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ABSTRACT

Successful strategy implementation is consideretiar in attainment of strategic
objectives of any particular firm. Implementatioh sirategic plans is the greatest
challenge in strategic management process. It iseneballenging than strategic
planning since successful strategy planning proaisss not always guarantee
successful attainment of the firms’ objectives. sTistudy particularly sought to
establish the challenges faced by private secdnitgs operating in Nairobi in
implementation of their strategic plans and alsegtablish methods adopted to deal
with the challenges. The research has been castieds a cross sectional survey of
the private security firms that are registered with KSIA and have operations in
Nairobi. The literature review covers the empiriaad theoretical literature related
to strategic plan implementation and also highBdkay factors to successful strategy
implementation and challenges encountered in giyatplementation. Data was
collected using semi structured questionnaires adtered using emails and
analyzed using inductive approach. Tables, chadsgaaphs were used to present the
data. Study findings revealed that the firms in #esurity industry face almost
common challenges in implementation of their sga@teplans which include
leadership, resource allocation, organizationalucstire and culture, strategy
communication and involvement and participationefEhwas also a close similarity
in the solutions the respondents proposed to tabldse challenges. This study also
proposes recommendations to overcome these chedlemgnich include proper
leadership and management, enhancing communicafiaie strategic plan and
milestones achieved and creating staff motivatiod gives a suggestion for further

research.



CHAPTER ONE

INTRODUCTION

1.1 Background of the study

In the recent past, companies have found great riapte to engage in strategic
management in order to achieve their corporatectibgs. As reported by Jooste &
Fourie (2009), strategic management is viewed @es¢h of decisions and actions that
result in formulation of an organization’s visiomission and strategic objectives
within the business environment in which it opesat8trategy implementation is an
integral component of the strategic managementgsoand is viewed as the process
that turns the formulated strategy into a serieaations and results to ensure that the
vision, mission and strategic objectives of theaoigation are successfully achieved,

(Thompson & Strickland 2003).

Strategic management is concerned with the broadg lterm future of an
organization and the way it will prepare for charigethe extent that change is
perceived as a necessary prerequisite for contiraugdnization success, (Ansoff
1998). Strategic planning is a requirement for isahvby all firms unlike in the past
years when strategic planning was only done byelaampanies. Furthermore, both
long term and short term strategic planning has loegined as key to the success of

any organization (Tonui 2009).

The external environment of a firm is identified askey factor for success of
strategic management process. Cowley and Dumb tad an Mbugua, (2009),
highlights the importance of analyzing the exteraalironment and predict what

impact this environment could have on the orgarmmabver the next few years.
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Political, legal, economic, social, ecological aeghnological changes need to be
assessed for their potential as opportunities ¢or,threats to the organization,
(Mbugua, 2009). Mbugua (2009) further argues tisatviih the macro-environment,
the market environment that includes competitorgstamers, consumers, the
incumbent industry landscape, suppliers and vendlss needs to be analyzed to

determine how changes in it could impact the ozgtion.

1.1.1 Strategy Planning and implementation

Both strategy planning and strategy implementatioa integral components in
strategic management process. Strategy plannitigeidbeginning of a challenging
and delicate task where leaders cannot afford tbisé&ract in dealing with issues that
affect the strategy implementation process, (26%19). Different authors have come
up with varied definitions of the strategy plannirtgrant (1997) has demonstrated
that strategy planning consist of defining the img@ot objectives that an organization
needs to achieve and outlining the action plansribad to be undertaken to achieve

these objectives.

Strategy implementation on the other hands is viea® the process that turns the
formulated strategy into a series of actions amah ttesults to ensure that the vision,
mission, strategy and strategic objectives of thigamization are successfully
achieved as planned, (Thompson & Strickland 206®y. the past two decades,
strategy formulation has been widely regarded asntbst important component of
the strategic management process, it is considarede important than strategy
implementation or even strategic control. Howewecent research indicates that
strategy implementation, rather than strategy fdatmn alone is the key requirement

for superior business performance (Jooste and &@0609).
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In addition, there is growing recognition that thest important problems in the field
of strategic management are not related to strapéggyning, but rather to strategy
implementation and that the high rate of failure oofjanizational initiatives in a

dynamic business environment is primarily due t@rponplementation of new

strategies (Tonui 2009). Tonui (2009) further agytiet if strategy implementation is
not effectively managed, the strategic plan pyslace may amount to a mere ‘white
elephant’ and nothing more. Further, this authajues that in as much as the
intended strategy may be good but its implememaisodone poorly, the strategic

objective for which it was intended will not be &skred.

1.1.2 ThePrivate Security Industry in Kenya

The private security industry is among the fasgestving industries in Kenya. The
industry has been booming especially in the lasade with new players entering the
market every now and then. The major reasons forapid growth of this industry
can be attributed to government failure to regutheindustry, high crime rates and
the inability of public security services to progiddequate protection, (Abrahamsen

and Williams 2005).

The government failure to regulate the securitygity has led to a self-initiative by
some of the players in the industry to self-requlalie industry through the
establishment of the KSIA, mainly for the large anedium sized companies and the
PSIA for the small firms, (Abraham and Williams 300In the year 2011, a bill was
passed in parliament (The Private Security InduRtegulation Bill, 2010) which is
part of the government efforts to regulate unfaisibess practices in the industry,

(Mayieko, 2011). There is considerable competiti@tween these two associations
3



regarding issues of regulation and pay. Withoubnflized regulatory structure,
private security and police cooperation dependspersonal relationships among

security companies, police officials and local pelcommanders.

Development of an effective private security secemuires a regulatory framework
that establishes licensing and monitoring standards$ takes steps to improve the
safety of security guards, (Abrahamsen and Willia2085). The authors further
argue that the rise in crime and growth of the aigvsecurity sector in Kenya are
connected to the erosion of state capacities amvites that began in the late 1980s
and continued throughout the 1990s, a period wheretonomy declined and state

expenditure and investment were reduced.

The ability of government and municipal institutsoto deliver law and order services
deteriorated; corruption and fiscal mismanagementicued unabated. As a result,
crime and levels of insecurity rose sharply, patédy in the capital of Nairobi. The

increasingly criminalized environment led to thegamsion of the private security
sector, to become one of the fastest growing seabthe Kenyan economy. The
exact number of private security companies in Kersyanknown, with estimates
varying from 400 to 2000, (Abrahamsen and Williap®5). Majority of the firms

are small to medium-sized, owner-managed and emlpks than 100 employees.
Large security firms offer integrated security smns while small firms mostly offer

manned guarding services only. Major clients foesth security firms include
industries, strategic account customers, governmeagiencies, embassies,

international organizations and refugee camps.



The private security industry employs approxima#8y000 people (Abrahamsen and
Williams 2005). There are normally no formal reganments for guard training and
vetting, the quality of training varies widely froome company to another depending
on the client where they will be deployed. Guardssgvices are the most common
services in this industry. However, the job is miatasly low-paying and dangerous.
Abrahamsen and Williams (2005) further argue thahynguards work on a shift of
12-hours with most companies not offering overtirmenual leave, insurance or
social benefits. Guards are also generally unamwedrding to the law and often face

a generally armed criminal element.

Most of the private security firms in Kenya haverigd lines of business which

ranges from cash in transit (CIT), risk managemguogrding, and alarm response
among others. As such the strategic planning psogesst be done in a way that all
the departments are represented as they are censuming the success of the overall

strategic objectives.

1.1.3 Private Security Firmsin Nairobi

Like most of the other firms, the medium and lapgate security firms have their
head quarters in Nairobi and this is where the robradf their regional offices in
coordinated from. Ideally, most of the securityvgmes are also in Nairobi since this
is where we have most of the industries as well ath@r institutions that require
intense security protection like the various emigsssvhose headquarters are in
Nairobi. Most of the Multinational Corporations darbig Non Governmental

Organizations are also major consumers of the ggaarvices as they try to caution



against security risks that affect their investmegicisions, (Abrahamsen and

Williams 2005).

Nairobi city like the other major cities is alsacked by very high rates of criminal
activities. The reasons for the increase in crimd asecurity in Nairobi can be
contributed to rapid unplanned urbanization, higbpyation growth, poor
governance and political instability, unemploymembyerty, social inclusions and
weakening of key institutions such as police stei@nd other law enforcement
systemsThe preference of the criminal activities has a tempooacentration where
most of the criminal activities in the city takeapé between 7.00 pm and 7.00 am in
residential areas. There are also more criminaviaes during the weekend than
during weekdays and during the end of the monthensorduring the last quarter of
the year. The businesses community also faces a much higsletiran any other
social or economic group. Goods and property withigh resale value, those with
inadequate protection and those that are portatdehaghly vulnerable to theft,

(Mkutu & Sabala 2007).

Nearly one third of all Nairobi residents, busineesnmunities and other institutions
experience some form of robbery in the city eitirethe form of violent armed
robberies, burglaries, muggings and carjacking twiias inflicted chronic fear. To
cope with the increased insecurity and fear, comssrhave taken to providing their
own security services either in terms of infrasmoe investment or by employing
security guards, installing electric / special fescimproving alarm and tracking
systems and dogs to patrol their grounds and pesmasid this has increased the

demand for security firms.



Currently, there is a lot of fear of insecurity Nairobi and other major towns
following threats of attacks by the Alshabab inemig. This has heightened need for
increase security services especially to monitocessibility to shopping mall,

building and other common places where there assiviacrowds of people.

1.2 Resear ch Problem

Strategic objectives of a company can only be aeligf there is a commitment to
both strategic planning and implementation. As regabby Kibathi (2009), strategic
management is the pattern of major objectives, qgagp or goals and essential
policies or plans for achieving company goals statesuch a way as to define what

business the company is in.

Strategic planning and implementation has been jarnshallenge for most firms in
the private sector industry. Mkutu & Sabala (20@fort the major challenges in this
industry include dynamism of the market in whiclegé firms operate, increased
competition and awareness among customers, poomaoaination of the strategic
objectives to the operational level of employeadlufe to involve the operational
level employees in the initial stages of stratgganning, high rate of staff turnover
and frequent change in top management. Businesstamty is also a challenge in
that most of the contracts for security firms ara on a fixed duration of time with

no assurance of continuity.

Successful strategy planning, formulation and im@etation require top
management involvement and support since they mleiseveral layers of a firms’
operation. The top management has the perspeatiwded to understand the broad

implication of such decisions and the power to ar#e necessary resource
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allocation to ensure successful strategy implentiemtaStrategic management issues
also require large amount of firm’s resources analive substantive allocation of
people, physical assets or money that either maisedirected from internal sources

or secured from outside the firm.

Most of the previous studies including Gichohi (2Z§0Moeva (2007), Mbugua
(2009) and Koske (2003) have only concentratecherptactice of strategic planning
and implementation in general without looking ag tthallenges that face firms in
strategic plan implementation. This study there®eks to close this gap and look at

the challenges facing organizations in stratega pinplementation as well.

Previous studies have also not specifically comaéed on the challenges of strategic
plan implementation in the security industry ands theing an industry that is
growing rapidly, there is need to identify the d¢bades that face it. This study
therefore aims at addressing two research questioiat are the strategy
implementation challenges facing security firms ragiag in Nairobi? and what
methods have these firms adopted to deal with thallenges to strategy

implementation?

1.3 Resear ch Objectives

This research study seeks to achieve two objectitésh are:

i. To identify the challenges facing private secufityns operating in Nairobi
in their strategy implementation.

. To establish methods adopted to deal with challenge strategy

implementation in the private security firms operatin Nairobi.



1.4  Valueof the study

This study seeks to provide a basis for furtheensrice to academicians, future
researchers and scholars as there has been ndicspesearch in the past on the
challenges of strategy implementation in privateuséy firms operating in Nairobi.
The study will also contribute towards the bodyknbwledge, specifically in regards
to strategy implementation in the security industriKenya and initiate the need for
further research to fill existing gaps in the fielidstrategic management in the private
security industry in Kenya. Besides, the study wiléo enlighten security firms’
management on the challenges they face in stratgggmentation and also establish

interventions to mitigate these challenges.



CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter presents empirical and theoreticardture related to strategy
implementation. It also highlights the key factots successful strategy
implementation as well as the challenges of styategplementation processes. The
review depended on previous research papers, toitsb journals and information

from the internet.

2.2 Strategic planning

Strategic planning is the practice of establishimganization direction, setting

objectives and devising a managerial game planttier organization to pursue
(Thompson & Strickland 2005). Various authors hpué forward interesting views

and perspectives on what strategic planning isat&jy means making clear-cut
choices about how to compete and win. Pearce abdh&m (1997), define strategy
as the large scale, future oriented plans for amtémg with the competitive

environment to achieve company objectives. AccgdmnKibathi (2009), strategy is

defined as a match between what a company hasdagmble of doing within the

reality of what it could possibly do. This is dohg trying to match the company’s

strengths and weaknesses with the environmentartppties and threats.

The strategy planning process involves a set & staps; the first step is formulating
the company’s mission including broad statemenit®fpurpose, philosophy and
goals. This helps to instill the organization wahsense of purpose, vision and
direction. The next step is developing a firm’s fpeothat reflects the internal

10



conditions and capabilities. Step number threesgessing the external environment
including both competitive and contextual factofsllowed by analyzing the

organizations options and then selecting a setonf lterm objectives and grand
strategies that will achieve the most desirableioopt The next step is the
implementation of strategic choices by means ofgeted resource allocation in
which the matching of task, people, and structuesshnologies and rewards system
is emphasized. The final process is an evaluatidheostrategic process as an input

for further decision making, (Sesi, 2009).

Strategic planning is an important process in ayiqular firm, regardless of the size
of the firm or a firms’ line of business. Differeatithors have highlighted various
benefits of strategy planning; Koontz (2009), artjuet the fundamental purpose of
strategy planning is to facilitate the accomplishinaf enterprise objectives and that

any other purposes of planning are simply a by-4pcodf this primary purpose.

On the other hand, Policastro, (2008) highlighesftilowing as the major benefits of
strategy planning; it helps a company to take athgen of its strengths, helps to
reduce or eliminate company weakness and capitafizepportunities and emerging
trends, helps an organization to take defensivpsste reduce threats facing the
business as well as helping to bring together compasources and to direct them
towards specific goals in areas such as sales,tigrgnofit, productivity and service.
Policastro (2008) further argues that strategy mitam helps to prioritize and
document all the goals that a company wants toraptish both in the short term and
long term and allocate resources and assign redyldres towards effective

achievement of these goals.
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2.3 Implementation of strategic plans

Strategy implementation is the most difficult paftthe strategic planning process
(Irwin 2011, para. 3). Irwin further argues thatagtgy implementation involves
achieving the objectives set out in the stratefia pvhile remaining alert and flexible
to new opportunities as they unfold. For successfiplementation to happen there
has to be a robust strategic plan in the first g@aldt must be realistic and solidly

grounded in the underlying economics of the orgation’s markets.

Managing the implementation and execution of sipatis an operations oriented,
make things happen activity aimed at shaping thdéopeance of core business
activities in strategy supportive manner, (Mbug@®9. It is the most demanding
and time consuming part of the strategy managemmtess. Converting strategic
plans into actions and results tests the managsegnitity to direct organizational
change, motivate people, build and strengthen agtons competitive abilities.
Mbugua (2009), further argues that strategy implaatéon involves figuring out the
specific techniques, actions and behavior needed femooth strategy supportive

operation and then following through to get thidgsie and results delivered.

24 Key factorsto successful strategic planning and implementation

Successful strategy planning and implementationireg that companies observe and
follow the key recommended factors for successftairament of these two steps of
the strategic management process, (Kibathi, 20Q@&gathi goes further to explain
these factors to include; building and maintainioge competencies and competitive
capabilities, ensuring there is strategic leadershrough competent management
team, proper communication of intended plans armgamentation guidelines. Other

factors include regular feedback on progress of im@lementation process,
12



maintaining a well-defined work environment and parate culture that supports
strategy planning and implementation, tying rewdodachievement of key strategies,
matching organization structure to strategy, selgdhe right people for the critical

job positions and ensuring there is proper cootdinaand collaboration.

Additional success factors include allocating ampdsources to support strategy
implementation, establishing productive strategppsut policies, instituting best
practices, pushing for continuous improvement,ailisg proper information and
operating systems, constant monitoring and reviéwhe plan in place so as to
accommodate new developments and relevant changeslso ensuring that there is

competent work force to drive strategy implemenotati

2.5 The McKinsey 7S Framewor k

There are several factors that are critical to ofife strategy implementation.
Mbugua (2009) identifies the key variables as sgwat formulation, external
environmental factors, organizational structuregaoizational values and culture,
leadership, people, evaluation and control, compaiian levels and information
system, resource allocation and involvement irtesfjia planning and implementation

processes.

The McKinsey Consulting group supports this arguimeith their 7S’s framework

which suggests that managers focus on seven comisotoeensure effective strategy
execution. These factors are strategy, structystesis, shared values, skills, style
and staff. McKinsey found out that neglect of orfettese factors can adversely
affect the strategy execution process since eathese factors is equally important

and interacts with all the other factors to enswrecessful strategy execution.

13



Figure2.1: McKinsey 7S model

tratey Systams

Shared
values

Skills

Source: http://www.mindtools.com/pages/article/n€ERS91.htm, date of access

18.05.2012

The McKinsey, 7S Model is named after a consultoognpany, McKinsey and

Company, which conducted applied research in basimad industry. The model
demonstrated the interconnectedness of the sevemeats which shows that
intervention in any one of them would affect théhaws. This challenged the
traditional management thinking that “structurddais strategy”. The model further
explains that success in strategy success is siohjmatter of devising a new strategy
and following it through nor is it a matter of se¢t up new systems and letting them

generate improvements.

All the seven variables in the McKinsey model agradly important in ensuring
successful execution of strategy. It has been fpaodording to Pearce & Robinson

(1997) that successful strategy implementation ddpen large part on the firm’s
14



primary organization structure. The organizationdure specifies a firms reporting
relationships, procedures, controls and authorntg the decision making process

(McShane and Glinow 2008).

Strategy is the overall plan of the whole orgamizatThis helps to define how the
organization intends to achieve its strategic dbjes. Systems on the other hand are
the processes and flows that show how an orgaaizgets things done in its day to
day operations. They include financial systemsngjrpromotion, manufacturing and
quality control, performance appraisal and infoloratsystems followed within the
organization. Staff is described in terms of thenbar and qualification of the

employees in the organization.

Companies need to get right people on board wighctirrect qualification doing the
right jobs so as to ensure successful strategyeimg@htation, (Musyoka 2009). This
author further argues that successful companias ¥geemployees as a resource that
should be carefully nurtured, developed and maietai Style, according to McKinsey
7s Model is taken to refer to the leadership stfleéhe organization. As demonstrated
by McShane and Glinow (2008), leadership is abofiuencing, motivating and
enabling others to contribute towards the effectss and success of organizations.
A company has to have the right leaders in plade wractice the best leadership

practices to drive the organization successfullgdbieve its strategic objectives.

The shared value element refers to the sharedreulualues and norms of the
organization. Musyoka (2009) argues that thereoi®ome best corporate culture, an
optimal culture is one which supports the missiod ¢he strategy of the company.

All companies should have a strategy supportiveuceilto ensure successful strategy

15



implementation. Another key element is the skifishe employees which are defined
by their qualification and experience on the jolsms’ strategic objectives will not
be achieved unless the firms employ staff withtsgg supporting qualifications,

(Musyoka 2009).

2.6 Challengesto Strategy | mplementation

Successful strategy formulation does not alwaysrapiae successful strategy
implementation since implementation of strategiangl is more challenging and
delicate than its formulation, (Muniu 2010). In mgahig organizations strategy
formulation is a responsibility of the top level magement while strategy
implementation is a responsibility of the businessd operational level staff.
Consequently, transition from strategy formulatiorstrategy implantation therefore

requires a shift in responsibility from strategistthe operational staff.

To ensure successful implementation of strategamgl organizations must ensure
that there is involvement and participation in bdtie strategic planning and
implementation process by all the relevant staklkeldie. Every organization has
different stakeholders and they should be engagethé strategic management
process as much as possible by soliciting theiutimm the current state of the
organization and the vision and the ways of imprgvithe organization’s

performance. As reported by Musyoka (2009), itppaent that whatever nature of
the decision and the level in the organization lictv decision is taken, the decision
will only be regarded as effective if it's suppattey the people who must implement

it and if it achieves the objectives it is intended
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In most organizations, the only time that middlenagers get to know about the
strategy is closer to execution time. This actuatigans that they have not had
sufficient time to engage with it and also to hdkeir concerns addressed. This
normally leads to the middle managers feeling umsinout how best to move on. As
stated in Tonui (2009), positions of authority ams$ponsibility are important in

strategy implementation but equally important dre operational people who are

supposed to implement the strategies.

Leadership, and specifically strategic leadersbipjidely described as one of the key
drivers of effective strategy implementation. McB&aand Glinow, (2008) define

leadership as the process of influencing, motigaéind enabling others to contribute
towards the effectiveness and the success of tanmation. The level of leadership
influence is dependent on the leaders’ personadityle, commitment, reputation,

attitude, skills and experience. However, a lackswategic leadership by the top
management of the organization has been identi#gedne of the major barriers to
effective strategy implementation (Jooste and FEoR6i09). Thompson and Strickland
(2003) support this idea and argue that weak |lsagercan wreak the soundest

strategy.

Organization structure is another critical compdnesf effective strategy
implementation. A firms organization structure dfies its formal reporting
relationships, levels of control and authority atetision making processes (Hitt,
Hokinson and Ireland, 2007). As stated by Pearck Rwbinson (2003) and David
(1997), there is no optimal design for an orgaimratand neither is there a

universally acceptable structure for a given sggte
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The idea that structure should follow strategy antithe other way round is clearly
brought out, (Thompson and Strickland 2003). Ideatiost firms prefer to maintain
the structural status quo and its familiar worknetationships until when the firms’
performance declines to a point where change islatedy necessary (Musyoka
2009). To ensure success, changes in corporatiegtrahould be followed by a
change in organization structure to ensure that sheport each other. The challenge
for most companies has been to find an appropoag@nization structure which
enables them to maintain control while innovating amnanaging change in a dynamic

and turbulent environment.

Communication stands out as another key success faben it comes to strategy
implementation. According to Musyoka (2009), thetb&trategic plans are not likely
to be successful if they are not effectively commated to those who must
implement them. One of the ways to ensure impros@ehmunication support in
strategy implementation is by involving the middled operational level staff in the
strategic planning process such that they willrba position to embrace changes that
will support the strategy implementation and thell also feel part of the process,

(Tonui 2009).

The development of a strategy can be a case fargeha new service, or a further
development of an existing service and can invahegor changes or relatively minor
changes that need to be communicated to the rdlestakeholders. Thus, when
strategy is being communicated, change is beingnuamcated as well, (Mbugua
2009). The key challenge however has been tryiradigm the extent and scope of the
change and the approaches of implementation witv#éiiues and principles outlined

in the related policy document.
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Organization culture is defined as the generalectithn of beliefs, morals, customs,
value systems, behavioral norms and ways of dourginiess that are unique to each
organization and which set a pattern of behaviar @motions characterizing life in
the organization, (Kotter and Heskett (1992). Somes the organization culture in
place may not be supportive to strategy at hane iffiplementation of strategic
plans often encounters rough going because of dew#pd cultural biases, (Muniu

2010).

When a strategy requires massive organizationalngdhaand meets cultural
resistance, a firm should determine whether reftaton of the strategy is
appropriate. The more extended the mismatched &spéculture, the greater the
difficulty in implementing new strategies. It takaslot of management effort to
replace an unhealthy culture with a healthy oneoot out certain unwanted cultural

obstacles and instill the ones that are more glyatapportive.

Strategic management allows resources to be adldcatcording to the long term
objectives intended to be achieved. Thompson amdkiind (2005) argue that
organizations have at least four types of resouttascan be used to achieve desired
objectives. These are financial, physical, techgickl and human resources.
However, successful strategy implementation mayinhébited by several factors
including over protection of resources, too muchpkasis on short term financial
plans, organizational politics, vague strategietjatance to take risks and lack of

sufficient knowledge to support efficient resouatiecation (David, 1997).

Reward systems on the other hand have a direcemée in strategy implementation.

Establishing a motivational system that blendsatieinment of personal goals with
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those of the organization is a key motivator tocessful strategy implementation,
(Musyoka 2009). As reported by David (1997); a enaghallenge in matching
remuneration to attainment of strategic objectigetbie strict control of remuneration
system that prevents line managers from using ¢imhncompensation as a

motivating factor.

2.7 Summary

The literature review related to this study has oestrated that the field of strategic
management is of a great interest to many authwissaeholars. Though most of the
previous studies have all been done on a diffgyergpective, there is some similarity
in the challenges that face the strategy implentiemtaprocess which include
inadequate leadership skills, frequent changes dp management, scarcity,
misallocation and mismanagement of resources,daokolvement and participation
of all employees in the strategic management peocasd lack of proper
communication of the intended strategy. Other emgles include declined staff
motivation, limited information technology, systeapacity and lack of alignment of
functional strategy and culture have also beenligigted as a challenge to successful

strategic execution.

Gaps identified from the literature review indic#tat most of the scholars including
Gichohi (2007), Moeva (2007), Mbugua (2009) and ké$2003) concentrated on
challenges of strategy planning in general withtagking at the challenges of
strategy planning in the security industry. Thisdsttherefore looks to close this gap
by specifically identifying the challenges in ségy implementation in security firms

operating in Nairobi.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter presents the methodology to be usedliecting data so as to meet the
objectives of the research. It contains the intdnaesearch design, data collection
methods and a description of how the data was aedlgo as to come up with

findings, interpretations and conclusions of thelgt

3.2 Research design

The research was conducted through a cross sdcsioney of the factors posing as
challenges in strategy implementation in the pawscurity industry. This method is

also referred to as transversal or prevalence studsfers to the research design that
involves observation of all of a population or gresentative subset at a specific
point in time. (Mugenda & Mugenda 2003). The priynfocus for this study was all

the firms that are registered with KSIA.

This method is recommended because the populatiostuoy is not large and
therefore each and every item is selected for thdys The major benefit of this
method is that the data collected is accurateeaddka has been collected from all the
units of study. The methods also allows for extemsand detailed study of the

population.

3.3  Population
The population of interest for this study was a# tPrivate Security Firms who are
members of Kenya Security Industry Association K)SIAccording to the latest

information in the KSIA website, there are 21 firmbo are registered membésse
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appendix 2.). The small size of the population allows for datde collected from all
the units. This was to enhance the accuracy ofd#ia collected and consequently

allow for better inference of to the wider poputati

34 Data Collection

The study used both primary data and secondary. ®ataary data is first hand
information collected from original sources; datdlected in this case has not been
previously collected. Secondary data is obtainemmfrsources that have been
collected and compiled for another purpose. Thegsisb of not only published

records and reports, but also unpublished records.

Primary data for this study was collected througie wf questionnaire with both
structured and open ended questions. The studgtéat@ne respondent for each firm
preferably from the Operation Level Staff, thigpreferably the Operations Manager
or equivalent since these are the ones who areggetiavith the responsibility of
strategy implementation. Mail survey method was duse administer the
guestionnaire. Follow up was done through perswaisés, telephone calls or email to
facilitate response and also enhance the respatseSecondary data was obtained

from the firms’ strategic plans, internet, publioas and relevant journals.

3.5 DataAnalysis

Once the raw data has been collected, the respaveses checked for errors and
completeness. It was then be analyzed by use afigtge statistics. Graphs were
used to analyze various trends, for example deviatif actual strategies from the

planned strategies, loss of business to compettwisthe entry of new players in the
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markets. Tables were used to outline the informasind assist in data presentation

and analysis.

Inductive approach was also used for qualitativea danalysis and this allowed the
prevailing patterns, themes and categories ofédepandent’s responses and research
findings in relation to the adoption, implementatiand challenges faced in the
strategy implementation to emerge from the dataerathan be controlled by factors
predetermined prior to data collection and analyB@ath quantitative and qualitative
data was collected for analysis. Qualitative datas weported in context to the
respondents’ views and response while quantitada& analyzed and represented

using descriptive statistics.
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CHAPTER FOUR

DATA ANALY SIS, RESULTS AND DISCUSSION

4.1 Introduction

This chapter contains the results, interpretatimh @nalysis of data collected and the
findings of the study as set out in the researchthau®mlogy. Semi structured

guestionnaires designed in line with the objectieéghe study and administered
through email were used to collect the data. Thestjonnaires focused on gathering
data on the challenges of strategy implementatioprivate security firms operating

in Nairobi and targeted private security firms tha¢ members of the KSIA. Data
collected was checked for completeness and eri@iles, graphs and pie charts
were used to summarize and present the study @iadiData analysis was done

through descriptive and content analysis method.

Conceptual and qualitative content analysis wasl ke to the nature of the data
collected. This is a technique for making inferenbg systematically and objectively
identifying specified characteristics of informatiand using the approach to relate

trends, (Mugenda & Mugenda 2003).

4.2 Response Rate

The study targeted 21 private security firms opegain Nairobi with a specific focus
on the firms that are registered with KSIA. Semustured questionnaires were sent
to respondents through email and responses wesivegcon email as well. All

guestionnaires received from the respondents wsad for data analysis.
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Table 4.1 Responserate

Targeted respondents Actual per centage r esponse
respondents
21 14 66.70%

Source: Research data

According to the table above, the response rate 68ag%. This was found to be
satisfactory for data analysis and to help draw a@&ued conclusion and
recommendation. This was also consistent with tloely held rule of thumb that a
sample of 30% response and above provides goowstisi@t confidence and is
adequate for application of statistical tools useddata analysis (Mugenda &
Mugenda 2003).

4.3 Demogr aphic char acteristics of respondents
4.3.1 Gender

The study sought to investigate the gender oféspandents.

Table 4.2 Gender
Gender Frequency | Percentage (%)
Male 10 714
Female 4 28.6
Total 14 100

Source: Research data

This table above shows that majority of the respomdvere male at 71.4 % while
28.6 % represented the female respondents. Tharokss found this to be a realistic
representation since the targeted respondents epeEations level staff and this is

generally a male dominated field.
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4.3.2 Length of service

Respondents were asked to provide response onuthben of years that they have
worked with their respective companies. The datkected has been summarized in
the table below:

Table 4.3 Distribution of respondents by year s of service

Yearsof service Frequency Per centage (%)
Less than year: 8 57.1

5-10 year 4 28.€

10-15 years 2 14.3

15-20 years 0 0

Total 14 100

Source: Research data

The years of service were divided into five yearkess, 10-15 years, 15-20 years and
over 20 years. From the study findings, the respomdirs of service were not evenly
distributed, there was a big years of service gapterms of percentages and
frequency. However, respondents with less thanyears of service were the most,
representing 57.1%, employees with between 5-1@syefaservice represented 28.6
% while those with 10-15 years of service repres#nt4.3 %. There were no

respondents who had worked with their respectivedifor more than 15 years.

4.3.3 Owner ship
Respondents were requested to indicate the typavoérship of the companies they

worked for.
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Table 4.4 Distribution of types of owner ship plans

Owner ship plan Frequency | Percentage (%)
Foreign owned 3 214

Locally owned 9 64.3

Hybrid of local & |2 14.3

foreign

Total 14 100

Source: Research data

From the study findings, most of the private seaguiirms under study are locally
owned and this represents 64.3 % of the total fistnglied. 21.4 % of the firms are

foreign owned while 4.3 % of the firms have a hgitof local and foreign ownership.

4.3.4 Number of staff

Further, the respondents were requested to indibateéotal number of staff in the

firms that they work for. From the data collecteul aepresented in the table below,
the researcher was able to determine that the fimthe security industry have

massive number of employees. The largest percentate firms, at 57.2% employ

more than 3000 employees. None of the firms thaigypated in the survey employ

less than 500 employees. This data is summarizédegamesented in the table below.
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Table 4.5 Distribution of number of staff

No. of staff Frequency Per centage
(%)

Less than 500 0 0

500-1000 1 7.1

1001- 2000 1 7.1

2001 - 3000 4 28.6

3000 and above 8 57.2

Total 14 100

Source: Research data

Figure 4.1 Distribution of number of staff

The above data is also represented in the graphvbel
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Source: Research data

44 Strategic Planning

The researcher determined from the data collet¢tatall the private security firms

studied have formal strategic plans in place wigaides the firms’ activities. For

28



most companies, the responsibility for formulatihg strategic plan lies with the
business leadership team, and the respondentsiedithese to include the directors,
general managers and senior management staff.vemweint of other staff in the

strategy formulation process is very moderatelithal firms which gave responses.

4.5 Communication of strategy
The respondents were also supposed to provide dekdbn whether strategy is
normally communicated to all staff after formulatio

Table 4.6 Communication of strategy

Isthe strategy communicated | Frequency | Percentage (%)

Yes 6 42.¢
No 8 57.1
Total 14 100

Source: Research data

The study data has determined from the data cellettiat the strategy, as formulated
by the top management is not always communicateall tthe staff. 57.1% of the

firms do not communicate the strategy to all séaid this can be attributed to the fact
that most of the security firm employees are basedient sites and this becomes

hard to communicate or share such important inftiona

4.6 Review of strategic plans

Further, the respondents were requested to indivatther the strategic plans in

place are normally reviewed and the frequency aere if any.
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Table 4.7 Frequency of review strategic plans

Review of strategic plans Frequency Per centage (%)
Quarterly 2 14.29

Semi annually 3 21.42
Annually 2 14.29
Occasionally 1 7.14

Not indicated 6 42.86

Total 14 100

Source: Research data

From the data collected, the researcher deterntiva@dnost of the companies review
their strategies as the influencing factors chafge. frequency of review as brought
out by the respondents is either being quarteibanbnually or on an annual basis.
Major reasons given for strategy review includeribed to achieve stretching targets,
to incorporate new initiatives and or innovatiorss well as to take into account

changes in other operational strategies.

Other reasons include changes in economic condiaoal market paradigms, need to
react to competitor action, change in legislatiow olitical conditions as well as
changes in internal structure and leadership. Aatdit reasons include need to
change institutional culture and change in top rganeent. Strategy is also reviewed
when the initial strategy put in place fails to iesle the targeted objectives or when
unprecedented events which are beyond the managemetinol come into play as

well as for improvement and change.
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4.7 Strategy | mplementation

Finding from the data collected indicated that tresponsibility of strategy
implementation lies with the top management aneotors in most of the companies.
However in a few firms, the responsibility for s&gy implementation has been
cascaded to the heads of departments and suppfitt Istwas also identified that
there are changes made during the implementatioceps. Most of the changes are
in processes and polices, restructuring, pricihgnge of management team, strategy
implementation champions, resource allocation, amdiew of strategy to

accommodate new ideas, financial implications ahérgprevailing crucial factors.

Most of the changes are done so as to respond totérnal and external

environmental factors which include changes in cetitgrs action, change of market
forces, change of client needs, innovation leatindifferent and new ways of doing
things, financial constraints, change in senior age@ment and external influence

from the parent companies.

4.8 Challengesto strategy implementation

The findings in this section were meant to bring the extent to which the various
pre-determined factors pose as challenges to féestrategy implementation in the
firms in the private security industry firms opengtin Nairobi. These factors are
leadership, resource allocation, organization celtustrategy communication,
organization structure, performance and pay stiege@nd participation and
involvement. The respondents rated each factor direapoint scale i.e. strongly
agree, agree, indifferent, disagree and stronglggiee .The findings are summarized

in the table below.
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Table 4.8: Factor s posing as a challenge to successful strategy implementation

Factor Strongly | Agree | Indifferent Disagree | Strongly
aaree disaaree
Leadership 6 4 3 1 0
Resource allocation 5 2 3 1
Organization structure 5 4 3 2 0
Organization culture 4 6 1 2 1
Performance and pay| 5 6 2 1 0
Strategy 5 4 2 2 1
Involvement and 7 4 0 2 1

Source: Research data

Additional factors indicated as challenges to dfiec strategy implementation

include bureaucracy, failure to integrate strateggperations, misunderstanding and

lack of trust, low tolerance to change, poor staining and development to augment

specific skills required to perform the job andKaaf expertise in the strategic

development and implementation.

Figure 4.2: Factors posing as a challenge to successful strategy implementation

W Leadership

B QOrganization structure

Involvement and participation

Strongly agree

M Rescurce allocation
M Organizationculture

m Performance and pay strategies M Strategy communication

Source: Research data
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4.9 Suggested solutions to over come strategy implementation challenges

The researcher has determined the following asgsexb solutions to mitigate the
challenges to strategy implementation; having séali performance yardsticks,
embracing culture change, improving skills, moiivgtstaff and raising their morale,
proper resource allocation, proper analysis dfianse capabilities so as to ensure
their best applicability to meet company needs, rmomcation of strategic plans
prior to implementation, having realistic objec8yenaximum involvement of staff at
all levels, development of homegrown initiativesl @ourcing of leaders who are able

to strategically drive the business to attainmésed objectives.

4.10 K ey factors to successful strategy implementation

Key factors to successful strategy implementatisnbeought out from the data
collected are existence of a clear vision of thegany and objectives to be achieved,
effective and proper communication of strategy,olagment of staff in strategy
formulation, efficient allocation of resources, fng in place measures to raise staff
morale and motivation, assessment and feedbacklievement of the strategy on a

regular basis.

4.11 Discussion

Findings from the data collected indicates thattladl firms studied have strategic
plans in place and the responsibility of formulgtithe strategic plans lies with the
leadership team. Strategies are communicated tbastd reviewed but at varying
frequencies so as to reflect changes in the envieon. Responsibility for strategy

implementation differs across the firms, it liestrwihe top management in some
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firms and operations staff in others. Common @mgjes to strategy implementation
have been identified as leadership, resource ditotaorganization structure and
culture, performance and pay strategies, strat@ggnuunication and involvement
and participation. Solutions suggested to overcahee challenges include having
realistic performance yardsticks, embracing cultwieange, improving skKills,

motivating staff and raising their morale, propesaurce allocation, proper analysis
of in-house capabilities so as to ensure their lapglicability to meet company

needs, communication of strategic plans prior t@lémentation, having realistic

objectives, maximum involvement of staff at all é&s; development of homegrown
initiatives and sourcing of leaders who are ablsttategically drive the business to

attainment of set objectives.
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CHAPTER FIVE

SUMMARY, CONCLUSIONSAND RECOMMENDATIONS

5.1 Introduction

This chapter gives a summary of the findings of ¢hedy as well as conclusion
drawn from the suggestions and comments given éydbpondents. It also includes
the recommendations for policy and practice as wasllsuggestions for further

research. The findings are summarized alongsidetifextives of the study.

5.2 Summary of the findings

Target firms for the purpose of this study werea®t one respondent from each of
these firms was targeted to respond on the datkectioh questionnaire. 14
respondents gave feedback and this represented/®6egpondent rate. Most of the
respondents, representing 71.4% of the total relpus were male. This explains the
nature of the Security Industry workforce estalheint which is generally a male

dominated industry.

In terms of the respondents’ years of service, 37 Have worked with the respective
companies for less than 5 years. 28.6 % of theoretgnts have worked for between
5 and 10 years. 14.3 % have worked for 10 — 15sywhile there was no respondents
who had worked for their respective companies toydars and above. Ownership of
the target companies was either foreign, local drylrid of both. From the data
collected, 21.4 % of the firms are foreign ownedl,36% locally owned while 14.3%
have a hybrid of both local and foreign ownersliipms in the security industry are
known for having a large establishment of staffndlof the targeted firms had a staff

establishment of less than 500 employees. 7.1 %hefrespondents have a staff
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establishment of between 500 — 1000 employees wdnilether 7.1% has an
establishment of between 1001 — 2000 employee€ 28.of the firms have an
establishment of between 2001 — 3000 employee i biggest percentage of the

targeted firms at 57.2% has an establishment o 8d@ployees and above.

Majority of the respondents indicated that stratgm@nning is done in their firms and
that that the responsibility for strategy formubatiies with the top management with
very moderate involvement of the other staff. Heare it is only 42.9 % of the

firms, that communicate the strategic plan to ttieorest of the staff, 57.1 % of the
firms do not communicate the strategic plan torteeployees. In terms of review of
the strategic plans, 14.29% of the firms reviewirtlsérategic plans on a quarterly
basis, 21.42% semi annually and 14.29% on an anbasis. Feedback received
indicate that7.14% of the firms only review thetrasegic plans occasionally while
42.86% of the respondents did not indicate wheth@tegy review is done and how

often this is done.

Key factors to successful strategy implementatiamehbeen brought out to include
the existence of a clear vision of the company@bjdctives to be achieved, effective
and proper communication of strategy to all staffplvement of all staff in strategy
formulation process, proper allocation of resourgagting in place measures to
increase staff morale and motivation, and assedsamehfeedback of milestones on

achievement of the strategy on a regular basis.

From the data collected from the respondents, f@isacurity firms face challenges
in implementation of their strategic plans. Mosttloé respondents indicated to face

same challenges which include leadership, resoatloeation, involvement and
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participation, organization culture and structuperformance and pay strategies,
bureaucracy, failure to integrate strategy to ojp@ma, low tolerance to change and

poor staff training.

The researcher has determined the following asgsexb solutions to mitigate the
challenges to strategy implementation; having séali performance yardsticks,
embracing culture change, improving skills, motivgtstaff and raising their morale,
proper resource allocation, proper analysis dfianse capabilities so as to ensure
their best applicability to meet company needs, roomcation of strategic plans
prior to implementation, having realistic objec8yenaximum involvement of staff at
all levels, development of homegrown initiativesl @ourcing of leaders who are able

to strategically drive the business to attainmésied objectives.

5.3 Conclusion

From the results and discussions on the feedbashver from the respondents; the
researcher’s conclusion is that private securitygiare faced with challenges during
implementation of their strategic plans. Most & tthallenges are experienced by all
firms across the industry. This can be attributethe fact that all these firms operate
under similar environmental conditions. The lewvaelsnfluence from the highest to
the lowest are involvement and participation, legki@, strategy communication,
resource allocation, organization structure, peméoice and pay strategies and the
least being organization culture. The study alseated that the methods adapted by
the firms' management to deal with these challeagesThere is also a similarity in

the recommendations to mitigate these challenges.
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5.4

Recommendations

Based on the conclusion of the study, the managemieprivate security firms

should put in place the following measures to miménchallenges to strategy

implementation.

5.5

Proper leadership transition plans to ensure prdmégsiness continuity

especially where there is change in top management.

Enhance communication of the strategic plan andemement milestone
which is very core in ensuring success of strategylementation.
Communication strategies for firms in the securtgustry should aim at
making sure that all the staff, including the omdso work from the client

location are well informed.

Staff motivation should be emphasized to encourstgéff to work towards
achievement of the strategic plans that have begrinpplace. This could
include improving staff working conditions like imgved pay, considerable
hours of work, paid time off from work and also pration from within
especially from union to management terms. Thishvélp manage challenges
like increased staff turnover and resistance tmgéavhich are a hindrance to

successful attainment of strategic plans.

Limitations of the study

The finding of this study should be interpretedhwthe following limitations in

mind:
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i. This study was limited to only the firms the firtisat a registered with KSIA
and this only presents a small percentage of thesfin the Security Industry
which is one of the fastest growing industries enlfa. Therefore the results
obtained from this study might not be an objectivée generalized to all the

other firms.

ii. Most of the respondents were middle and operatitsnadl staff who were
biased in their respondents so as to protect theeraf the firms they work

for.

iii. Some of the respondents were also hesitant to geokeésponse on their
strategic planning process since they felt thisldobe a breach of
confidentiality especially coming at a time wheer #ecurity industry is being
faced by stiff competition and the firms’ are comimp with new strategies to

boost their performance.

iv. Pre determined questionnaires were used for ddiecton which might have
limited respondents from responding on relevanueassomitted in this

research.

5.6 Suggestion for further research
From the insights gained in the course of this \tutie researcher offers the

following suggestions for future research.

i. A replica study should be done on the firms thatreot registered with KSIA

and a comparison with the current research findiuyee.
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ii. A study concentrating on the responses of the fionshallenges of strategy

implementation should be carried out.

iii. Further study on the impact of the challenges itst)yy implementation on

attainment of organization objectives should als@#rried out.
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APPENDIX 1: INTRODUCTION LETTER

Catherine Wambui Nguchu
School of Business
University of Nairobi

P.O Box 30197

Nairobi

July 2012

Dear Respondent,

RE: COLLECTION OF SURVEY DATA

| am a post graduate student at the University aifdi, School of Business. In
order to fulfill the partial requirement to qualiffor a Masters of Business
Administration Degree, | am undertaking a managdmesearch project on the

“Challenges of strategy implementation in secufitys operating in Nairobi.”

You have been selected to form part of this stddhys is to kindly request you to
assist me collect the relevant data by filling the accompanying questionnaire
which | will collect from your office. The informetn and data required is needed
for academic purposes only and will be treatedtiictSConfidence. A copy of the

research project will be made available to yourmaigation/firm upon request.
Your co-operation will be highly appreciated.

Thank you in advance.

Yours faithfully,

Catherine Wambui Nguchu Dr. James Gathungu
MBA Student Supervisor, University

Nairobi



APPENDIX II: KSIA MEMBER LIST
1. Bob Morgan Services Limited

2. Brinks Security Services Limited
3. Cobra Security Limited

4. Colindale Security

5. Corporate Security Limited

6. Delight Security Services Limited
7. Fidelity Security Services Limited
8. G4S Kenya Limited

9. Instarect

10.KK Security

11.Magnum Allied Systems Limited
12.Pinkerton’s Limited

13.Radar Security Limited

14.Riley Services Limited

15. Securex Agencies Kenya Limited
16. Security Group of Companies
17.Sunrays Solar Limited

18. Total Security Limited

19. Ultimate Security Limited
20.Watchdog Alert Limited

21.Wells Fargo Limited

Source: Kenya Security Industry Association (KSWebsite.



APPENDIX I11: QUESTIONNAIRE

Section 1. Personal Background
Please answer the following questions about yoftirsel

1. Name: = o e .

(optional)

2. Job Title: e .

(optional)

3. Name of your Organization: ----------=-=-=-=-=--—m-m-mommommmo-

4. Gender: Male [ ]Female [ ]

5. Academic and professional qualification--- e Rt e

(optional)
6. Length of service in the organization.
i. Lessthan5years. [ ]
ii. 5-10years [ ]
iii. 10-15years|[ ]
iv. 15-20years[ ]

v. <20vyears. [ ]
7. Using the categories below, please indicate thesostnip of your firm.

Foreign owned [ ] Locally owned [ ]

Hybrid of local & foreign ownership [ ]
8. Please indicate the average number of staff in gogainization



Less than 500[ ] 500-1000 [ ]
1001 - 2000[ ] 2001 — 3000 I

3000 and above [ ]

Section 2: Strategic Planning
9. Does your firm have a strategic plan?

Yes [ ] No [ ]

10.1f yes, is the plan formal or informal (written hwritten)?-----------=--=-ecemcmeneu-

11.Who has the responsibility of formulating the stat plan? -

12.What is the level of involvement of staff in theaségic planning process?

None [ ] Minimal [ ]
High [ ] Moderate [ ]

13.Is the strategic plan communicated to all staff?
Yes [ ] ON[ ]

14.Is the strategic plan reviewed? How often is itieexed?

Yes [ ] No [ ]

15.1f yes, what do you think are the major reasons wbyr strategic plan is

reviewed---------------------—- e

Section 3: Strategy | mplementation.



16.Who is responsible for strategy implementation?

17.Do you have strategy implementation champions?
Yes [ JNo [ ]

18. Are there any changes made during the strategyeimgrhtation process?
Yes [ INo [ ]

19.What are the major changes that take place duhagstrategy implementation

PrOCESS--==--====mmmmmmmmmmmna mmmmm e

21.In your opinion, what do you think are the key tastto successful strategy

IMPIEMENEALION?==mmmmmm e e

22.What is the level of involvement of staff in theadegy implementation process?
None [ ]Minimal[ ]

Moderate[ ]High[ ]

Section 4: Challengesto Strategy Plan I mplementation.

23.In your opinion, do you think your firm faces ankiatienges in strategy plan

implementation?



Yes[ JNo[ ]

24.1n a scale of 1 to 5 where; 1- strongly agree;j2ee; 3- Indifferent; 4- Disagree;
5- Strongly disagree, is the strategy implementatprocess faced by the

following challenges?

Leadership 1 |2 |3 |4 |5

Resource allocation

Organization structure

Organization culture

Performance and pay strategies

Strategy communication

Involvement and participation

25.1n your opinion, which other factors would you hight as being a challenge to

effective strategy implementation? e

26.In your opinion, what would be your suggestionaasolution to the above

challenges -----------=--===mememmeeeo- e .

27.1n your opinion, do you think that your company iaefes its strategic plan?

Yes [ ]No[ ]

Notsure [ ]

Thank you for your cooperation.
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