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ABSTRACT
Successful organizations stay tuned to their istieaind external environments and adapt quickly

and flexibly by changing their internal processastems, competencies, products and services.
They implement these changes while continuing terate efficiently and effectively. Besides
the activities that need to be accomplished if mgany wants to implement its strategies, one
should not neglect variables in the organizati@aaitext that could hinder or represent obstacles
to effective strategy implementation. The objectfehis study was to investigate the strategy

implementation challenges facing National Hosgitalirance Fund (NHIF).

The data used both primary and secondary data.nferview guide was used to guide the
researcher in collecting data. Content analysis wgasl to analyze the qualitative primary data

which had been collected by conducting interviesesifthe organization.

From the finding of this study the challenges whilel institution encountered when they were
implementing their strategies were; inadequate réwwg systems, sharing the vision of the
CEOQO’s was not achieved since the same was notasbarall of the staff but instead restricted to
a few of the senior staff, non involvement of mesiployees and stakeholders in strategy
formulation and implementation and existence diedént groups pulling in different directions,
delay or lack of necessary information, changesdonomic conditions, inadequate resources,
organizational leadership, Rigidity, managemenistasce to change and new ideas, promotion
not been based on merit, bureaucracy. The challewbech were brought about by the culture
were communication problems between the departméat& of trust when the strategies
threatens the culture, opposition of strategiegosition of change within the organization,
administrative, hinders full implementation of $égy, delayed services and also poor service
delivery. It was recommended that the National Hakpnsurance Fund need to put in place
mechanisms to ensure that their employees are gyopsotivated through rewards and
sanctions, they should also put in place mechanisreasure the managements’ vision is shared
by all employees, they should also put in placehaaisms to ensure that strategies which are
about to be implemented consider prevailing econaanditions and that they should distribute

information to all stakeholders to avoid delayrmpiementing strategies.
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CHAPTER ONE: INTRODUCTION

1.1 Background of the Study

New approaches to management in the public sectoingerative as government tries
to implement new changes in all sectors of the ecgn Market dynamics have created
challenges for public organizations, with the ereag of the global economy, advances
in technology, increased societal demands, anchéled to provide more social services
with fewer resources. As well, a widespread defsirencreased organizational scrutiny
has increased the pressure for change, given numessible globalized information
systems and heightened media attention criticajosfernment inefficiencies in service
delivery (Hubbarcet al., 2007). Response mechanisms have emerged withipritrege
market to meet these recent challenges but govertnonganizations have been slower to
respond. This has mainly been due to fiscal comssrand the bureaucratic process in
governments. However, a new approach, which ingatpe modern strategic
management tools, is necessary for the public ségtachieve improved performance
and overall service quality.

In today’s world, organizations cannot afford theballenges. To survive, they must be
able to quickly create, deploy, and implement biteakigh strategies that help them to
continually anticipate and meet current and futtustomer requirements (Viljoen and
Dann 2000). In doing so, they must be able to a#itjrinternal and external resources
around the plan. This sort of orientation necetstapproaches to strategic planning that
involve all employees and stakeholders in the pranprocess and a planning process

that can occur within a shortened time frame.



While current public policy models have certaintarged to reflect a shift away from
traditional thinking about organizational designdgpublic management, a systematic
process for creating and sustaining improved petéoice that reflects changes in the
environment is clearly absent. The guiding priregplin any strategic management
process, whether in the public or private sect@ about understanding what changes are
needed, how to implement and manage these chaaggdow to create a roadmap for
sustaining improvements that lead to better perémwe. The difficulty in strategic
management is the challenge of laying a foundatmnsuccess in the future while
meeting today’s challenge&trategy implementation focuses on the distincti@hship
between implementation and other various orgamgatielements. The implementation
process is identified as being undertaken througystematic approach which provides a
link between strategic consensus and implementatigtess, (Sabatier and Weible
2007). There is a positive association betweenegfiaconsensus and firm performance.
Environmental scanning is also important for idgimg the human element as a key
problem to be addressed during the implementatioogss. There is a general consensus
that strategy implementation is important in anaoigation achieving its strategic

options successfully.

1.1.1 The Concept of Strategy

A strategy is a plan of action designed to acheeparticular goalStrategy embraces the
overall purpose of an organization. It is the dateation of the basic long-term goals
and objectives of an enterprise, adoption of caursk action and the allocation of

resources necessary for carrying out those goalsomson and Strickerland (2003),



observe that strategies are at ends and thesecendsrn the purpose and objectives of
the organization. They are the things that orgdinma do, the paths they follow and the
decisions they take in order to reach certain goimtlevel of success. Mintzberg (1994)
portrays strategy as a plan, a direction, a gurdmorse of action into the future and as a
pattern, that is, consistency in behavior over tifost organizations began their

strategic planning cycle by updating and revisingirt business objectives in relation to

performance reviews in key areas (such as pedgaledards and business development),

achieved results and development priorities (Teagd., 1992).

Quinn (1980) defines strategy as a pattern or fflahintegrates an organization’s major
goals, policies and action sequences into a cohesgnole. Webster (1994) calls this the
building block of strategic management and notes shsecure foundation (strategy) is
needed if the process (strategic management) riotion properly. In this sense

strategy provides the link between where the owmgdiain is at present and where it
would like to be in the future. According to Jobnsand Scholes (2002) strategy is the
direction and scope of an organization over the fmmm, which achieves advantage for
the organization through its configuration of ress within a changing environment

and fulfils stakeholders™ expectations. Strategg imifying theme that gives coherence

and direction to the actions and decisions of dividual or organization.

1.1.2 Strategy Implementation
Strategy iplementation is the process of allocategpurces to support an organization’s
chosen strategies. This process includes vari@magement activities that are necessary

to put strategy in motion and institute strateganteols that monitor progress and



ultimately achieve organizational goals. Strateggleation includes review of external
and internal factors that are bases for stratdgiesulated, measuring performance and
taking corrective action, if necessary. This igparant as all strategies are subject to

future modification depending on environmental tlelnce (Robbins and Coulter, 1996).

Strategy formulation and implementation is an omgpnever-ending integrated process
requiring continuous reassessment and reformatfearce and Robinson (2007) states
that to effectively direct and control the use lué firm’s resources, mechanisms such as
organizational structure, information systems, ésshdip styles, assignment of key
managers, budgeting, rewards and control systeenessential strategy implementation
ingredients. The problem with strategy implemeatais the de facto success rate of
intended strategies. Judson (2008), it is as low(4. In fact some manager’'s mistake
implementation as a strategic afterthought and ee gop-down-approach. Instead,
management spends most of its attention on strafegyulation. This can be
documented by the focus on strategy formulatiostrategic management literature. To
resolve this, strategic management should accomsvery own shift of emphasis by
moving from a 90:10 concern with strategy formuatrelative to implementation to a
minimum 50:50 proportion with each other (Grund998). Alexander (1991: p. 74)
stated that: “one key reason why implementatiois fe&g that practicing executives,
managers and supervisors do not have practicathgetetically sound, models to guide

their actions during implementation”.



According to Thompson et al (2007), effective gyt implementation depends on
competent personnel and effective internal orgaioizal systems. No organization can
hope to perform the activities required for suctidsstrategy implementation without

attracting, motivating and retaining talented mamagnd employees with suitable skills
and intellectual capital. The task of implementafigllenging strategic initiatives must be
assigned to executives who have the skills anditadehandle and can be counted on to
turn decisions and actions into results to meetbéished targets. Without a smart,
capable result-oriented management team, the ingoleation process ends up being
hampered by missed deadlines, misdirected or wastéforts.  Building a capable

organization is thus a priority in strategy exeonti

1.1.3 Strategy Implementation Challenges

Bartlett and Ghoshal (1987) noted that in all tbenpanies they studied “the issue was
not a poor understanding of environmental forcesinappropriate strategic intent.
Without exception, they knew what they had to tiejrtdifficulties lay in how to achieve
the necessary changes”. Supporting this, Millel0@Qeports that organizations fail to
implement more than 70 percent of their new stiategtiatives. Given the significance
of this area, the focus in the field of strategiamagement has now shifted from the
formulation of strategy to its implementation (Hengs1998). There are some commonly
used models and frameworks such as SWOT, industngtgre analysis and generic
strategies for researchers and practicing managette areas of strategy analysis and

formulation in strategic management



Strategic management involves formulation, implefagon and review. Strategy
implementation can be said to be the most challengif them all. Strategy is most
effectively implemented when the people involvedhe operations of the business are
action-oriented and pragmatic. Effective strategylementation is also a systems
management activity that involves leading, motivgtiorganizing change, engineering
business processes, and creating strong fits betateategy and how the business does
things. Someone who intends to implement strategstioe able to put the strategic plan
into action. He must be able to identify what netdbe done and start working on it in
order for the targeted strategic and financial gaalbe achieved. With all these factors
involved, one can say that strategy implementai®rmore challenging and time

consuming than strategy formulation.

The guiding principles in any strategic managenm@otess, whether in the public or
private sector, are about understanding what clsaage needed, how to implement and
manage these changes, and how to create a road@mapstaining improvements that
lead to better performance. The difficulty in stigit management is the challenge of
laying a foundation for success in the future winileeting today’s challenges. Strategic
planning is based on the premise that leaders asuhgers of public and nonprofit
organizations must be effective strategists if rthaiganizations are to fulfill their

missions, meet their mandates, and satisfy coesiiun the years ahead (Bryson, 1995).



1.1.4 National Hospital Insurance Fund In Kenya

The national hospital insurance fund was estaldisghd 966 through an act of parliament
with the sole purpose of providing affordable, astiele, sustainable and quality health
insurance cover to as many Kenyans as possible RNHindbook, 2004). The fund is
managed by a representative board, that draws semaives from faith based

organizations, workers unions, employers federafiothe government, women

organizations as well as farmers unions. NHIF trasvg its membership over the years
to the current two million contributors within thiermal sector which is spread across
41,000 employers. The fund collects Kshs 4.7 eyerr of which 48% of the collections

been used to pay medical claims while 22% is iregesFurthermore the fund has
managed to reduce its operational expenses fromdQ@étal collection in 1998 to 30%

by the year 2007, (2009). Since its inception, fimed has been offering cover for in-
patient services, but with this growth the managerdecided to introduce the outpatient
cover also. This is being administered through tmternational business models i.e.

‘Free-For-Service’ and ‘Capitation” methods.

Over the last 20 years, the fund has not revielWweddte of contributions by its members.
The rates were capped at Kshs 320 per month faetkearning shs 15,000 and above.
Over time these rates have become insufficientffer ienyans comprehensive quality
health care. The new benefits will therefore cower whole spectrum of health needs
from outpatient services to kidney dialysis for niems. Studies have shown that most
Kenyans spend more out of pocket cost to accegsatent services. Social Health

Insurance scheme is one of the strategies for atittig against catastrophic spending at



the point of care provision. It is therefore imgesm that the Fund intervenes in this
otherwise catastrophic out of pocket expenditureiriygoducing an outpatient cover.
Kenya'’s Vision 2030 identifies the Health sectoneCof the goals in Kenya’'s Vision
2030 is to improve the overall health outcomes gudicators of Kenyans by shifting
focus from curative to preventive and promotiveltmeare. Presently, access to quality
healthcare still remains as a major challenge tmrmtya of Kenyans. Kenya’s Economic
Recovery Strategy for Wealth and Employment Crea{003) asserted that the high

cost of healthcare in the country is one of thelileg causes of poverty.

1.2 Statement of the Problem

For all the energy and resources invested in thsuguof the perfect strategy, it's
surprising to consider how little effort is diredtdowards implementation. Most
strategies stumble in the implementation phasegrdégss of their merit. Managing the
process of implementation is often more diffichlam coming up with the strategy in the
first place — but ideas that cannot be translated action serve little purpose (Allio,
2005). Strategy implementation involves changergarozations and their environment
are constantly changing. Implementing strategpugher and more time consuming than
crafting strategy. Many organizations have forrtedaexcellent strategies but have not
achieved excellent results due to poor strategyamentation. Studies have revealed
that this failure is due to variety of managericti\aties that are undertaken to implement
strategy and implementing strategy takes adept gemizh leadership. Managing
resistance to change associated with strategy megigation also proves difficult for

most organizations.



Whilst ensuring that Kenyans of all walks of lifave access to quality and affordable
healthcare, NHIF has gone through various changderims of internal restructuring,
total quality management, cost rationalization, dfénmaximization, financial mix

restructuring, market penetration, product develapmintegrated communication and
operational attainments. However, the Fund haswrieced various challenges in the
process of implementing the planned strategies lwhi@ay impact negatively on the

desired objectives of the strategies.

There are many local studies that have been don&enya regarding strategy
implementation challenges. Some of the more restuidies include; Kiprop (2009)
researched on challenges of strategy implementatidhe Kenya Wildlife service and
identified that a firm should focus on formal orgaational structures and control
mechanisms of employees while implementing itsatya Muthuiya (2004) did strategy
implementation and its challenges in non-profit amgations in Kenya, a case of
AMREF and he found out that AMREF encountered eimgies on inadequate resources,
advocates and supporters of strategic decisionsdabéng the process with resultant
effect on staff commitment and enthusiasm, unsupgororganization structure,
environmental factors and implementation periodnigltonger than anticipated. Koske
(2003) studiedcstrategy implementation and its challenges in gubdirporations, a case
of Telkom Kenya. He found that the major challenégced by the organization were
poor management and resources, poor leadership, $a4dk of financial resources,

limited IT capacity, government regulations and upportive culture. The conclusion



was that it was necessary for the company’s styategoe in line with the structure,

leadership, culture, resources and supportive systéljuguna (2009) studied strategy
implementation at St. Johns Community Centre anddoout that the organization does
not have a strategy for local resource mobilizatiod therefore depends on international

donors whom they have to report to on their impletaigon.

No two organizations are perfectly similar and tiunatever challenges one organization
encounters may not be the same with another orgi@miz This applies to the NHIF
because it is a unique organization in that it sle@ith the health insurance thus the
challenges they face are mostly different from otbiganizations challenges. for one
company may not work for the other. This researdhtherefore seek to identify the
strategy implementation challenges facing Natiodabkpital Insurance Fund (NHIF).
This problem statement leads to the following goestwhat strategy implementation

challenges does NHIFin Kenya face?

1.3 The Research Objectives

The objective of this study is to determine the strategplementation challenges faced

by NHIF in Kenya.

10



1.4 Importance of the Study

The study will be important to:

It will assist management of NHIF to address kegtdes that leads to low strategy
implementation and thus have an insight on howattkle the challenges for future
successful implementation of strategy.

The government and regulators in the health sewdilbalso find invaluable information
in how good strategies can be adopted and as & pesun place policies that will guide
and encourage other firms within and without théustry in implementing their
strategies.

The study will create a monograph which could bglicated in other parastatals in
Kenya. Most important, this research is further edmat offering some practical
suggestions on how to improve strategy implemesratt NHIF. It will provide
information to future scholars and researchers wight need to research on strategy

implementation challenges in other parastatals.
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CHAPTER TWO: LITERATURE REVIEW
2.1 Introduction
This chapter summarizes the information from otleeearchers who have carried out
their research in the same field of study. The ifipeareas covered here are concept of

strategy, strategy implementation and the strai@gyementation challenges.

2.2 Concept of Strategy

Grant (1998) stated that strategy concept is abdutinning” game plan. Strategy is not
a detailed plan or program of instructions; it isréfying theme that gives coherence and
direction to actions and decisions of an orgamrati It is the ability to recognize
opportunities when they appeared and have thetyclafi direction and flexibility
necessary to exploit these opportunities. Levi2kO3) defined strategy as a document or
set of concepts that form the plan for the futurem organization. Every organization
will need a different plan which has to be tailoade for its particular and unique history,
circumstances and capacity. Chandler (1962) defstedegy as the determination of the
basic long term goals and objectives of an enteepaind the adoption of action and the
allocation of resources necessary for carryingtioese goals. This means that strategy is
about managing new opportunities. The strategy thathosen should be one that

optimizes the resources available in order to aghagganizational goals and objectives.

Mintzberg and Quinn (1998) identify four interreddtdefinitions of strategy as a plan,
perspective, pattern and position. As a plan, soisie sort of consciously intended course

of action, a guideline to deal with a situation. &pattern it integrates an organization’s

12



major goals, policies and actions sequences immhasive whole. Strategy as a position
becomes a mediating force or match between thenmaeons and its external and
internal environments. Strategy as a position looktside the organization seeking to
locate the organization in the external environngt it in a cohesive position. Strategy
as a perspective looks at the organization. Inréspect it is a concept and a perspective
shared by the members through their intentions aciibns. While plans may go
unrealized, patterns may appear without preconmepnd so the distinction between
intended strategies and realized strategies important one. In fact, what managers say
will be the company’s action and what really hagpismot always the same thing and in
this context, realized strategies assume greafgortiance than intended ones (Costa and

Teare, 1995).

Strategy is a deliberate search for a plan of actiwat will develop a business’s

competitive advantage and compound it. For any emypthe search is an iterative
process that begins with recognition of where yeureow and what you have now. Your
most dangerous competitors are those that are Itkestou. The differences between a
firm and its competitors are the basis of its adlage. If a firm is in business and is self-
supporting, then it already has some kind of achgatno matter how small or subtle.
The objective is to enlarge the scope of the adgmtwhich can only happen at some

other firm’s expense (Thompson, 2007).
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2.3 Strategy Implementation

The execution of a strategy depends on individuainimers of organization especially
key managers. Motivating and rewarding good peréorce for individuals and units are
key success factors in effective strategy impleat@n. The reward system aligns
activities and objectives of individuals and unitgh the objectives and needs of the
firms’ strategy (Shirley, 1983) Successful strategplementation depend on a large part
on how a firm is organized. The structure helpsanization identify its activities and

the way in which it will coordinate them to achiet firm’s strategic objective. It also

provides managers with a vehicle to exploit fulhetskills and capabilities of the

employees with minimal costs and at the same tim®amce the firm’'s capacity to

achieve superior efficiency, quality, innovationdanustomer responsiveness, (Gole,

2005).

According to David (2003), strategies which are lengented within an organization
should support the culture associated with the .filthe proposed strategy should
preserve, emphasize, and enhance the culturecordence with the culture supporting
the proposed strategy (David 2003). Conflict manag@ also plays an integral role
within the implementation process. According to Daf2003) the human element of
strategic implementation plays a key role in susftesmplementation and involves both
managers and employees of the organization. Batirepashould directly participate in
implementation decisions and communication thaygk key role in ensuring that this
occurs (David 2003). Business performance is imibgel by this human element of

strategic implementation. Through providing perfanoe incentives to employees

14



during the implementation phase, it is suggested David (2003) that business

performance will be positively influenced.

Strategic management involves formulation, impletagon and review. Strategy
implementation can be said to be the most challengif them all. Strategy is most
effectively implemented when the people involvedhe operations of the business are
action-oriented and pragmatic. Effective strategylementation is also a systems
management activity that involves leading, motivgtiorganizing change, engineering
business processes, and creating strong fits betateategy and how the business does
things. Someone who intends to implement strategstioe able to put the strategic plan
into action. He must be able to identify what netdbe done and start working on it in
order for the targeted strategic and financial gaalbe achieved. With all these factors
involved, one can say that strategy implementai®rmore challenging and time
consuming than strategy formulationfhe guiding principles in any strategic
management process, whether in the public or mrigactor, are about understanding
what changes are needed, how to implement and reaih@ge changes, and how to
create a roadmap for sustaining improvements thad lto better performance. The
difficulty in strategic management is the challemgdaying a foundation for success in
the future while meeting today’s challenges. Sgat@lanning is based on the premise
that leaders and managers of public and nonprofiardzations must be effective
strategists if their organizations are to fulfifieir missions, meet their mandates, and

satisfy constituents in the years ahead (Bryso@420
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Porters (2007), Five forces theory of strategiopiag provides a framework that models
an industry as being influenced by five forces.t&oassumed that companies, when
implementing strategies, must do so within the Bawork of five forces; the force of
suppliers, the force of buyers the force of subiproducts, the force of new entrants
and the force of competitive rivalry. The five-fermodel looks at the strength of the five
distinct competitive forces, which, when taken tbge, determine long-term profitability
and competition. The strategic business managirsggeto develop and edge over rival
firms use this model to understand the industrytednin which the firm operates
(Porter,2007). Porter states that, in order tatjppsthe organization best, or to cope
with the environment best, the strategist needmtterstand the competitive structure of
marketplace in which his or her organization op=afhe ‘Five Forces’ model can be
used to help strategists better understand the ettmp dynamics of their marketplaces
and align their organization successfully agairstheof the forces. The model can also
be used to assess the general attractiveness drletplace and to help strategists
decide whether, where and how to compete in a rhataee.

Mintzberg (1994) suggests that the traditional waly thinking about strategy
implementation focuses only on deliberate strategieSome organizations begin
implementing strategies before they clearly aréiteimission, goals or objectives. In this
case strategy implementation actually precedetegiydormulation. Mintzberg calls that
strategies that unfold in this way emergent stiatkeg Implementation of emergent
strategies involves the allocation of resourcesnetfwugh and organization has not

explicitly chosen its strategies. Most organizasianake use of both deliberate and
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emergent strategies. Whether deliberate or emergentever, a strategy has little effect

on an organization’s performance until it is impéted (Mintzberg,1994).

2.4 Strategy Implementation Challenges

The level of success of a strategy depends ondfeed of participation in planning and
on acceptance of the goals, indicators and tasgtsTherefore effective implementation
of strategy plan is likely to be successful ifeésts on meetings and consensus between
the management and staff, rather than a top dowosition of plans and targets (Song,
1983). Successful strategy implementation therefomest consider issues central to its

implementation (David 1997)

Bartlett and Ghoshal (1987) noted that in all tbenpanies they studied “the issue was
not a poor understanding of environmental forcesinappropriate strategic intent.
Without exception, they knew what they had to tiejrtdifficulties lay in how to achieve
the necessary changes”. Supporting this, Millel0@Qeports that organizations fail to
implement more than 70 percent of their new stiategtiatives. Given the significance
of this area, the focus in the field of strategiamagement has now shifted from the
formulation of strategy to its implementation (Hengs1998). There are some commonly
used models and frameworks such as SWOT, industngtgre analysis and generic
strategies for researchers and practicing managette areas of strategy analysis and

formulation in strategic management

Formulating appropriate strategy is not enoughr dftective strategy implementation,
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the strategy must be supported by decisions raggrthe appropriate organization
structure, reward system, organizational cultuespurces and leadership. Just as the
strategy of the organization must be matched te@xternal environment, it must also fit
the multiple factors responsible for its implemeiota (Bateman and Zeithaml, 1993).
Strategic planning is process by which an entegpdisvelops a vision of the future and
draws up goals, strategies and action plans fdizieg the vision. Performance contracts
are drawn from strategic plans which are basedtiategies and targets. According to
Jones and Hill (1997), implementation of strategyaiway in which a company creates
the organizational arrangement that allows it tospe its strategy most effectively.
Successful strategy implementation therefore, (4@97) must consider issues central
to its implementation which include, matching ongational structure to strategy,

creating a supportive organizational culture amaoihgr issues.

Any institution attempting to change or adopt sostr@ategies in the health insurance
sector faces a number of formidable obstacles. &agch organization faces its own
particular array, the challenges which the insueafund agencies face includes several
political and institutional obstacles policy conf§, political instability, weak

institutional capacity. They also include severaremic, health sector and financing-
specific obstacles economic decline and slowed Idpueent, incomplete health sector
development, and limited data on which to baserméu decisions about likely

outcomes of alternatives that might be adoptede(P1994). Some of the obstacles for

health insurance fund strategy implementation argles to reforms in any sector that
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seeks to generate new revenues and change that@fo@nd organization of public

resources.

2.4.1 Organizational Structure

Organizations should be structured in such a way hcan respond to pressure to
change from the environment and pursue any ap@tepopportunities which are spotted
(Lorsch 1967). Thompson and Strickland (1980) ndtest strategy implementation
involves working with and through other people andtitutions of change. It is
important therefore that in designing the structamd making it operational, key aspects
such as empowerment, employee motivation and reslawdld be considered. Structure
(Thompson 1997) is the means by which the orgapizageeks to achieve its strategic
objectives and implement strategies and stratdgaoges. Strategies are formulated and
implemented by managers operating within the carstructure. The structure of an
organization is designed to breakdown how work ibé carried out in business units and
functional departments. People work within thesgstbns and units and their actions
take place within a defined framework of objectivetans, and policies. Successful
strategy implementation depends on a large parham a firm is organized. Owen
(1982) agrees that strategy and structure nee@ tmdiched and be supportive of each
other in order to achieve objective set. The stmechelps an organization identify its
activities and the way in which it will coordinateem to achieve the firm’s strategic
objective. It also provides managers with a vehitd exploit fully the skills and

capabilities of the employees with minimal costd ahthe same time enhance the firm’s
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capacity to achieve superior efficiency, qualitynavation and customer responsiveness
(Pearce and Robinson, 2007).

The organizational power structure is importantaoese it influences decisions regarding
the allocation of all kinds of resources necesg$arystrategy execution. Gurkov (2009)
argue that even well prepared and sound plansf diee iimplementers fail to confront
difficult organizational and political obstaclesathstand in the way of effective
implementation. Therefore, strategy executors rpessuade all relevant employees to
carry out all activities necessary to implementgtrategy (Hrebiniak 2005b). Obviously,
the top manager's guidance, support and activdverent in strategy implementation is
critical (Breneset al. 2008). If those in power do not care about or engsist execution
of the strategy, the success of the implementapoocess is clearly jeopardized

(Hrebiniak 2005b).

2.4.2 Reward and sanctions systems

The execution of a strategy depends on individuainivers of organization especially
key managers. Motivating and rewarding good paréorce for individuals and units are
key success factors in effective strategy impleatem (Shirley, 1983). According to
Cummings and Worley (2005), organizational rewaeds powerful incentives for
improving employee and work group performance.calh also produce high levels of
employee satisfaction. Reward systems intervestiare used to elicit and maintain
desired levels of performance. To the extent tbatards are available, durable, timely,
visible and performance contingent, they can reag@nd support organizational goals,

work designs and employee involvement.
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Reward system should align the actions and objestf individuals with objectives and
needs of the firm’s strategy. Financial incentivea® important reward mechanisms
because they encourage managerial success wheratheyirectly linked to specific
activities and results. Intrinsic non-financialveeds such as flexibility and autonomy in
the job are important managerial motivators. Negasianctions such as withholding of
financial and intrinsic rewards for poor performanare necessary to encourage

managers’ efforts (Pearce and Robinson, 2007)

2.4.3 Information Constraints

Data are limited on several aspects of the healtle system that are essential for
informed decision making by the insurance fund.spite of the recognition of the
potential advantages of user fees and related msfomany Ministries of Health and
health providers have been concerned that peoplen@ti be willing or able to pay for
health services, that changing from systems whendces are officially free of charge
will create barriers for the poor, or that privaie public sector fees will discourage
utilization of high priority preventive and primacare services (Mbed al.,2003). Yet
typically, little information exists on the locaitiation in the country considering the

reform to help answer these questions.

Ministries of Health have also been concernedfdes will not raise adequate revenue to

justify implementation costs or to improve qualifjoo little information has been

available about the effectiveness of various methimdprotect the poor or about the
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efficiency and quality of private sector providetsicking data on these issues, policy

makers often delay making socially and politicaifficult decisions.

2.4.4 Poor Economic Conditions

According to Shaw and Griffin (2007) poor and deiclg economic conditions have been
perhaps the major factor forcing health insurarteeses to consider making significant
changes in financing and organization of governniealth services. These conditions
have eroded the resources needed for the goverrnmdive up to its commitment to
provide minimally acceptable health care for aboBomic decline has not only limited
the government's taxing capacity, it also limits gropulation’s ability to pay for health
services under cost recovery schemes. MOH contatnpeople would not be able to
pay for health care and that fees would inhibitgbpulations use of needed services has
been one of the major obstacles to adopting offictearges in government health

facilities strategy.

In addition, slow development of financial instiuts and formal wage sector

employment has limited the potential for healthumasce to grow or for credit

availability for start-up of private health provide

Strategies often fail because the economic comditithey were intended to exploit

change before the strategy takes hold.
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2.4.5 Resources and Capacity

Some strategies fail because not enough resoureze wllocated to successfully
implement them. Lack of resources is generally ggéi threat to capital-intensive
strategies. Kubinski (2002) observed this failimghbioth “fast-growth, new companies
that feel understaffed due to growth demands” ardpanies “under heavy competitive

pressure” who felt they could not spare resourcelive strategic innovation.

It is generally a good idea to include financiahlesation of a (draft) strategic plan in the
process — in part to ensure the strategy doesnadiertently destroy shareholder value
and in part to ensure that sufficient resourcegd@slly capital dollars) will be available

to achieve implement. The process can be relatigatyple — crafting a base case
financial model and layering the impact of stragésgion top of that base case.
Alternatively, the process can be highly sophis#idaincluding an analysis of alternative
funding sources, the impact of merger synergiedimencial performance, and other
considerations. Regardless of the degree of maglaaphistication employed, CEO’s

can expect to make smarter strategic choices uy-fiod to deploy limited resources

more effectively as a result.

2.4.6 Leadership and Management

Leadership is the key to effective strategy impletagon. The role of the Chief
Executive is fundamental because a CEO is seercaslgst closely associated with and
ultimately is accountable for the success of ategsa The CEO’s actions and the

perceived seriousness to a chosen strategy wiluente subordinate managers’
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commitment to implementation. The personal goald salues of a CEO strongly
influence a firms’ mission, strategy and key loegnt objectives. The right managers
must also be in the right positions for effectimgplementation of a new strategy (Jones
and Hill, 1997). Top management goodwill and owhgr to drive the process is also
critical to effective implementation of strategycddrding to Thompson (1997) the
strategic leader must direct the organization bsyueng that long term objectives and
strategies have been determined and are underatabdupported by managers within
the organizations who will be responsible for inmpénting them.

One of the biggest problems is usually the lack@brdination and clear guidelines by
the managers (Hrebiniak 2005b). According to Ka@ad Norton (2006), this problem
can be partly solved by using strategic maps wlaichnect a strategy paper with an
operative execution plan and can therefore substitwganizing efforts for strategy
implementation. Another important function of leestep is to "sell" the strategy to
everyone who matters (Hambrick Cannella 1989). thatsgy must therefore be
successfully communicated to the employees (Hrakirf#005b). Kaplan and Norton
(2005) argue that on average 95% of an organiZatemployees are unaware of or do
not understand the organization's strategy. Anthéf employees are unaware of the

strategy, they surely cannot help the company impld it effectively.

2.4.7 Organizational Culture
Organizational culture refers to the shared valaggudes and norms of behaviour that
create the propensity for individuals in an orgatian to act in certain ways. One of the

most common culture-related problems in organimsticcs a lack of trust (Hrebiniak
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2005b), which usually results in poor or inadequafermation and knowledge sharing
between individuals and or business units resptndilr strategy implementation.

Organizational culture helps in nurturing and dissetion of core values.

Implementation of new strategy will be concernedhwadjustments in the structure,
employees, systems and style of doing things irerotd accommodate the perceived
needs of the strategy (Pearce and Robison, 20@&ording to Weihrich and Koontz
(1993) culture as the general pattern of behavihared beliefs and values that members
have in common. Culture can be inferred from whedgbe may do and think within an
organization setting. It involves the learning drahsmitting of knowledge, beliefs and
patterns of behaviour over time. This means omgditnal culture is fairly stable and
does not change fast. It sets the tone for thepaom and establishes rules on how
people should behave. The top managers createnatelifor the organizations and their

values influence the direction of the firm.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction
This chapter describes the proposed research defagm collection and the techniques

for data analysis that was used.

3.2 Research Design

The study was modeled on a case study design. K¢it#90) defines a case study as a
powerful form of qualitative analysis and involvesreful and complete observation of a
social unit be it a person, family, cultural groupan entire community and or institution.
The study focused on the challenges encounter@tHbl in implementing its strategies.
By using case studies, researchers will be ablgrabe, collect data and explain

phenomena more deeply and exhaustively (Mugenddaggnda, 2003).

3.3 Data Collection
The study used both primary and secondary datanaPyi data will be collected using an
interview guide. The interview guide was dividetbisections in order to answer all the

challenges affecting the implementation of straegn the fund.

The respondents consisted of top management involvetrategy implementation and
they include: managing director, strategy advistachnical manager, operations
manager, commercial division and the human resoofifcger. The respondents gave an

insight into some of the challenges which they entered when they were
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implementing the set strategy. Secondary datahwiltollected from the organization’s

documents such as annual reports, strategic plerchterm evaluation.

3.4 Data Analysis

The data collected was qualitatively analyzed bg efscontent analysis techniques. The
content analysis technique was used because istedsin making inferences by

systematically and objectively identifying specifitessages and then relating them with
their occurrence trends. Content analysis is tis¢egyatic qualitative description of the

composition of the objects or materials of the gt@dugenda and Mugenda, 2003). It

involves observation and detailed description géadts, items or things that comprise the

object of study.

The researcher used the data with an aim of piieggetite research findings in respect to
the adopted response strategies of Safaricom tinitemacro environmental changes.
According to Mugenda and Mugenda (2003) the mampgse of content analysis is to
study the existing information in order to deterenifactors that explain a specific
phenomenon. Kothari (2000) also observes that obnemalysis uses a set of

categorization for making valid and replicable nefeces from data to their context.
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CHAPTER FOUR

DATA ANALYSIS, RESULTS AND DISCUSSIONS

4.1 Introduction

The objective of the study was to establish stsategplementation challenges at the
National Hospital Insurance Fund in Kenya. ThisptBapresents the analysis and results

with regard to the objective and discussion ofshme.

4.2 The Respondents Profile

The respondents comprised the top managers; tlaegtr advisor, the technical
manager, the operations manager, a human resofficer @and a representative of the
commercial division of the National Hospital Insaca Fund. In total, the researcher
interviewed five respondents out of the intendedrespondents. This represented 83.3%
response rate. All the respondents interviewedumiekrsity degrees with three of them

having a Masters degree as well.

The respondents had worked in the organizatiomver six years thus having sufficient
information regarding the organization. The resmonsl have been holding the current
position for a different period of time, rangingifin a period of two months to seven
years and therefore the respondents have suffikiemwledge of the area in which they

operate in.
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The strategic advisor has been in the organizdtorive years, the technical manager
ten years, the human resource officer nine years the representative from the
commercial division has been there for eleven yea@tey have all held different

positions in the organization, rising up the ladietheir current position.

4.3 The Organization’s Strategy

Since inception, the fund has gone through variobanges in terms of internal
restructuring and operational attainment. It meifwesefore that the fund’'s performance
and operating environment has been given weigliynon. In line with this, the vision,
mission, values, strategic objectives and tactagehbeen prepared to reflect the fund’s
relevance and strategic intent. A participatorprapch in the formulation of the plan
where the field managers, line managers, deparahleeads and board members were all
included. The plan aims to provide strategic dicecof the NHIF for the next five years

(2011 - 2016) in discharging its mandate.

The strategies to be adopted in the plan are: Tptality management, business process
re-engineering, benefit maximization, financial mestructuring, market penetration,
product development and integrated communicatidme $trategic objectives of the
organization are: to maximize benefits to membersl grotect their interests,
communicate effectively with the staff of the orgation and stakeholders clarifying
their roles and expected contributions of the siafftitutionalizing the mission, vision,

motto and corporate values, develop and implembahge management programmes,
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equip the responsibility centers with necessaryactdijes and finally utilize the

monitoring and control systems effectively.

The vision of the National Hospital Insurance Fusdo be a world class social health
insurance scheme.The Mission of the organizatioto iprovide accessible, affordable,
sustainable and quality social healthy insuranoeuigh effective and efficient utilization

of resources to the satisfaction of stakeholders.

4.4 Strategy implementation challenges

This Study aimed at looking at the strategy impletagon challenges faced by The
National Hospital Insurance Fund. The challengeghllghted include: organizational
structure, reward and sanctions, information camsis, poor economic conditions,

resources and capacity, leadership and managemewtrganizational culture.

4.4.1 Organization Structure

The National Hospital Insurance fund is headed toard of governors from various
ministries and faith based institutions. It is tepresentative of all key stakeholders and
is charged with the running of the Fund throughigyolormulation and decision making
on all policy matters. The CEO serves as the sagréd the board of governors; under
the CEO are the General Mangers, The ManagersstassiManagers and Seniors
officers respectively. The structure of the orgatian is such that people have the ability

to rise up the corporate ladder with proper expeeeand education
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The respondents opinion on the question of whetieeOrganizational Structure affects
the implementation of strategies was that; the aedpnts were of the opinion that
structure of the Fund was not a hindrance to th@ementation of various strategies and
instead observed that the current structure asatis as a complementing factor to the
implementation of the strategies in the organizatibhe respondents noted that the
structure ensures participation of employees inRbhed. They noted that the current
structure provides managers with a vehicle to ekpldly the skills and capabilities of
the employees with minimal costs and as a resad I the enhancement of the
organization capacity to achieve superior efficignguality, innovation and customer

responsiveness.

The top down strategy formulation used by the fthretefore is seen as key in strategy

implementation rather than a hindrance.

4.4.2 Rewards and Sanctions

The success of implementing any strategy in anmizgéon will depend on the human
resource asset, especially the managers. This p@istappreciated by the respondents
who did observe that in order to achieve the ddsiesults in the Fund; rewards and
sanctions play an important role The respondergklighted that reward and sanctions
did exist in the organization, where the employ®esld get a yearly bonus, however,
the respondents were unsure what criteria is usgdwarding as there were instances

where non deserving people got rewarded.
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The respondents agreed unanimously that rewardametions brought about a challenge
in strategy implementation especially where theyen# aligned to the actions and
objectives of individual with the objectives andeds of the fund's strategy. The
respondents also unanimously agreed that there lbeee occasions where employees
have been denied rewards because of poor perfoemdhe respondents agreed that as
much as financial rewards are important, non firdnewards such as autonomy in
project supervision, recognition of the role thdgypare also equally important in the

implementation of strategies.

4.4.3 Information Constraints
The respondents indicated that The National Hoslpisairance Fund does not involve its
stakeholders in the implementation of its strategidere by they do not disseminate
relevant information and they cited the rejectigrtiie stakeholders of the new premium
rates which the fund wanted to levy and anon remtasive of all stakeholders as a result
of this challenge. The employees being also thkekt@iders were not involved and
therefore for effective strategy implementationemody should be made aware of the
strategies to be implemented and make use of cemipgtiaff. The organization identifies
its focal points when they are implementing thatsigies as they tend to concentrate on
the areas in which they have competitive edge @gecompetitors. The respondents
highlighted that the organization employees arepstjve of the strategies to be
implemented to the extent that they are involvedobing given necessary information

otherwise they are not supportive and these mayteagabotage on the part on the part
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of the employees since they were not involved ia fitocess of formulating the

strategies.

The National Hospital Insurance Fund adopts a tmprd structure, though good for
controlling the activities of the organization, hagpacted its decision making process
and the flow of information in the organizationidtimportant therefore that in designing
the structure and making it operational, key aspemich as empowerment and
communication process is considered. The othelestg#ds which were brought by lack
of information include low levels of customer sk@dion, opposition of strategies
because employees have not gotten adequate informatissed targets and low speed

of change.

4.4.4 Poor Economic Conditions

The respondents observed that changes in econamditions affects implementation of
organization strategies as the contributions toftimel depends on the revenue earned
which at the same time depends on the economy, thieerevenue collection is low most
strategies cannot be implemented, it limits theurasce fund capacity to increase
premiums and the public ability to pay and affetis informal sector registration thus
lowering revenues received from the sector. Onighee of organization adaptability of
its strategies and techniques to the current incdisteibution was that the respondents
said the insurance fund needs to adapt its steteggid techniques because the strategies
which they could be adopting requires high income the income distribution available

at that particular time is low thus resulting tonet strategies.
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All the respondents said that the fund customers ate the contributors of the funds
pose a challenge to the process of strategy impl&tien as low customer satisfaction
leads to loss of potential revenue which negativedgluces resources for strategy
implementation, some of the customers oppose imgeation of some strategies and
negative criticism from customers are a big dowmtto the implementation strategy
because the customers might be reluctant to shémeriation on how they want the new
system improved but at the same time being atahefrbnt criticizing a system meant

for them.

4.4.5 Resource Capacity

Strategy implementation requires availment of thié necessary resources which
includes the monetary and non monetary resouraeg fo succeed. At NHIF, all the
respondents said that though the resources werke@via was not adequate. Financial
and time resources were highlighted as the greatesttraint. The respondents argued
that when there is time shortage for example gittere is underestimated, external
partners also delay in providing expected suppotime. Human resource capacity in
terms of qualifications, competence and numbersewaso identified as a major
constraint. A staff with adequate training in thestes in strategy implementation is a
nerve centre in boosting the organization competeand qualification to handle
demanding tasks. As far as resource is concerrtidgsand communicating deadlines
that are workable as well as prioritizing on thdiges is key. With financial resources,

proper planning and prioritizing on the policiesaiskey factor to consider. It is also
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important to set aside enough finances for theegtoyhile ensuring that staff are

motivated and recognized for example. through rdvaad appreciation schemes.

The respondents observed that for successful imgi&ation of the strategies, the task of
implementing challenging strategic initiatives mbst assigned to executives who have
the skills and talent to handle and can be couatetb turn decisions and actions into

results to meet established targets.

4.4.6 Leadership and Management

The respondents said that the leadership in theanse fund is a challenge to strategy
implementation. They supported this view by poigtout the various kinds of challenges
faced by the organization that were as a resuléadership and management. Rigidity,
management resistance to change and new ideasptmwanmot been based on merit,
non-involvement of all employees in strategy impdetation, lack of visionary
leadership together with poor leadership skills boteaucracy together with the failure
to embrace new ideas and innovational technolodyusiness was noted as a challenge.
In addition, some of the managers have been knowmadk expected competence to
ensure actualization of the strategies. Some esgeheadership skills were found to be
due to a lack of proper training and this could dmved by training those in the

management positions.

The respondents were in agreement that they fackallenge in implementing and

sharing the vision of the CEQ’s since the sameisshared by all of the staff but instead
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restricted to a few of the senior staff, non inweshent of most employees in strategy
formulation and implementation and existence ofedént groups pulling in different
directions. The challenge has impacted the prooéstrategy implementation by the
employees who are under the CEO in the organizakidmnworking toward achieving the
CEOs vision and this could derail and delay thelémgntations because the persons
who are at the centre of implementation don’'t fe@it and parcel of the process. This
could therefore call for massive employment of weees by the CEO to satisfy his

vision.

On the challenges posed by ineffective coordinasind poor sharing of responsibilities,
the respondents agreed that they shared the cpall@ine findings show that lack of
coordination and sharing of responsibilities in timsurance fund hinders effective

implementation of the set strategies.

4.4.7 Organizational Culture

The values shared by the Fund’'s employees includeiding sustainable, quality,
accessible and affordable social healthcare to amymKenyans as possible.The
respondents agreed that the culture in their orgdion hindered its implementation of
strategy. The culture factors that were identitigdthe respondents varied and included
resistance to change, automation of system whikntsl and employees are used to
manual system and the fear of the unknown. Sontlieeofespondents indicated that there
is a certain number of senior staff members thatuged to a certain way of doing things

in the organization and whenever new changes vmreduced or change of strategy is
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required to capture a certain opportunity or couatgiven threat, the same group will be
slow in decision making that will lead to the losk opportunity. The respondents
observed that when employees were used to a gnagrof life or doing things normal

new ideas were seen as a threat to the existitgrewdnd will naturally resist the same.

The respondents indicated that the challenges bhtoafout by culture includes;

communication problems between the department& ddctrust when the strategies
threatens the culture, opposition of strategiesposjlion of change within the

organization, administrative, hinders full implerteion of strategy, delayed services
and also poor service delivery. The respondentse Wweagreement that the challenges
which they encounter pose challenges to the impiéatien of strategies as it leads to
delay in service provision, results to employeesistance to performance contracts

because they did not understand it fully.
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CHAPTER FIVE: SUMMARY, CONCLUSIONS AND

RECOMMENDATIONS

5.1 Introduction
The objective of the study was to establish thatetyy implementation challenges faced
by the National Hospital Insurance fund. This cbaptesents the summary, conclusions

and recommendations of the same.

5.2 Summary of findings

The findings from the study were that the respotgibave served in the organization for
a period of over six years, they all had universiggrees with three of them having a
masters degree therefore they have sufficient kedgé of the area in which they operate
in and thus they understand the challenges whiah ittsurance fund faces in

implementing its strategies

The National Hospital Insurance fund is headed Hyoard of governors chosen from
various ministries and faith based institutions.idt the representative of all key
stakeholders and is charged with the running ofRimed through policy formulation and
decision making on all policy matters. The CEO ssras the secretary to the board of
governors; under the CEO are the General Mangéws Managers, Assistant Managers
and Seniors officers respectively. The organizasimacture was said to enhance strategy
implementation rather than hinder it and this waensas a great achievement for the
organization.
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Rewards and sanctions were also seen as key tegstrianplementation. The fund does
give reward and sanctions to their employees baitpttocedure used to determine the
employees to be rewarded was not clear. The furidheid reward and sanctions to
employees who had not achieved their targets aisdwhs seen as necessary for a

manager’s effort.

The Insurance Fund in Kenya does not dissemindteniation on the strategies they
want to implement to relevant stakeholders andetlvesnpromises the kind of strategies
which the institution implements as it may not lizeptable to all the stakeholders.
Delay or lack of information affects the implemdiga of the strategies in the
organization and therefore they should ensure thay have all the facts before
embarking on the implementation of the strategldége organization uses the top-down
approach where the strategies to be implantechératéd from the top management and
communicated to the employees who may not haveakengontribution to it but only
implement the strategy. The other challenges whiete brought by lack of information
include low levels of customer satisfaction, opposi of strategies because employees

have not gotten adequate information, missed taia® low speed of change.

The changes in the economic conditions in the cguaffect implementation of
strategies as the contributions to the fund depemdthe revenue earned which at the
same time depends on the economy, implementatiostrafegies requires resources

which depends on the economy, it limits the inscearfund capacity to increase
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premiums and the public ability to pay and affatis informal sector registration thus
lowering revenues received from the sector. Thamieation does not adapt its strategies
to the current income distribution despite the ¢gjegnin the economy. When the revenue
collection is low most strategies cannot be impleteé, it limits the insurance fund
capacity to increase premiums and the public ghitpay and affects the informal sector

registration thus lowering revenues received froendector.

In pursuit of achieving implementation of strategiehe insurance fund availed the
resources though it was not adequate and thersfiraffected the implementation of
the strategies. Financial and time resources, humespurce capacity in terms of
gualifications, competence and numbers and workiogls as well as adequate
facilitation were the constraints highlighted by tlespondents. The organization address
the issue of resource limitation by giving targetgach branch on revenue collection and
adopting all other means available to them whiletlz#¢ same time taking into

consideration the right time to implement its €gi¢s.

The leadership and management in the National taddpsurance Fund is a challenge to
strategy implementation in the organization asesguit to challenges like rigidity,
management resistance to change and new ideasptmwanmot been based on merit,
non-involvement of all employees in strategy impbemation, lack of visionary
leadership together with poor leadership skills Bodeaucracy together with the failure
to embrace new ideas and innovational technologyusiness and some managers

lacking expected competence to ensure actualizatibrthe strategies. Ineffective
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coordination and poor sharing of responsibilitiesult to challenges like few employees
been in charge of the strategy implementation. Saie¢he solutions which were
suggested by the respondents include team buildiaganizing workshops,
communication, involving employees in decision mgkand engaging professionals to

run the different departments within the organaati

The organizational culture in the organization leirsdstrategy implementation and brings
about challenges like communication problems betwtbe departments, lack of trust
when the strategies threatens the culture, oppasdf strategies, opposition of change
within the organization, delayed services and ptsar service delivery. The organization
overcomes the challenges by through training, wingl the employees in strategy
formulation and implementation, explaining to thieeanployees the need for a different
culture thus no need to panic and team buildinggigiine and holding workshops.
Values and the beliefs shared by the members ofotbanization include providing
quality, sustainable, affordable and accessibletheae, customer is always right,

integrity, responsiveness, accountability, truthéds and respect.

5.3Conclusions

Strategy formulation and implementation is veryalifor the functioning of any
organization. From the findings, it was establiskigat the structure of the organization
enhanced strategy implementation in the fund, hewethere are existing conflicts
where the chief executive officer of the insurafo®l vision is not shared by all and also

existence of conflict in the implementation of s#gc policies in the organization. The
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factors which influenced the speed of strategy em@ntation include pressure from the
stakeholders, political influence, focus, team workanagerial support and the
management trying to repair damaged corporate incagsed by poor communication

and marketing strategies which had dented corparage of the fund.

Another important conclusion from the study is th&ir effective strategy
implementation, an organization needs to make thecgss of implementation all
inclusive where the junior staff, customers, stakeérs are accommodated for each to
feel part and parcel of the process. Further, tigarozation faces resistance from the
employees on implementation of the strategies hesktis due to non involvement of the
employees. The organization does not disseminstear information on the strategies
to the stakeholders and if they do so it's too [a@tethem to contribute to strategy
implementation. The other challenges which wereigiht by lack of information include
low levels of customer satisfaction, oppositionstitegies because employees haven't

gotten adequate information, missed targets andspmed of change.

The economic conditions affect all sectors of tkenemy and the National Hospital
Insurance Fund is not an exception as changes én @tonomy has affected
implementation of strategies in the organizatiohe Torganization customers pose a
challenge to the organizations operations and atstime time lack of training by the
organization t the employees on strategy implentiemaalso affects strategy

implementation. The financial, time and human resesi were identified as the greatest
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resource constraint affecting the organization whiesults to challenges like work plans

being negatively affected.

The insurance fund leadership and management deng¢ified as a challenge to strategy
implementation and it resulted to rigidity, managemresistance to change and new
ideas, promotion not been based on merit, non-irmént of all employees in strategy
implementation, lack of visionary leadership togethvith poor leadership skills and
bureaucracy together with the failure to embracs itkeas and innovational technology
in business was noted as a challenge while atahee gime ineffective coordination of
responsibilities were identified as a challengee Tdulture being practiced by the
organization affects the implementation of thetsgees and it results from the fear on

the part of the employees on the consequence® aietlv culture.

5.3 Recommendations

The study recommends the following:-

The management of the National Hospital Insuranged f should put in place
mechanisms to ensure that their employees are gyyopetivated through reward and
sanctions based on their work output. As much aseyias an important source of
motivation; the employees should also get non nagetewards such as recognition.
The fund should therefore motivate through adequeteards in recognition of the
achievement of the targets. In addition the respotsdpointed out that not only should

these rewards be developed and extended to tHebatahey also need to be aligned to
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the actions and objectives of individuals with thigiectives and needs of the firm’s

strategy

The management of the National Hospital InsurancsdFshould put in place
mechanisms to ensure that the management visishaieed by all the employees, it is
also recommended that the management should e &refront in ensuring that there
is effective coordination and sharing of resporisiés and that there is no conflict on the
implementation of strategic policies. The studyrfdwut that not all the stakeholders and
employees were involved in strategy formulation angdlementation and therefore it is
recommended that all the stakeholders and the gmgdoshould be part and parcel of the
process thus the insurance fund should ensure whan they are designing and

compiling a strategy to be implemented.

The recommendations to the leadership and manageamatienges include; team
building, organizing workshops, communication, ilwwg employees in decision
making and engaging professionals to run the differdepartments within the

organization.

The recommendation to the issue of resource limitats by giving targets to each
branch on revenue collection and applying all othheans in their disposal to deal with
the challenge. The respondents indicated thatridpenazation takes into consideration the

right opportunity to implement its strategies
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The economic conditions affect all sectors of theonemy and therefore it is
recommended that the management of the insuramzk gut in place mechanisms to
ensure that the strategies which they are abouimf@ement considers economic
conditions prevailing at that particular period. tte same time the leadership and
management of the insurance fund should not benpediment to the implementation
strategy and therefore it is recommended that gieyld be at the forefront in ensuring
that the strategies succeed. All employees shdstdlze trained so that they understand
the purpose of strategy implementation, its besedind how it will be implemented

within the insurance fund.

The organization though it availed the resourcess wot sufficient for strategy
implementation and therefore it is recommendedttiet should avail the financial, time
and human resource which were highlighted as theatgst constraint. The top
management in the insurance fund should changecutiare which they have been
adopting in order to change the way things haven liEme previously so that they can

ensure that the strategy succeeds.

There is need therefore for management to addessstance from staff and confusion
created by culture. The respondents indicatedtbieat overcome the challenges through
training and team building, discipline and holdiwgrkshops. Values and the beliefs
shared by the members of the organization includeviging quality, sustainable,

affordable and accessible healthcare, customdwmsya right, integrity, responsiveness,

accountability, truthfulness and respect.
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5.4 Recommendations for further research

The study confined itself to the National Hospitaurance Fund. This research should
be replicated in other Parastatals such as Natloehkl Security Fund and the results are
compared so as to establish whether there is ¢densis among the challenges facing

such firms in their strategy implementation.
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APPENDIX I: INTERVIEW GUIDE TO DETERIMINE THE
STRATEGY
IMPLEMENTATION CHALLENGES OF THE NATIONAL

HOSPITAL INSURANCHEUND IN KENA

The interview guide will seek to achieve the follog/objective;

1. To determine the strategy implementation challerg@¢HIF in Kenya.

Interview Questions

The following sections provide sample question®doused in evaluating challenges of

strategy implementation at National Hospital InsweaFund (NHIF).

Background Information on the interviewees

=

What is the highest level of education you haveiresz?

N

What current position in the organization do yoldRo

w

How long have you been in this organization?

»

For how long have you been holding the currenttmos?

Structure of the National Hospital Insurance Fund

1. Does the structure of the National Hospital Insaeafund pose a challenge to

strategy implementation?
2. What kind of challenge and how do you deal with it?

3. What approach can you describe the organizatiategty formulation to adopt?

Top down or bottom up?

4. How does this affect the process of strategy impleation?



5. What other challenges in strategy implementatiam lamlought by the way the

structure is organized?

6. How do you resolve them?

Reward and Sanctions

1. As an employee of the organization are you satisfieth the compensation

package you receive for your services?

2. Does the reward system employed in the organizatilign the actions and
objectives of the organization strategy?
3. Have there been incidences where the Fund withfiedehcial incentives of an

officer due to poor performance?

Information Constraints

1. Does the organization disseminate relevant infolomatn the strategies they want to
implement to relevant stakeholders?

2. Does the delay or lack of necessary informatiomyl@hplementation of organization
strategies?

3. Does the structure in your organization pose alehgé to strategy implementation?

4. What approach can you describe the organizatiatesfy formulation to adopt? Top
down or bottom up?

5. What was the management reaction to strategy imgal&tion challenges that exists
in NHIF?

6. What other challenges in strategy implementatientaought by the way of lack of

information?



Poor Economic Conditions

Does change in economic conditions affects impléatem of organization
strategies?

Does the organization adapt its strategies anchigels to the current income
distribution?

Do the organizations customers pose a challengthdoprocess of strategy
implementation?

Did you undertake training during the strategic lenpentation at your

organization?

Resources and Capacity

Were the resources needed for strategy implementatiailed?

Do you have any resource constraints hinderingegiyamplementation?

What kind of resources in particular?

4. Does the organization address the issue of resdiaritation?

5. What other challenge in strategy implementationbaoeight by the resources and

capacity?

Leadership and Management

1.

Is leadership a challenge to the process of styateglementation in your
organization?

What kind of challenges do you face with leader8itow do you deal with such
challenges?

Do you face the challenges posed by ineffectivedioation and poor sharing of
responsibilities? How do you address them?

What would you say are some of the solutions tedlahallenges?



Organization Culture

1.

a1

Does the Culture in your organization hinder stratenplementation?

2. What challenges are brought about by culture?
3.
4. What are some of the Values and beliefs sharetidoynembers of your

How do you overcome them?

organization?
Does this pose a challenge to the process of §yrateplementation?

6. How do you overcome these challenges and stillrerthie culture of the

Organization is maintained?



