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Inert! cd bu ine ompt.!titi\ene and th d namic c tt:rnal en ir nm nt hc:l\ Ia cd 

imp nantcmphasi on rp rat strat g . In Kenya. firm arc per ting under incrca ing 

mp titive environment that put them und r pre . urc to continual! re ic\ their 

strategic pl or formulate ne\\ nes to uit the e. i ting tr nd . · ff ctivc trategic 

management real a pr ducti c allian e between th nature nd demand of the 

~m ir nm nL the org nizat1 n· culture and value.; . and the r source that th 

rganit.ation ha al its disp al. The process of trateg implerncntati n is er ritical t 

the ucc f eith r public or privat und naking and can po c a number f challenge . 

The chall nge ari e from source that are internal and . t rnal to the organization and 

will d pend nth type of trategy. typ of organization and pre ailing cir urn tanc . 

Th education sector is one fthe social pillar of the Kenya Vision 2030.In pur uit of its 

mandate to provide educational materials and holarship to needy student , Jam 

Kenyatta Foundation ha embraced strategic managem nt practices since 2001.This 

management approach has not been without challenge . This study was design d to 

determine the challenges faced by Jomo Kenyatta Foundation in strategy implementation 

and to establish the measures taken to overcome these challenges. To achieve these 

objectives a Case study design was used where qualitative data collected was analyzed to 

provide useful information and recommendations for academic purposes and improved 

performance. 

The study findings were that challenges faced are usually from sources external and 

internal to the organization. The key challenge identified was due to changes in the 

operating environment such as stiff competition compounded by new entranc of 

important n w competitors in to the industry and un-anticipated new sub titute r 

competing products. The macro-environmental changes such as th government p licie 

in the political en ironment were id ntified to be unfriendly to the business orientation 

expected of Jomo Kenyatta Foundation. The purcha ing power dictated by the economic 

environment detem1ined th customers potential . he so ial en ir nm nt presented 

challenges of increased demand versus supply of the scholarships. The Te hnological 

vi 



l!ll\ irunm~.:nl pr ·ented chalh:nge I mcrea eLl dt:mand L n~all\ it and inn \ 'aii\Cil • • 

training c ·t.. lc cncc and un mpctiti n .. , he indu tr r rc c. pc iall) the 

bu er · p \\Cr nd rival[) \\llhin the indu try ha I 111 rea ed st in pr 

br ndmg and effort t nhan e J f pre nee. thcr ch lleng - fa cd in trateg 

implem ntati n at JKI- were man ting from ur c internal L the rganintion du t 

b ha i r rest lance to chang . Inappropriate tern e pc ially the tructur \ traditional 

public ector ulturc. unaligned rganizati nal pr urce u cd in the 

organizati n. 

Orne f the chall ·ngc:; \\crc anticip. l U tJuring the;: prOCC!:iS of formulation of lh~o: Strategic 

plan. Ther ' r con ullation and detail d analyse of th tr ngth 

weakn ses threats and opportunities during strategic planning with appreciation of the 

ri ks and assumptions. Two success fact rs were id ntiiied which are critical to achieving 

the strategic objectives. These were the development and sustenanc of capabilitie and 

compel ncies to nsure quality and competiti e publications. Effort to maintain this 

intangible resource were factored during the planning process. The I adcr hip in Jomo 

Kenyatta Foundation i in the process of restntcturing the organization, and a leaner 

organization with highly moti ated and skilled workforce is emerging. The study findings 

reported that currently the leadership considers people as an asset for enhanced 

perfonnance and emphasizes on staff development and building teams for performance. 

The findings of this study recommend business friendly policy changes to be enacted to 

create a Jomo Kenyatta Foundation that is a commercial state parastatal as a priority. 

Proposed alignment of the organization configuration (structure, processes) as articulated 

in the su·ategic plan 2007-2012 should be implemented to en ure profitability and 

survival. Further research is ne ded in the publicly owned parastatal to provide empirical 

evidence on decision to increa e th I vel f autonom r unde1tak privatization. Use 

of Research designs to bring out comparisons with th r privately owned publishing 

firms is fundamental for justifying policy changes. 
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H PT R ·I T OD TIO 

1.1 Backt-.r und 

nd r tan ing the Strate r iti n fan rganizati n and c n idering th trat g1c 

n t it ar f little valu unl the trategi · manag rs wi h 1 [i II "" can be 

turn d int acu n J hn on and ch le . 2 2). trat g ' impkm ntati n i 

' ilh ·' rganizin~; th firm' memb rs and obtaining from th m ' hich 

ntribult: t the cc mpli hmcnt f trat g} ami \' ~.:rdorf. 2000). 

trategi and p licies are tran lat d b management int action through th d lopment 

of program . budgets. and procedures. urther, the proce might inv lv hanges ithin 

the o rail culture. stru~ture. and/ r th managem nt tern of the organization (P arcc 

and Robin n, 2 03). 

trategy implementation is a very critical issue in the succe s of either public or private 

undertaking. Without proper strat gy implementation even the most superior trateg is 

useless. According to Aosa ( 1992) once strategies have been developed, lhey need to be 

implemented· they are of no value unless they are effectively translated into action. 

However poor implementation of an appropriate strategy may cause that strategy to fail 

(Kiruthi 2001). 

1.1.1 hallenge of trategy Implementation 

Strategy implementatio~ can pose a number of chal lenges .The challenges arise from 

sources that are internal and ext rnal to the organization. he particular challenge that 

will face strategy implementation will depend on the type of strategy. type of 

organization, and pr vailing circum tances. Many halleng s in strategy impl mentati n 

can be avoided if strat gy development is coupled with implementation. The lack of 

und rstanding of a strategy and th inability to connect trategy formulation and 

irnplem ntati n bas an imp ct n su cessful implem ntation. 



\ h n.: th r i pamdigm ·h1lt. Lh ng~ d not implement them · I c and it i nl) p ph.: 

that m k them happen ( Bry n. I - People w rking in organiz ti n mctimc · n.: ·i t 

nd m kc trat g difli ult t implement (Lynch, 2 00).'1 his may urthcr 

\ here str tcgi and pcrati n I 

hanging m ir nment. 

Johns n and chol 2002) ha e ex ten i ely under c red th imp rtan c f rc urcc in 

trat g impl m ntation. but ar qui k t point ut th t th (rc urce b them I\' do 

not guarant tr tegi su ce . Inadequacy of r ourcc may impl inadequate funds 

inadcquat equipment and r ci liti . in dequat human r" un:c skills and cxp •rien •. 

trat gi apabi lity i s ntially con erned ith h "' the e re ur ar 

d ploy d.rnanag d,controlled and. in ase of p ople m ti ated to create mpeten ie in 

tho a ti ities and bu iness proces s n eded to run the busin ss. 

Majority o ocumented challenges ari ing from source internal to organizations are 

related to inappropriate systems utilized during the pro ess of op rationalization 

institutionalization and control of the strategy. The proce s of institutionalization relies 

heavily on the organization configuration that consists of the structur s processes 

relationships and boundaries through which the organization operates (Johnson and 

Scholes 2002). Koyio (1999) aptly notes that the search for appropriate organizational 

structures has never been a new activity at any point in time. It dates back to the 19505
. 

Literature rev1ew indicate weak management roles in implementation, a lack of 

communication and commitment to the strategy unawareness or misunderstanding of the 

strategy una I igned organizational systems and resources poor coordinati n and haring 

of responsibilities, inadequate capabilities, competing activities and uncontrollabl 

environmental factor a orne of th di fficu lties in impl m nting trategi ( lcxander 

(1985) Lares-Mankki (1994) and Beer and isenstat (2000)). er and above an 

organization configuration can help or hinder strategies (Koske (2003) Johnson and 

choles (2002) A wino (200 I) and Aosa (1992). 

2 



hallenge or trat g) imp! m ntation arc aJ found in ur ' l rna! t the 

organization. Th macr -em·ir nm mal fi rc liti al-legal fi rcc rna 

hind r fi orable I gi lati'vC fram w rk. Funh r. p litical in tability rna impa t 

negati ely n trat g implementati n b) af[i cting politi al g urcc 

m bilization for the strat gic pi n. i il unre t rna de tabiliz the human re urcc 

ompet nee and cau e de truction f infra tructur m nt to facilitate the proce f 

institutionalization. mic may al o imp n tr t gy impt m nt ti n 

especiall wh re economic sanctions and innation interfere \ ith the mark t share and 

hence o erall profitability. 

Th industry forces arising from the buyer·s power the uppli r p wer and stiff rivalry 

from competitors may pose serious challenges. The p rating environmental forces 

compounded by pressure ari ing from stakeholders like creditors, uppliers cu tomer 

sharehold rs government and the local community can impose challenges that could 

impair strategy implementation. 

1.1.2 An overview of Jomo Kenyatta Foundation 

Jomo Kenyatta Foundation (JKF) was established by the overnrnent of Kenya in 1966.It 

was incorporated under the Companies Act, Cap. 486 Laws of Kenya as a company 

limited by guarantee and having no share capital. This organization sole purpose for its 

existence is to generate funds and carry out other lawful activities for the advancement of 

education and relief of poverty and distress of the public. In this respect the company has 

settled on publishing and provision of scholarship. 

For over two decades since inception, the company enjoyed a near monopolistic status so 

far as the supply of school textbooks and other instructional materials were cone rned. 

The ituation has since changed with entry of more local and multinational players in the 

publishing and printing industry in Kenya and the school b ok market in particular. As a 

consequence, the company has undertaken a number of necessary poJicy, technoJogicaJ 

institututional and operational shifts for competitive and sustainable growth. 

3 



h 1 m thi com , t that JKl em raced trategi man g mt:nl ra ti es to pr 'ide ound 

b i fl r it to align it acti\ itic with the anti ipat d hang ·in th pcrating environment 

with th 1m b oming tht: top ub!J her in the n.: i n and a lc ding 

pro i r in K n}a. he fir t tratc i · plan (2 01-20 6 en ountered e eral hall nge 

du to aforementioned chang in operating en' ir run nt which had not been ti ip ted 

during formulation. he e challeng wer blamed or th declining finary ial 

p rformance over the last fe, y ar . 

To r o ition JK in the market pia e for long term growth and enhanc d i ibilit , the 

ec nd trat gi plan 2007-2012 a [I mllllat d. Tt implcmentati n wa l 111 

deliberate re- trucruring to ensure that quality products are published the market shar is 

broader the business developed with su ainable profit levels and ducational 

opportunities for need students ar increased. Further the implementation process wa 

to attempt to take advantage of the organization s strength to build a strong competitiv 

advantage whil taking appropriate remedial measures to minimize the identified 

weaknesses during formulation. To successfully implement the strategies, there was a 

need to link strategic planning and implementation, and anticipate chalJenges from 

sources internal and external to the organization. This study will determine the challenge 

faced by JKF in implementing strategic management practices and the measures that the 

organization has taken to counter the challenges. 

1.2 T he Research Problem 

In the current turbulent economic t imes, flfll1s in Kenya operate under increasing 

competitive and ever-changing environment. The ever changing environment in which 

organizations operate puts them under pressure to continually review their strategic plans 

or formulate n w ones to suit the existing trends. urther ithout proper strategy 

implementation even the most superior trategy is useles . According to Aosa (1992), 

once strategies have been developed they need to be implemented; they are of no value 

unless they are effectively tran Jated into action. This is n ce sary if such organization 

are to remain competitive and r levant to current market trends. 

4 



trat g · implem ntation i in xtricably onne t d with rganization chang . 1 h ch ngc 

made to the rganization onfigurati n tru tur . pr e . relati n hip , b undan ) 

pr nt internal urc of challenge . Further. hanges in the macr -en ir nment, the 

indu ry for s and th o rating en ir nment pre ent ext rn I ur of hallcng . Th 

indu try fl rce create inten e competition. a pp d to what c uld often occur under a 

monol?olistic en ironment. Thi und rpins the importanc of s anning the int mal and 

external en ironm nt as an important anal i during lrategic planning. The lin 

b tween strateg planning and imp! mentation coupled with communicating the strategy 

and allo ati n of r sourc s to the plan alJ aim t minimizing h Jknges to 

implementation. 

The education ector is one of the sociaJ pillars of the Kenya Vision 2030.In pursuit of 

providing educational materials for this imp01tant sector, the ducation publishing 

industry in Kenya have faced numerous problems that have affected its growtb.Jomo 

Kenyatta Foundation has embraced strategic management practices in response to the 

environmental dynamism and in an attempt to reverse the downward trend in it market 

share and profttability in the face of growing demand for scholarships. The organization 

is currently implementing its second strategic plan (2007-2012) after a review and end of 

the first strategic plan (2001-2006). In order to effectively implement the strategy JKF 

has planned to deliberately make internal changes in its organizational configuration in an 

attempt to create a strategic fit. It is expected that this organizational change is likely to 

be faced with challenges. Further, the processes of implementation will encounter 

challenges from sources that are internal and external to the organization. 

e eraJ studies have documented challenges in strategy implementation within Kenyan 

organization - Th se include Aosa (1992), Awino (2001 Koske 2003), humbusho 

(1983) Karemu (1993) and Githui (2006) among others. In his suggestion for further 

research Aosa ( 1992) suggested that practices in Public sector would increase 

understanding of strategy practices in Kenya. Karemu (1993) also suggested the .need to 

research on strategy practices in different sectors of Kenya. Koyio (1998) also 

recommended aspects of strategy implementation such as evaluation and control in public 

5 



tor h uld 

publi hing 

' tn e tigatt:J. . II th tudt im c ttgatcJ ar ·a th r than th 

tor. Jomo Ken ana F undati n i 

publishing firm nd finding from thi tud could be u ful t 

r lated c m ani s. 

good repre ~mali c f 

It is therefor agai t thi backgroun that this stud ught to determine th (I II wmg: 

What hallenge face the management at Jomo K n atta Foundation in str tegy 

implem ntation? nd what ar the m a ures taken by Jomo Ken ana Foundati n to 

over orne the challenges in trategy implementation? 

1.3 Objecti e of the tudy 

1. To deterrnin the challenges faced by Jomo Kenyatta Foundation 111 strat gy 

implementation. 

11. To establish the measures taken by Jomo Kenyatta Foundation to overcome the 

challenges in strategy implementation. 

1.4 Significance of the study 

The results from this study will be of benefit to the following groups: 

a) Academicians/Researchers: The fmdings of this research will enable the academicians in 

broadening of knowledge base with respect to the challenges faced in strategy implementation 

in companies within the Kenyan environment. 

b) Leaders and Managers: The results of the study will inform the management of the publishing 

industry, and particularly the JKF management on the sources of challenges facing the 

implementation process. The fmdings and discussions will help service strategy developers and 

implementers to appreciate the importance of strategic control and feedback that detect 

challenges while the recommendations will serve as important fe dback on the way forward. 

c) Policy and Decision Makers: The findings wiJJ contribute to the knowledge base required by 

the decision makers and particularly the government useful before making decisions that may 

impact negatively on parastatal performances e.g. government economic and political policies. 

6 



H PT R T 0: LIT T R R I .. 

2.1 Concept f trategy 

Th pra ti e and concept of stratcg ha e many ari d m aning , y t it r main los 1. 

related to planning and planning m del . The ' ord ·· tr teg ,. i no appli d to aim st 

every managem nt activity. According t John on and choles (2002), 'trateg} i the 

direction and sc pe fan organization o er th long-term: whi h .chi es ad antage for 

the organization through it onligurati n f re ourccs v. ithin a challenging environment. 

to meet the needs of market and to fulfill takeholder :xpectati ns. In other w rds 

trateg i about ' here the business is tr. ing t get to in the long-term. hich market 

hould a business mp t in and what kind of activit ie are in ol ed in LICh mark t , 

ho an th busine s perform better than the competitor in th se markets. what 

resource skills assets fmance, relationships technical competenc , fa iJ ities) are 

required in order to be able to compete. what external en ironmental factors affect the 

bus iness s ability to compete, and what are the values and expectations of those who 

have power in and aratmd the business. 

Strategy is often conceptualized as a tenn for operating at both the corporate and 

competitive level. Corporate strategy is defined as the actions and plans, which influence 

the portfolio of different activjties in the firm. Operationally, this can be seen as the level 

of diversity achieved the mode used to achieve that level of diversity and the 

management of the diversified set of assets and businesses (Ramanujam and Varadarajan 

1989). Judith et.al.(1998) concluded that corporate strategy is seen as a proxy for 

managerial values and goals and the underlying motivations of top mangers as revealed 

through their chosen diversification strategy. This diversification can be achieved through 

involving all the people who have power in and around the business. Watson (2002) on 

the same note adds that there are exchanges between the organization and the various 

constituencies with which in the broadest sense of the term it has to ' trade' to continue 

in existence. 

7 



Bry on (1 \r) udinition r strat g) gl\'C dir ctlon to thi tudy, n is relevant to the 

work of all o the c writer . trateg} may b thought of as a p ttcrn f purp 

polici , pr gram . a ti ns de isi 1 , an or r our all cation that defin what n 

organizati n i . ' hat it d e , and why it doe it. The pra tical purpo e of trat g i 

pr id a plan that emplo multipl inputs, opti n , and utputs to a hie e a ompany' 

policy goal and bjecti 

2.2 trate Imp) mentation 

Most of the traditional tudies approach to strategy implementation was t treat 

'implementation' as an activity following 'formulation . urthermore, Alexander ( 1991) 

suggests that it is the fact that trategy implementation i less glamor us than strategy 

formulation that makes organizations to overlook it merely because of the belief tbat 

anyone can do it. In such cases, implementers tend to be unsure of what strategy 

implementation includes and where it begins and ends. Galbraith et.al (1978) asserts that 

the process of strategy implementation has usually been r garded as being distinct from 

strategy formulation and as a matter of adjustment and manipulation of organizational 

structures and systems in concert with strategic goals. 

Strategy implementation is largely an internal administrative activity. It entails working 

through others organizing, motivating culture building and creating strong links 

between strategy and how the organization operates. It entails a process of converting the 

formulated strategies into viable operations that will yield the organization s targeted 

results. Delicate and sensitive issues are involved in strategy implementation such as: 

resource mobilization, restructuring, cultural changes, technological changes process 

changes policy and leadership changes. The changes can be adaptive- calling for 

installation of known practices, innovative- introducing practices that are new to adopting 

organizations or radically innovative- introducing practices new to a ll organizations in 

the same business or industry (Byars et.al (1996). More recent views treat 

implementation either as an issue of gaining prior group commitment tlirough coalitional 

8 



d ct 1 n-m king. r a a qu tion ot t t I rganizationuJ tm· h mcm thr ugh a trong 

corporate cuhur (Harrigan, 19 0). 

Penigrew ( 19 7 draw. hi xplanation of ' hat tr t gy implem mali n mean b 

distingui hing th ontent of the trateg the outer and inn r on text fan rganization 

and the proc in which strategic change is carried ut. l e h wever rcc gnize the fact 

that th content the _cont xt and th pro ess are int r-relat d and affect ne an th r. n 

the same not , ther re archer in thi field of strat g implementati n b liev that 

organization have no choice bm to translate their formulated trategics into concrete 

that ould ensur th success f th ir strategi tstons Daft 2000). Thomp n 

and trickland 1998) argues that strategy implementation i all about acting n what has 

to be done internally to put formulated strategies in place thus ensuring that targeted 

r sults ar achie d withjn the targ t d framework of time. argeted result may be the 

expected le els of financial performance of an organization or the efficiency in service 

delivery especially for non-profit making organizations (TI10mpson and trickland 

1998). 

Strategy implementation can also be understood depending on the perspective one takes 

on strategy. For example is strategy first formulated and then implemented, or vice 

versa? Mintzberg (1979) argues that if one believes that strategies are explicit 

implementation would mean carrying out the pre-determined strategic plans. However, 

one may also hold an emergent view on strategy. In such instances strategy is not 

necessarily first created before implementing it but it emerges and evolves without the 

aid of strategy formulators or in spite ofthem. 

Operationalization of strategy is concerned with working out the strategy by ensuring that 

the organization s daily acti ities work efforts and res ur es are directed much as 

possible towards implementing the strategy. To achieve operationalization ideally annual 

operating obje ti ves, functional strategies and policies that relate logically to the 

strategy s long tem1 objectives are identified and communicated. Annual objectives give 

operating manag rs and personnel a better understanding of their role in the business s 

mission. his clarity of purpose can be a major force in effectively mobilizing the 

9 



'"pe pic : s cts" of a bu ·in · 1 h tn \ atermann_ 2). 1 un ti nal tratc 1c 

prO\ id 

pro\ id 

h n t rm guidance and immediate dir tt n t kc. functi nal nd 

th\; m an to mpli h the · ~.: obj tivc . P licic n thl: oth r hand, are 

dir ctiv de ign d to guidt: th thinking, d i 10n . an tions man ger and th 1r 

sub- rdinates in imp! m nting an rganization trategy. The pro id r mean f 

directing and ontrolling d ci ion and a tions at op rating le el an 

depend n ho\ b st th channel action behavior de i i ns nd practi s to prom te 

trat gic ac mplishm nt. 

Am ng the Iemen that pr vide the fundamental long-t rm means fi r in titutionaliLing 

the firm s strategy are tructurc leadership and ultur Pcarc and R bins n 2 03 . The 

nature of organization structur to u e in implementing strategy is innuenced by th 

environment stability and lh int rdependence of the differ nt units posing a chaJleng in 

implementation (Daft, 2000} Good lead rship is needed for ffecti e implementation of 

strategy as this will ensure that the organization efforts i united and directed towards 

achievement of its goals (Pearce and Robinson, 2003). According to Koske (2003), 

leadership is considered to be one of the most important elements affecting the 

organizational performance. Culture can be strength when it is consistent with strategy 

and thus can be a powerful driving force in implementation. In this case, Culture becomes 

a system of management authority and when accepted by employees can be a motivator 

to achievement of organization objectives (Mullins 2005). 

2.3 Factors contributing to effective strategy implementation 

The scientific approach to effective strategic planning and impl mentation process 

emphasizes on the nine major steps namely: formulation of goal ; analysi of the 

environmem· assigning quantitative values ro the goals; the micro- process of strategy 

formulation· the gap analysis; strat gic search; lecting the portfolio of stratcgjc 

alternatives· implementation of the strategic program· measurement feedback, and 

control. This approach underpins the importance of connecting formulation and 
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impl mcntati n ( o ke. _003 .Furth r lack f und tanding of trateg~ 

obst le f trat g irnpl mentati n Aalt nen and lka alk , 2 0 I). 

nc of the 

Pe hlaner and aurerv em 20 2) argue that efli ti e communi ali n a pnmary 

r quirement f ffe ti impl m ntation but it do n t gurantee the tivcness 

implementati n. trategy implementation is likely to be ucc sfu l ' hen ongru nee is 

achieved b tw n several elements f parti ular imp rtance includ : 

organization tructure, culture ( har d value ) rc ource (budget) allocation staff 

camp ten ies and capabiliti s, support ystems re ard . y tern , policie and procedures, 

and l der hip st I o a 1992) Thompson and tri kland 2003). Jt is a1 paramount 

to mention here that the success of strategy implementation depend on sticking to the 

laid down timeframe within which implementation of strategy is to be done. 

2.3.1 trategy and tructure 

All organizations hav goals boundari s and levels of authority communication 

systems, coordination mechanisms and distinctive procedures (Baumol 2002). Tlus is 

true whatever the type of organization. Therefore, one of the central issues for any 

organization is how to structure. Structure is the division of tasks for efficiency and 

clarity of purpose, and coordination between the interdependent parts of the organization 

to ensure organizational effectiveness. Mullins (2005) defines structure as tasks and 

responsibilities, work roles and relationships, and channels of communications. It 

balances the need for specialization with the need for integration. It provides a formal 

means of decentralizing and centralizing consistent with the organizational and control 

needs of the strategy (Pearce and Robinson 2003). 

lt is through structure that strategists attempt to balance internal efficiency and overall 

effectiveness within a broader environment. This is because a structure is 'an outline of 

the desired pattern of activities expectation and exchange among executives managers 

employees and customers ' (Baumol 2002). An organizational structure is part and parcel 

of its internal capability (Ansoff. 1990) and therefore has the potcntiaJ of either 

facilitating or impeding successful strategy implementation. 
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tnt tural de ign typical! b gm ' ith th organiz ti n I chart. It pt;rt in t manag r · 

re ponsibilitie . their degree of authority. and the on lidati n of facilitie . department 

and divisi n . task d ign and production t chn I g . Whereas llall ct.al 200 ) 

identifi thre organizati nal tntcture ariabl formality ompl xity and 

cenrrali7.ation). intzberg 1979) c me up with five which have arying degrees of 

formalit . c mple ity and centralizati n. hl!y in lud : imple structur machin 

bureaucra y professional bureaucra y divisionalized fonn and autocracy. he structural 

de ign of an organization help p ople pull together acti ities that prom te effective 

trategy implementation. 

The structure of an organization sh uld be consistent with the strategy to b 

implemented. Moreover the nature f organization s structure to be used m 

implementing strategy i influenced by the environment stability and the int rdependence 

of the different units (Daft 2000). Failure to address issues of the broad structural design 

(of roles responsibilities and tines of reporting) can, at a minimum, constrain strategy 

development and performance (Johnson and choles 2002, Koske 2003). Disorder 

friction, malfunctions or reduced performance results when managers use the wrong 

structure for the environment (Reuter, 1991). The structure of the organization should 

therefore be compatible with the chosen strategy and if there is incongruence 

adjustments will be necessary either for the structure or the strategy itself (Koske 2003). 

According to wartz (1985), successful strategies require properly marched organization 

structure. If an organization significantly changes its strategy, it needs to make 

appropriate changes in its overall structural design since its existing organization 

structure may become ineffective (Wendy 1997). ymptoms of an ineffectiv 

Organization structure include too many people, too much attention being directed 

towards solving interdepartmental conflicts too large a span of control, too many 

unachievable objectives (David, 1997).However, changes in structure should not b 

exp cted to make a bad strategy good or to make bad managers good, or to make good 

managers bad, or to make bad products sell (Chadler 1962) 
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2 .. 2 trat ) and L ad r hip 

L ad r hip i th m raJ nd int 11 ctual ability t vi ualiz and '' rk fl r' h t i b t f r 

th ompan and its mpl . ft an be int rpr ted impl · a 'g ning oth r r 

'"getting pe pie t do tiling illingly''. he most vital thing the lead r d s i reate 

t am pirit around him and near him and its fe tivcne ha to be een and i be t e n 

in action Mullins 2005). Leadership is proacti e. g al-oriented and fl u ed on the 

management of onstructive ch nge. Leader unlike manag r do th right thing whil 

managers do thing ri ght. 

Positions of authority and responsibility are important in strategy impl mentation but 

aJ o important are the p opJe in those positions. hese must be peopl r leaders who can 

influ nee action in the desired direction. The influence dep nds on the leader s 

personality style commitment reputation, altitude and aptitude, skills and exp rienc . 

The challenge is that no one form of leadership on its own is best during th 

implementation process. The type of leadership may turn out to be the stumbling block 

towards strategy implementation. Autocratic management where managers rule' their 

organizations with an 'iron fist' would in many cases scare away workers who would 

have engaged their innovative capabilities in the process of strategy implementation. The 

laissez-fair type, on the other hand may cultivate a culture of being non-committal to the 

affairs of the organization. Hence, the Leader need to constanUy change between the 

forms and this makes the art of choosing the type to use at what stage in the strategy 

implementation a challenge. 

A research carried out by Rooke and Torbert (2005) based on a sentenc -completion 

urvey tool called the leadership Development profil concluded seven development 

Action logics referred to as opportunists, diplomat, expert, achiever indi idualist 

strategist or archemist. They concluded that the leaders move through these categories as 

their abilities grow. The findings showed that the level of individual and corporat 

performance varied with the action logic. The research findings concluded that 

opportunists, diplomats and experts who accounted for 55% of the sample, were 

associated with below average corporate performance. They were also found to b less 
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rti.; tiv at implementing rgantz ttonal 

m ur d a hi ' rs.l -% of th mpl 

0% f Lh 

lndi\ iduali ti . trat gi 

mpl who 

and show d the con i t nt capacit) t mn ate and u ce fully tran [! rm th ir 

organizati n through uc essful trategy impl menlati n. Further. the r . earch findings 

showed that e per rul by logi king rati nal ffi ien but ar nly go d as 

individual c ntri utors. 

Other leader hip i sues of fundamental importance in ffe ti e trategy implementation 

ar ~ (1) the role of th CEO (2) the signment of the top manag r . he is the 

catalyst in strategi manag menL Thi individual i most los ly id ntifi d with nd 

ultimately accountable for a strategy's ucces . Maj r changes in strategy are often 

preceded or quickly followed by a change in . uccessful turnaround strategy for 

example will r quire almost without exemption either a change in top management or a 

substantial change in the behaviour of the existing management team. Clearly, successful 

strategy implementation is directly linked to the unique characteristics, ori ntation, and 

actions of the CEO (Johnson and Scholes, 2002). 

A maJor concern of top management in implementing a strategy, particularly if it 

involves a major change, is that the right managers are in the right positions for the new 

strategy. Of all the tools for ensuring successful implementation, this is the one CEOs 

mentions first. Confidence in the inctividuals occupying pivotal managerial positions is 

directly and positively correlated with top management expectations that a strategy can 

be successfully executed. The answers to the who is holding current leadership 

positions and whether they have the right characteristics critical to effectively execute 

the strategy instills confidence to the CEO. While key advantages and disadvantages can 

be clearly outlined actual assignments varies with the situation and the decision maker 

(Johnson and holes, 2002). 
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2. lrat and ruanization ulture 

In r nt year . rganiz tion I ultur ha b n r gni1ed a p ~rva i\ Ioree 

innu n ing org nizati n I life. rganizational ulture an b d lin d lh llecti n of 

common value , policies, b li fs. tra itions and altitud s that con titute a p r asi c 

context fl r e erything we do n think in an organizati n lean, 2005). ulture gi e 

mployee a ens of ho to b ha\ e. what they hould do. and ' h r to pia e prioriti s 

in g tting th job done. ultur is known to influence r ati ity and inno ati n (Me lean 

2005). Th mission pro id sa broad official foundation for the organization culture. 

The management of strategy -culture relationship i critical to ucce sful imp! m ntation. 

ft requires sensitivity to the intera lion between the changes necessary to implement 

strategy and th compatibility or ' fit between tho e changes and the organization 

culture. When culture influences actions of employees to support current strategy 

implementation i strengthened. ln this case Culture becomes a system of management 

authority and when accepted by employees can b a motivator to achievement of 

organization objectives (Mullins, 2005). 

Firms with good dynamic culture find it easy to implement strategy for this can save a 

firm from total collapse. The opposite can occur. A culture can prevent a company from 

meeting competitive threats or adapting to changing economic or social environments 

that a new strategy is designed to overcome. A static culture may hinder strategy 

implementation during a change process. Changing a firm's culture to fit new strategy is 

usually more effective than changing a strategy to fit existing culture (David, 1 997). The 

culture and strategic chang must fit in each other,ifthere is mismatch,the change will not 

be implement d effectively. In conclusion, creation of a strategy-supportive ulture is 

essential for effective implementation (Koske, 2003) 

15 



2 . ...t trat · and Proce e 

Formal and inf nnal pr rganization an b thought 

as contr I' n the organization's op ration and can ther [I re h lp r hinder the 

tr lati n of a trategy int a ti n. Th range from ormal ntrol (s_ t m . rule and 

pr cedure ),th.r ugh s ial controls ulture and routin 

motivation of individuals) and their importance i how th match the strateg and th r 

organizational elements(structur s r lation hip and boundaries). rganizati nal pro cs e 

connecL dri e and support the peopl and lead to human resources g nerati n within an 

aroW1d an organization. 

!though the ultimate goal of the strategic planning process is to devel a plan the 

value of the exercise often lie in the process itself. To increa e the likelihood that a plan 

will be reaJized it needs a close dialogue with those who e cooperation is necessary for 

its implementation. Effecti e processes for co11aboration can build consensu not only 

around what the problems are, but also about strategies and directions. 

A strategy cannot fully achieve its full potential unless it is integrated with other control 

systems such as budgets information and rewards .When conflicts occur the existing 

control systems prevail and strategy implementation suffers. In fact, failure to realign 

institutionaJized control systems with strategy will seriously hinder successful 

implementation. Further excessive focus on financial and other numbers relevant to 

business performance, leads to the resultant plans likely to have serious distortions and be 

of little value in guiding implementation. Aosa (1992) in his survey of private 

manufacturing firms in the Kenyan context concluded that companies which maintained 

links between strategies and budgets were significantly more successful in implementing 

strategy than those not maintaining such links. On the other hand managerial 

involvement, training and use of various investment evaluations criteria had mixed 

effects on success in implementing strategy. 

Business processes management presents difficulties to management from the outset 

because of the question of language and meaning. The conceptions and definition of 
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ca h I th bu me s um b) th manag~m nt h \'e , pr I()Und b aring on th~ bu inl!. 

ha\ 1 ur. its comp titi" clout d on th lr tee.i pti n man g mcnt m ch o c t 

im I mcm. I ar and uni rm un er tanding of bu ine · dcliniti n an lead t ful 

trateg) imp! m ntation. nfortun tel · different manager in th arne rganizati n 

d fine the bu in s c ording to their department. 

In order t a hie e desired outc m s of pr ce · an stematic managem nt, 

m nit ring and e aluation of proces es ar crucial. P rfl rmance target an b an 

imp rtant pr cess through hich successful strategies r ro t r d. Th p rformance of 

n organization is judg d, eith r intern lly or xt rnally n Lh ability t m et thes 

targets. A re' ard system should match strategy so a to moti at strategy 

execution.Gupta et al (1984) argues that managers and employees mu t be rewarded for 

adhering to the new strategy and implementing actions that are consistent with strategy 

implementation 

Communication and technology are some of the key support systems for routine 

activities. The efficiency and effectiveness of the routine activities often depend on 

corrununication and technology in the organization. Market mechanisms involve some 

formalized systems of 'contracting' for resources. An overzealous u e of market 

mechanisms can also have a profound impact on the dominant culture of an organization 

shifting it from one of collaboration and relational processes to competition and 

contractual relationships, which may prove dysfunctional. 

2.3.5 Strategy and relationships 

During the process of strategy implementation how Relationships within and beyond the 

organization are fostered and maintained will influenc performance. Further while 

Organizations and groups may be assumed as taking strategic actions, it is individuals 

who ultimately in practical terms take action and are responsible for driving an 

organization or a group towards objectives. Perhaps the most important r source of an 

organization is its people (Johnson and choles 2003).Furth rmore Organization is a 
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· dal .. , ·m of dation hip. (f rmal and inf rmal) am ng p pi \\h in ividu II · nJ 

j intly ub cnbe l arne g al (g al ) and to " hi h th y dire t th 

n ds f the individual an the d m nd · of an org nizati n re inc mpatibl -fru trati n 

and confli t ar b und to cur nd trat g imp) mentati n ann t be a hie d Mullin . 

20 5 . 

key aspect of an organization' configuration i th ability to int grate the knowledge 

and acti ities of differ nt parts of an rganization (both horizontall and vertically) and 

with oth r organizations articularly th valu chain).I lo the r lation hips within and 

yond the organization are fo tered and maintain d v..ill al o influence p rformance. 

Among the internal relationships is the issue of de olution versus centralization and how 

these relationships have posed a major challenge to success in strategy implementation. 

Fuelled by globalization and e olving communication technology Devolution has 

become popular as a way of facilitating the increased speed at hich decisions need to be 

made as closer as possible to the consumer. 

2.3.6 Strategy and Resources 

All organizations have at least four types of resources-Financial resources, physical 

resources, human resources and technological resources (Thompson 1990).These 

resources are available to an organization as simple tangible resources (money, human 

resources, and infrastructure) or as intangible resources such as public power e.g. in law 

enforcement and tax collection or knowledge base. Resources- based view to strategy 

management view knowledge, skills and experience of human resources as key 

contributors to firm s bundle of resources and capabilities. 

Audits to assess HR requirements to support strat gies identify Goal setting and 

performance appraisals, reward systems, competence based recruitment, training and 

development as key HR activities known to help enable successful strategy 

implementation. Performance management is not only essential but its processe ·should 

be adjusted to support changing strategies. Yasemin and Husen (2005) found that 
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:.mJ routine r r rg mzmg. II eating a nd de' cl pmg n ·\\ 

pr grammc: Juring implem ntati n direct! d nd on human rc · urccs. 

mmonl prohi it effe tive r ur all · ti n. I h e in lud n 

overpr te tion of r our e . to great an mphasis on short run lin nci I t.:riteria, 

organizati n p liti . agu trategy target a r luctan e to take ri k , and a Ia k f 

uffi ient know! dge (David, 1997). Identif ing the appropriate re and 

omp tencies to support strategy implem ntation will not rc ult in ucce ul 

imp! mentation unl s th organization i al abl t allo ate resourc and corltr I 

p rformancc in lin with trategy (daft 2000) 

2.3.7 trategy and Policie 

Policies communicate guidelines to trategic decisions. They are designed to control 

d isions while in effect empowering employees to conduct activiti s without direct 

interventions by top management. Policies establish indirect control over independent 

actions by clearly stating how thlngs are to be done. ince it is the operating managers 

who supervise implementation of policies, it is vital that middle managers are engaged 

with and committed to such strategies so that they can perform thls translation proce s 

(Kazmi 2002). 

Policies institutionalize basic aspects of organizational behaviour.They counteract 

resistance to or rejection of chosen strategies by organization members. Communicating 

specific policies helps overcome resistance to strategic change and foster commitment to 

strategy implementation. This should be stated in writing whenever possible (Hussey 

1988) 
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Firstly. e n the most brilliant trategy i worthle '' ithout the capacity to implcm nt, 

and lack of O\\nership plagues implementati n effort very\\ here. Indeed the anal l 

\'rhO lue mpanies et gr at t s or n t on the qualit f th trat g , but by the 

organization's ability to implement it. Clear! • if you can impl mcnt ou an 

alway change it if it i n t living up to exp elation . I on th other hand u cant 

impl ment the most brilliant strategy cannot uccced. trat g impl mentation is 

therefore as imp 1tant as formulation though it may em t b ·just a pr ce s . n the 

OntJary it i hall nging task for many managers of rganization . ·1 his is especially 

true n account that haphazard trategy implementation may be the predisposing factor 

that may make an organization to tumble. 

2.4.1 Challenge from ource internal of the organization 

trategy implementation is inextricably connected with organization change; all 

organizations resist change and try to maintain the status quo sometimes even if it yields 

unsatisfactory results. Resistance to change is a multifaceted phenomenon which 

introduces delays, additional costs and instabilities into the process of introducing 

change. People working in organization sometimes resist change proposals and make 

strategy difficult to implement (Lynch, 2000).This may take the form of procrastination 

and delays in triggering the process of change, unforeseen implementation delays and 

inefficiencies which slow down the change and make it cost more than was originally 

anticipated, lack of commitment, slow downs, absenteeism disrespect of deadlines poor 

performance and strikes. 

ystemic resistance results from passi e incompetence of th organization in suppo11 of 

strategy. It develops whenever the development of capacity lags behind strategy 

development. This may further hinder implementation especially where strategic and 

operational control systems do not detect and cause adjustment to the .changing internal 

environment. Behavioral resistance on th other hand may b manifested on an 

individual or group level. Parochial self interest misunderstanding and lack of trust, 
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di fter nt a e m nt nd ' ie\\ s fr m manager . and lo"' t lc nee t change ar • me 

n b hind b havioral r si tan . The bcha\ i raJ h llenge in addr ing the 

p pi ) i in creating a hared und r tanding f Lh di cr nt r pccti c 

all the peopl in an organization hold. a apr ambl t the c mmitment in earching r 

solutions. 

The ompatibility of organization ulture ton w strat gi hange i imp rtant mea ur 

in overcoming this chall nge.Lack of a synerg between strategy and ulture rna 

obstruct the smooth implementation of trategy by r ating r sistanc to change (Pearce 

& Robin on, 2003). Ao a (1992 tated that it is important that the culture of an 

organization be compatible with the strategy being implemented because where there is 

incompatibility between strategy and culture it can lead to a high rganizational 

resistance to change and de-motivation which in tum can frustrate the strategy 

implementation effort. However, when culture influences the actions of the employees to 

support current strategy implementation is strengthened. Maximizing ynergy while 

focusing to re-inforce culture managing around culture and rcfonnulating a new 

organization culture are some recommendations by Pearce and Robinson (200 I) of 

managing strategy-culture relationships in various situations. 

Inappropriate systems utilized during the process of operationalization 

institutionalization, and control of the strategy are often sources of challenges during 

strategy implementation. The process of institutionalization relies heavily on the 

organization configuration that consists of the structures, processes relationships and 

boundaries through which the organization operates (Johnson and choles 2003). The 

relationships consist of interactions influence communication and power dynamics, 

among other elements that occur in a systematic or a structured manner. 

Whilst the strategy should be choosen in way that it fits the organization structure, the 

process of matching structure to strategy is complex (Byars et at l996).If the strategy 

indicates that the organization need to behave in different ways there is likely to be a 

problem should the existing structure be used to implement the changes ( ampbell et aJ 

2002). The choice of a particular structure is a formidable challenge. For example, the 
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lrat gi haJl ng m th run u nal tructure i m cti \ (.; rdinati n f tht: ·eparatl.! 

fun tiona! unit . m form of divi ·ional tructur i therefl re n cc ar) t meet the 

co rdination and deci i n making requirements re ulling from increa ed div rsit and 

size. Morea er, increased diver it_ ize, and numb r of units nee ssitatc grouping 

arious di isi ns in t rm of common trategic elements. In theory, th matrix i a 

conflict resolution ystem through which strategi and operating riorities arc ncgotiat d, 

power is shared, and resources ar allocated internally n a strongest ca e for what is 

best overall for the unit' basis (Arthur & trickland 1983).Whil the matrix stru ture is 

easy to design it is difficult to implcm nl. Dual chain of command challenge 

fundamental organizational ori ntations. egotiating shar d use of 

resources and priorities can create misunderstanding or confusion among sub-ordinates. 

The biggest challenge in leadership is determining the right things especially at a time 

where industries are mature or declining; the global village is becoming increasingly 

complex, interconnected, and unpredictable; and product lifecycles are shrinking (Dess et 

al. 1998). uch challenges are e en more acute in strategy implementation. A leader also 

faces all kinds of barriers such as conflicting objectives, organizational fiefdoms, political 

rivalries, and organizational inertia. Things don't always work out as planned-sometimes 

gravity takes over and things come crushing down around the leader. uch happening 

fails strategy implementation process. Kangoro (1998) noted that lack of commitment to 

strategic management practices by top management and other employees of the 

organizations resulted in poor implementation. 

Research so far conducted in this area has concluded that many strategists have failed 

during implementation stage due to the Planning systems used. Successful 

implementation of strategies is achieved through systems that plan and control the 

allocation of resources and monitor their utilization. Planning approaches has yielded 

major strides forward in the manufacturing efficiency and reliability in 1he early parts of 

the twentieth century. In a research conducted by Gray ( 1986) 59% of the respondents 

attributed their discontent mainly to difficulties encountered in the implementation of 

plans and strategies. Two thirds of the respondents traced their implementation problems 

to the design of the planning systems and the way they managed them. Gray ( 1986) noted 
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that hne manag rs are eng gcd in trateg1c formulation yet ar poorl) pre arcu "ith Iilli 

und rstanding f key on ept and language of trategi planning. ·1 hi upled ' ·ith 

If-a s s m nt of their trength and w akne es and insuffici nl cffc tivc 

participati n acr s the functions impa l negativ lyon uccc sful implemcntati n 

taff control of s tern often prevents line manager from u ing financial comp n 

as a strategic tool (David 1997). David (1997) further sugge ted that for reward tern 

to b closely linked to the strategic performance of an organization the system should b 

dual bonu system based on both annual objectives and long - term strategi objectiv s 

profit haring and gain sharing. This r quires employe s or department to stablish 

performanc targets· if actual results exceed objectives all members get bonuses. ale 

profit, production efficiency, quality, and safety could also serve as bases for an eff< ctive 

bonus system. 

David (2003) asserts that organizations have at least four types of resources that can be 

used to achieve desired objectives namely; fmancial resources, physical resources, human 

resources, and technological resources. The various activities necessary to implement any 

particular strategy should be defined in terms of each type of resource required. The 

operating level must have the resources needed to carry out each part of the strategic plan 

(Harvey, 1998). It is often a common practice to reduce this specification of resource 

requirements to monetary terms (Copeland et.al, 2000). According to Daft (2000) one 

major shortcoming of strategic implementation in organization is a failure to translate 

statements of strategic purpose such as -gain in market share into identification of those 

factors which are critical to achieving the objectives and the resources/competencies to 

ensure success. The intangible resources may also lead to unique challenges associated 

with external accountability imposed by the authorizing environment. Inadequacy of any 

form of resource , such as inadequate funds inadequat equipment and faciliti s and 

inadequate human resources skills and experience is often a big challenge during strategy 

implementation. 

Swartz ( 1985) argues that the challenge to management is that it might need to recruit, 

select train discipline, transfer, promote and possibly even lay off employees to achieve 
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th urganil'.ati nat stratt:gtc ubJ · m . H further I'JUt:s that m~ m rc and m rc 

organizati n re u ing teams. th abilit) build and manage m 1iv' team· i an 

important part f impl m nting st tegie . kut (20 -) ·ct out to tud the human f: ct r 

tn implem ntation of trat gic chang \ ithin larg manufa turing Jirms in air bi- h 

major finding were that h nge implem ntation in the c firm ign red the important 

d tails and u e of proper c mmunicati n. mong the hallengc id ntificd y ccowan 

et.al. ( 1998) are concerned with de elopment of human ski lis and _their ppli ation to 

ensure strategy implem ntation u c s . Labour relation arc another r ur e related 

challenge that may hinder strategy implementation. How strikes and go low are 

managed may bed trimental to su cess. 

2.4.2 hall nge from ource external of the organization 

trategy implementation challenges are also found in sources external to the organization. 

The challenges will emanate due to the changes in the macro-environment context 

namely Economic Political-legal, social, technological and environmental. ince the 

purchasing power depends on current income savings, prices, and credit availability, any 

change in the direction of the economies in the corporations regional, national and 

international market is likely to present changes in the purchasing power and hence the 

overall financial performance of an organization (Pearce and Robbinson,2003).In the 

rapidly changing social environment of the highly interdependent spaceship earth, 

businesses feel great pressure to respond to the expectations of society more effectively. 

Therefore any changes in social values, behaviours and altitudes regarding childbearing, 

marriage, lifestyle work, ethics, sex roles racial equality social responsibilities e.t.c will 

have effects on firms development (Pearce and Robinson, 2003). Unanticipated Changes 

in the government poli ies regarding taxation industry cooperation environmental 

protection education policies will impact on strategy implementation. A new 

administration may also bring about changes in board of directors and lead rship in an 

organization. 

/\t any given time in its lifecycle certain underlying forces in an indu try operate to 

broadly define the potential for a company s success. Efforts to implement the strategy 
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can great!) impaired y hall ·nue · ansmg from the indu ·tr_ force that tn lud~.: 

powerful buy r . pow rful · uppli~:r and tilT ri airy fr m the com petit r ·. h ngc tn 

the d gr e o f integrat ion of maj r c mpetit rs, indu IT) ' vulnerabilit) to nc'< r 

ub titute pr du t , hanges in the magnitude the barrier to entl"), numb r and 

cone ntration of uppliers natur the industry's u tomer b e and th indu try' 

average percentage utilization of pr duction capacit_ ar all like! ' to impact n 

implementation. 

Info rmation IS a key resource of particular attention at the mof!lent with the rapid 

advance in information techno! gy. These de lopments in the ability to a c ss and 

process information can build or destroy an organization s core competences that ar 

crucial for competitive advantage (Johnson and choles 2002). IT is also spawning new 

business models-where traditional value networks' are being configured. echnological 

innovations can give a finn a special competitive advantage (Githui 2006). Without 

continued product or service improvement, profitability and survival are often 

jeopardized. This may present a serious threat to most organizations but may serve as an 

opportunity to others (Johnson and Scholes, 2002). 

The operating environmental forces compounded by pressure arising from stakeholders 

like creditors, suppliers, customers, shareholders, government and the local community 

can impose challenges that could impair strategy implementation. Often people know 

little, if any, about a strategy when it is being hatched in the boardroom. Participation of 

all stakeholders in strategic planning is seen as important because of the key role· 

stakeholders have to play in implementation including monitoring of the planning 

recommendations and strategies. Competitive position is a key issue in the operating 

environment. ew entrance of important new competitors in to the industry may throw an 

organization into a tantrum. Anticipated new substitute or competing products may 

render the organizations products uncompetitive (Pearce and Robbinson 2003). 
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perating em ironment hange such a in the ustom r pr file need to be anti tpat d 

and strategie adju ted to mat h cu tomcr expectation Pearc and Robbinson. 2003). 

ajar cost incr ases due to cost hikes by credit r r uppliers rna) pre ·ent 

unprecedented challeng s. The advan es m innovation te hnol g demand that 

continuous capaci ty building becomes an integra l acti it for mo t organization. Thi 

demands a lot of resources and organization with no capacity to de elop maintain and 

sustain the human resource competencies especially from the local community is likely to 

be confronted with challenges. 
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CH PTER HREE: RE EARC H D 

3.1 Re earch De ign 

This study wa conduct d through a cas study de ign. Thi tudy de ign wa hoscn in 

order to do an in-depth inve ligation of the phenom n n of trategy implem ntati n and 

its chall nges in Jomo Kenyatta Foundation. Aosa (1992 argued that a tu _ with a 

narrower focus would achieve greater depth ther by pro iding furth r in ight of the 

strategic management practices in Kenya. his res arch d sign ha b en su cessfully 

u ed by imilar tudies Kosk . 2003· Githui 2006; bare, 200 ; and Rukunga, 2 03). 

3.2 Data Collection Method 

he personal interview method was used for primary data collection. According to 

Kothari (2002), this method is particularly suitable for intensive investigation. The data, 

after collection, was processed, summarized and verified in accordance with the 

objectives of the study. The researcher used an interview guide for all respondents of the 

case study. A pretest of the interview guide was done using two participants from the 

organization .This was to ensure that the data collection tool had the capacity to collect 

information addressing the objectives of the study. econdary data from Annual reports 

and magazines was reviewed. 

The research data and information was gathered from the various departments of the 

organization. The senior executives of Jomo Kenyatta Foundation were interviewed. The 

researcher used purposive sampling to select participants who were likely to have vital 

information on the organization. Conclusions and suggestion were collated based on 

collected information from documents experience and int rviews. 

3.3 Data Analysi 

Content analysis for qualitative data was performed. ontent analysis technique uses a set 

of categorization for making valid and replicable inferences from data to their context 

(Rubin and Piele, 1996).This technique was selected on the basis that subjecting the 
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collect d data to cont nt analysi · allo" s the re ·carcher to learn about underlying 
altitudes. biases or repeating themes. This type of an ly i has b ~.:n u ed in ·imilar 
studies in the past including Keske (2003 ), ithui (2006 ). bare (2006) and Rukunga 
(2003). 
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CHAPTER FO H.: DAT 
I TERP T 

4.1 lntroduction 

The tudy were guided by t o resear h obj ctive name! · to determine th hall ngcs 

faced by Jomo Kenyatta Foundation in strateg implem ntation and to e ta !ish the 

measures taken to overcome the e challenges. his chapter i divi d into L\ o major 

ections according to these objectives. Content and th malic analy is of the qualitati e 

data will be used co1laled with the ccondary data obtained from the organization 

documents, newsletters and circulars. 

4.2 Challenges of Strategy Implementation 

The first objective sought to determine the challenges faced by Jomo Kenyatta 

Foundation in strategy implementation. To respond to this in-depth interviews were done 

with Managing Director and her senior management team. The senior management team 

composes of managers in Finance Marketing and sales, Human Resources and 

Administration, Internal Audit Legal Risk management and Publishing. The interviews 

were structured to suit the various positions in the senior management and this helped in 

gathering as much information as possible. 

The core business of the JKF is publishing and provision of scholarships.Upto the early 

80s the foundation was publishing and printing materials prepared by the Ministry of 

Education. The books were then delivered to the Ministry of Education for distribution to 

schools under the Kenya School quipment Scheme (KSE ).For two decades since 

inception; the company enjoyed the near monopolistic status so far as the supply of 

school te tbooks and other instructional materials w re concerned. The situation has 

since changed due to globalization and economic liberation that have seen the entry of 

more local and multinational players in the publishing and printing industry in Kenya and 

the school hook market in particular. In addilion, changes in government policies on 

education and the various public sector reform measures as well as technological 
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d nami haY posed seriou hallcngc but al o hav brought "i th thl:m 11~:\\ 

opponuniti forth compan . 

fn the wid r public ector relevant r form und rtaken include th introduction of 

p rformance ontracting, embracing th re ults b ed manag ment (RB M), 

Go emment -commerce and a ational Integrated Monit ring and ~ aluati n y t m 

IME ). ln addition, Ps from the World Bank and th imp sition o f on mi 

policies by the IMF and World Bank on the Go ernmem of Kenya fuelled problems, 

which impacted on the publishing and educational ector.As a consequence, the company 

h und rtak. n a numb r of nee ssary policy, technologi al institututional and 

operational shifts for competitive and sustainable growth . hese shifts demand 

organizational changes that has been confronted by systemic and behavior resi lance to 

change. 

The in-depth interviews revealed that the key challenges facing the foundation manates 

from the operating environmental changes that present a threat to effective 

implementation of the strategy. All the senior managers reported that Competitive 

position is a key issue in the operating environment for Jomo Kenyatta Foundation. The 

operating environmental forces for Jomo Kenyatta Foundation are compounded by 

pressure arising from stakeholders as reported by the senior management. External 

stakeholders of Jomo Kenyatta Foundation include customers (Booksellers & Users) 

suppliers, Government Kenya Institute of Education (KIE), Authors Scholarship 

Beneficiaries, Trade unions, Financiers, Charity organizations Kenya Publishers 

Association and competitors. The market has six major competitors namely Kenya 

Literature Bureau, Longhorn Publishers, East African Educational Publishers Oxford 

University Press, Macmillan Kenya ltd and the Longman Kenya ltd. 

The foreign publishers are a major threat to the present market share hence limiting 

growth. ew entrance of important new competitors in to the industry captured a Large 

market share of the secondary and tertiary books. This present a major challenge and JKF 

ha to invent new strategies continuously to enhance its pres nee in the secondary and 

tertiary segments. The threats of Globalization of the book market present further a 
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cha ll ng . rh tiff camp titian Le to llu tuati n of JKI· Jinan c.: fr m ) ar t )Car. 

Bet een Jun 2002 and Jun 2006. JK made los e in tlm.!c f th fiv r . At the 

same time sales hav been falling inc June 2004 a a re ult of increasing mp tition 

. O\ to addr s the downward lr nd in it market har and r turn t pr fitability i a 

major challenge. 

The in-depth inter iew revealed that th re is an in r asing di r ity in the typ of 

products required in different school book markets. hi is primarily due to hanges in 

the Customer profiles. The market has experienced unanticipated new substitute or 

competing products. Th s ha e had th pot ntial of rend ring th somt: organizations 

products uncompetitive leading to obsolescence of some publications. The evolving 

regional market presents a further challenge of obsolescence of some publications. 

The management of credit facilities given the inflexible government credit procedures is 

a challenge.Further, there was reported that some creditors are not genuin . The risk 

management processes and procedures ar solely controlled by the government laid down 

procedures. Any decisions that may allow flexibility and financial risks meets obstacles 

and hence loss of business opportunity. Major costs are incurred in contracting and 

royalty agreement to ensure that risks are well managed. Further, use of credits facilities 

between the publishers and customers sometimes expose the organization to legal costs. 

Despite reported involvement and participation of all stakeholders including the 

government during the strategic planning process it was evident that government and its 

regulations present a major hindrance to effective implementation. Whereas the 

foundation is classified as a commercial state corporation with semi-autonomous status it 

has not fully operated as such. This is principally due to the administrative and legal 

controls by the central government under the authorities of variou government policies, 

circulars and statutes including the state corporations Act cap 446, Laws of Kenya. These 

controls present challenges and are not business friendly. The prior written government 

authorization for use of company vehicles outside normal office hours was especially 

mentioned to hinder performance in the marketing and sale department. lt was reported 

that the sales personnel are unable to serve customers adequately in comparison with 
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those from oth r publi hing finns that n.: not ontr lie by th I st 

busin opportuniti h re was a r p ned on iderable d Ia. tn 10n 

where approval b the c ntral go ernment are a prerequi it to imp! m ntation of 

particular acti itie .This ' a a comm n ph nomenon e en after compan budget ha e 

had prior approvals from the central g vernment. 

The politico-legal status of JKF has led to non-cornp titi e terms and on itions of 

employment thus leading to high taff turno er especially among the professionals 

cadres. This has resulted to JK.F being used as platform for training of employees as they 

ar attracted for lucrati rewarding in olh r publishing firms. Thi has translated to high 

operating costs especially in filling casual vacancies and staff training, loss of 

institutional memory and lack of continuity. It also opens the company to unfair 

competition and loss of business secret . taff retention remains therefore a big challenge 

to the company. 

In an attempt to address our first objective the in-depth interviews informed that social 

factors in the external environment has led to an increasingly growing demand for 

scholarships in the country .Poverty and the growing number of orphans and vulnerable 

children as a result of HIV/AIDS has demanded address .The growing need of being 

socially responsive and accountability pressurizes the organization to justify its existence. 

Some mangers reported that the foundation stands to lose one of the key purposes for its 

existence which is provision of scholarships. This mandate forms the basis for tax 

exemption on its income and hence it is a challenge to retain. The capacity to provide 

scholarship is directly related to the level of profits which varies from year to year. 

Presently, a hybrid strategy which seeks to achieve differentiation and prices lower than 

the competitors i the market facing choic of JKF business strategy to achieve 

competitive advantage. The traditional low-cost leadership approach presented a 

challenge given the growing preference for quality publications rather than just price. 

tiff rivalry from the competitors who have embraced lhe immense social shift to new 

forms of publishing is a major challenge. This has led to competitor embracing 
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integration strat gi s for comp titive d amage. ns to u c u h strat gi m JKI 

are confronted by limitations owing to its political-! gal tatu . 

Ad ances in the technological environment have pre em d challenge and pp rtunities 

for JKF as reported by majority of the senior management int rviewed. The u ofT 

the publi hing indu try and all industries as a whole has presented an opp rtunity to 

enhance the skills of the employees in JKF. Based on its attachment to the publi ector 

there are inadequacies of the existing legal framework t effecti ely support lectr nic 

commerce. This limits its utilization and hence perfonnance in th global competiti e 

nvironment. The a ailability of dcsir d skills and abilities among the long scr ing 

employees has presented a challenge. 

The introduction of ICT has encountered resistance to change. Use of paper is still 

rampant in some departments as I observed bulky files were still in this era, on some top 

managements desks. Some top managers felt that this is a source of inefficiencies and 

high operating costs.Further, use of ICT is feared to lead to phasing out of the paper 

publishing and loss of jobs. The need to change rapidly to ICT presents challenges of 

high costs in changing toe-publishing. In this era of massive technological advances and 

innovation technology continuous capacity building has become an integral activity for 

Jorno Kenyatta Foundation. This demands a lot of resources and JKF has to continuously 

develop, maintain and sustrun the human resource competencies and this is particularly a 

challenging situation. 

Majority of the managers interviewed appreciated that certain underlying forces in the 

publishing industry define the potential for Jomo Kenyatta success. Certain powerful 

buyers in this industry are the Ministry of Education through the free primary ducation 

policy. It was reported that the highest turnover was recorded during the financial year 

2003/2004 which coincided with the first year of implementation of the new curriculum 

and free primary education .Changes in curriculum or review of the National Education 

CurricuJurn by KIE have adversely affected publjcations and have led to obsolescence. 

Retention of competent authors timely payment of royalty and payment of competitive 
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rat s for work don is a major chall ng m nsuring high quality and 1.: mp'lllh ly­

priced publication. 

There wa reported con iderable con ultation with the senior management during the 

de elopment of trategic plan 2007-2012 unlike the trategi plan 200 I-2006 .. All th top 

managers who were working for the foundation at the time of its dev I pment ident ified 

themselves with the present do ument. They were all optimistic that it is p sible to 

achieve their targets if there was status quo in the ext mal environment. ne of the 

managers however felt that th strategic plan 2007-2012 could only deli er up t 75% 

achievem nts. The achievement of th targets in th strategic plans is a chall ng by its If 

given a lot of variables that the management team may have little control over. 

For purpose of operationalization, the implementation matrix appendixed in the strategic 

plan document was reported by majority of the senior managers as the main tool for 

operationalization. None of the departments had an explicit annual operational plan with 

defined annual objectives. Annual operational objectives are a strange term to some 

departmental heads. Some departments set out performance targets while others develop 

an activity schedule that helps to track projects implemented per quarter. orne senior 

managers had not developed any operational tool for the financial Year 2008/2009 even 

as the fust quarter was coming to an end in September 30th. The meaning and 

interpretation of functional or parts strategies by senior managers was varied with some 

asking for clarification from the generic strategies. Some managers felt that since their 

source of funding was wholly from the sale of books, there was no need for their 

departments to have functional or parts strategies. My analysis of the implementation 

matrix appendixed to the strategic plan document is that it does not broadly define issues 

but is too focused on activities. 

The institutionalization of the strategies formulated in the first strategic plan 2001-2006 

was confronted with various challenges. The findings of this study revealed that there 

was lack of strategic fit between strategy and culture. The culture at JKF was described 

by some managers as outdated and not compatible to the changing industry and operating 

environment. It was a major challenge to promote a market driven approach of 
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a ounta ilit 1 and tran p rency. Th in ulcation f thi cultur ha n t b en ) g1vcn 

the public ector traditional culture of a don"t are Uitude that b fi lied th publi 

ctor in the 1980 and 1990 .The culture wa mp unded b Ia k of p rforman e 

appraisal y terns and lack of rationalization of alaric and all wan e that d m raliz d 

th staffs further. 

The structure of Jomo Kenyatta oundation was r ported to fail t adequately match 

effective implementation of the strategi s. The structure according to the eni r managers 

failed to facilitate clear d lineation of responsibilitie without o erlaps/duplication or 

gaps. Some important functions ne ssary for succ sful impl mentation u h as 

monitoring and evaluation are appar ntly missing. The increased workforce associated 

with non-core functions such as printing cleaning and security presented a challeng of 

increased production costs during implementation of the trategic plan 2001-2006. This 

finding was also documented in its mid-term review. It was reported that despite 

proposals having been made for restructuring onJy partial implementation of the 

proposed structure bad been done by the period of data collection- eptember 2008. 

The secondary data reviewed reported that there was a challenge in leadership of strategic 

practices in Jomo Kenyatta Foundation. It was noted that the Chairman and the Board of 

directors were political appointees. However, it was apparent that previously the 

appointments were not professional and this impacted negatively to performance. Further, 

one of the main challenges of the first strategic plan 2001-2006 was to competitively 

appoint a chief executive officer who was to be answerable to the board of directors. 

Building commitment to strategic management practices by top management has been a 

challenging task for the Managing director. 

!Iuman resources for performance was a major challenge during implementation of the 

first strategic plan 2001-2006.Low workforce morale and inability to retain competent 

and qualified staff was a significant observation during implementation of the strategies. 

Although there are no apparent evidence of go slow or staff unrest, cases of absenteeism, 

disrespect of time coupled wilh under producti ity exp rienced in the Ia t few years 

attests to underutilization of the people asset. he challenge to management during 
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tmplem ntation f trat gi plan 2007 - 2 12 i hov. to rc ruit, s lc t train, di iplin '. 

tran fi r, promot and po ibl en lay off emplo e achi th rg nizational 

trategic obj cti es. h abi lity to bui ld and manage ffe ti e t m i an imp rtant part 

of implementing strategi a noted b the managing dire t ran her managcm nt team. 

The ageing infrastructure or physical resources/asset presented a major challenge and 

their upgrading in the last implementati n period of trategic plan 200 I - 2006 utilized 

enormous financial resource . Upto ovember 2006 when printing function was 

omsourced the foundation was performing both publishing and printing fun tion. The 

printing was a ociat d with incr d produ lion costs du to a larg nw11b r of 

workforce increased maintenance and insurance costs. The machine breakdown was 

markedly responsible fo r loss of business. Presently· the challenge has shifted to the 

Procurement process of printing services. This has to be procedural as lajd down in the 

procurement and disposal act 2006 a government policy document for purposes of 

ensuring that transparency and quality goods are procured. Delays may hinder timely 

delivery of publ ications to the market. 

4.3 Measures to overcome the challenges to strategy implementation 

This study sought to establish in its second objective the measures Jomo Kenyatta 

Foundation have taken to overcome challenges of strategy implementation. trategic 

management practices have been in place since 200 1. To effectively implement the 

strategies, there was realized the need to review the memorandum and articles of 

association so as to be in line with the modem business requirements and practices. This 

measure was important to help overcome political and legal challenges external to the 

organization. 

Unl ike the first strategic plan fonnulation the strategic plan 2007 - 2012 was formulated 

on a backdrop to effectively manage the operating environment. It al o proposed 

measures to overcome challenges that faced implementation of the ftrst strategic plan. 

The planning system was well adapted to enable effective implementation. The Managing 

Di rector and her senior managers reported that very comprehensive and detailed si tuation 
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analysi the finn and nvtr nment \\a don unng the pi nmng pro c .17-.·tcmal 

xp rti e consultant ) fa ilitat d the planning pr ss that fact red all n k and 

a umptions. 

The planning proce s was reported to have been all inclu i e in I ing all th cor 

internal and e temal stakeholders aiming at en uring broad appre iati n. o ncr hip and 

commitment for its successful implementation. he participatory process identified and 

analyzed the changes that are likely to ccur in the external nvir nrnent and which ill 

impact on the operations. The organization s mission vision goals objecti es and 

strategi s were r v i wed and rcdefin d . 

The understanding of the political, economic, social technological and legal environment 

during the strategic planning process determined the ability of JKF to propose effective 

strategies and measures for enhanced performance. To overcome the challenges of 

declining market share and profitability from unanticipated macro environmental 

changes, risks and assumptions were analyzed during planning. The organization has 

embraced management tools such as strengthening corporate governance, embracing 

performance contracting, customer care focus, enhanced quality as well as product and 

market diversification in response to mitigation of any adverse effects.Further proposals 

have been drafted and some approved by the Board of directors to the Central 

Government in an attempt to request approval of some flexibility to procedures and 

processes that have constrained better customer focus and rapid decision making. To 

ensure enhanced market presence and penetration, the organization is participating and 

getting involved in local and regional book fairs and exhibitions. The Managing director 

is the chairman of Kenya Publisher association and has a commitment in realizing the 

dream and the vision of the organization. he represents the association and her 

o rganization in local and international conferences I seminars. 

The study findings reported that implementation of measures lo ensure and secure 

effective lead r hip contributes largely to effective implementation. As such it wa 

reported that specialized training was availed on company stewardship to new director . 

An improved governance process in the organization was given a priority. The choice of 
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I ader and memb r f the b ard ol dire ·tor b d n pro! · ·1 nali m i · an ncmpt to 

ure the right leadership for the organization. The c mp titiv ap intment th 

Managing dir tor \ ho a answerabl to the board f dire t r ""a d n . r he pr nt 

anagi ng director for the last four a r ha a minimum o 19 ear in the organization 

rising up the ranks from an editor through the publishing manager, lluman e ourc 

manager to a managing director position. his puts the hi ecutive offi r one of 

the most fam iliar personalities with the organization within the industry. Doubling up as 

the chairperson of the Kenya Publishers association she i likely to und r tand and 

provide leadership for the organization o er and above many personalities in the world . 

f particular is the emphasis the managing director put n de el pment and building 

skills of the workforce for enhanced productivity. 

A partial restructuring of Jomo Kenyatta Foundation has been done to make it more 

responsive to the competing operating environment. The printing function was 

outsourced. This decision was made in an attempt to minimize production costs through 

reduction of the workforce, insurance and maintenance costs. The outsourcing led to 

massive laying off of staffs and creation of a thinner and leaner manageable institution. 

This was followed by staff and functional rationalization. The marketing and sales 

functions were harmonized. Procurement, Internal Audit functions were elevated to stand 

on their own. There was a need to rebrand the depos to Book Distribution 

centres.Designations for some positions was done such as from Chief Administration 

officer to Human Resources and Administration Manager: Chief Accountant to Finance 

Manager: Depot supervisor to Marketing officer. 

Jomo Kenyatta Foundation management bas recognized organizational culture as 

important for enhancing organization performance. All those interviewed felt that 

trategy -culture relationship was critical to successful implementation. The managers felt 

that there was a need to influences actions of employees to support current strategy. The 

ease at wruch the Managing Director recognizes the importance of people and their 

performance towards effective implementation is enough mea ure to overcome resistance 

to change and I quote ' choice is ours Do your part everybody matters'. 
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rh l a r hip recogniz the imp rtance of commum au n with taff. ·r he m naging 

Director addr ss s all the staff once a uartcr. meet with th !leads of D partment on a 

month! ba is, has introduced a walk in/op n ffic poli y in her ffice nd a ugge tion 

box. Whil introducing change she empha ize on p r on lJ communic ting it and 

nsures invol ernent and participation o all. For example to a ert late morning reporting 

an electronic clocking ystem was in titut d and everybody is e p ctcd to clock in 

including herself. In these cases Cultur in Jom Kenyatta Foundation is b coming a 

s stern of management authority and when accepted by employee can be a rn tivator to 

achievement of organization objectives. Further there is a proposal to address the 

challenges of the culture through introduction of a specific alue system. 

To overcome challenges associated with Human resources management, there is an 

apparent recognition of the people asset as core to successful implantation. The planned 

audit to assess Human Resources requirements through a job evaluation exercise was 

recommended as a prerequisite to effective human resources system. A competence based 

recruitment policy has been recognized as a key Human Resources activity to enable 

successful strategy implementation. Performance management through performance 

contracting in line with the targets outlined in the strategic plans has been implemented 

since 2005.This was reported to not only be essential but its processes should be adjusted 

to support changing strategies. This is supported by an established public sector staff 

appraisal system. 

To ensure that systems, processes and routines for organizing, allocating and developing 

new programmes during implementation are successful the Human Resource Department 

is working feverently under an experienced manager and able leadership. To retain and 

motivate staff, the board of directors is most responsive and supportive to reviews and 

development of competitive human resources policies. staff welfare chcm has now 

been developed and has been under implementation since 2007.A medical insurance 

scheme has been set up and a stress-free environment ensured. There is adequate office 

. pace and tools with subsidized meals aiming at ensuring favorable working 

en ironment. Jomo Kenyatta Foundation has institut d an aggressive training programme 

for all the staffs following training needs assessment .It is a requirement that two training 
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our ar availed to v r indi idual r linan ial year. ·1 he pr p cd plan t p ·rt rm a 

job evaluation will guide full re tructuring of the organizati n. 

Ther as agreements among all the enior managers intervi w d that th re are t\ · key 

su cess factors for JKF nam ly the d v lopment and susten n e of apabiliti c nd 

competencies. The publications with value added feature uch a user-friendlin s, 

implicity clarity of thought and illustrations that are r I ant and altracti e make 

appro al by Kenya lnstitute Education (KIE) earlier. As a respon e to the chall nge,JKF 

has instituted a highly organized system of sourcing and retaining reputabl author and 

designers that are timely and mp titively rcmun rat d and paid their royalty on 

tirne.Further as mentioned earlier reward and performance management systems have 

been instituted to ensure that these two success factors are maintained for enhanced 

profitability. 

The managers reported that an effective marketing, sales and distribution system is key to 

increased profitability. To ensure effective and efficient system, the organization has 

recruited a very experienced manager from the corporate sector as a change agent to 

revitalize operations in this vital department. The foundation generates its financial 

requirements from sales of books and has not received any funds from the exchequer 

since 1972. To overcome challenges associated with this system a distribution chain 

management system that meets JKF growing market demands through ensuring 

availability accessibility and timely delivery of their products is in the process of 

implementation. There is a proposed plan to implement market expansion and 

diversification strategies. To promote JKF products, the department has introduced 

promotion strategies such as branding with an emphasis on quality printing as key to 

enhanced sales within their market. The introduction of sales target setting between the 

managers and his sales representatives is an attempt to improve sal of JKF products. 
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HAPTER FIVE: 
co 

-.1 ummary, Di cu ion and on lu ion 

D 

Th stud fust objective was to determine th challenge fac d b Jom Kenyatl 

Foundation in strategy implementation. The findings wer that challenge faced are 

usually from sources external and internal to the organization. The challenges from the 

external sources to tbe organizations were adversely identified by the Lop m nagement 

lir to er and above those from the internal sources to the organization . 

The major challenges identified are those from sources in the operating environmental 

changes such as stiff competition compounded by new entrance of important new 

competitors in to the industry and un-anticipated new substitute or competing products. 

The stakeholders in the operating environment such as customers, creditor government 

and others seem to present particular challenges that may have affected the organizations' 

competitiveness. The political-legal status of the organization in this operating 

environment has been identified to be unfriendly to the business orientation expected of 

Jomo Kenyatta Foundation. 

Changes in the macro-environment were identified as a source of challenges to 

implementation of strategy in Jomo Kenyatta Foundation. Commonly mentioned are the 

government policies in the political environment. The purchasing power dictated by the 

economic envirorunent determined the customers potential .The increased number of 

orphans and vulnerable children due to poverty and HIV/AID in the social environment 

presented challenges of increased demand versus supply of the scholarships. he 

fechnological environment presented challenges of increased demand to creativity and 

inno ativeness, training costs obsolescence and stiff competition. The industry forces 

especially the buyers' power and rivalry within the industry bas led to increased costs in 

promotions branding ami efforts to enhance JK.f presence. 
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Op rationalization of tratcg is on erned '' ith '" rking ut the trateg~ b) ~n ·uring th l 

the organization s daily activities ork effon . and re ur e are dir ct d much a 

po ible toward implementing the trategy. To achi , .c p rationalizati n id 11 , nnual 

op rating objecti es functional trategie and pol i ie · that relate logi ally l the 

strategy long term objectives are identified and c mmunicated. In Jom Kcnyatta 

Foundation there was an obvious weakness in the usc of th se operational t ols. 

The challenges faced in strategy implementation at JK were also emanating from 

sources internal to the organization due to beha ior re istance to change from the 

traditional deep rooted public sector culture to a dynami cultur responsi e to th 

market. There were inappropriate systems especially the structure culture, leadership 

systems used in the organization that did not have a strategic fit with the strategy. The 

inadequate human, physical and financial resources w re also a key challenge in 

implementation. 

These findings are in line with the literature that implementation is a challenging task for 

many managers of organizations. The findings also support the literature that tt·ategy 

implementation is inextricably connected with organization change. To effectively 

implement the strategy,JKF has implemented a lot of changes or bas proposed changes 

which is awaiting implementation. Like in JK.F, People working in the organization 

have sometimes resisted change proposals to make the strategy difficult to implement 

(Lynch, 2000).However, the leadership and management has satisfactorily managed the 

change through shared understanding of the issues between the managing director and her 

management and the staff .This is done through a system of regular meetings and 

communication through newsletters. This has facilitated smooth change processes. 

Johnson and Scholes (2002) termed as a serious threat inability to continuously improve 

product or service to ensure continued profitability and ensure survival. Jomo Kenyatta 

Foundation has identified success factors in line with this ability. Measures to promote 

the intangible resources associated with production of improved services and products are 

a priority during implementation. 
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Th organization appreciates that the proces of in titutionalization reli h avily n th 

organization configuration that onsist of th tructures, proce s s, relationships and 

boundaries through which the organizali n operates John on an chole 2003 ). l"his I d 

to a thorough and detailed analy es of the strength and weakne e in these ariables 

during strategic planning. Further th management uph Ids the ne d of a planning 

system as important in effective implementation. lnfacl, the re pendent traced their 

implementation problems of the ftrst strategic plan to the design of the planning system 

then in 200 I and the way it was managed .This is in line with findings in a research 

conducted by Gray (1986) where t\vo U1ird of the respondents traced the implementation 

problems to planning systems used . During the planning process, the organization was 

able to identify the two success factors which are critical to achieving the objectives and 

the resources/competencies to ensure success. These were the development and 

sustenance of capabilities and competencies to ensure quality and competitive 

publications . Efforts to maintain this intangible resource were factored during the 

planning process. It is clear from the literature, that inadequacy of any form of resources 

is often a big challenge during strategy implementation. 

Swartz (1985) argues that the challenge to management is that it might need to recruit, 

select, train, discipline, transfer, promote and possibly even lay off employees to achieve 

the organizational strategic objectives. He further argues that since more and more 

organizations are using teams, the ability to build and manage effective teams is an 

important part of implementing strategies. This study findings supports this argument. 

The leadership in Jomo Kenyatta Foundation is in the process of restructuring the 

organization, and a leaner organization with highly motivated and skilled workforce is 

emerging. 

Leadership is a matter of making a difference. It entails changing an organization and 

making active choices among plausible alternatives and depends on the development of 

others and mobilizing them to get the job done. Successful turnaround strategy for 

example will require almost without exemption either a change in top management or a 

substantial change in the behaviour of the existing management team. The study findings 
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identilied a managing dire t r. \\h tak · up h~:r role tn mmunic tin, the.; , i ·i n r r 
hange. h abilit to build teams b looking at p pi a an a s t and b lic\c in 

own r hip of decisi ns by all staiT. h empha ize n taft dcvel pmcnt ami building 

team for performance. Okuto (2002) in his tud of the human factor in implementation 

of strategic change within large manufacturing firm in airobi fi und that ch ngc 

implementation in these firms ignored the important detail and u e of pr per 

communication. Okuto (200) findings differs \J ith thi finding ince the leader hip in JK · 

is implementing chang through mphasiz on the important details and u e of prop r 

communication. he leadership in JKF facilitates hange management through 

reinforcing hy change need to happen. 

In conclusion Jomo Kenyarta Foundation has faced challenges in strategy 

implementation that are emanating from sources internal and external to the organization. 

The organization has also planned for measures to avert majority of the challenges 

.However the political legal status of the organization puts it at a disadvantage in 

averting challenges from the environment. To be competitive and enhance productivity it 

would be inevitable to review the status and either increase the degree of autonomy or 

fully privatize the institution. 

5.2 Limitations of the study 

While interpreting the :findings of this study, one should bear in mind the limitations. The 

choice of the design was limited by the time available and resources available for the 

research. This study used a case study design which is limited by the inability to 

generalize the results. These limitations reduce the robustness of the findings . 

5.3 Recommendations for further re earch 

There is need to undertake further research in strategy implementation in public 

corporations and in the publishing industry. It would be important to s ludy other 

publishing firms that are privately owned. [ore in-depth investigations of the operating 
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m 1r nm nt and indu tr) for es in thi indu try n •d to bt: done · im:e. th~ ·tud) 

finding ar ba ed on use of case tu v whi h has limitati n ti n 1 tudy 

hould be und rtaken t all w ompari ons bern.·e n finn m the publishing t r. 

longitudinal design d tudy ne d to b done t h lp in oil ti no data and in rmation 

o er the period of strategy implementation to help an analysi f the variable and 

conclu ive relationships. 

5.4 Implication for policy and practic 

These study .findings have given empirical evidence:: that may have implications for policy 

and practice. There is a need for Jomo Kenyatta Foundation to embrace a busines 

oriented approach in implementation of the strategy. Jomo Kenyatta Foundation has a 

documented strategic plan whose formulation followed a scientific approach. However 

its operationali zation fails to document all the tools necessary for successful strategy 

implementation such as Annual Operational plans functional or parts strategies and 

policies. 

The foundation is classified as a commercial state corporation with semi-autonomous 

status. This semi-autonomous status need to be defined and enhanced to allow Jomo 

Kenyatta foundation employ fully the strategic management practices for increased 

profitability and survival in the dynamic competitive environment. In Kenya, we 

appreciate the benefits of privatization of State Corporation such as Kenya Airways and 

Safaricom. Privatization raises revenue for the government, improves corporate 

governance and provides the basis for a competitive industry. My study findings 

recommend privatization of Jomo Kenyatta Foundation to enhance its profitability and 

meet the increased demand of sponsorships to the needy chi ldren. 

Jomo Kenyatta Foundation serves the education sector which forms an important social 

pillar in Vision 2030. Its mandate is to advance education and knowledge alleviating 

po erty through provision of scholarships for the needy bright condary school 

students. The scholarship funds are nearly almost all [Tom th purchase of books. This is 
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a n ble au an if the g emm~.:nt 1 en u about all ining '1 ·1 n 20"0 th~n Jl\.1 

hould b facilitated b m o aut n my to ea ch llcngc · of 

omp titi ene s limitation b go cmm m regulations and qui ker ci i n m king. 

The admini trati e and legal ontrols b th ntral g v rnment under the auth ritie of 

arious govemment policies circulars and statut s including the t te corp ration Act 

cap 446 Laws of Kenya need to be inc gnizanc of the comm rcial basis of the entity. 

The study findings imply that th proposed job valuation exer ise and r stru turing 

proposals as articulated in the trategi plan 2 07-2012 i paramount to sue cs of it 

implementation. The scholarship function needs to be trengthened to justify on of the 

key purposes of the organization existence and the basis for its exemption from paying 

taxes and dividends to the government. Publishing is the key function and promotion and 

strengthening of it will boast the competiti eness of the foundation in the indu try. This 

study finding implies that strengthening of this department and development of 

competitive strategy for publishing is an important agenda for survival in the dynamic 

publishing industry. 
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APPE DICE 

APPE IX 1: INTRDUCTORY OTE 

25th ugust 2008 

To the Managing Director, 
The Jomo Kenyatta Foundation 
P.O Box 30533-00100 
r airobi. 

Dear Madam 

Lucy Wanjiru Musyoka 
P.O box 8467-00 100 

airobi 
Tel: 0722426309 

Ref: CHALLENGES FACED IN STRATEGY IMPLEMENTATION:ACA E 
STUDY OF JOMO KENY ATTA FOUNDATION 

My name is Lucy Wanjiru Musyoka, Reg: No.D61/P/ 8076/2001 a tudent of U niversity 
of Nairobi, School of Business. I am pursuing a Masters Degree in Business and 
Administration(MBA). 

My area of interest is to investigate challenges faced by organizations in implementing 
strategic management practices. Several studies bave documented challenges in strategy 
implementation within Kenyan organization -These includeAosa (1992), Awino (2001), 
Koske (2003), and Shumbusho (1983); Koyio (1998); Karemu (1993); Githui (2006) 
among others. All these studies investigated areas other than the publishing sector. I bave 
therefore chosen your organization to act as a good representative of publishing fum in 
the public sector and findings from this study could be useful to similar organizations and 
related companies. 

f request you to allow me to conduct in-depth interviews whose results wilJ be purely 
used for academic purposes. The final Project document will be availed to you for 
information and documentation. 
Thank you 

Yours fai th.fully, 

Lucy Musyoka 

MBA student, UON. 
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P DI 2: f TER I G ID 

I) For ho' long ha e •ou b en orking at JKF? llo' many y r ha\'e u w rked in 
senior rnanagem nt p ition or at de ision making po iti n? 

2) What is the sole mandate for your organization 

3) What is the organization structure and in hat I el do you c upy? 

) What is your specific role in the organization? 

5) What are your comment about strategy managem nt practi es and what d es it 
in olve? 

6) What in your opinion prompt d JKF t adopt th u 
practices? 

[ 1rategi manag m nt 

7) What role did you play in 1st (200 1) and 2"d (2006) trategy planning process 

8) Do you think the planning system used was adequate to deliver in your opinion a 
good plan? What is your definition for a good plan? 

9) Please describe briefly how the plans were d veloped and who were involved? 

10) How would you generally describe the strategy that JKF is implementing in this 
planning period 2007-2012? 

11) Do you think it can deliver the five year goal for the orgaruzation 

12) Who has been in the forefront in providing leadership to enable strategy 
irnplementati on? 

13) Was the strategy launched? Communicated? And by who? What in your 
understanding is the strategy /Strategies JKF is using to achieve the objectives of 
the orgaruzations? 

14) How do you operationalize your strategic plans? Do you have parts or functional 
strategies/ Annual Operational plans or action plan in your department? 

15) In your opm10n How would you describe the 
structure culture processes(systems,relationship bOtmdaries) of the organization 

16) Do you think the structure and culture, of the organization fits the strat gy 

17) How would you describe the performance of the organization as regarding your 
function over the years? 

18) In your opinion do you think that the plan will help you meet your targets? 

52 



I lnv )' u ., r : pi..!ricnccJ unn: t. di · · nt ·nt or an. 
taff? 

I r ·st ·tanl:c fr m the 

_0) In your pinion. do the management t IT hav the kill that en ble u ful 
trateg implementation 

2 I) I the emplo e training since 200 I geared toward trateg implement ti n 

22) Do you ha e arrangements for our staff gi en the technical skills needed [! r the 
implementation of the urrent trategi plan 

23 ince 2001 Has there b n an increa m taff training to enhance th ir ability to 
implement the new strategy 

24) Is the r cruitrnent policy of JK ince 200 1 supp rt th trateg implcm ntati n 

25) Is taff p rformance appraisal system supporting strategy implementation 

26) Is the reward policy of JKF supporting implementation of strategies 

27) What are the chaJlenges that your department facing during strategy 
implementation? Is your organization immune to change? Are there are numerous 
complex variables? Did you need to change anythjng in your department? Did it 
take long time the organization try to impose its goals, methods rules and values on 
other participant? 

28) Are most of the challenges uruque to your organization or apply to others as well? 

29) Are the strategy implementations challenges mentioned above widespread among 
Organizations with same mandate as 1KF or are faced by only few organizations? 

30) What suggestion(s) wouJd you give that will help organizations like yours avoid or 
minimize strategy implementation challenges? 

31) Please give any other comment you may have regarding the subject of this research! 

Thank you for your cooperation. 
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Additi nal qu ti n for inan ·c mana r 
I) Do ou ha\ e do urn nlcd fin an ial lratcgi ? 

Does the company maintain ftnan ial management ) t m lo n urc pr per 

utilizati n of fund a ounta ilit . financial monitoring, an cffi icnt n.:p rtmg, 

all geared toward strat gy implementation? ommcnt briefly on how ca h of 

these aspects is en ured. 

dditional que tion for Marketing manag r 

I. What are these action plans (if any) in each of the e area : 

• Distribution 

• Pricing 

• Product 

• Promotion 

• Market Research 

2. How do you implement the above-mentioned action plans OR how do you ensure 

that they are successfully implemented? 

3. What challenges do you face when implementing them? 

4. What do you comment on how you find each of the following factors acting as a 

source of strategy implementation challenges in your department? 

a. Economic factors 

b. Political factors, 

c. Socio-cultural factors, 

d. Threat of new entrants, 

e. Bargaining power of suppliers 

f. Bargaining power of buyers, 

g. Threat of substitute products/services 

h. Rivalry among existing companjcs 

I. Creditors 

J. Labour markets, 

k. Clients (other than direct buyers), 

l. uppliers (for other goods and services) 
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I 'T R\ \V IDE FORTH DIR · T R 

Part trate · implementati n 

Human Re ur e upport 

1) In your opinion do th management staff .Janaging Dire tor, Finance 
Manager. HR and Administration Manager, Publi hing fanager. 'hiefl/11 rna/ 
Auditor) has the skills that enable successful strateg implcmentati n 

2) Is the employee training smcc 2001 
implementation 

geared toward trateg 

3) Do you have atTang~;;mems for your staff given the technical kills 
needed for the implementation of the current strategic plan 

4) ince 2001 Has there been an increase in staff trainjng to nhance their 
ability to implement the new strategy 

5) Is the recrujtment policy of JK.F since 200 l support the strategy 
implementation 

6) Is Staff performance appraisal system supporting strategy implementation 

7) Is the reward policy of JKF supporting implementation of strategies 

8) When recruiting new employees, Does the human resource team assesses 
the competency of the personnel so that they are compatible with the new 
strategy. 

9) Does JKF bas a database of existing skills and experience established and 
regularly updated in order to support strategy implementation 

Organizational and Management Support 

1) How do you operationalize your strategic plans 

2) Who has been in th forefront in providing leadership to enable strategy 
implementation. 

3) There has been a organizatjon change in JKF since its laun h of it current 
strategic plan . What changes are there and what necessitated the change 

4) Does the current organizational structure support strategy impl mentation of the 
documented strategies 

5) What constitute the current organizational culture? Does th current 
organizational culture of JKF support implementation of strategies i.e. it is compatible 



with th slrat gy b ing impl m nte "> Do you anti 1p 
culture? 

the rganization 

6) Do s th stems and proc dur e tabli hed by th rganizati n upp rt tratcg 
implem ntation 

7) What R sources required (ph s ical. financial & human) [i r implementation fhas 
b en readily available. 

8) Do the current policie (2001 - 2008) adequate! upp rt th organization· 
strategic plan. 

9) What Systems of communication have b en developed to nhanc access to 
information and support strategy implementation? 

10) Does JKF maintains financial management systems to nsure proper utilization of 
funds accountability, financial monitoring and efficient reporting all geared towards 
strategy implantation. 

Resource mobilization 

a. What are your sources of funds? 

b. Has JK.F been exploring and accessing local sources of funding to take advantage of 
the untapped local resources including from individual companies, fmancial 
Institutions and multinational corporations. 

PART B -Challenge of Strategy Implementation 

I. What are the challenges that your organization is facing during strategy 
implementation? Is your organization immune to change? Are there are numerous 
complex variables? Did you need to change everything at once? Did it take long 
time the organization try to impose its goals, methods, rules and values on other 
participant? 

IT. Are most of the challenges unique to your organization or apply to others as well? 

III. Are the strategy implementations challenges mentioned above widespread among 
Publishing Organizations like JKF or are faced by only few organizations? 

IV . What suggestion(s) would you give that will help publi hing organizations avoid 
or minimize strategy implementation challenges? 

V. Please gjve any other comment you may have regarding the subject of thi 
research 

Thank you for your cooperation. 
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Figure 1: Existing Organisation Structure 
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