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Abstract

Over the years, multiple strategic alliances haeome popular due to the benefits
and flexibility they provide to organizations. Thistudy’'s objectives were to
determine the challenges of implementing multipteategic alliances between
Practical Action E A’'s WASH programme and NGOs witthe health sector; and to
establish how Practical Action East Africa copeshwihe challenges of multiple
strategic alliances within the WASH programme. Aeatudy design was adopted
and both primary and secondary data collected, nboite emphasis was given to
primary data. The Practical Action East Africa mgeraent team that was
interviewed included the water and sanitation tdeader, the department’s area
coordinators, and the WASH project managers in iisuand Nairobi. The data
collected was utilized to undertake analysis on dhallenges of implementing the
multiple strategic alliances between Practical éwtEast Africa and NGO’s namely:
KUAP, Umande Trust, Shelter forum and AMREF in th&er and sanitation sector
in Kenya. From the research findings, it can bectiated that the main challenges of
implementing multiple strategic alliances betweenacBcal Action East Africa’s
WASH programme and NGOs within the health secttaited to mistrust among
partners, partners’ operational differences, la¢kclarity of alliance goals and
objectives, people management and partner’'s ndorpgnce; among others. It was
also identified that alliances experienced negativ@petition due to power struggles
emerging as the projects progressed. Clarity dhpes’ roles before signing contracts
was cited as important, since it provided a franmbwo address challenges as they
arose. With regard to how the programme coped wWhth challenges, various
strategies had been put in place including clasftyoles at contract level, thorough
vetting at partner selection, open communicaticanoiels and flexibility to adjust to
environmental changes. The overall conclusion drautnof this study was that most
of the challenges of implementing multiple strategilliances in the WASH
programme originated not from technical aspectshef alliances but from people
related issues and therefore managers out to gire attention to the people factor,

which contributes highly to the success or failofran alliance.
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CHAPTER ONE: INTRODUCTION

1.1 Background of the study

Organizations, whether for profit or not for proffirivate or public have found it

necessary in the recent years to engage in stcgpegctices in order to achieve their
goals and remain competitive in their markets.tobfay's global business, firms often
cooperate rather than compete to enhance their efitiapness. In a business
environment characterized by resource constraimd mtense competition for

customers, independent firms are increasingly eympdocooperative strategies to
achieve their strategic objectives and to cope with highly turbulent environment

(Johnson and Scholes, 2001).

Collaboration among firms is achieved through sa&verys which result to creation
of joint ventures, mergers, acquisitions and styiatalliances. Strategic alliances,
whether single or multiple; is one of the populaliaborative strategies employed by
firms. In this study, challenges of implementinglple strategic alliances will be
studies in the context of the water and sanitafMMASH) programme in Practical
Action East Africa; a non-Governmental organization Kenya. The WASH
programme runs projects in Nairobi and Kisumu, dad formed alliances with
different local NGO'’s in the different locations;iven by the need to outsource non
core activities, to expand their scope, be moreiefit and access resources outside

the organization’s boundaries.

1.1.1 Concept of strategic alliances

Strategic alliance, often referred to as stratggignership refers to an agreement
between two or more companies in which they botitrdaute capabilities, resources
or expertise to a joint undertaking, usually withidentity of its own, with each firm
giving up overall control in return for the poteaitio participate in and benefit from
the venture (Pearce and Robinson, 2011). Theise@s must be strategic, meaning
that the relationship has to be supported by ekaxigadership and formed by upper

management.



Most alliances, both local and global are contracteelationships of greater
complexity than traditional customer-supplier relaships. Firms engaging in
strategic alliances remain legally independent, #ngs continue to pursue goals
outside the alliance and at the same time are @bigain competitive advantage
through access to partner’s resources, includingkets, technologies, capital and
people. Collaborating with others adds complemgntasources and capabilities,
enabling participants to grow and expand more dyiakd efficiently (Yashino and

Rangan, 1995).

Strategic alliances enable firms to gain competitadvantage through access to a
partner's resources, including markets, technospgiapital and people, share costs,
overcome trade barriers, reduce business risks aidin economies of scale;
amongst other advantages (Kazmi,2002). Besidese,theapid globalization,
availability of efficient information systems, miadiulturalism, and improved
logistical capabilities has also motivated formatad alliances. However on the other
hand, alliances expose a firm’s capabilities andcases of failure, the losses are

shared amongst partners.

Alliances have consistently increased over the paats. According to the Boston
Consulting group report of 2005 on Alliances, tloderof alliances in corporate
strategy accounted for approximately 35% of glatm@ajporate revenues in 2002 up
from 2% in 1980. The Economic Intelligence Uniblghl survey also records that the
total world business conducted through stratediarales has greatly increased since
the 1990s which recorded 3-5%, 20% in 2000, 30%005 and 40% in 2010 (EIU,
2011). Alliances therefore have become an intguaetl of corporate development and

globalization in general and remain critical to quatitive advantage of firms.

1.1.2 Challenges of implementing strategy

Strategy implementation is about a holistic conioectof initiatives, assets, and
competencies across an organization. It refershéoslystematic manner in which
strategies formulated by an organization are puio iaction (Kazmi, 2002). Strategy

implementation leads to plans, programmes, ancgi®jBesides having a sound and
2



competitive strategy; successful implementatiorstoditegy requires an organization
to have clear and quantifiable strategic goalshkma strategic initiatives, enabling
strategic assets, and enabling change managemeanpetencies and tools.
Management must make the commitment to promoteeglyanstitutionalization, and

to maintain focus on the agreed upon strategiephms.

Often firms are faced with a myriad of challengéeew they choose to implement any
form of strategy. Downes (2001) states that thelkiof implementation challenges
firms run into fall into two categories: problenmédrnal to the company and problems
generated by outside forces in its industry. Thermal challenges include factors like
inadequate top leadership support, weak or inapjatep management structure,
insufficient strategy buy-in, inadequate resouttcesnplement strategy, resistance to
change, among others. External factors are mainliyen by changes in

environmental factors and lack of partners’ suppuwiiich can call for a totally

different strategy.

1.1.3 Multiple strategic alliances and challenges

Strategic alliances are often opportunistic in raiGulati, 1998). Organizations can
form one or multiple alliances, depending on thgaaization’s goals and capabilities.
Many studies have been done on single alliancesteidmanagement over the years
but there exists very little research on multipléiaaces, with scholars often

acknowledging existence of firms with more than alience, and the complexities
that come with multiple partnerships. The key fesgun managing alliances include
corporate, financial, project, communication, staihd results management.
Successful alliances draw their win from creatiffgcient systems on managing these

features, which ultimately determines the alliapegformance and achievements.

According to (Buono, 1997), multiple alliances, esftreferred to as portfolios are
formed in cases where a firm requires to accederdiit capabilities, operate in
different geographical regions, or engages in cifie product lines. However, in

cases of more than one alliance an organizatioesféite challenge of ensuring that
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the alliances do not overshadow its own identitgt emssion. The organization must
also ensure that the different alliances do notpetmwith each other. In many cases,
firms establish separate management units to matiagdirm’s extensive inter-

relations.

Alliances management involves consideration of demgystemic issues associated
with inter-relationships in strategy, structuresteyns and staff in the participating
organizations. Despite all the known benefits ohtegic alliances, studies have
shown that between 30% and 70% of alliances fab@ Allen and Hamilton, 1997).

Many of the challenges leading to the failure oftmginate from focusing on

forming alliances rather than sustaining them. A®sult, emphasis is given to the
contractual elements while ignoring or underestingathe day to day operations and

management of the alliance.

According to Ernst & Stern (1996), the challengenmiinaging alliances- whether
single or multiple lies not in the technical asgeat alliances, but in the operational
and people aspects of the collaboration. Morenaft@nagers overlook the ability of
partners to work cooperatively through uncertastieonflicts and changing
priorities. Besides the challenges arising froe ¢bmplexity of alliances’ structural
complexities, the constantly changing business renment poses challenges to
alliances partners and often demands change ofotlggnal plan, which may

jeopardize the firm’s own goals. Alliances contsattio are often misunderstood or
too binding leaving no room for adjusting to enwimwental changes and thus

becoming a source of tension among alliance patner

Alliance success has often been associated withpdnmers’ ability to effectively
manage relationship issues. In the case of multglliances, resource capacity
analysis plays a key role in ensuring that a firmésources are adequate for the
different alliances, which is often a challenge.heTearly processes of alliance
formation highly contribute to the challenges ofliamices, besides other
environmental factors. For instance, poor partnelection together with poor
resource capacity analysis can lead to misdiagrmdgpgrtner capabilities, eventually
causing failure to achieve the anticipated strategpacity.
4



Lack of explicit support from top management inguérorganizations has also been
observed as a potential source of challenges inirtidementation of strategic
alliances often leading to internal competitiortéasl of cooperation, control tensions,
power imbalances, and increased lack of trust. utallt backgrounds of both
individuals and organizations in a strategic attemoo can be a source of challenges,

especially in cases of multiple alliances.

Government policies too may create structural besyiespecially in international
alliances. Firms therefore ought to study the poinvironment before entering into
alliances to ensure that the meet the governmeuiremments to protect the alliance
from future legal challenges. People managemenessincluding selection of key
personnel, performance appraisal, maintaining oaitti of key personnel, and
rewarding and compensation systems have also biesatified as important human

resource issues for strategic alliances.

Key causes of challenges in managing strategiaraiéis therefore originate from the
operational level of management. Indeed, some achdlave identified conflicts in
alliances to be related to unclear roles and eggieas, unachieved goals, and power
imbalances. This study focused on the challengesutiiple alliances, with focus on
the case of Practical Action East Africa and hkates with NGOs in the water and

sanitation sector within Kenya.

1.1.4 The NGO sector in Kenya

The Kenya NGOs Co-ordination Act of 1991 defines N@an-Governmental
Organizations (NGO) as a private voluntary groupifigndividuals or associations
not operated for profit or other commercial purpdsg which have organized
themselves nationally or internationally for thenbfit of the public at large and
promotion of social welfare, development, charityresearch in the areas inclusive
of, but not restricted to health, agriculture, eatian, industry and supply of amenities
and services. The NGO sector in Kenya has recoadsiginificant growth between
2001 and presently, which could be attributed ®ithpact of globalization and the

opening up of democratic space in Kenya.
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The NGOs vary from small organizations operatingplly to international ones with
regional programmes, and are spread all over thatop There exist collaborations
within the NGOs in Kenya, either amongst themselwegh Community Based
Organizations (CBOs) or with corporate organizatiohccording to the survey, most
NGOs collaborated with other NGOs (41%), followeg bollaborations with
Government agencies (28%), with Faith Based Orgdioizs (11%), with CBOs
(10%), with academic and research institutionsmantti nationals (3%) and 1% with

foreign missions (NGO Co-ordination Board 2009).

1.1.5NGOsin thewater and sanitation sector in Kenya

Although there is no record of the exact numbeN&Os working in the water and
sanitation sector in Kenya, it is estimated thar¢hare over 100 NGOs involved in
Kenya. NGOs are involved in WASH programmes iroit§f to promote equitable
and sustainable access to safe water and sanjtatidrto safeguard water resources.
Most WASH programmes that are supported by NGOsedher in urban informal
settlements or in semi arid and arid areas in twentty. Most of the WASH
programmes are implemented in collaboration with @overnment, local authorities

or with community based organizations (CBOs).

NGOs with large operational scope often operateentizein one strategic partnership,
or alliance at any given time. This is justified the fact that NGOs acknowledge
other organizations that work in the same sectord,are keen to avoid duplication of
development efforts. As a matter of fact, many mofip organizations have
developed suitable partnership alliance assessim@lstwhich are helpful in selecting
potential partners. NGOs form alliances to acceswdfunds, share technical skills,
gain access to new regions, and to share costejetts.



1.1.6 Practical Action East Africa

Practical Action is a registered charity in the WKder the direction of a Board of
Trustees and with a regional office in Kenya, helatg a regional director. The
organization has been working in partnership wattal organizations for the last 20
years and has had both successful and failed gizag#liances. The organization is
working in 5 districts and partners with over 8dbdevelopment organizations to
implement programmes under the 4 key thematic dareasFood security, universal
access to energy, urban water, sanitation, wastegement services (WASH), and

disaster risk reduction.

The strategic alliances within Practical Action E@drica include alliance with
national NGOs; international NGOs, Government agencand the private sector.
The alliances are either at organizational levelprogramme level. The programme
level strategic partnerships are driven by the ity of the organization’s
programmes. These alliances are crafted basedeodifferent programmes and their
capacity needs, and also the organization’s ddsirienplement similar projects in
different regions in the country. The organizatiswommitted to especially building
the capacity of local NGOs across the region byisg&nowledge, experiences and

best practices and supporting the creation of fanat pro-poor systems.

Under the WASH programme which was the focus of $udy, Practical Action has
strategic alliances with for organizations inclugi©xfam in Northern Kenya,
Kisumu Urban Apostolate Program (KUAP) and Shefierum in Nyanza region,
with the Kenya National Libraries in a nation-widalaboration, with Umande Trust
in Nairobi and Kisumu area, and with the local autly of Kisumu. This study
focused on studying the multiple strategic allianegthin the WASH programme in
Kisumu and Nairobi areas; which are mainly with KRJAShelter Forum and with
Umande Trust. These alliances are formed to redtdreht geographical areas and

also to share partner capabilities.



Alliances operating in the Nairobi area under th&SM programme include the
sanitation project in Nairobi in partnership withmdnde Trust, AMREF and the
Kenya National Library Services while partnershipsKisumu include 3 projects
with the Shelter Forum, Umande Trust and KUAP. Th#erent alliances have

operated for different time periods, ranging frono3.0 years.

1.2 Resear ch Problem

Multiple strategic alliances have become a comnractjize as organizations seek to
gain extra capabilities cost effectively, accesw mearkets or even compete more
effectively. It has however been observed that itespe growing popularity of
alliances, collaborative success remains elusiverfany firms with recent studies
recording a failure rates in the 30-70% range. fEa challenge of strategic alliances
is to transform collaborative agreements into potide and effective working
relationships. Challenges of implementing multigteategic alliances can thus be
traced directly to the partnership formation praceack of clarity in strategic goals,
limited resource, and organizational culture déferes, and environmental changes

among others.

The WASH sector in Kenya is recognized as one ef ltey pillars of social
development in the country. Many NGOs projects urides sector and there exist a
sizeable number of collaborations and alliancesactitral Action East Africa is one of
the organizations implementing WASH programmesiffei@nt parts of Kenya. The
fact that the organization works in different sestof development, and in different
parts of the country means that there is no siNg® which can be an only partner
to Practical Action. Rather, the organization hassped alliances with different
organizations that share common objectives undgedifferent thematic areas of food
security, universal access to energy, urban waanjtation, waste management

services (WASH), and disaster risk reduction.



Studies focusing on strategic alliances have beenrdented (Ogega, 2010; Kamae,
2011, Kipchirchir, 2009, Owuor, 2004, Siboe, 20PRitinda, 2008). However, these

studies have addressed different issues of stra@@fjances. For instance, Siboe
(2003) studies the strategic alliance between tirefgiean Union and the Government
of Kenya, while Owuor (2004) studies strategicasities and competitive advantage
with focus on the case of major oil companies imy& In the case of Kamae (2011),
the study focused on the implementation of stratedfiances between USAID and

commercial banks in Kenya.

The past studies have not only focused on diffeaspects of strategic alliances but
also different contexts. Although there is evidetitat organizations often operate
more than one alliance, there is no known studi/htha focused on multiple alliances
or strategic partnerships in Kenya, or even stuggciic challenges experienced
implementing the multiple strategic alliances giggtsuch as in the case of Practical
Action E.A. As many authors agree, strategic aflemhave proven to be beneficial to
organizations; yet they come with many challengeghkvoften lead to failure. This
study aimed at answering the question: what areclialenges of implementing the
multiple strategic alliances between Practical éwttast Africa’s WASH programme
and other NGOs in the water and sanitation sectoKenya, and how does the

organization cope with managing multiple strategiiances?

1.3 Resear ch Objectives

a) To determine the challenges of implementing mudtigtrategic alliances
between Practical Action E A’'s WASH programme an@®& within the
health sector.

b) To establish how Practical Action E A copes witk tthallenges of multiple

strategic alliances within the WASH programme.



1.4 Value of the study

The findings of the study will benefit any organiea-both for profit and not for
profit that would wish to pursue strategic allias@s a collaborative strategy. The
study will provide valuable information on what dbages are experienced in
managing multiple strategic alliances; and offesights on how to manage the

challenges.

Specific beneficiaries include international andalodevelopment organizations who
often seek to collaborate with each other to deliwsemmon projects aimed at
different developmental goals, government policykera who often enter into
alliances with other governments, development degdions or for profit companies.
Other foreseen beneficiaries to this study incluegearchers, either in academic,
business or development specialists as a referémmein developing strategic

alliances for development organizations.
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CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

This chapter presents a review of literature thaklevant to the subject of strategic
alliances and their management. Both theoreticdleanpirical literature that relates
to the concept of strategic alliances and the ehg#s of managing multiple strategic
alliances is particularly presented with a viewptovide the basis for identifying the

variables of study.

2.2 Strategic alliances: Theories and concepts

Firms often face strategic challenges, requirimgtsgic response which is sometimes
radical. Strategic alliances form one of the higlyofitable strategic options
available, yet which is equally risky if not wellamaged. The term strategic alliance
is sometimes used interchangeably with corporadditmm, strategic partnerships and
competitive alliances- all referring to cooperatareangements between two or more
organizations. There exists many definitions oétsigic alliances given by different
management scholars who agree that strategic @dsaare partnerships of two or
more business units that work together to achignagegically significant objectives
that are mutually beneficial (Pearce and Robing04.1; Kazmi, 2002; Druker, 1996;
Yoshino and Rangan, 2005).

Pearce and Robinson (2011), record that there sexasveral types of strategic
alliances based on two dimensions of the extemh@forganizational interaction and
conflict potential between alliances. Strategl@ates can either be precompetitive
or non competitive alliances. Precompetitive aliies are generally inter-industry,
while non competitive alliances are intra-industglationships. Alliances take a
number of forms ranging from simple licensing agmeats, ad hoc alliances,
consortia, value chain partnerships, contracts,itdiin or general partnerships,
strategic partnerships, joint ventures or even lesmal forms such as referred
networks Kazmi (2002).

11



In their paper on Viewpoints on Alliances, Bodxlen and Hamilton (1997)
emphasize on the fact that competition is no lorgmfined to a single nation’s
borders, thus making all firms vulnerable to thsgadsed by cooperative strategies.
Globalization, rapid technology shifts and rapicddor product innovation all put
pressure on organization’s management to act fastdr smarter yet with fewer
resources. They continue to argue that enhanciitngh& core capabilities is the key
challenge of the present time, as is agreed by Ké2002) where he emphasizes on
the need for organizations to focus on identifyargl developing their internal core

capabilities, while collaborating with others tograve their competitiveness.

Over the years, strategic alliances have evolveth fduo partnerships to multiple
partnerships. The true 2tentury corporations have seen their structuresrne an
elaborate network of internal and external relafops aimed at acquiring extra
capabilities at minimal cost. Businesses of todsg alliances to achieve advantages
of scale, scope and speed; to increase marketrpgapt to enhance competitiveness
in domestic and global markets, to enhance prodegtlopment, to develop new
business opportunities and products, to increaperex to diversify and to reduce

costs.

2.3 Driversof strategic alliances for mation

As observed by Johnson and Scholes (2001), in iadassenvironment characterized
by resource constraints and intense competitiorcdgtomers, firms are increasingly
employing cooperative strategies to achieve thedteyic objectives. There exists no
one single firm possessing all the preferred cdipeksi and this has further
complicated the collaborative efforts of firms, desy to formation of complex
relationship structures which either form multipléances or partnerships, networks,

portfolios or constellation.
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The main theoretical drivers of strategic allianees anchored in the resource based
view and in the risk based view. According to Peaand Robinson (2011), the
resource-based approach examines competitiveness ba the resources possessed
by the firm, rather than on the basis of its prasluEirm-specific resources lead to a
firm’s competitive advantage. These firm specifsaurces can either be tangible or
intangible and are categorized into financial, textbgical, physical and managerial
resources. Examples of the resources includeatapthnologies, skilled personnel,
machinery, brand names, human managerial experggeitation, among others.
Different firms will posses different core resowscthus creating a need to find access

to the lacking resources probably by seeking pestnps.

Apart from liberalization of the world economiedplgplization has spurred the
growth of strategic alliances (Gulati, 1998). Sigat alliances have broken regional,
national and international boundaries leading teatton of complex business
networks all over the world. Global partners calphecal firms by developing global

quality consciousness, creating adherence to iatiemal quality standards, profiting
from access to state of the art technology, ggieimtry into word-wide mass markets

and making funds available for expansion.

Other factors that have led to strategic alliandeslude the availability of
professional management expertise, internatioraltegion, global brand name and
brand equity. The pursuit to gain entry into theeinational markets too has
contributed greatly to formation of strategic ali@s. Growth of infrastructure sectors
like telecommunications has seen local and globahsf come together to form
strategic alliances which create synergistic bém&ihere both create advantages for
each other .

The risk based view of strategic alliances on ttieiohand gives more focus to the
sharing and controlling of risks. According to Tieson (1967), the control of
uncertainties and risks in one’s environment fotims essence of management. In
many cases, strategic alliances are formed to atéighe degree of risk faced by
individual firms especially in research and deveiept alliances, marketing and

production alliances.
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While cost and risks for a single firm could be ioedily high, alliances allow
multiple firms to share the total cost and risk ¢Cend Teng, 1997). The risk based
view however also alludes to the fact that alliapeetners also share risks that may
be as a result of one the partners’ actions, ecrgabne of the vulnerabilities of
alliance partners. In cases where a firm is in iplel{partnerships, managing the risks
from the different relationships is even more cosm@nd demanding.

Besides these broad reasons for strategic allian€éagmi (2002) describe the
following reasons for firms entering into multimérategic alliances; both locally and

internationally:-

Entering new markets: A firm that has a successfatiuct or service may wish to

look for new markets in the global markets. Dosaogby own capabilities may seem
difficult especially when a firm seeks to explooedign market that exists in a totally
different environment. Entering into strategic tparships with a local firm in the

targeted country is more profitable since the Idcad understands the market better
and could benefit from the countries legal infrasture due to local ownership. This
is one of the reasons why multinational corporatiget into strategic alliances with

firms in local target markets.

Reducing manufacturing costs: strategic alliancessaught to pool resources to gain
economies of scale or make better utilization o$oweces in order reduce
manufacturing costs. This is especially true afcpmpetitive alliances where long
term relationship is developed with suppliers angdos. Therefore a multinational
firm may acquire strategic alliances with firms ogigng in countries where factors of
production are more favourable for the alliancesaativities like raw material

outsourcing, component production, assembling etc.

Developing and diffusing technology: strategic adlies may be used to develop
technological capability by leveraging the techhiegpertise of two or more firms.

This may be difficult if firms operate independgntlSome countries enjoy the
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benefits of advanced technologies due to nationskstments in research and
development and thus attracting strategic partigssihom multinationals who wish
to advance their global business through technotogyho are in technology related

business.

To accelerate product introduction: New products sgrvices are imitated quickly by
competitors and thus the need for speedy introdoctd markets to pre-empt the
imitation. For instance, a global firm may introéugew products in foreign markets
quickly with the help of local firms in differentoantries. Overcoming legal and
trade barriers also can be reason for a firm teremto strategic alliances. Some
countries insist upon local participation beforenpigting foreign firms to enter their

markets and thus strategic alliances could be Usefienetrate such markets. E.g. for
a multinational shipping agent to enter the Taremamnarket, 51% of the firm must be

owned locally.

Strategic alliances, like any other strategy witlghhyields also have some
disadvantages, and more so when they are mul#tiiances are costly not in terms
of direct resources leaving the firm but rather twéhe returns which a firm can be
denied. Yoshino and Rangan (1995) concur that shddleances can create indirect
costs by blocking the possibility of cooperatingug denying the firm variety of
strategic options in the period when the organdrais contractually bound to the

alliance.

Alliances could also expose a firm’s unique cap@ds to its partners, who could
later become competitors and thus to some extergase a firm’s own competition.
A change in the competitive environment in the dfigould also affect alliance
outcomes. For instance, many alliances formed befar global recession that started
in 2008 could be rendered obsolete, expose firmseadly risks. However, the
overall risk and benefit analysis of strategic gsial reveals more benefits that risks,

thus making entering into alliances a strategic enoy firms.
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2.4 Managing multiple strategic alliances

An organization can form one or multiple alliancdspending on the organization’s
goals and capabilities. Organizations, whetherpfofit and non-profit see strategic
alliances as prime opportunities for growth, knalge, efficiency and profitability.
However, in cases of more than one alliance, aarorgtion faces the challenge of
ensuring that the alliances do not overshadowvits @entity and mission (Yoshino
and Rangan, 2005).

Like many of other attractive strategic options,naging alliances is often more
complex than anticipated, leading to the high failtate recorded by many scholars.
In his book, Drucker states “The greatest challengsoperate culture, and the way
business is being conducted, may be the accelgrgtowth of relationships based
not on ownership, but on partnership” (Drucker, @00ndeed studies have shown
that despite all the known benefits of strategl@mates, between 30% and 70% of
alliances fail. They neither meet the goals ofrtpa@rent companies nor deliver on the
operational or strategic benefits they purport tovige (Bamford, Gomes-Casseres,
& Robinson, 2004).

Multiple strategic alliances are a demanding s@paten terms of leadership and
human relations skills of the managers involvedhew unsuccessful they can have
devastating effects on the parties involved butwgccessful they can be intensely
rewarding and motivating (Kazmi, 2002; Pearce armbifson, 2011) agrees that

strategic alliances if not managed well can leah&jor risks to the firm.

Many of the challenges leading to the failure ovége from focusing on forming
alliances rather than sustaining them. In todayghly dynamic business world
managers are known to enter into alliances as ekdii to counter competition,
rather than to achieve a strategic objective. Ersigha given to the expected benefits
of the alliance, rather than the process of achgethe goals. As a result, emphasis is
given to the contractual elements while ignoringuaderestimating the day to day

operations and management of the alliance.
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In their study on strategic alliances and joint tuees, Dess, Peters and Walters
(1994) recommend four principles for effective mgeraent of alliances. These
include clear definition of alliance strategy arskigned responsibilities, blend of
cultures of partners, phase in the relationshipveeh partners and a clear exit

strategy.

It is important to clearly define the strategiesbi® adopted in the formation of an
alliance. A well written alliance agreement witleatly defined responsibilities of the
partners is important since it helps clarify rolsd avoid duplication and conflict.
Trust and commitment are a prerequisite for anypeaative strategy to work
sustainably. Giving adequate opportunity to pagrer know each other well also
helps build a firm foundation in strategic alliaeceA partnership succeeds not
because of the implementation of the alliance agesm¢ but because of the
understanding between the people involved and thasneed to synchronize the
partners’ cultures as much as possililés also prudent to provide an exit clause in

the unfortunate case of alliance failure or unaddealliance objectives.

2.5 Challengesin managing alliances

In his paper “Strategic alliances” Richard J. Clesky (2006) evaluates six of the
most frequent problem areas which lead to allidni@esire. Rai and Borah (1996)
also discuss the factors that contribute to chgdenin managing alliances- whether
single alliances of alliances with many organizasioLack of clarity in alliance
strategy, goals and objectives is great challengdrategic alliances, and often leads
to failure. Often, firms enter into alliances touater industry competition or to
correct internal weakness. This opportunistic apginoto formation of alliances can
lead to lack of grasp of the basic partnershiptesgra Mutual agreement on the
purpose of the agreement is important in providisgtutionalized direction, whether

for single or multiple alliances.

Cultural backgrounds of both individuals and orgations in a strategic alliance too
can be a source of challenges, especially in catenultiple allowances. Many

authors concede to the fact that different firmgehdifferent organizational cultures,
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especially in cases where they operate in diffeneditistries or different countries.
These cultures are built over time and eventuadlyigstitutionalized; making them a
key influence to how partner organizations operd@eltural problems include
language, people relationships, attitudes towardsnless etc. Culture increases the
complexity of managing alliances, thus the imparearof blending the cultures
(Kazmi, 2002).

Lack of explicit support from top management inguarorganizations has also been
observed as challenge in the implementation ofegjra alliances. For alliances to be
truly strategic they must be formulated, implemdnt@anaged and monitored with
the full commitment of senior management to enshiat they receive the necessary
resources and also show the organization’s commitrtiethe alliance. In multiple
alliances, firms face the challenge of balancinglty to different alliances, while at

the same time pursuing the firm’s own goals.

The choice of partners has a significant impacttien performance of an alliance
since it determines the mix of capabilities avd#alo the alliance (Thomson,
Strickland and Gamble, 2007). The selection canabeomplex process with
organizations faced with the challenge of deterngnif the resources of a likely
partner have the capacity required for the allian€rganizations are thus tasked to
determine the values, commitment and capabilititgatential partners, which if

misdiagnosed can lead to wrong choice of partners.

People management is another source of challengdbances management. Staffing
and selection of key personnel for alliances, perémce appraisal, maintaining
continuity of the key personnel, and rewarding aathpensation systems have been
identified as important human resource issues foategic alliances. Multiple
strategic alliances involve multiple teams of pessérom different partners and thus
further complicating the management of team expecis, performance, direction
and motivation. Alliances performance depends @ntthman resource allocated to
them and thus the importance of ensuring that kemaé has the right, and adequate

team to deliver the set objectives.
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Performance risks are part of the uncertaintie®day’s business environment. An
alliance may fail, even with partner’s full comm@nt. According to Das and Teng
(1999), the source of performance risks includeirenmental factors such as
government policy changes, war and economic remessnarket factors such as
fierce competition and demand fluctuations, ancerimdl factors such as lack of
competencies in critical areas, or sheer bad |Atlkance partners thus have to be
alert to changes in their business environmentcatidctively make timely decisions

on relevant adjustments to their partnership agesg¢m

Lack of clarity of goals and objectives is a commamallenge in implementing
multiple strategic alliances. Over the years, atles have been understood to be
quick solutions to organization’s limitations whittave shifted the focus of their
formation from collective goals to individual gairifKazmi, 2002). Indeed where
partner organizations do not share a common uratelisig on objectives, alliances
may become a source of competition rather tharalootition. Successful alliances
often fix the responsibilities and authority ofiatice managers and adopt a periodic
structured review process. They also plan to batldng working and reporting
relationships- both external and internal, andefioktyalty to the alliance, not to the

parents.

Besides the discussed sources of management aeslepoor project management,
too many projects, inadequate resources, conffjctirganizational goals, focus on
personal gains, inability of partners to work welgether, changing conditions that
render the purpose of the alliance obsolete, emeggeof more attractive

technological paths and market rivalry between onemore allies can create a
challenging environment for managing alliances, eveh lead to failure (Thompson,
Strickland and Gamble, 2007). All these factors caerwhelm an organization

which after all still retains its individual goasid objectives.
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2.6 Causes of success of strategic alliances

Successful strategic alliances go well beyond semigigal contracts. They are
characterized by social ties such as a trustirgtiogiship between alliance partners,
friendships, and even making sacrificial changestifie sake of the relationship.
While an alliance plan may be analytically sours,chances of success depend on
many indeterminate elements such as competitivetiogato alliance, corporate
culture, organizational structure, resource baseradl fit within the corporate long-
term strategy and the willingness of partners tdiade high calibre people and
resources (Booz, Allen and Hamilton, 1997). Themfgreparation of a realistic
feasibility study would help determine firms’ contipdity for alliances. Many times
firms are however opportunistic, leading to quickfttng of partnership agreements

with many loopholes.

Risk management and mitigation also determinesstiveess of alliances. Managers
should understand key risks that an alliance caaterand how to deal with them.
Predicting the effects of alliances on competitegn and tailoring management
systems and processes unique to the alliance exgeirts helps in ensuring alliance
sustainability. Linking the alliance budget to available resourtas is critical in
achieving alliance goals and success. Establiskirajegic priorities derived from
clear alliance objectives and translating them bdgets operational plans, matched

with capable personnel would stir alliances to sgsc

Partner selection is perhaps the most importaqt isteereating successful alliances
(Kazmi, 2002). It calls for an intensive processalhf done correctly can lead to a
high quality and long lasting relationship. Firmsisould have knowledge on their
potential partners’ management culture and stratelgjectives before committing in
partnership agreements. Poor partnership choi@n aftiven by the need for quick

results is one of the leading causes of allianiterés.

Continual assessment of preface against short@glterm goals and objectives is
vital for success, coupled by clarity of roles ifiamces. A manager at Hewlett-
Packard, Bryon Look states that: “after each atéams formed, we hold a post

mortem with all the involved parties. We look ate tloriginal objectives, the
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implementation, what went right, and what went vg.ofhe results of these reviews
are summarized in briefing reports which are distted to management and keyed
into a strategic alliance tracking database.” $E& Stern, 1996). A global NGO,
World- Wide Fund for Nature (WWF) has created atrpasships and alliances

management system with a detailed partnership peaioce evaluation procedure.

According to Gulati (1998), the success of alliamcerhether single or multiple

depends on several key factors; formation of tHeraes, governance of the
alliances, evolution of the alliance and networksl @erformance of the alliances.
Different firms therefore will experience differenhallenges in managing alliances
since each of the alliance partners in unique linctire and strategic intents. The
more alliances and partnerships an organizatioer én¢refore, no doubt stretches the
organization management capacity, and increasesh kbt organization’s

opportunities and risks.
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CHAPTER THREE: RESEARCH METHODOL OGY

3.1: Introduction

This research methodology chapter presents a gésoriof how the study was
approached. It presents the plan of the resedrahjg, the research design, how data
was collected and from whom, and the data analgsiBnique that was used to

analyze the data in order to generate the findrigise study.

3.2 Research design

The problem posed by this study is best studiedguai case study method. A case
study involves a careful and complete examinatioa ocial unit, institution, family,
cultural group or an entire community and embratsgsth rather than the breadth of a
study (Cooper & Schindler, 2003). This researchgeaims at determining the what,
when, and how of a phenomena; which was the corafaims study.

This type of study research was preferred becatisdescribes in depth the

characteristics of behaviour or condition and is thost appropriate for studying a
subject in detail to bring up the unigue issueshsag set in the objectives of this
study. The study hoped to produce evidence thalsléa understanding of the case
and answering the research questions.

3.2: Data collection

The type of data collected was majorly qualitati@ta. The data involved both
primary and secondary data, with more emphasisngiverimary data. Primary data
was collected through interviews using open endedstipns covering issues of

management and challenges of multiple strategenaks.
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The Practical Action East Africa management teaat was interviewed included the
water and sanitation team leader, the area codaigjaand the WASH project
managers in Kisumu and Nairoblhe secondary data was collected through
documentation review from previous research fingjrrgports and strategic plans of
Practical Action East Africa that were done in k&t 5 years, as well as papers by the

organization.

The interview guide was developed with careful cd@stion of current development
approaches by NGOs and Practical Action’s choiceatfaborative strategies. The

guide was designed in a way to deduct answersinetsearch question.

3.3 Data analysis

Data analysis is a practice in which raw data @emrd and organized so that useful
information can be extracted from it. It was expdcthat most of the data was
gualitative and was collected from a single orgatian, and thus was analyzed using
content analysis technique. According to Mugendd Btugenda (1999), content

analysis is the systematic qualitative descriptignthe systematic qualitative

description of the composition of objects or matisrof the study.

Content analysis allows the researcher to undefstde underlying content.
Descriptive statistics were also used to analyze data by percentages and
proportions and the results presented using tadmelspie charts. A summary and

recommendations based on the findings was drawmpiasgnted as part of this study.
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CHAPTER FOUR: DATA ANALYSISAND FINDINGS

4.1 Introduction

This chapter outlines the study’s data analysishenchallenges of implementing the
multiple strategic alliances between Practical éwtEast Africa and NGO’s namely:
KUAP, Umande Trust, Shelter forum and AMREF in th&ter and sanitation sector
in Kenya. To achieve this objective, line managens in this case are referred to as
programme and project managers or project offieegse targeted to provide data.
Out of the 8 targeted managers who are involvedanaging the WASH programme
alliances at Practical Action EA, 6 were availafde interviews which provided an
adequate respondent for this study. The dataatetlewas analyzed using content
analysis and findings presented using approprigtphg and tables, besides thorough

qualitative analysis.

In carrying out the study, respondents were toaedpo general Practical Action EA
WASH programme demographic characteristics, befmieling discussions on the
challenges experienced in managing multiple stratediiances. Besides this, the
respondents were also given a list of factors winflnence the success or failure of
alliances and gave their response indicating ttienéxo which they perceived the

factors to influence the WASH programme.

4.2 Strategic alliances demographics

Content analysis was undertaken systematically}caoralance with the respondents’
responses during the interview sessions which warged out with the 6 available
managers including the programme team leader, @ aranagers and 3 project
managers both from the Kisumu and Nairobi WASH team
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Figure 4.1: Number of yearsworked in the WASH programme

Figure 4.1 illustrates the number of years theordpnts’ had worked in the WASH
programme. According to the figure, majority of tfespondents (50%) had worked
in the programme for 7 years, 25% had been invoindtie programme for 15 years
and another 25% had been involved in the prograrfond0 years. This finding

indicates that the partners involved in the progrenthad been implementing multiple
strategic alliances within the WASH programme for adequately long period of

time; hence they were in a good position to reparthe challenges faced.
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Figure 4.2: Period of time the WASH programme operated multiple alliances

Figure 4.2 illustrates the period of time the WA®kbgramme operated multiple
partnerships. According to the figure, majority tbE respondents (67%) indicated
that the programme had operated multiple alliarfoesat least 1 year while 33%
indicated that multiple alliances had been operdteda period of 7 years. These
differences originated from the fact that the gapgical areas had operated multiple
strategic alliances for different periods of tin¥éhis finding indicates that WASH
programme had been implementing multiple stratpgitnerships for a period of at

least 1 year.
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Figure 4.3: Partnershipg/alliances managed under the WASH programme over the
last 5 years

Figure 4.3 above illustrates the number of partripssPractical Action EA had under
the WASH programme over the last 5 years. Accorttinpe study findings, majority

of the respondents (50%) indicated that the prograrhad fifteen (15) partnerships
over the last five years in different areas in toentry, 25% had over twenty (20)
partnerships under the programme and another 2586 sexen (7) under the

programme over the last five years. This findindicates that the organization was
involved in the implementation of multiple strategilliances and had a significant
number of partnerships/alliances under the WASHjaimme.
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Table4.1: Reasonsfor entering into strategic alliances under the WASH

programme

Reasonsfor entering into strategic alliances, and mor e so multiple strategic

alliances within the same programme

() In order to scale up the tested successfuhretgions and also disseminate ggod

lessons learnt

(ii) Leveraging on skills and experiences of otpartners to address common gogl

(iii) Leveraging scarce resources in developmenkwo

(iv) Scale up of impacts through synergy outputs

(v) In compliance of current trends of donors todiwconsortium rather than singlg

174

organizations

(vi) For enhanced interventions, avoid duplicataoml to disseminate successful

lessons

(vii) To encourage synergy

(viii)To reach broader geographical areas

(ix) To access specializations that we don't have

Table 4.1 illustrates the major reasons that wepmonted by the respondents for
entering into strategic alliances, and more so iplaltstrategic alliances within the
WASH programme. The table indicates that resouradilmation and leverage,
especially human resource skills and organizatiooaipetences were a major reason
for getting into strategic alliances. This findingdicates that the organizations
involved in the implementation of multiple strategilliances had various specialized
skills and competencies; and operated experiemcdgferent areas, hence there was
need to form alliances in order to leverage thdsktias of the partners under the

WASH programme.

This finding reinforces Johnson and Scholes (2@XBervation that there exists no
one single firm possessing all the preferred cdpasi and this has further
complicated the collaborative efforts of firms, desy to formation of complex

relationship structures which either form multipléances or partnerships, networks,
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portfolios or constellation. Firms engaging inastgic alliances however remain
legally independent, and thus continue to purswdsgoutside the alliance and at the
same time are able to gain competitive advantageugin access to partner’s

resources, which is a major contributing factochallenges.

Table 4.2: Option for entering into strategic alliances under the WASH
programme

Option for entering into strategic alliancesin implementing the programme

(i) Scaling up the works

(ii) Disseminate information

(iif) Learn new approaches

(iv) Learn more on partnership

(v) By selecting them, capacity building and furglithey help in scaling up our
work with potential of reaching higher numbers ehbficiaries

(vi) The strategic partnerships also help in reagluut to larger geographical sprefad

(vii) Leveraging resources (skills/experiences ding etc) to do more work

(viii) Broaden knowledge on partnerships and apghnea

(ix) Effective implementation and sustainabilitytbé Project

Table 4.2 illustrates the respondents’ option fotegng into strategic alliances in
implementing the Practical Action EA WASH programnide table indicates that
the respondents would opt for strategic alliancedHe following reasons: scaling up
the works; dissemination of information; learningwn approaches and more on
partnership; scaling up capacity building and fagdhence potential of reaching
higher numbers of beneficiaries; helping in reaghut to larger geographical
spread; leveraging resources (skills/experienags]ifig, equipment etc) to do more
work; broadening knowledge on partnerships and agmbres; and for effective
implementation and sustainability of the project.
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The finding is in line with the main theoreticaivdirs of strategic alliances anchored
in the resource based view and in the risk basew s pointed out by Pearce and
Robinson (2011). They further indicated that firpesific resources can either be
tangible or intangible and are categorized intariitial, technological, physical and
managerial resources. Examples of the resourceslim capital, technologies, skilled
personnel, machinery, brand names, human managapeltise, reputation, among
others. Different firms will posses different camsources, thus creating a need to

find access to the lacking resources probably bkiag partnerships.

4.3 Challengesin implementing multiple alliances strategy

The objective of the study was to determine thdlehges of implementing multiple
strategic alliances between Practical Action E W&SH programme and NGOs
within the health sector, and establish how Prattiction E A copes with the
challenges of multiple strategic alliances withime tWASH programme. During
literature review, several issues originating frthra operational level of management
were identified to be key challenges of multipleagggic alliances. The main factors
identified include lack of trust, resource allooati clarity of alliance goals and
objectives, operational differences among partneepple management, partner
choice, alliance performance, power/control straggtcommunication, organizational
and cultural differences between partners, and ¢dtkp management support to the

alliance.

The key features in managing alliances include @@te, financial, project,
communication, staff and results management. Dutiegdata analysis, a clear trend
emerged based on the respondent’s level of manageRespondents who were at
the top management level reported organizationl lelvallenges like organizational
and cultural differences between partners, lackra$t and alliance performance,
while the midlevel management (projects manageesgwnore concerned about the
operational challenges of multiple strategic ablies with specific issues being
operational differences among partners, resoutoeadion, lack of clarity on alliance

objectives and people management.
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The tables below represent feedback obtained fespandents at different levels of
management when asked to list the different chgéienin order of the most
experienced challenge. The rating is on a scalé t@f 5, with 1 being the highest

rated challenge.

Table 4.3: Top level management rating for challenges of implementing multiple

strategic alliances

Alliance challenge Rating

Organizational and cultural differencegs

between partners

Partner choice 2
Alliance performance 3
Clarity of alliance goals and objectives 4
Lack of trust 5

From the response in table 4.3 above, top levelagens rated organizational and
cultural differences between partners and alliapegformance as the top challenges
in implementing multiple strategic alliances. Rasgents explained that many times
partners did not demonstrate the competenciesgitagised to deliver during

selection, and this greatly affected the allianedgrmance.

Top managers also felt that as they learnt thenpestmore during implementation,
core organizational differences emerged, makinmtfeel like they chose the wrong
partners. These coupled with the poor performamceimentally led to mistrust
among the alliance partners and thus affectingtifence implementation. This
feedback supported the argument that the oppotitinigture of alliances often
makes organizations enter into quick agreementa®eivaluating the implication

and the true capacity of their partners.
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Table 4.4: Mid level management rating for challenges of implementing multiple
strategic alliances

Alliance challenge Rating
Operational differences among partners 1
Clarity of alliance goals and objectives 2
People management 3
Resource allocation 4
Lack of trust 5

Table 4.4 above represents feedback from mid Imatagement who felt that the
two main challenges in implementing multiple stgatealliances are operational
differences between partners and lack of clarifaliance goals and objectives. They
explained that often they are not involved in tHeuace negotiating team which was
mainly composed of top level management, and tmd @ implementing the

alliances as per the instructions received fronir theyanizations, and not from an

information point of the alliance expectations.

The mid level management also experience challergjepeople management
especially because of the multiple teams they lmadhanage under the different
alliances. This challenge was further increasedhieyfact that the staffs working in
the alliances was still answerable to their respedirms, and often were more loyal
to their employers than to the alliance requiremeihis further strained the people
relationships in the alliances, leading to incrda®séstrust.
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Figure 4.4: Collaborative factors posing challenges in implementing multiple

alliances strategy

Figure 4.4 illustrates the challenges in implenmantimultiple alliances strategy as
experienced by different managers in the Prac#aion E A WASH programme.
According to the figure, majority of the responde(®21%) ranked clarity of alliance
goals and objectives; operational differences amagtners (21%); resource
allocation (16%); lack of trust (16%); organiza@band cultural differences between
partners (11%); people management (5%); alliancefomeance (5%); and
power/control struggles (5%) among the top fivelleinges in implementing multiple

alliances strategy under each of various partnerfsiotors in the WASH programme.

This finding indicates that the organizations imea in the implementation of
multiple strategic alliances were mostly facing lEvagyes in regard to the clarity of
alliance goals and objectives as well as operatidifferences among partners. These
two challenges not only relate to people intergieta of issues, but also to

organizational cultures and practices. The findiag thus be inferred to echo Kazmi
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(2002) who indicated that firms should have knowkan their potential partners’
management culture and strategic objectives befamamitting in partnership

agreements. The fact that many strategic alliaeesopportunistic in nature also
often leads to quick choices and decision on tmpeships and thus contributing the

alliance failures.

Organization’s freedom to pursue own interests iteesineir role in a strategic
alliance also contributes to lack of cohesion inrtrExs’ operations since
organizations are free to commit the same resouesirsue other goals. Besides
this, the constantly changing business environnpm#es challenges to alliances
partners and often demands change of the origiaakpwhich can too jeopardize the

alliance goals.

Table 4.5: Challenges experienced in implementing the multiple strategic
alliances and coping strategy under the WASH programme

Challenge Coping Strategy

Mistrust - Sharing of information
- Communication, openness and sharing

-Declaration of capacity before alliance contracts

Power struggles - Branding-ensuring incorporatibalicengaged
organization logos in reports and joint letter head

-Contracts with clear roles for each partner

Alliance performance - Holding shared understanding of project reporting
schedules and outputs, with regular monitoringhefrt
work

-Inbuilt programe monitoring systems

Limited/lack of skills | - Training of lead staff involved in the project

and resources implementation

Communication - openness and sharing

Clarity of alliance - Memorandum of Understanding during partnership
roles and goals engagement should spell out how visibility and drskare

be shared among the partners to avoid mistrust
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Table 4.5 illustrates the respondents’ feedbacktien challenges experienced in
implementing the multiple strategic alliances ahd toping strategies employed by
the WASH programme. The table indicates lists tiing challenges: mistrust;
branding; compliance to quality reporting deadlirfesds expenditures and financial
reporting challenges; capacity to properly execkiy project deliverables; and

visibility and credit sharing on the project work.

Besides the above response, the respondents disatad various coping strategies
that were in place to overcome the said challengés. highlight of the coping
strategies is that in most cases the programmehsdagclarify most matters at the
contract document during alliances formation, arastrof the challenges were not
technical in nature but about people’s interpretanf the alliances. In addition, the
respondents also gave comments on the challengepiementing multiple alliances

strategy under several factors as follows:

4.3.1 Partner choice

Many alliances failures have been associated witmw partner choices. Poor partner
selection together with poor resource capacity yaiglcan lead to misdiagnosis of
partner capabilities, eventually causing failureaihieve the anticipated strategic
capacity (Kazmi, 2002). Firms often focus on scimegrthe financial wellness of

organizations, thus overlooking the other requaapabilities.

Respondents felt that in cases where partnersedeetsd within a short period of
time, the capacity of the partners was often ovedraeading to wrong assumptions
on the partners capabilities. This negatively dffddhe roles assigned to the specific
partner, and the overall alliance performance sesavhere the partners are unable to
deliver their respective responsibilities as expectndeed the risk of making wrong

partner choices was highly rated as a challengeievel management.

To avoid wrong partner choice, the managers coreidéhat organizations should
give adequate time to partner selection, and halkeraugh selection criterion to help

identify partner’'s real capabilities. Responderdknawledged that it is difficult to
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accurately gauge a partner’s capacity before tipdeimentation begins and often gaps
emerged after contracts were already signed andemgmtation began. Coping
strategies are also encouraged mainly through édehification of partner capacity

needs and planning to develop any wanting capacitie

4.3.2 Clarity of partnership goals and objectives

It is important to clearly define the strategiesb® adopted in the formation of an
alliance to promote consistency in executing thiarate plan. A well written alliance
agreement with clearly defined responsibilitiesttod partners is important since it

helps clarify roles and avoids duplication and Gonf

From the respondents’ experience, sometimes thectgs of the alliance were in
competition or in conflict with the partner’s indiwal strategies, making it difficult
for staff to adjust to the alliance requirements,even adapt to the new required
practice. In cases where the alliance contracMoiJs were not detailed with
specifics requirements of the alliance, conflictierm emerge as partners interpreted

their roles differently.

The respondents agreed that there was need foneparto have a common
understanding on the alliance objectives, and tra@és. This should happen at the
beginning of the alliance and should involve bath &nd mid level managers. This
echoed Yoshino and Rangan (1992) sentiments thatdre three partner attributes
that contribute greatly to the success of allian@egse include partner compatibility,
partner commitment and partner complimentarily. @liance balanced with these
traits is most likely to be much easier to impletmemd thus higher possibilities of

SuUcCCesSs.
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4.3.3 Top management support to the partnership

Lack of explicit support from top management in guarorganizations has been
observed as a potential source of challenges inirtiidementation of strategic
alliances. It often leads to internal competitiamstead of cooperation; control

tensions, power imbalances, and increased lagkisif (Gulati, 1998).

From the respondents experience, if top manageimsentdt kept informed on the

alliance implementation progress and challengesetis risk of top management to
grow out of touch with the process and thus maytuare not support decisions taken
or even approve any required changes. The factapamnanagement is not involved
in the daily operations of the project could alsormpote their lack of support to the
alliance.

A coping strategy for this is to ensure that thare regular updates on the alliance
progress, and possibly have an alliance oversigimntittee that periodically reviews

alliance achievements and progress. Top level neamegt’s role therefore is not just
to sign alliance contracts but also to offer stymtdeadership to the alliance, and
ensure sufficient support is given throughout thelementation, with clear direction

on exits or revision of objectives. Additionallygeréor management support not only
ensures that necessary resources are allocatdtatces but also demonstrates to

others in the organization of the importance ofdti@nce.

4.3.4 Partner ship performance

Alliances are formed with expectations to delivenéfits to the partners. According
to Das and Teng (1999), there exist many factaas ¢hn lead to poor performance.
Apart from the environmental conditions which malem alliance results like
government policy changes, war and economic remessid market factors such as
fierce competition and demand fluctuations, interfactors such as lack of
competencies in critical areas, or sheer negligecar lead to poor alliance
performance. Performance risk also includes thesipiisy of an alliance failure,
even after partner organizations have fully coneditthemselves and delivered their

roles as per plan.
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Partnership performance was reported by managerbetoone of the greatest
challenges of implementing multiple strategic aldias. Indeed all the 6 respondents-
both in top and mid level management rated it tafneng the top 3 challenges faced.
Failure of one partner to perform often jeopardites alliance, and leads to further
complications of the alliance relationship. In tbase of the WASH programme,
performance challenges were experienced in delaysmplementation of roles,

meeting reporting timelines and in availing relevaasources as per partners’

commitments.

To cope with the challenges arising from perfornearisks, the WASH programme
managers have ensured that alliance contracts lthéitg are flexible enough to
allow disciplinary action on non performing parther even termination if justified.
It is however difficult to change donor projectstpars before end of the planned
project period. In cases where poor performancea igesult of the external
environmental changes, the project team developsppate strategy to counter the
challenges, affirming the requirement of strateggel managers to value the alliance

enough to make critical and timely decisions wheguired.

4.3.5 Organizational cultural differences between partners

Alliances are believed to works not because of ithplementation of the signed
agreements but because of the understanding betthegmeople involved and thus
the need to synchronize the partners’ cultures ashnas possible (Thomson and
Strickland, 2007). This is often difficult becauselture is nurtured over time; and

most partners still pursue their individual orgatianal goals.

In respect to cultural differences, respondentsildet that many times alliances
activities faced resistance from partner staff where hesitant to change their
practices to adjust to the alliance requiremerseeially because alliances were seen
as temporary goals. Indeed cultural practices whiah already institutionalized in
different partners were difficult to change, begrin mind that the alliances under

WASH programme were time bound.
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Organizational cultures that posed challenge t@rale implementation included
issues around human resource policies, per diess,ratimber of annual leave dates,
personnel welfare amongst other concerns, whiche wmt technical or strategy
related, yet they greatly affected the people dspet the alliances. In cases of
differences in fiscal years like in the case o Hiliance with the Shelter Forum,
confusion often arose with staff experiencing aradles in scheduling their work to

fit into the alliance work, and also under theirthey partner’s framework.

To mitigate this challenge, synchronizing organaal cultures whether language,
events schedules, human resource terms and otttersfas important in reducing

conflict during implementation of alliances. Clgritn culture issues concerning the
alliance should be determined at the alliance ftionastage, to prepare the partners

to make necessary adjustments.

4.3.6 Communication

Communication is a factor that affects firms eitpesitively or negatively; despite
their form. Multiple strategic alliances therefoeguire extra attention to the channels
of communication, levels of communication and comioation responsibility. This
study’s findings show that many times communicatmmong alliance partners was
not structured, and thus a lot of communicationakdewn was experienced.
Communication channels sometimes were also unclesading to lack of
responsibility allocation, thus promoting misinterfation and confusion. This
challenge was found to increase in cases of aisrtbat involved big teams of

implementers.

To cope with the challenge, the WASH programme Idsarly defined
communication channels with clear responsibilityldecss defined. Sharing of
information in an open and timely manner also heéliperease confidence among the
implementing teams, thus reducing communicationl@hges. Communication about
budgets was found to be the most controversiateswithholding any information

often led to increased mistrust and conflict.
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4.3.7 Power/control struggles

Although organizations genuinely commit to purswenmon goals in an alliance,
they are often driven by self-interest rather tlilae alliance objectives ( Rai and
Borah, 1996). This opportunistic nature of alliasoéten derails firms from their role
in alliances thus leading to power struggles duringplementation of multiple

alliances.

This study found that in many cases competitionrssbon after the start of alliance
implementation. The most common power struggleeamisen one partner felt that
contributed more resources that the rest and thasld be the leader. The WASH
programme team leader reported that in the pasthhd cases where partners felt
that Practical Action implementing team wanted tntool the alliances since
Practical Action had contributed more financialowges and physical assets to the
alliance. Another common source of competition wesnifested by a desire by
partners to be the most visible in the allianceky@nd to take most credit for the

alliance achievements.

As emphasized by Chernesky (2006), clarity of ra@kethe formation of alliances is
the ultimate strategy to avoid instances of corgmlggles in alliances. Organizations
must ensure that all partners are treated equaltingl the implementation of the
alliance, and that all roles assigned to differpattners are equally important in

achieving the alliance objectives.

4.3.8 Lack of trust

As alliances enter the implementation phase anthg@ar begin to interact with each
other more, differences and doubt begin to occtenofeading to reduced trust. The
findings of this study report that lack of trustgartners is among the top three causes
of problems in implementing multiple alliances. partners begin to know each other
better, the perfect partner image created at ttragtion of the alliance is replaced by
the true picture of partners. In cases where parmwerrated their resources and
capabilities, exposure of inadequacies often leéadiubt which built mistrust. Lack
of openness, accountability, untruthfulness andsfrarency also contributed highly

to reduced trust among partners.
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Lack of trust was also reported by both top anddheidevel management staff to be
amongst the 5 leading challenges of implementindtiphel strategic alliances. To
counter this challenge, the WASH management teapiosis strategies that promote
increase in confidence among the partners. Theskid@ the sharing of all
information and official documents regarding to tlafliance which includes
proposals, contracts, budgets, and work plans; emslring prompt sharing of
information. Solving all arising problems in aniatice as promptly as possible also
ensured that trust was maintained. As observedebgral scholars, building trust in
collaborations is one of the most difficult proaessyet without trust alliances often

collapsed.

4.3.9 People management

Like in many other collaborations, managers oftecué more on the technical and
operational issues of alliances, thus overlookirgrhore soft but important aspect of
people. People issues including selection of keygsgwel, performance appraisal,
maintaining continuity of key personnel, and reviagdand compensation systems
often becomes a challenge to alliance implememtatibhe ability of alliance
managers to ensure cooperation amongst team memmsin times of competing

priorities and different opinions is vital in ensuy alliance success.

From the respondents’ experience in managing nialtipams in the multiple
alliances, the greatest challenge in people managerriginated from the big
number of teams under the WASH alliances, anddbethat each team member had
their organization’s interests to defend, besidegkisg their own personal
recognition. The team leader and line managerstegthat a lot of patience and tact
was required in managing the diverse people respurat also a high level of
discipline and firmness. Misunderstandings and leiafwere common in alliance
teams, thus requiring managers to have confliatisglskills; and tact to ensure the
partner relationships are preserved. Besides tlokm#ty of teams’ roles was cited as
important in managing team competition and conflatd thus should be clearly

defined at the alliance formation.
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4.3.10 Resour ces allocation

Alliances resources can either be tangible or mitde and are categorized into
financial, technological, physical and managemaburces. At the planning level of a
project, allocation is done based on approximatiand thus high possibilities of

differences at implementation, as described by K42602).

The study findings reported that most resourcecation related challenges originated
from partners overrating their resource capabdlitieiring the alliance formation;
leading to inadequacies in the required capacitsinguthe implementation the
alliance. Another challenge originating from resmuallocation was the competing
interests with partners prioritizing their own iwvidiual interest at the expense of the
alliance. This was common especially where parstaff were only allocating a
percentage of their time to the alliance. Most tilme alliance time would suffer, with
staff focusing more on their employer’s intereststf Unforeseen changes in the
external environment also increased the challefigesource allocation; especially in
cases where inflation rates increased, unforesests emerged, or key staff left the

alliance.

To cope with resource-based challenges, the WASgramme ensures that resource
allocation in the alliance contract is clearly defi with details on the amount of
resource required for the alliance, their souroe, the resource responsibility. Joint
development of budgets and resource allocationlljyagners was also helpful since
it promoted participation, and increased trust. Tneject contract especially the
resource allocation clause should be flexible ehdogallow for relevant adjustments

if changes arise during the alliance implementation

4.3.11 Operational differencesamong partners

Alliances are entered into by independent partneh® retain their individual
structures and freedom to pursue individual goaksnter into other collaborations as
they desire as is described by Pearce, (2011). ®ftien compromises alliance
contracts and delivery methodology.
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According to the study findings, operational difeces may be reflected in
implementation approaches- e.g. participatory \ersiop down approach,
humanitarian approach versus the livelihoods amroamongst others. Partners who
feel more superior in alliances could sometimes twan force their preferred
approach, which may not necessity, be applicablihecalliance. Staffs seconded to
alliances from partner organizations often do a&ettime to understand the alliance
goals and expectations, but end up applying thividual firm’s systems which

may conflict the alliance expectations.

To cope with this challenge, the WASH programmepélatrategies that promote the
independence of the alliance, and often prefersatee staff specially dedicated to
specific alliances since most of the alliancesiamg@iemented for more than 5 years.
As in many other coping strategies, clarify of @temal procedures and clear
documentation of roles and expected results hefpserisure reduced cases of

operational differences.

In conclusion of the findings therefore, challenggsmultiple strategic alliances
originate from the operational level of implemeqgtistrategy. Mistrust was rated
highly as especially in cases where resource dlmcavas not openly done at the
alliance formation. Poor communication, people nganaent challenges, differences
in operational strategies and control struggleseweported to elongate the mistrust
problem, making it more difficult to implement miple strategic alliances. This
therefore echoes the claims of Ernst & Stern (1988) the challenge of managing
alliances- whether single or multiple lays nothe technical aspects of alliances, but

in the operational and people aspects of the cmlélon.

The opportunistic nature of strategic alliancesl@scribed by Gulati (1998) is a lead
contributor to the challenges of implementing alkies. Often organizations do not
give attention to the alliance goals but pursuér tinéividual objectives, even within
the alliance. This characteristic of alliance parsnis a lead cause of the challenges
described in the findings including lack of clarityobjectives which is often a result
of misinterpretation of objectives or unclear goaitl roles; power struggles due to
lack of proper foundational; and pursuing individuiaterests coupled with
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differences in organizational cultures and operationcreased the challenges of

implementing multiple strategic alliances.

Although all the alliances had contracts goverrhmgr implementation, performance
challenges were common since alliances were oftemed as a means to access more
resources, rather than a strategy to deliver trexip goals. This justifies the
emphasis on clarity of alliance strategy, roledtucal and operational compatibility,
partners’ relationships and clear exit strategyhaglighted by Dess, Peters and
Walters (1994). To reduce alliances challengeetbee management must make the
commitment to promote the alliance strategy ingthalization, and to maintain

focus on the agreed upon strategies and plans.
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CHAPTER FIVE: CONCLUSIONSAND RECOMMENDATIONS

5.1 Introduction

This study set out to determine the challengesngflémenting multiple strategic
alliances between Practical Action East Africa &@Os in the water and sanitation
sector in Kenya; and also to find out how the oizmtion coped with the challenges
experienced. Based on the objectives and the irdbom gathered from available
literature, an interview guide was formulated tollesti data from the WASH

programme management team. In this chapter, theinfis of the study are
summarized and conclusions drawn. The chapteria¢téades sections on limitations
to the study, study implication on policy and piaet and suggestions for further
research.

5.2 Summary and findings

This study focused on the study of the challendamplementing multiple strategic

alliances within the Practical Action E A WASH pragime context. The study
findings of this study indicate that the main cbafies experienced in implementing
the multiple strategic alliances reported by thepomdents under the WASH
programme at Practical Action E A did not originétem strategy formulation but

rather from strategy operationalization. The stfidgings further demonstrate that
the challenges experienced were more related tosdlfteaspects of the alliances,

rather than to the alliances’ methodology.

From the research findings, the main challengesnpfementing multiple strategic
alliances between Practical Action East Africa’s BH\ programme and NGOs
within the health sector related were mainly founud to be technical in nature, but
rather originating from the people factors of thieaaces. They included differences
in partner organizations’ goals and objectivesk lat clarity of alliance objectives
and goals, mistrust among partners, limited ressyrdack of openness among

partners and partners’ non-performance especititly they have contracts.
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With regard toestablishing how Practical Action East Africa waspiog with the
challenges of multiple strategic alliances withire tWASH programme it can be
concluded that various coping strategies adoptethéyorganization were sufficient
in overcoming the main strategic alliance impleragoh challenges. These coping
strategies mainly included: strong contractual egrents which are discussed prior to
alliance entry, strong component of partner sedectsharing of information, and
communication and openness among partners. Thetifat most of the alliance
managers had worked for the WASH programme for &gears also provided a
good understanding of the organization, thus afferstability to the alliance

implementation.

Furthermore in the coping strategies, details sashensuring incorporation of all
engaged organization logos in reports and jointedeteads; holding shared
understanding of project reporting schedules artguts, with regular monitoring of
their work; training the partners on donor contnattterms and required financial
code of conduct and compliance in spending andrtiego training of lead staff
involved in the project implementation; and regutaviews of performance and
challenges were also highly ranked as enablersiatessful coping with multiple

alliance challenges.

5.3 Conclusions

From the study findings, the study concludes thastnthallenges of implementing
multiple strategic alliances under the WASH prograremanated from the strategic
planning and strategy implementation project stdgdgmses; and were mainly driven
by the people aspects of the alliances. The chgdierhad potential to negatively
influence the alliance implementation and thereftime need to adapt relevant

strategies to counter their effects.

Strategic alliances under the WASH programme toeeeshould be characterized by
operational clarity and partner compatibility tdgat with flexibility to adjust to

environmental changes. A trusting relationship leetwvalliance partners, friendships,
and even making sacrificial changes for the sakéefelationship is necessary since

alliances chances of success depend on many indetge elements such as
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competitive reaction to alliance, corporate cultwrganizational structure, resource
base, overall fit within the corporate long-termrastgy and the willingness of

partners to dedicate high calibre people and ressur

Additionally, the managers within the partnershipaace should understand key
risks that an alliance can create and how to déal them and therefore ensure that
the partner selection process is effectively ddoastly, it is recommended that
continual assessment of preface against short @mgl term goals and objectives,
coupled by clarity of roles should be undertakedarihe WASH programme with an

aim of overcoming the challenges of implementindtiple strategic alliances.

5.4 Limitationsto the study

The findings of this study should be interpretednwthe following considered as
limitation:

It was not possible to get 100% response fromaatidted managers due to some
managers’ unavailability for interviews. Secondllgis study was limited to study
challenges of the implementation of the multipletgtgic alliances strategy within
one programme in the nongovernmental organizaiitwe. findings therefore do not
represent the experience of the entire organizatiomplementing multiple strategic

alliances.

Finally, the study represents findings from a depeient environment whose
operations are different from the corporate envitent. Therefore the findings of this
study are not necessarily applicable in a corpdiate It also does not report on the
challenges of implementing multiple strategic alies within an international

context.
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5.5 Recommendation for further research

This study focuses only on the challenges in theléementation of multiple strategic
alliances in the context of the WASH programme imitAractical Action East Africa.
The study was also done in a nongovernmental azgian, meaning that the results

presented are only applicable within a nongoverrial@mvironment.

The researcher therefore recommends that furtleemmmends that further research
should be undertaken to investigate the challerajesnplementing the multiple
strategic alliances in a corporate organizationindanternational alliances. A similar
study can also be done to study challenges of mm@iting multiple strategic

alliances strategy in international NGOs with atcaized management system.

Further research could also be done to determieefdahtors affecting strategic
planning and strategy implementation in the managgnof multiple strategic
alliances as well as managers’ perception of gfi@t®anagement practices and their

impact on multiple strategic alliances.

5.6 Implication on policy and practice

The findings of this study have various implicagofor policy and practice for
organizations that wish to enter into strategigaattes. From the findings, it is
apparent that although strategic alliances havaagpto deliver many benefits to a
firm, there exist numerous challenges that are mspesd in implementing the
multiple strategic alliances. Indeed organizatitveg do not implement and manage
their alliances carefully risk losing opportunitiasd poor performances as a result of

poorly implemented multiple alliances.

Organizations therefore are required to exercisgia@a before entering into multiple
strategic alliances, and critically analyze the lingtions of entering to the alliances.
Firms therefore require having a partnerships dilmhaes management system which

should guides their strategic choices in regaslliances.
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The findings of the study also reveal that themeoidegal framework that guides entry
into strategic alliances by organizations; whetioernongovernmental organizations
or for corporate organizations. This gap means thate is limited legal guiding

framework that can be used in times of alliance#limts. Therefore in these times
when the government is encouraging collaboratigngrganizations, government and
regulatory institutions ought to develop a cleartiperships and alliances guiding

framework to guard organizations against lossesofimer foreseen risks.
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APPENDICES

Appendix 1: Interview Guide
Section A: Introduction:

1. Organization:

2. Region:

3. Name of interviewee:

4. Position:

5. No. of years worked in the WASH programme:

6. What is your responsibility in the programme:

7. How long has the WASH programme operated meltgartnerships?

8. How many partnerships has your organizationurater the WASH over the last 5

years?

9. How many partnerships are currently running utide WASH programme in the

region? Kindly list them and their objectives

Partner Objective

Section B: Multiple strategic partner ships

10. What are the reasons for entering in to strategytnerships, and more so multiple

strategic partnerships within the same programme?
11. How are the partners found? Who searches éoottier?
12. How do you select partners?

13. How many staff are involved in the partnersmmpsnagement? Kindly list their
titles.
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14. With whom does the main responsibility for parships at the WASH
programme lie within the management team?

15. If you were given room for choice, would youegrinto strategic partnerships in

implementing the programme? Give your reasons

16. From your experience, are partnerships impbntarealizing your programme

goals? Kindly explain.

17. What percentage of partnerships has been sfotesthin your region? Please

name them.

18. Kindly list the challenges that you may havpexienced in implementing the
multiple strategic partnerships strategy, and lyri@ééscribe how you have coped with

them.

Challenge Coping strategy

19.Kindly give a comment on the challenges in impletimgnmultiple partnerships

strategy under each of the following partnershgides?
i.  Partner choice:

ii.  Clarity of partnership goals and objectives:
iii.  Top management support to the partnership:
iv.  Partnership performance:
v.  Organizational cultural differences between pagner
vi.  Communication:

vii.  Power/control struggles:

viii.  Lack of trust:

ix. People management:
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X.  Resources allocation:
xi. ~ Operational differences among partners:
Any other challenge you may have encountered:

20. In your opinion, what is the main challengéngplementing the multiple strategic
partnerships strategy between the WASH programrdgartner NGOs?

21. Kindly rate the factors above in order of gtior
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Appendix 2: Letter from Practical Action E. A.

PRACTICAL AGTION

Technology challenging poverty @&

October 30, 2012
To Whom It May Concern,

REF: DATA COLLECTION BY LILYANNE NDINDA VELO- D61/71538/2008.

This is to certify that the above student of the University of Nairobi collected data
at our Urban Services Programme (Water, Sanitation and Hygiene Promotion)
towards the study titled ‘The challenges of implementing the multiple strategic
alliances between Practical Action East Africa and Non-Governmental
Organizations in the water and sanitation sector in Kenya’.

We therefore certify that the information presented is from our Programme.

Yours,

PRACTICAL ACTION (EA)
P. O. Box 39493-00623
TEL: 2713540/5293

%" ' NAIROBI

Head-Urban Services & Energy Programme

Paul Chege

AAYMCA Building (Second Floor), Along State House Crescent, Off State House Avenue. P.O. Box 39493-00623, Nairobi, Kenya
T +254 (0) 20 2713540/2719313/2719413 F +254 (0) 20 2710083

M 0734 651602 0722 20088

E kenya@practicalaction.or.ke

W www.practicalaction.org

UK Reg.Charity No.247257
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