debate on the
findings and find possible areas for further reskealthough the emphasis in this project
is on academic research, the APA Insurance managenik benefit from the insights
presented in this proposed study. Therefore, wee htbpt the mentioned company’s
management will pick up on some of the issuestibate been presented and will begin
to respond to these challenges. It is expectediieananagement team at APA Insurance
will re-examine their management position whichl wélp them steer the company in the

volatile insurance industry in Kenya.
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CHAPTER TWO
LITERATURE REVIEW

2.1 Introduction

This chapter discusses the past studies on sttgbéag. The concept of strategy is first
discusses and then the strategic planning prodassddition, challenges affecting

implementation of the strategic plans are alsoudised in details.

2.2 Theoretical Foundation

This study is be based on the Theory of DynamicaBaities as well as the Resourced

Based Theory:

2.2.1 Dynamic Capabilities Theory

This study is be based on the Theory of DynamicaBaiies as well as the Resource
Based Theory: The term Dynamic Capabilities wast fitroduced in a working paper in
1989 was influenced by Gary Hamel's multinatiortehtegy research leading to Core
Competences of the Corporation and was cited inirtkuNonaka and Hirotaka
Takeuchi's innovation strategy work The Knowledgedling Company. Originally,
dynamic capabilities were distinct from operatiogapabilities, which pertain to the

current operations of an organization.

Dynamic capabilities, by contrast, refer to "thepaety of an organization to
purposefully create, extend, or modify its resoupese"” (Helfadt al., 2007).The basic
assumption of the dynamic capabilities frameworkhit core competencies should be
used to modify short-term competitive positionsttban be used to build longer-term

competitive advantage.
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The academic literature on dynamic capabilitiesvgoet of (1) the resource-based view
of the firm and (2) the concept of "routines" inokitionary theories of organization
(Nelson & Winter, 1982). It thus provides a bridggtween the economics-based strategy

literature and evolutionary approaches to orgamnat(Ludwig,et al, 2011).

The main difference between the resource-based wéwhe firm and dynamic

capabilities view is the fact that the latter foesianore on the issue of competitive
survival rather than achievement of sustainable pmiitive advantage. This focus
appears to be closer to contemporary businesdgiesalthe latter being more "high-

velocity" than the case in previous decades.

The demise of companies like Nokia shows that tleeenpressing issue is competitive
survival. Strategy scholars Gregory Ludwig and Bemberton (2011), in one of the rare
and therefore important empirical studies on tipgctcemphasise the need to focus on the
actual process of dynamic capability building ratilean generate further abstract

definitions of dynamic capabilities.

It is of key importance to focus on different intlyscontexts to further advance this
emerging area of research. In many industries, gihgnthe entire resource base in
response to external changes is simply unreali8tidche same time, ignoring external

change altogether is not an alternative.

Senior managers are therefore forced to engage théhcomplex task of dynamic
capability building in order to facilitate compet& survival in the light of depreciating
value of resource bases available within the fvifinen senior managers are confronted

with the task of building dynamic capabilities, yheeed to consider sometimes drastic
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fluctuations in the threshold capability definitietandards, making it more and more
complex for companies to understand the minimurairemqents needed to remain in the
game as an industry player. In turn, these fluainatderive from external change in the

macro environments and the total resource sumadlailn an entire industry.

Monitoring of these external and increasingly udprble parameters will then allow
managers to tackle the internal process of adaptieg resource base. Often, this is
simply not possible because of strong path depemelenor practical feasibility
constraints that apply to certain industries. Bameple, some industries rely on a certain
manufacturing process. Once a new technology a&srigebanging the manufacturing
process on short notice is unrealistic. It is tferee more likely that adaptations are
centred on managerial routines and capability |eagher than apply to the resource base

level (Helfatt al., 2007).

2.2.2 Resourced Based View

The concept of dynamic capabilities has been furitheveloped by Eisenhardt &
Martin(2000), when the authors broaden the undedstg of dynamic capabilities and in
so develop the RBV. Hence, Eisenhardt & Martin (@00ncorporate dynamic
capabilities in the RBV and they define dynamicatalities in the following way: ‘The
firm’s processes that use resources — specifith#typrocesses to integrate, reconfigure,

gain and release resources— to match and ever eneaket change’
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The authors summarize the definition by tellingesh words according dynamic
capabilities: '...the organizational and strategiatioes by which firms achieve new
resource configurations as markets emerge, collg@it, evolve, and die’(ibid,

2000:1107).

The RBV has not gone unchallenged over the yeatsan for instance be criticised for
being inadequate when it comes to dynamic factomserning the resource development.
Therefore, a focus on the dynamic capabilities gmstve in the discussion of the RBV
provides a more adequate explanation because tieegomplementary when they are

linked together (Carpenter et al., 2001).

The RBV can also be criticised for being too foclusa demand side interactions. What
is misleading in the RBV debate, meant by Adner Zanhsky (2006), is the neglecting
of the demand environment. The authors point oait ‘gtrategic heterogeneity is rooted
not only in differences between firms’ internal aesces, but also in the extent of

consumer heterogeneity in the firms’ demand envirent.

2.3 Previous Studies of Strategy and Implementatio@hallenges

Implementing strategies successfully is vital fary aorganization public or private.
Without implementation, even the most superiortegw is useless. The notion of
strategy implementation might at first seem quiteaightforward: the strategy is
formulated and then it is implemented. Implementivauld thus be perceived as being
about allocating resources and changing organizatistructure. However, transforming

strategies into action is a far more complex affiicdlt task (Perlitz, 1993).
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Hewlett (1999) suggests that most strategic plaadardled by the financial constraints
during the time of their implementation. It is inmpant, particularly at the business level,
to integrate non-financial measures such as matiae or market growth in the budget,
so that one can better assess the extent to wimigioved competitive strength is being
achieved as well as the extent to which deviatiares due to changes in the business
attractiveness. Premchand (2004) states that ingpleation of the strategic plan requires
an advance program of action evolved within theapaaters of the ends of the budget

and means available adequate (Premchand, 2004).

This framework, he further states, should inclube following; identification and

enumeration of the implementation tasks, assessofdiie suitability of the means of
achieving the ends and prospects for the improveroemeans if they are less than
adequate (Premchand, 2004). Supervision of theigitiqn of goods and services to

ensure value for the money spent, (Brigham, 2005).

It was suggested an accounting system that recgod®rnment transactions and
provides a framework for an analysis of their irogtions (Kadondi, 2002). Another was
a reporting system that permits a periodic appras$ahe actual implementation of

policies (Ndiritu, 2007).

Undeniably coordination is critical to the perfomga of any firm. The specialist
implementation skills possessed by a mid-level mtankg manager as an individual do
not fully contribute to the organizational skillade, unless these individuals can
coordinate their efforts. The challenge for any agar is how to coordinate the efforts of

talented employees within a limited time frame &mdnsure that the aims and mission of
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the intended marketing strategy is clearly undextéirms can aid this process through
rules, directives and routines (Grant, 2002). Co@tibn deals with only the technical
problem of integrating the actions of mid-level ketmg managers within firms.
Cooperation, however, concerns the building meamasithat link individuals in ways
that permit them to perform given tasks, such aplement the marketing strategy

effectively.

Many strategic planning managers have resorted uricealistic and unattainable
strategic plan schedules. It is easy to ignoratyeal times when developing a schedule,
to skip some fundamental steps in completing theedgle, and to skip some
fundamental steps in completing the schedule. P426I04) established that one other
way of ensuring that the strategic plan scheduleedistic is to make sure that the
strategic planning schedule is not too long, thatsgic planning team understands it

clearly and all the strategic plan tasks produegulsieliverables.

The government, as an important institution, presigublic goods and services and
designs the rules and regulations of the societydallow markets to flourish. It also puts
in place the necessary policies that will facibtaéihe efficient distribution and allocation

of resources to enhance the welfare of the people.

The government promotes economic development thr@ugumber of channels. The
government can undertake large-scale investmerit ascinvestment in industry and
infrastructure projects that are beyond the scdpthe private sector. The government
also provides social goods such as education, @hbbhlth, etc., and thus raises the stock

of human capital and its productivity in the lonmr
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Strategic plan implementation is not a top-downrapph. Consequently, the success of
any implementation effort depends on the levelneblvement of middle managers. To
generate the required acceptance for the implermentas a whole, the affected middle
managers’ knowledge (which is often underestimated}t already be accounted for in
the formulation of the strategy. Then, by makingestnat these managers are a part of
the strategy process, their motivation towardspiggect will increase and they will see

themselves as an important part in the processa(Bag@ Kauffman, 2005).

To facilitate the implementation in general impleration instruments should be applied
to support the processes adequately. Two implermientanstruments are the balanced
scorecard and supportive software solutions (Rayohkauffman, 2005).The balanced
scorecard is a popular and prevalent managemetetnsytbat considers financial as well
as non-financial measures. It provides a functiopn&b translate a company’s strategic

objectives into a coherent set of performance nreaqgiKaplan and Norton, 1993).

2.4  Strategy and Implementation Challenges

Implementing strategies successfully is vital fary aorganization public or private.

Without implementation, even the most superiortegw is useless. The notion of
strategy implementation might at first seem quiteaightforward: the strategy is

formulated and then it is implemented. Implementivauld thus be perceived as being
about allocating resources and changing organizatistructure. However, transforming

strategies into action is a far more complex affiicdlt task (Perlitz, 1993).
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Hewlett (1999) suggests that most strategic plaadardled by the financial constraints
during the time of their implementation. It is inmpant, particularly at the business level,
to integrate non-financial measures such as matiae or market growth in the budget,
so that one can better assess the extent to wimigioved competitive strength is being
achieved as well as the extent to which deviatiares due to changes in the business
attractiveness. Also, since most budgets will beedaon operating departments, it is
important to superimpose key non-dollar factorg thauld signal whether the strategic

programs are proceeding on schedule.

The concern for financial measurement accuracy hie budgets seems to have
jeopardized the concern for relevance in some compabudgets. The various program
alternatives need to be economically evaluatedvim respects. First, there are different
ways to achieve a particular strategic implemeoasiction and these alternatives should
be compared. A cost/benefit analysis is neededubtdrtunately is done too often on

narrow grounds. By only looking at the financialst and benefits without taking a

strategic risk-assessment into account one migitygaursue the less favorable project

or fail to search for less risky alternatives (Bof985).

Premchand (2004) states that implementation ofstregegic plan requires an advance
program of action evolved within the parametershaf ends of the budget and means
available adequate (Premchand, 2004). This framewvher further states, should include
the following; identification and enumeration oetimplementation tasks, assessment of
the suitability of the means of achieving the eadd prospects for the improvement of
means if they are less than adequate (Premchafd).ZBupervision of the acquisition of

goods and services to ensure value for the morayt s(Brigham, 2005).
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It was suggested an accounting system that reganlsrnment transactions and provides
a framework for an analysis of their implicationsaflondi, 2002). Another was a
reporting system that permits a periodic apprat#he actual implementation of policies

(Ndiritu, 2007).

Undeniably coordination is critical to the performga of any firm. The specialist

implementation skills possessed by a mid-level mtang manager as an individual do
not fully contribute to the organizational skillade, unless these individuals can
coordinate their efforts. The challenge for any agar is how to coordinate the efforts of
talented employees within a limited time frame &mdnsure that the aims and mission of

the intended marketing strategy is clearly undexto

Firms can aid this process through rules, direstiand routines (Grant, 2002).
Coordination deals with only the technical problefhintegrating the actions of mid-level
marketing managers within firms. Cooperation, hosvevconcerns the building
mechanisms that link individuals in ways that pérthem to perform given tasks, such

as implement the marketing strategy effectively.

Many strategic planning managers have resorted uricealistic and unattainable
strategic plan schedules. It is easy to ignoratyeal times when developing a schedule,
to skip some fundamental steps in completing thkedgle, and to skip some
fundamental steps in completing the schedule. P426004) established that one other
way of ensuring that the strategic plan scheduleedistic is to make sure that the
strategic planning schedule is not too long, thatsgic planning team understands it

clearly and all the strategic plan tasks produegulsieliverables.
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The government, as an important institution, presigublic goods and services and
designs the rules and regulations of the societyahow markets to flourish. It also puts
in place the necessary policies that will facigtaéihe efficient distribution and allocation
of resources to enhance the welfare of the pedjle.government promotes economic

development through a number of channels.

The government can undertake large-scale investsumht as investment in industry and
infrastructure projects that are beyond the scdpthe private sector. The government
also provides social goods such as education, @hbhlth, etc., and thus raises the stock

of human capital and its productivity in the lonmr

Strategic plan implementation is not a top-downrapph. Consequently, the success of
any implementation effort depends on the levelneblvement of middle managers. To
generate the required acceptance for the implermentas a whole, the affected middle
managers’ knowledge (which is often underestimated}t already be accounted for in
the formulation of the strategy. Then, by makingesthat these managers are a part of
the strategy process, their motivation towardspiggect will increase and they will see

themselves as an important part in the processa(Bag@ Kauffman, 2005).

Unfortunately, in practice, managers and supersisdriower hierarchy levels who do
have important and fertile knowledge are seldonolved in strategy formulation. When
they are, however, the probability for realizingraooth targeted and accepted strategy

implementation process increases substantially.
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Research studies indicate that less than 5 peofentypical workforce understands their
organization’s strategy (Kaplan and Norton, 2001)is is a disturbing statistic as it is
generally believed that, without understandingdbaeral course of strategy, employees
cannot effectively contribute to a strategy impletagon.To facilitate the
implementation in general implementation instrursestiould be applied to support the

processes adequately.

Strategic Plan Implementation is not a top-downraggh. Consequently, the success of
any implementation effort depends on the levelneblvement of middle managers. To
generate the required acceptance for the implermentas a whole, the affected middle
managers’ knowledge (which is often underestimated}t already be accounted for in
the formulation of the strategy. Then, by makingesthat these managers are a part of
the strategy process, their motivation towardspiggect will increase and they will see

themselves as an important part in the processa(Bag@ Kauffman, 2005).

Two implementation instruments are the balancedesend and supportive software
solutions (Rapa and Kauffman, 2005).The balancedesard is a popular and prevalent
management system that considers financial as a®llnon-financial measures. It
provides a functionality to translate a companytategic objectives into a coherent set

of performance measures (Kaplan and Norton, 1993).
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CHAPTER THREE

RESEARCH METHODOLGY
3.1 Introduction
This chapter covers research design, which willabease study, how data will be

collected and analysed to achieve the objectivéseoftudy

3.2 Research design

This study was conducted through a case study mlegigcase study is an in-depth

investigation of an individual, institution or pr@nenon (Mugenda and Mugenda, 2003).
This method is preferred because it also allowspfodent comparison of the research
findings.The primary purpose of a case study islétermine factors and relationships
among the factors that have resulted in the bebawinder study. Since this study seeks
to identify the challenges in the implementationststegic plan, a case study design is

deemed the best design to fulfill the objectivethef study.

A research design encompasses the methodology racddures employed to conduct
scientific research. The design of a study defthesstudy type (descriptive, correlation,
semi-experimental, experimental, review, meta-ai@lyand sub-type (example:

descriptive-longitudinal case study), research tjes hypotheses, independent and
dependent variables, experimental design, angypli@ble, data collection methods and

a statistical analysis plan (Adgrl, 2008).
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The design will therefore give the researcher adepth understanding of challenges in
implementation of strategic plan in APA Insurandd Bnd how these challenges can be
or have been overcome by the company. This resel@sign has been used successfully

by Machuki 2005, Mumbi 2005 and Kibe 2008 amongth

3.3 Data Collection

To meet the objectives of this study, the researcodlected pertinent primary and
secondary data. Emphasis will be given to primatadvhich will be collected using an
interview guide. An interview guide is a set of gtiens that the interviewer asks when

interviewing (Mugenda and Mugenda, 2003).

The interviewees will be six in total, this willdlude the head of strategy and functional
heads in charge of finance, risk management, irddon technology and operations,
human resources and business development divisiddPA Insurance Ltd. The guide

will include unstructured (open-ended) questionsrtoourage the interviewee give an in-

depth and felt response without feeling held badkevealing of any information.

Secondary data on the other hand included butimitet to previous studies by other
researchers and other literature on APA Insurante that will help achieve the
objectives of the study. In addition, the researddtell also use publications on the
company particularly those on strategy and impldatem of strategic plan by the
company. Before data collection, the researchdrsggk authorization from the relevant
authorities including from the University of Naiiodnd the management of the APA

Insurance Company Ltd.
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The introduction letter given by the universityiviacilitate creating confidence that the
study will be used for academic purpose only. Faraneffective and successful data
collection, the researcher will prepare a luncheh each of the targeted interviewees

during the time that will be most convenient witiemn

3.4 Data analysis

Data collected from the study was qualitative ituna Content analysis will be used to
analyze the data collected. According to Mugend899), content analysis is the
systematic qualitative description of the compositof the objects or materials of the

study.

Data analysis involves observation and detailestmlgtion of objects, items or things
that comprise the study. The themes (variables)sihall be used in the analysis will be
broadly classified into two: strategic plan implentation process and challenges

affecting strategy implementation.
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CHAPTER FOUR
DATA ANALYSIS, RESULTS AND DISCUSSION

4.1 Introduction

This chapter presents data findings, interpretaéiod discussion. The aim of the study
was to establish implementation challenges faceAR¥ Insurance Co. Ltd. As well as
determining how the company has overcome thesdedgals. Findings in this study
would indicate the real situation of implementatiohstrategic plan in the insurance
industry particularly in Kenya. The interviewees fbis study were drawn from the Risk
and Audit Department, Claims Department, UndemgitiDepartment, Marketing
Department and the Finance Department. The resalearnt that all the interviewees

had at least three years in their current managepuosition.

The chapter is organized into three sections wileeefirst section addresses general
issues on implementation of strategic plan whileeotsections will present challenges,

and suggested solutions to the challenges faciptementation of strategic plan.

4.2 General information

Implementation of strategic plan involves organaatof the firm's resources and

motivation of the staff to achieve objectives. oy firm to succeed in implementation

of strategic plan, the management must have a dlederstanding and support formal

policy development and implementation. This studyealed that, APA Insurance

Company Ltd has financial capacity to implemenratsgies and employees are motivated
to maintain and support the implementation of sgggtinitiatives. The company relies on

the management staff skills for successful impletait&m of strategic plan.
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The company has a well co-ordinate system of oper#tat ensures adequate leadership
and direction provided by the various departmemts. the same time, the key
implementation tasks and activities are alwaysritetefined and this enabling the entire

process of the implementation of strategic plabeo

4.3 Implementation of Strategic Plan challenges fadl

The study revealed that, too many and conflictingrjties, insufficient top team
functions, a top down management style, inter-fionei conflicts, poor vertical
communication, and inadequate management develdppwses a big challenge in

implementation of strategic plan.

The main challenges facing implementation of sgiatelan as discussed under this
section include commitment of top management; wewlent of employees’ valuable
knowledge; communication, the challenge of intaggahew system with the old; clear
assignment of responsibilities; change barrierswa as the role of teamwork in
implementation of strategic plan. Other challengeslude employees’ differences,

inadequate time as well as insufficient finance.

4.3.1 Commitment of top management and implementain of Strategic Plan

Commitment of top management was identified as gomahallenge facing

implementation of strategic plan. The study revedlat, the most important thing when
implementing a strategy is the top management’snaibment to the strategic direction
itself which is a prerequisite for implementatioh strategic plan. Therefore, top
managers must demonstrate their willingness to gwergy and loyalty to the

implementation process. Rapa and Kauffman, (2008jirtns the findings by asserting
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that, demonstrable commitment of top managemerdrbes, at the same time, a positive
signal for all the affected organizational membiersany successful implementation of
strategic plan. Therefore, the management mustspate any effort to persuade the

employees of their ideas as well as employing pgpFapriate resources.

4.3.2 Involvement of employees’ valuable knowledged Implementation of
Strategic Plan

At APA insurance co. Ltd, there is wide involvemeftthe employees’ capabilities in
implementation of strategic plan. The implementatd strategic plan process within the
company is not a top-down-approach but rather aga® involving all levels of
management including junior staff. This indicatestf the success of any implementation
effort depends on the level of involvement of alif members. At the same time, to
generate the required acceptance for the implementaas a whole, the affected

employees’ knowledge must already be accountenh fiire formulation of the strategy.

Rapa and Kauffman argues that, by making sure alhagmployees are a part of the
implementation of strategic plan process, their imation towards the project will
increase and they will see themselves as an imgopt@t in the process. They further
adds that, in practice, managers and supervisotewar hierarchy levels who have
important and fertile knowledge are seldom involvedtrategy formulation and when
there are the probability for realizing a smoottyésed and accepted implementation of

strategic plan process increases substantially.
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4.3.3 The Role of Communication on implementationfdstrategic Plan

The study revealed that, communication at APA lasage Co. Ltd is well enhanced at
both the horizontal level and vertical level. Aetbame time, communication aspects are
emphasized in the implementation of strategic ptage thus making the strategic

management process to run smoothly.

The organization in addition has adopted a two-a@yinunication program that permits
and solicits questions from employees about iseegarding the formulated strategy and
thus informing the employees about the new requerdgs) tasks and activities to be

performed by the affected employees.

This implies that, it is essential both during aailer an organizational change to
communicate information about organizational depelents to all levels in a timely
fashion. However, one may not misunderstand massipg of information or the sharing
of information to mean active participation by epydes but rather it is the full

engagement with direct dialogue that produces egarticipants in the change process.

Rapa and Kauffman indicated that, the way in wlaathange is presented to employees
is of great influence to their acceptance of it. deal with this critical situation, an
integrated communications plan must be developadh & plan is an effective vehicle
for focusing the employees’ attention on the vabfethe selected strategy to be

implemented.
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4.3.4 Challenge of integrating new and old system

Traditional implementations of strategic plan cqgrtsegenerally over-emphasize the
structural aspects (top-down approach) and redudee whole effort down to
organizational top management exercise. This sgiggified that, implementation of

strategic plan requires an integrative point ofwie

In addition to the organizational structure, crdtuaspects and the human resources
perspective need to be considered as well. An imefegation effort is therefore ideally a
boundless set of activities and does not concentomt implications of only one
component, such as the organizational structuretifeoinsurance industry, it is of great
importance to integrate general facts as well i@ thflection of the implementation

process by the virtue of the risks inherent with slector.

It is therefore the consideration of general anecde facts that ascertain that cultural
aspects and human resources aspects are of as impohtance as organizational
aspects. Findings of this study rhymes with theuamgnt put forward by Dean and
Terziovski, (2000) who said that, an integrativeerpretation allows an important scope

of development for implementation activities.

4.3.5 The Change Barrier

Change is part of the daily life within an orgarniaa. The ability to manage change has
proved to be a core competency for insurance imgusthis study revealed that,

implementation efforts often fail when managersmt clear many doubts that loom
within the employees of the implementation of ggat plan aftermath. There was a

unanimous agreement that, insurance companiestbalve aware that barriers against
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the implementation of the strategy can lead toraptete breakdown of the formulated
strategy. The interviewee mentioned that, pastemgeintation of strategic plan at APA
Insurance Co. Ltd. have been marked with intenskevagil-articulated awareness meant
to inform the entire staff members of the intenthedefits. To enhance the relationship
between implementation of strategic plan and tretacner service, APA Insurance Co.
Ltd has converted competitive methods in a way ttmatforms to a cost leadership,
differentiation, or focus generic strategy type.isTthas helped the company avert
challenges emanating through implementation otesgra plan. The company had been
reporting both high strategic plan quality and highplementation of strategic plan

capability to generate statistically superior regur

APA Insurance Co. Ltd has also always aimed to béha financial heart of the
community and have been striving hard to remairseclto the customer, assess the
market needs and be responsive to the evolvingresgants of the business community,

the industrial and manufacturing sector and indeedry segment of the economy.

To reinforce these findings, Rapa and Kauffman soout that, barriers to implementing
a strategy range from delay to outright rejectidlowever, this psychological point of
view is often downplayed during discussions of iempéntation issues, even though it is
becoming more and more obvious that implementatiostrategic plan consists, for the
most part, of psychological aspects. By changing way they view and practice
implementation of strategic plan, senior executicas effectively transform change

barriers into gateways for a successful execution.
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4.3.6 The Role of Teamwork in Implementation of Stategic Plan

Findings from this study disclosed that, teamwoldyp vital role within the process of
implementation of strategic plan and when the mile¢eamwork is undermined, the
process of strategic planning is derailed. As &ifga by Kaplan and Norton's (2004),
when it comes to implementation activities, teanknisroften ignored. This implies that,

teams can play an important part to promote théamentation of a strategy.

At the same time, differences in personality casultein serious inconsistencies in how
strategies are understood and acted upon. Thiy stdéecates that, APA Insurance Co.
Ltd has embraced teamwork in implementation oftaegjia plan by recognizing different

personality types and thus imparting relevant skihh how to handle teams effectively.

4.3.7 Employees’ differences and Implementation @trategic Plan

The researcher also noted that, implementatiorirafegjic plan is influenced largely by
the coherence and integration of existing employdg#sn the organization. Majority of

interviewees expressed dismal employee conflicthiwiAPA Insurance Co. Ltd and
thus human resource factor had been progressivatiing the key success factor within

the company.

Interviewees, nonetheless indicated that, oneehthjor reasons why implementation of
strategic plan efforts has failed in the insuraseetor is the cohesion between employees
that has been conspicuously absent for strategimpig as indicated by Lorange (1998),

the difference of employees requires, as a consegudifferent management styles.
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4.3.8 Supportive Implementation instruments

To facilitate the implementation in general, imp#rtation instruments should be
applied to support the processes adequately. Ty sevealed that, APA Insurance Co.
Ltd has a strategy planning system that is integratith other control systems like

budgets, information and reward systems.

In addition, the company uses balanced scorecgpdotade a framework for integration
the strategic planning to meet the insurance reqents. This is an indication that, in the
context of implementing strategies, the applicatminthe right implementation of

strategic plan instruments should not be neglected.

4.3.9 Time horizon in Implementation of Strategic Ran and Financial Change

The interviewee agreed unanimously that, time loorin implementation of strategic
plan is among the major challenges in implememtatibstrategic plan in the insurance
industry. APA Insurance Co. Ltd in particular wasntioned to have fallen in the said
menace at times. It was mentioned, however, tlattmpany has normally been relying
on Critical Path Analysis (CPA) to identify criticpoints within implementation of

strategic plan processes that enhance timing aftewiring the process.

Ennew and Binks, (1996) claimed that, the challeafj¢ime can be attributed to an
underestimation on the part of many executives ddvmot have a clearly focused view
on the complexities involved in implementing stogms and on the general process to

deal with these multifaceted complexities.
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Basically, it is difficult to identify the necesgasteps of the implementation. It is even
more difficult to estimate an appropriate time fear®ne has to find out the time-intense
activities and harmonize them with the time capaliterviewees for this study

unanimously pointed out inadequacy of financiabteses as the major challenge facing

successful implementation of strategic plan withi@ insurance industry.

It was emphasized that most of the strategic mlameloped and which houses a
paramount growth plan for the organization, endbemg shelved because of lack of
finance to implement them. This was also expressed major challenge for APA
Insurance Co. Ltd though through the study theareter noted that the company has
been operating on a continuous allocation of furmstrategic issues through creation of
implementation of strategic plan reserve that hesieed consistent availability of fund

for the process.

Expression by Peppard (2000) indicated that, maneggs handling of the

implementation of strategic plan process can besidened successful if things go
smoothly enough that the company has the requineshdial resources. In addition, the
company needs to meet or beat its strategy anddialaperformance targets and shows
good progress in achieving management’s strateigiorvgeared towards efficient and

effective service delivery to its intended cliestel

4.4  Solutions to the Implementation of Strategic RIn challenges
As was stated by Lingle and Schieman (1994) margegple, finance, operation,
adaptability, and environmental factors play a lvitale to long-term successful

implementation of strategic plan. At the same tirsaccessful implementation of
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strategic plan requires sound mechanisms for d@ngetctivity and behaviour, especially
including effective communication systems as we#l appropriate strategic and
management controls. To involve employees is aroitapt milestone to make strategy
everyone’s everyday job. That is why the involveimehall employees is essential to

increase the general awareness of the strategy.

This would also helps build consensus during immgletation of strategic plan since a
lack of strategy consensus can limit a companyiityalio concentrate its efforts on
achieving a unified set of goals.To deal with comioation challenges, an integrated
communications plan must be developed. Such aiplan effective vehicle for focusing

the employees’ attention on the value of the setestrategy to be implemented.

In an effort of avoiding power struggles betweempatéments and within hierarchies,
insurance companies should create a plan with @sargnments of responsibilities
regarding detailed implementation activities. Whessponsibilities are clear then
potential problems are avoidable. To address théestge of integrative human resource
factor, major stakeholders in the insurance ingusttiould put employees who have to be

integrated into considerations as well as analy#eq individual capabilities.

To accomplish implementation of strategic plan witbhe required time, insurance
companies have to integrate the relevant divisiand the responsible managers. In
addition to calculate the probable time frame atraebuffer should be calculated to
account for unexpected incidents that might oc¢uangy time. Poor implementation of
strategic plan mechanisms can lead to failure ratesgic planning even if the strategy

was adequately appropriate. A good implementatian will therefore not only ensure

39



the success of an appropriate strategy but canratdEem a less appropriate strategy
Customer service is the key to insurance sector iasdrance companies should
continually enhance customer experience and secliisfa to deliver quality in a

competitive environment.

Customer service delivery refers to the processek axtions that make it easier for
customers to do business with a company. Thahisyganization can use these customer
contact points to communicate their understandinth® ability to meet and implement

the necessary strategies to satisfy customer needs.

4.5 Discussion

A service organization can only successfully impdaimma strategic plan after integrating
(or outsourcing) investment in numerous assetggsses, people, and materials. Much
like manufacturing a product is composed of hunsli@dthousands of product compared
of hundreds or thousands of components, serviaedagly consist of hundreds or

thousands of components.

However, unlike a product, service components &snaot physical entities, but rather
are a combination of processes, people skills aatemals that must be appropriately
integrated to result in the ‘planned’ or ‘designedérvice (Goldstein, Johnston, Duffy
and Rao, 2002). The managerial approach in a ®ergiganization such as APA
Insurance Ltd presents the reactions of the std#lefs towards service delivery

processes, in relation to the procedures in imphtaten strategic plan.
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Implementation of strategic plan by APA Insuranct lhas attracted much more
attention in strategic and organizational resedheim strategy formulation or strategic
planning. The process is less glamorous than gyai@mulation, people overlook it

because of a belief that anyone can do it , pea@enot exactly sure what it includes and

where it begins and ends.

Organizations seem to have difficulties in impletmem strategies, however, researchers
have revealed a number of problems in implementatiostrategic plan: example weak
management roles in implementation, a lack of cammemnt to the strategy, unawareness
or misunderstanding of the strategy, unaligned megdional systems and resources,
poor coordination and sharing of responsibilitiesadequate capabilities, competing

activities, and uncontrollable environmental fast@kaltonen and Ikavalko,2002).

Kaplan and Norton (2001) indicate the core of angifiess strategy is the customer value
proposition which describes the unique mix of piduprice, service, relationship and
image that a company offers. Accordingly, APA hdsentified the wishes of their

clientele which have been incorporated in the sgiatplan.

At the same time, this study has established higtlity leadership as very crucial in the
strategic plan implementation process. APA Insugabtti has a structure that provide
overall framework for implementation of strategiam Nonetheless, just as Pearce and
Robinson (2004) argued, while structure is criticaktrategic plan implementation it is
not in itself sufficient to ensure successful exeeu Within the organisation structure,
individuals, groups and units are mechanisms o&amsgational action which is a major

determinant of successful strategic plan implententa
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Another challenge in implementation of strategiarnplat APA is the Political factor
among the stakeholders. Werlin (2000) asserts dbatpolicies by the relevant
stakeholder attribute this divergence partiallywteak organizational capability of an

organization to design and implement effective pragymatic a strategy.

Conducive political environment was therefore peshbut to be major influence to a
successful implementation of strategic plan paldity in the insurance industry.The
traditional textbook approach to implementation efrategic plan was treat
‘implementation’ as an activity following ‘formul@n’ usually, implementation is
treated as a question of organization design, whsrgems and structures are

manipulated in concert with strategic goals.

More recent views treat implementation either asissue of gaining prior group

commitment through coalitional decision-makingasra question of total organizational
involvement through corporate culture (Martin anorie 2002).Another problem is that
some top-level managers believe implementation tadteggic plan is “below them”

something best left to lower- level employees. Hig\el of top-management’'s assume
the role of planning and thinking strategically,daassume the role of lower level
“grunts” is simply to carry out the top-level’s dands and implementation requirements.

Let the “grunt” handle execution (Hrebiniak, 2006).

The APA Insurance Ltd further prescribes how toldedh pivotal issue of the
challenges facing implementation of strategic @aboth the top-management level and
the lower-level cadre. Empowerment of the employaesower-levels to implement

strategies is considered an essential aspect.
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They also need to be brought closer to acceptirgrhportance of implementation of
strategic plan for satisfactory service delivery their clients. Even though
implementation of strategic plan at APA Insurandd temains a top priority for its
success, it is faced with the challenge of creaplams that are breakthrough in their
orientation, getting all stakeholders to committih@ organization’s strategies and to
follow through on implementation of critical actieis, and decreasing cycle time in the

planning process.

The Insurance Company has based its strategicgaarent process on the fundamental
notion that an effective strategy offers uniqueapmities for market differentiation and
long-term competitive advantage. Strategy imple@u@m is not an easy task by any
means. The future of an organization to succdgsfaiplement a strategy is been
attributed to the various obstacles including lack management support and
understanding, lack of sufficient training and dad to allow sufficient time for the

evolution (Ahuja and Khamba, 2008).
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CHAPTER FIVE

SUMMARY, CONCLUSION AND RECOMMENDATIONS

5.1 Introduction
This chapter presents the research summary, comeclesd recommendations. The

chapter also presents the limitations as well aplioations of the study to APA,
insurance industry, policy, theory and practicestlyathis chapter gives suggestions for

further study.

5.2 Research summary

Strategies are a critical element in organizatiohaictioning, but whereas most
organizations have good strategies, successfubmmgahtation of strategic plan remains a
major challenge. The overall strategic process nsegihen executives evaluate their
current position with respect to mission, goalsd atrategies. They then scan the
organization’s internal and external environmemd mentify strategic factors that may

require change.

Internal and external events may indicate a nee@define the mission or goals or to
formulate a new strategy at either the corporaisiness, or functional level. It may also
include dramatic strategic changes including exegudtrategic decision.Implementation
of strategic plan is concerned with both planniogvithe choice of strategy is put into

effect, and managing the change required.
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In this process, it is laden with complexity andikiénges. The objectives of this study
included establishing challenges faced by insuratam@panies in implementation of
strategic plan as well as how these challengesbeasurmounted to ensure proper

implementation of strategic plan in respect to ARgurance Company.

The findings of the study show that the major aralles encountered by the company
included some aspects of organizational culture simdcture, high degree of staff
turnover and resistance to change. Others includekl of infrastructural facilities,

government decisions, inadequate resources argtiptihe among some employees.

The study further established that there is a niixadues and beliefs that have been
propagated overtime by people who have held semanagement positions for a
considerably long period of time. These aspectsehlagen instilled into the other
organizational members and define “the way of doitngngs here” hence the
organizational culture. Some aspects of the rempltulture promote negative attitude

amongst some staff towards their development.

Another major challenge for insurance companiesnisuring that decisions at each of
these levels are made consistently, focused owneallg the correct service to targeted
customers (Boone, 2000:96). The models are quipmitant to APA Insurance Co. Ltd
in that a thorough analysis of the model will helpmplement strategies that would go a
long way in ensuring customer satisfaction in terofs service delivery in the

organization.
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Findings also asserts that successful implementaticstrategic plan communicate the
desires of top management but must be backed IBffaative planning process. This
allegation was reinforced by findings from the pmmy research where the researcher

found that poor implementation of strategy can ltasifailure of a strategy.

Implementation of strategic plan practically impesvon service delivery to a large
extent. In addition, implementation of strategiarpis a team effort. From the study, the
researcher found that, once an organization hagtsasion and mission, strategy
formulation and implementation flows since stragsgare formulated and implemented

around them.

Implementation of strategic plan is about managingnge and resistance to change can
be considered the greatest threat to successflgmgmtation of strategic plan. The study
found out that APA Insurance Co. Ltd involved alidoyees and other stakeholders in
its implementation of strategic plan process. Tikign order to minimise resistance to
change. Changes were communicated to all thosetedfeThere were also efforts by the
company to prepare staff members for changes &dfbeted in the future. The company

also hired consultants to resolve managerial s¢iidlenge.

APA Insurance Co. Ltd offered training to employeasnew products and services. The
training also covered customer relationship managemAfter the training sessions,
employees were assisted in utilising the learnitsska the real working situations. The
study also found that the company encouraged erapfoto brainstorm, share new ideas,

and to own the implementation of strategic plarcpss.
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The leadership style of delegating responsibilit@gating incremental challenges and
rewarding performance enhanced the morale of semémragers and branch managers in
implementing strategies. Lower level employees wailso rewarded for good

performance, dedication and long service.

In order to address financial constraints challetige inhibited on implementation of
strategic plan, the company started getting assistérom international organizations.
The company also acknowledged the importance ofalamltural processes in
successful implementation of strategic plan heree formulation of its core guiding

values aimed at assisting in implementation otatyia plan.

5.3 Conclusion

From the study the researcher concludes that, #jerrohallenges encountered by APA
Insurance Co. Ltd while implementing strategieduded some aspects of organizational
culture and structure, high degree of staff turmozed resistance to change. Others
included lack of infrastructural facilities, govenent decisions, inadequate resources and

conflict among some employees.

As a way of dealing with the challenges encountefd®A Insurance Co. Ltd involved
all employees and other stakeholders in its impteate®n of strategic plan process.
There was also communication to all parties to fiected by the changes as a result of

new strategies implemented.

Other initiatives adopted included training of eoydes, encouraging employees to
brainstorm, share new ideas, and own the implertientaf strategic plan process,

change in leadership style, rewarding the perfooceanf senior managers as well as
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lower level managers and employees. In order taesddthe challenges of financial
constraints, APA Insurance Co. Ltd started gettmggistance from international
organizations. The company also recognized the itapoe of social cultural processes
in successful implementation of strategic plan leeits development and adoption of

core guiding values.

Essentially successful implementation of strategian is a vehicle for providing
forward-looking leadership regarding the most fundatal issues of concern to an
organization and its environment in a very purpolsedystematic, and effective manner

and this universally agreed

As indicated by Peppard, (2000: 214), managemdat'glling of the implementation of
strategic plan process can be considered succdfstfilgs go smoothly enough that the
company meets or beats its strategic and finap&egbrmance targets and shows good
progress in achieving management’s strategic viggeared towards efficient and

effective service delivery to its intended cliestel

5.4 Recommendations

For an organization to successfully improve theralNegrobability that the strategy is
implemented as intended the researcher recomméatisinsurance companies should
ensure that employees affected by the strategyhareore aspect in implementation of
strategic plan focusing on the outcome and alsarenthat the necessary resources are

available during implementation of strategic plan.
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Moreover, insurance companies should assess thenoeisemployees needs to ensure
that it is in line with implementation of strategitan and make sure that implementation
of strategic plan is a team effort.For APA Insuei@o. Ltd to continue implementing its
strategies effectively; it is recommended that dinganization looks at its failures and

challenges and then address the same.

Although the company has attempted to address sfniee challenges it faces while
implementing strategies, there is a need to do mbne organization should always
strive to be proactive while addressing challengegmplementation of strategic plan

other than waiting for some challenges to arisethad put efforts address the same.

APA Insurance Co. Ltd has to consider reducing lenliureaucracy and recognize the
fact that the necessary tools for successful implaation of strategic plan are managers
and workers empowered to act on their own judgesy@aengineered work process and
procedures, self directed work teams and rapidrparation of information technologies

to improve existing organizational capabilities.

On cultural aspects, and resistance to change, lkBérance Co. Ltd should recognize
the fact that when a company’s culture is notrne kvith the current strategy, the cultures
need to be changed. Successful cultural changestbhaye led by top management. What
organizations leaders say and do plants the seédsultural change. Only top

management has the power and organizational irdeiémbring about major change in a

company’s culture.
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In addition, insurance companies should ensurettieahecessary resources are available
during implementation of strategic plan which imigapositively on service delivery.
Insurance companies should also realize that, tefeeservice delivery is possible if
there is proper implementation of strategic plartaithis would act as a guide in policy
formulation. Furthermore, customer service show@dhe core aspect in implementation

of strategic plan focusing on efficient and effeetservice delivery.

The researcher recommends that the company cauies evaluation on the application
of the strategic plans if this has been runnintheacompany. We suggest that this starts
from the division level the all the concerned pmtican do the same to the whole

company.

From the research the need for a well plannedit@ifor all the staff and especially
those involved in implementation of the strategyaquired. The government through
Insurance Regulatory Authority should ensure stgbih the insurance industry by
regulating prices to ensure quality underwritingieks as well as moderating immerging

trends so as to prevent crisis in this industry.

5.5 Suggestions for further studies

There is a need to carry out further studies aatesgly monitoring. At the same time, this
study should be iterated after sometime aftertd @uat if there are any changes that have

taken place and comparison with the findings of #tudy done.
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One may also wish to carry out a study on the ehgks facing the insurance companies
in regards to regulating insurance industry. A gtathy also be carried focusing on the
other aspects of the strategic management propessfeom implementation of strategic

plan.

5.6 Limitations of the Study

The researcher encountered several limitationsudinot) some interviewees being tight
on their schedule to get time for interview migbt be able to have personal interviews
with the respondents due to their work schedulé® fesearcher however managed to
secure their appointment upon promise that theniie@ would be brief. Other

interviewees were not willing to divulge informatiéor fear of reprisal.

They were nonetheless assured that the informatarid strictly be treated with utmost
confidentiality. Some of the interviewees were atsat accessible because of their

hierarchy in the organization.

5.7 Implications of the study on Policy, Theory andPractices

This study has policy implications as there hasbexn a standard benchmark for the
insurance companies as it is for other sectors @myld. Currently most insurance
companies have implied their course in implemeoatf their strategic plans and thus
this study should act as a bench mark in the imgdst results and quality assurance

across the sector.
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Strategy Implementation especially on areas fogusm customer experience and
adherence to Industry regulations and consumeregtioh is a key area for policy
makers.This will thereby promote comparability dfalenges among the insurance
companies in Kenya and particularly during impletagan of their respective strategic
plans. This makes this study therefore a criticatt pf the link between theory and

practice within the confines of strategic managenmeiKenyan insurance sector.

Strategy Implementation affects the quality of pd and services offered to
consumers. In practice aligning the study shouldhlle to highlight areas on concerns
where as a Company and as an Industry we are missith The gap is clearly defined
and it's only when we Implement strategy is whesuhance as a practice will become

credible and increase quality assurance

52



REFERENCES

Balogun, J. (2006), "Managing change: steeringuassbetween intended strategies and

unanticipated outcomed’png Range Planning, Vol. 39 No.1, pp.29-49

Balogun, J., Johnson, G. (2010), "Organizationatrueturing and middle manager

sensemaking'Academy of Management Journal, Vol. 47 No.4, pp.523-49

Beer, M., Nohria, N. (2000), "Cracking the codecbinge",Harvard Business Review,

Vol. 78 No.3, pp.133-41.

Cappelli, P. (2005), "Fragmenting work: blurring ganizational boundaries and
disordering hierarchiesAdministrative Science Quarterly, Vol. 50 No.2, pp.299-

301.

Daft, R.L., Mackintosh, N.B. (1984), "The naturedamse of formal control systems for
management control and implementation of strategians”, Journal of

Management, Vol. 10 pp.43-66

Dawson, P., Palmer, G. (2009Quality Management: The Theory and Practice of

Implementing Change, Longman, Melbourne,

Floyd, S.W., Wooldridge, B. (1992), "Managing st@it consensus: the foundation of
effective implementation"Academy of Management Executive, Vol. 6 No.4,

pp.27-39.

Goldstein, G., Johnston, L., Duffy, P. and Rao, D.R002) Strategic

implementatiortrategic Management Journal, Vol.4 No.2 pp.46-62.

53



Grant, R.M. (2002), Contemporary Strategy Analysis. Concepts, Techniques,

Applications, Blackwell, Oxford,

Huotari, M.-L., livonen, M. (2005), "Knowledge pregses: a strategic foundation for the
partnership between the university and its librakybrary Management, Vol. 26

No.6/7, pp.324-35

Kaplan, R.S. and Norton, D. P. (200Ijhe Srategy-Focused Organization: How
Balanced Scorecard Companies Thrive in the New Business Environment.

Boston: Harvard Business School.

Kettunen, J. (2010b), "Bridge building to the fugtwf Finnish polytechnics'Journal of

Higher Education Outreach and Engagement, Vol. 9 No.2, pp.43-57

Landau, D. (2006), "Government expenditure and ecoa growth in less developed
countries: the empirical studies of 1960-198&tonomic Development and

Cultural Change, Vol. 5 No.October,

Langfield-Smith, K. (2013), "Management control teygs and strategy: a critical

review", Accounting, Organizations and Society, Vol. 22 No.2, pp.207-32

Leavitt, H.J. (2003), "Why hierarchies thrivéiarvard Business Review, Vol. 81 No.3,

pp.96-102.

Ludwig, Gregory and Pemberton, Jon (2011). "A manag perspective of dynamic
capabilities in emerging markets: the case of theskRn steel industtyJournal

of East European Management Studies, 16(3),

54



Marginson, D.E.W. (2002), "Management control systeand their effects on strategy
formation at middle-management levels: evidencenfra UK organisation”,

Strategic Management Journal, Vol. 23 pp.1019-31.

Miller, S., Wilson, D., Hickson, D. (2010), "Beyormdanning strategies for successfully
implementing strategic decisiond’ong Range Planning, Vol. 37 No.3, pp.201-

19

Mintzberg, H. (1994), The Rise and Fall of Srategic Planning, Prentice-Hall

International, Hemel Hempstead

Mintzberg, H. (2009),The Sructuring of Organizations, Prentice-Hall, Englewood

Cliffs, NJ,

Pearce, J.A. and Robinson, R.B. (2084ategic Management: Strategy, Formulation,

Implementation and Control.6th Edition. Boston: McGraw-Hill.

Prajogo, D., McDermott, C. (2005), "The relationsbetween total quality management
practices and organizational culturdhternational Journal of Operations &

Production Management, Vol. 25 No.11, pp.1101-22.

Thomas, R., Dunkerley, D. (1999), "Careering dowrmsa Middle managers'
experiences in the downsized organizatiddrifish Journal of Management, Vol.

10 pp.157-69

Voss, C. (2005), "Paradigms of manufacturing s¢pate-visited",International Journal

of Operations & Production Management, Vol. 25 No.12, pp.1223-7.

55



Werlin, J. (2000) The Context of dominance: an stdudriven framework for

exploiting reputationStrategic Management Journal, Vol. 24 No. 3 pp.199-215.

World Bank (2013),World Bank World Development Report 2013: The Sate in a

Changing World, Oxford University Press, New York, NY,

56



APPENDICES

Appendix I: Introduction Letter

S i \

UNIVERSITY OF NAIROBI
SCHOOL OF BUSINESS
MBA PROGRAMME

Telephone: 020-2059162
Telegrams: “Varsity”, Nairobi
Telex! 22093 Varsity

The bearer of this letter L/\Uf&eﬁmw/\ ..... UW}D”O ...........
Registration Nob(;a/“l*u@nildﬂiiz

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 thelr projects on real
problems affecting firms in Kenya. We would, therefore, appreciate your assistance fo
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.
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Appendix II: Interview Guide

Section A: Details of the Respondent

1. ReSPONAENt NAME: ... ... e e
2. POSIION Neld:. ... ..o

3. Number of years in the poSition:...........cooiiiii e,
4 D PaAIMENT: . .. e

Section B: Strategy Implementation
Being guided by the factors listed below, how woybd describe strategy

implementation at APA Insurance Company?

5. Does staff and management have a clear undénstpand support formal policy
development and implementation?...........cooi i e e

6. Does the company have financial capacity to @mant strategies?.............ccceee....

7. Are employees highly motivated to maintain angp®rt the implementation of
Strategy INALIVES? ... ..ot e+ttt e e e e e e e e e e e e e e e eeeeeeeeeeeeeeesnnnees
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8. Does the management staff have the skills thable successful strategy

1] 0] =T g L= o1 F= 1A (0] o U

9. Does the current organizational structure supsirategy

1] 0] =T g L= o1 P-4 (0] o U

10. Does the staff and management staff readilggcc

(03 0= 1 0T [OOSR URR PPN

11. Any other comment regarding strategy implentesriaat APA

(IS U =1 g (o <3 PR

Section C: The Challenges in Strategy Implementatio

Organizations are usually faced with various cimglés in their pursuit to implement
strategies. By usingesor No what is your experience at APA insurance with the
following challenges as far as its strategy impletagon process is concerned

1. Was time allocated for the project adequate?

59



Was co-ordination sufficiently effective?

Were the capabilities of employees involved suéit?

Was training & instructions given to lower staffeggiate?

Were there some uncontrollable factors in exteenaironment that had adverse

impact on implementation?

Was leadership and direction provided by departaldér@ads adequate?

Were key implementation tasks and activities cledefined?
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10.

11.

12.

Did any champion(s) and or supporters of the gjsakeave the company during

implementation?

Were overall goals of the strategy well understbpdtaff?

Are people rewarded/recognised for executing plan?

Has there been lack of a feel of “ownership” ofrategy among employees?

Has there been lack of understanding of the rolegénizational structures and

design in the execution process?
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13. Was information systems used to monitor implem@mnahadequate in any way?

14.  Were the financial resources provided adequat&dolge strategy?

15. In evaluating the overall success of the gsateplementation process at APA
Insurance Company Limited, how would you rate thire process of strategy
Implementation?

l. Achieved the intended outcomes.

Il. Achieved partially intended outcomes.

II. Did not achieve the intended outcome

16. Please give any other comment you may hawsdegy the subject of this

TS AN CN . .o

Thank you for your cooperation
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