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ABSTRACT

In the world of management, increasing numbersnics people are recognizing that one of
the key routes to improved business performandeeiter implementation. The apathy to
strategy implementation can be ascribed to seveesons, among them: greater likelihood
of failures in implementing strategies; higher céemgy in the process of strategy
implementation; strategy implementation being coesed to be less glamorous than
formulation; and practical difficulties in researatvolving middle-level managers. The
mainstream strategic studies have not consideredoéimking industry, and conventional
thought within the industry has often down playé&ategy’s significance. The researcher
applied a case study. The researcher used botlagyriamd secondary data. Primary data was
collected using self-administered interview guidailessecondary data was collected by use
of desk search techniques from published reportisadiher documents. The data collected
using interview guides which was qualitative inurat was analyzed using content analysis.
The study found that the bank faces the challerfgstrategy implementation. Ecobank
Kenya limited has its headquarters in Nigeria amanbhes in Africa and this poses a
challenge when it tries to implement its foreigrigies in different countries. The policies
may work in some countries while they may fail thers. Also time being underestimated,
as they have to consult with the headquarters bettacisions are made. Increasingly
sophisticated customers, poor planning, non invokmt of the implementers, inadequate
knowhow on the key stages, poor coordination, po@mmunication, unclear strategic
intentions and conflicting priorities are some loé tthallenges faced by the bank in strategy
implementation. The study concludes that the mamagé should be efficient so as to ensure
good strategy objective setting, and manage resisteo strategy implementation. The study
also concludes that early involvement of firm mersba the strategy process helped
members understand super-ordinate goals, style, catdral norms and thus become
essential for the continued success of a firmeggsatmplementation. The study recommends
that although Ecobank Kenya Limited has been ssbdeis the strategy implementation, in
order to remain profitable and competitive in tharket, the bank should continuously train
its employees on how the strategy should be imphgak involve staff in decision making
and employ efficient communication that avail imf@tion on strategy to all stakeholders.

Key words: Challenges, Strategy, Strategy Implemeation, Ecobank Kenya Limited
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CHAPTER ONE: INTRODUCTION

1.1 Background of the Study

Implementing strategies successfully is vital fay arganization, either public or private.
Without implementation, even the most superiortsgy is useless. The notion of strategy
implementation might at first seem quite straightfard: the strategy is formulated and then
it is implemented (Otley, 1999). Implementing woultls be perceived as being about
allocating resources and changing organizatiomats&tre. The value of any strategy and its
potential contributions include increasing proadutyi reducing costs, growing profits, and

improving service or product quality.

In this new world order successful strategy impletagon becomes ever more important.
Increasing numbers of managers and strategy rdsarare recognizing that one of the key
routes to improved business performance is bett@iementation (Huse and Gabrielsson
2004; Westphal and Fredrickson, 2001). Howevetheasame time, it is also understood that
implementation is one of the more difficult busimeshallenges facing today’s managers
(Pfeeffer, 1996).

1.1.1 Strategy Implementation and Challenges

According to Ansoff and McDonnell (1990), it is thugh Strategic management that a firm
will be able to position and relate itself to thevieonment to ensure its continued success
and also secure itself from surprises brought abguhe changing environment. He further
argues that this can be done by firstly, positigrohthe firm through strategy and capability
planning in its rightful competitiveness, and seatlgnuse of real time response through issue
management and thirdly, systematic management dfistamce during strategic

implementation.

The way in which the strategy is implemented cawveha significant impact on whether it
will be successful (Thomson, 2007). Therefore stwtimplementation as an activity
embraces all of those actions that are necessaytta strategy into practice. Organizations
seem to have difficulties in implementing theirastigies. Researchers have revealed a
number of problems in strategy implementation: ewgpeak management roles in

implementation, a lack of communication, lacking cammitment to the strategy,



unawareness or misunderstanding of the strateggligmed organizational systems and
resources, poor coordination and sharing of regpiitiss, inadequate capabilities,

competing activities, and uncontrollable environtaéfactors (Huse and Gabrielsson 2004).

1.1.2 Banking Sector in Kenya

As at December 2009, as per the Central Bank ofyeannual reports, there were 44
commercial Banks and 3 mortgage finance compamiesating in Kenya. These institutions
have been categorized into three tiers based dn lh&ance sheet size by The Banking
Survey 2009. Tier | banks comprising of Banks watlbalance sheet of more than Kes 40
billion, tier Il between 10 billion but less tha@ #illion and tier 1l less than 10 billion. Their
ownership varies between local owned (74%) anddarewned (2%) however the locally
owned banks dominance in numbers is not refleco¥ethe business and asset base
dominance. Competition in the sector has seen a@okne up with more innovative
products, embrace information technology in attetaptzoo more customers and lock in the
existing ones. Branchless banking, use of debit enedit cards, internet banking, SMS
banking are some of the innovative ways introdubgdBanks. Further some banks have
entered into partnerships with utility companiesviling convenient means of settling bills

to their clients and generate business.

Banks are regulated by the Central Bank of Kenyasbying various prudential guidelines
governing the running of the individual banks as the Banking Act. The Central Bank of
Kenya enforces compliance to the guidelines throongimdatory periodical reporting. The
regulatory guideline has various implications ot tbompetitiveness of Banks through
limiting the activities of the Banks by use of cati Oloo (2009) noted that there was a major
banking crises in the 1990s with several banksapslhg thereby causing loss of confidence
in the Kenyan financial sector. To counter thig tBentral Bank of Kenya enhanced its

regulatory role to reinstall and maintain confidemt the sector.

The regulations imposed impacts on the competiéserof various institutions especially
Tier Il category eg the Banking act prohibits Barfkfom lending a single borrower amounts
above 25% of the core capital meaning that bankis \@ss core capital will not be able to
finance large projects that may be profitable itespf the risk assessment of these projects.



Other include limitations to lending on some sexty the Real estate sector lending limited
to 25% of the total deposits, limitation on lendiiaginsiders or related parties, introduction
of the guidelines on treatment of bad and doulatéldts through provisioning and unsecured
lending.

Whereas the intention is to safeguard the depasitionds, the regulations stifle the
competitiveness of some Banks. Banks have resuitedlooking for ways to boost their
capital. Various mergers have been seen in theeharkhe recent past also in anticipation
of further regulatory requirement that banks masteha minimum core capital of one billion
as at December 2012 as indicated in the Banking@itter regulatory requirements that has
been introduced include Anti Money Laundering &tow your Customer (KYC) , Real
Time Gross Settlement (RTGS) renamed as Kenya rBlect Payment and settlement
System (KEPSS) in 2005, Credit Reference Bureaterfdpnalised in 2009), agency
Banking in 2010, cheque truncation (in the processmplementation). Banks are also
required to publish their financial statements oimcevery quarter in one of the local daily

newspapers.

The commercial banks operating in Kenya face chg#s in their strategic implementations
which limits successful operations coupled with amtcollable factors in the external
environment. Ecobank is one of the commercial baoksrating in Kenya and an
understanding of how it faces challenges in itategy implementations would be considered
a milestone on the challenges faced in strategyeim@ntations in the commercial banks in

Kenya.

1.1.3 Ecobank Kenya Limited

Ecobank Kenya was formed two years ago followingliamk Transnational Incorporated’s
75 per cent acquisition of EABS Bank of Kenya. Tatter was formed in October 2005
through the merger of East African Building Societyd Akiba Bank. Ecobank Kenya
Limited provides banking and related services imy&e Its deposit products include current
and demand deposits, savings accounts, and fixpdsdeaccounts; loans and advances
comprise overdrafts, personal loans, mortgagescamumercial loans.



The company was formerly known as EABS Bank Limi@d changed its name to Ecobank
Kenya Limited in June 2008. Ecobank Kenya Limitedased in Nairobi, Kenya. Ecobank
Kenya Limited is a subsidiary of Ecobank Transnaldncorporated (www.ecobank.co.ke).

Ecobank Kenya Limited has launched a regional mdreaysfer service that is expected to
ease funds transfer and boost trade through theofuaesecure and affordable channel to
make payments (www.ecobank.co.ke). The servicepeaed to spur trade by addressing
the main challenge of payment modes such as thefusetter of Credit (LC) to purchase

products from other regions.

Lately, inter-regional trade among African courgrleas been on the rise, but non existence
of a secure platform for payment has hampered rdmet With few financial institutions
having regional operations, the business communas/had to use trade instruments such as
letters of credit which add to the cost of doingibness. However, the implementation of the
strategies that are meant to enhance the bank'spettiimeness has faced numerous
challenges including unclear individual respondikes in the implementation process, lack
of effectiveness coordination of activities, unddéireating the time needed for
implementation and major problems surfacing thatd haot been anticipated
(www.ecobank.co.ke). In addition uncontrollabletéas in the external environment had an

adverse impact on strategy implementation.

1.2 Statement of the Problem

In the world of management, increasing numbersnics people are recognizing that one of
the key routes to improved business performancketter implementation (Renaissance
Solutions Ltd, 1996). However, at the same times #&lso understood that implementation is
one of the more difficult business challenges fgdimday’'s managers (Pfeeffer, 1996). The
apathy to strategy implementation can be ascribeskveral reasons, among them: greater
likelihood of failures in implementing strategidggher complexity in the process of strategy
implementation; strategy implementation being coesed to be less glamorous than
formulation; and practical difficulties in researcimvolving middle-level managers
(Alexander, 1985). More challenges are experiennegractice in the course of strategy
implementation. In addition, the mainstream striategfudies have not considered the

banking industry, and conventional thought withive tindustry has often down played



strategy’s significance (Love et al, 2002). Notaiol)Kenya, most of the studies earlier done
in the construction sector sought to identify theotic problems of project implementation
as opposed to critically assessing the managemsiégégic fit (Westphal and Fredrickson,
2001).

Ecobank Kenya Limited is one of the most successfgional banks operating in the
country. To achieve a competitive edge, the barktbacontend with numerous challenges
that it encounters in the Kenyan competitive baglsector by adopting and implementing
various strategies. However, the implementationthafse strategies has faced numerous
challenges including unclear individual respondikes in the implementation process, lack
of effectiveness coordination of activities, und#ireating the time needed for
implementation and major problems surfacing thal hat been anticipated. In addition

uncontrollable factors in the external environmigaud an adverse impact.

Locally, Karimi (2007) carried a research on challes of strategic implementation in
mathare 4a slum upgrading in Nairobi and found ldek of effectiveness in coordination of
activities and distractions from competing actestiwere the main problems, Kiuna (2007)
did a research on strategy formulation a case stidgmmunity development trust fund and
established that lack of coordination was the nmwblem. Kung'u (2007) carried out a
survey on strategy implementation challenges inrttaen stream churches in Kenya and
found that major problems arose from the fact thatmanagement style was not appropriate
while Mecha (2007) did a study of strategy choiteh@ Kenya pipeline company using
Ansoff's grand strategies matrix and found that thest frequently occurring strategy
implementation problems include underestimating ttiree needed for implementation and
major problems surfacing that had not been antiegpbaoupled with uncontrollable factors in
the external environment. This study thus trielkdhe research gap that exists by carrying
out a case study strategy implementation by Ecolrkya Limited. The study will seek
answer to the question: What are the challengestmaitegy implementation faced by
Ecobank Kenya Limited?



1.3 Objectives of the Study
The objectives of this study were to:
I.  Identify the practices of strategy implementatioieobank Kenya Limited
ii.  Investigate the challenges of strategy implememtatly Ecobank Kenya Limited

1.4 Value of the Study

Strategy which is a fundamental management toahinorganisation is a multi dimensional
concept that various authors have defined in differways. It is the match between an
organization’s resources and skills and the enwremtal opportunities as well as the risks it

faces and the purposes it wishes to accomplish.

Organizations seem to have difficulties in impletmen their strategies. The study is
therefore important not only to Ecobank Kenya Laditbut also to other managers in
banking sector. It would help them understand #utofrs affecting strategy implementation
and how to overcome them. This will help differénins achieve success better than others.

The study will also be a source of reference maltéor future researchers on related topics.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

This chapter summarizes the information from otlesearchers who have carried out their
research in the same field of study. The specifieag covered here are strategic
implementation, strategy implementation models,gesta of strategy implementation,
successful strategy implementation, challengestraftegic implementation and empirical

review.

2.2 Strategy Implementation

Research emphasizing strategy implementation issifled by Bourgeois and Brodwin
(1984) as part of a first wave of studies propostrgctural views as important facilitators
for strategy implementation success (Drazin and &tdw1984). Beyond the preoccupation
of many authors with firm structure, a second walvmvestigations advocated interpersonal
processes and issues as crucial to any stratedgnmeptation effort (Noble, 1999).

It is not surprising therefore that strategy impéertation is a topic of great interest to both
managers and strategy researchers. Indeed, No®89)(Jaffirm that an integrative view
encompassing both structural and interpersonals/iean enhance our understanding of the
factors leading to implementation success. Despite recent interest in strategy
implementation research, there is a significantdniee more detailed and comprehensive
models related to strategy implementation (Nob&99).

2.3 Strategy Implementation Models

Strategic typologies are becoming ever popularesearching strategy. Taxonomy, the
classifying of phenomena and the explanation of d¢lassification used, facilitates the
development of our knowledge (Galbraith and Schent83). The majority of extant
taxonomy models in strategy implementation tentbéanormative in nature. Alternatively,
they are developed from organizational observataom as such, become context specific
and frequently lack any broader theoretical grongdin contrast, Bourgeois and Brodwin's
(1984) model is comprehensive, is based on spettiéoretical assumptions and has been
used by authors such as Parsa (1999).



The structure of a firm influences the flow of infration and the context and nature of
interpersonal interaction within it. Structure atdtannels collaboration, prescribes means of
communication and co-ordination as well as allogapower and responsibility. Downsizing
has resulted in the roles of employees alteringndtecally as structure is re-engineered
(Balogun, 2003). These firms are characterized bgedtralized decision-making, small
senior executive teams and an emphasis on horlzaatteer than vertical communication
(Webster, 1992). With firms evolving in terms afustture it follows that the style of strategy
implementation will differ depending on the stylleooganisation and management that exists

in the firm.

2.3.1 Cultural Model

The cultural model emphasizes a lower level em@oyparticipation in both strategy

formulation and implementation thus leading to thisappearance of the separation of
“thinkers” and “doers”. It seeks to implement sty through the infusion of corporate
culture throughout the firm. The SMET is an inibigta visionary, and a communicator of the
forward thinking process, thus the strategy of aganisation is stated in terms of broad

guidelines and long-term direction (Homburg et 2000).

In this model, the SMET guides the organisationcbgnmunicating the vision for the firm
while then allowing lower level employees to papate in the strategy implementation. A
“clan-like” (Ouchi, 1980) organisation is expectea prevail, where a powerful culture
results in employees aligning their individual goahd behaviours with those of the firm.
However, a high level of organisational slack isded to instil and maintain a cultural
model. This model has several limitations: it asssinwell-informed and intelligent
participants; firms with this model tend to drificalose focus; cost of change in culture often
comes at a high price; increased homogeneity caoh tie a loss of diversity, and creativity

consequently (Parsa, 1999).

2.3.2 Change Model

This hierarchical model emphasizes how organisatistructure, incentive compensation,
and control systems can be used to facilitate tipgamentation of strategy. Here the senior
marketing executive team (SMET) acts as an ardhitex uses behavioural science

techniques to manage the firm to meet the needleo$trategy. The change model can be



identified through the changing of structure anaffsto convey the firm's new priorities;
alternating planning, performance measurementning compensation systems; and using

of cultural adaptation techniques to introduceaysthanges (DeWit and Meyer, 2004).

According to this model, there is a greater conancg between the “thinkers” (those
employees exhibiting cerebral tendencies, prefgrimtellectual judgment and reasoning to
solve organizational problems) and “doers” (thosepleyees manifesting the practical
ability to make things happen and exhibit intrarenerial flair). The strategy content is
considered as an evolving process, rather thansas af predetermined plans. The goals of
the firm remain predominantly economic but are sidjd to reflect specific strengths and

weaknesses of the firm.

2.3.3 Collaborative Model

This alternative model focuses on group decisiokingaat a senior management level and
involves SMETSs in the strategy formulation procdasthis way it expects a firm to have a
formalized strategic planning system. The rolelef SMET is to employ group dynamics
and “brainstorming” approaches to involve managershoth strategy formulation and
implementation phases. As a result, the behavioadlre of the firm dominates. The
collaborative model overcomes both the limitatiofisnformation inaccuracy and cognitive

limits of the change model (Parsa, 1999), as rabitéid previously.

In this mode, organisations have both a strongireildnd deep-rooted traditions. Successful
implementation requires the cultivation of strongltural values to meet the changing
organizational needs. This model requires greatgrhasis on human resource practices and
as a result, the chosen strategy is a best possibipromise among the conflicting views of

the differing groups (Bourgeois and Brodwin, 1984).

2.4 Stages of Strategy Implementation

Schmidt (1994) claims that a strategic change @amsuzcessfully implemented through a
four-stage process: Assess the organizational daesband behavior needed to move from
what the company is to what it needs to becomegrd®he what work processes would be
required to implement the strategy and design otrmeork processes to fit those

requirements, identify what information needs tharkvprocesses generate, and determine



what information systems and databases would beiregtto meet those needs and
determine which organizational structure would b&gpport those work processes. The
following implementation problems can be derivednir the above mentioned areas:

Uncontrollable factors in the external environmleadl an adverse impact on implementation.

Major problems surfaced which had not been idexttifearlier. McGrath et al. (1994)

indicated that the political turbulence may wellthe single most important issue facing any
implementation process. Consequently, the followpmgblem may occur: Advocates and
supporters of the strategic decision left the oizgion during implementation. Clearly, the

recent literature survey shows implementation emgiés cited 15 years ago still recurring.
Hence, it is worthwhile to examine which of these actually taking place in reality.

2.5 Successful Strategy Implementation

Successful strategy implementation, it is suggestglires sound mechanisms for directing
activity and behaviour Otley (2001), especiallylugiing effective communication systems
as well as appropriate strategic and managemeritot®@nThe balanced scorecard's four
perspectives as manifested in Kaplan and Nort@9084, p. 10) strategy maps provide a
level of granularity that improves clarity and fecthereby creating clear direction and,
potentially, through the development and publishiofy the strategy map, facilitate

understanding and coordination across the orgammsat

The importance of enabling sound “two-way” commatiiens within organisations is seen
as fundamental to the effective implementation todtegy, with a particular emphasis on
facilitating useful feedback and “bottom-up” messaOtley, 2001). The process of creating
an organizational balanced scorecard essentiallyrences with a full strategic appraisal
and the clear articulation of the organization'st&gic vision and objectives (Kaplan and
Norton, 1992), this process can in itself can boddsensus and engender learning which can

be of enormous value.

In addition to substantially meeting necessary @, the balanced scorecard appears to
offer a range of additional attributes that may oalsupport successful strategy
implementation. It has been shown that the keysnabling such communications are an
organisation's “middle managers” who have been shovplay a pivotal role and are viewed

as strategic “actors” playing an important rolestnategic transformation. The scorecard
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approach encourages the establishment of co-oedinatorecards at every level of an
organisation which, when implemented properly, geganiddle managers. It is further
suggested that the balanced scorecard approachddimwiewed as a template not a strait-
jacket (Kaplan and Norton, 2004, p. 34).

2.6 Challenges of Strategy Implementation

According to Galpin, (1998), organizations seenhawve difficulties in implementing their
strategies, however. Researchers have revealed nabemuof problems in strategy
implementation: e.g. weak management roles in implgation, a lack of communication,
lacking a commitment to the strategy, unawarenesmisunderstanding of the strategy,
unaligned organizational systems and resources,y moordination and sharing of
responsibilities, inadequate capabilities, compgetiractivities, and uncontrollable
environmental factors.

Another issue influencing the study of strategy lengentation is the perspective one has on
strategy (Mintzberg, 1978). Wessel (1993) statedrty that most of the individual barriers
to strategy implementation that have been encoeditdit into one of the following
interrelated categories: too many and conflictimgprgies, the top team does not function
well; a top down management style; inter functioc@hflicts; poor vertical communication,
and inadequate management development. These dateg@an be translated into the
following problems: competing activities distractedtention from implementing this
decision, changes in responsibilities of key empdsy were not clearly defined, key
formulators of the strategic decision did not pkay active role in implementation and

problems requiring top management involvement wetecommunicated early enough.

2.7 Empirical Evidence

Many scholars have researched on the field ofegyaimplementation and the challenges
faced in the implementation. According to Alexand&®85), the ten most frequently
occurring strategy implementation problems inclugwlerestimating the time needed for
implementation and major problems surfacing thal hat been anticipated, in addition
uncontrollable factors in the external environmesadl an adverse impact. Based on empirical
work with 93 firms he observed that senior exe@diwere over optimistic in the planning

phase and it is noteworthy that the first two isswéhich occurred most frequently in

11



Alexander's study are planning issues. He alsoddhe effectiveness of coordination of
activities and distractions from competing actastiinhibited implementation, in addition
key tasks were not defined in enough detail. Webgard to people, the capabilities of
employees involved were often not sufficient, leadg and direction and training and

instruction given to lower level employees were adequate (Alexander, 1985, p. 92).

Nutt, (1995) points out that subtle changes takiage in the attitudes of employees towards
working, their employers, and their lives are remg companies to change their personnel
management techniques accordingly to motivate teeiployees and instill them with
commitment. Simons (1994) refer to three categookdactors that affected strategic
decision-making process: environmental factorsanizational factors; and decision-specific
factors. Tavakoli and Perks (2001) stated thatetheere mostly individual barriers to
strategy implementation such as too many and abimidj priorities, insufficient top team
functions, a top down management style, inter-fioneil conflicts, poor vertical
communication, and inadequate management develdpRapert et al (2002) identify three
criteria that must be met by performance managemgsiems if they are to effectively
mediate between an organization’s strategy andaysto-day activities. These “necessary”
conditions comprise: that the system must expyidithk operational targets to strategic
goals; it must integrate financial and non-finahp@rformance information; and the system

should focus business activities on meeting custoetgiirements.
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CHAPTER THREE: RESEARCH METHODOLOGY
3.1 Research Design

For the purposes of this study, the researcherneaappl case study. A case study is an in-
depth investigation of an individual, institutiom phenomenon (Mugenda and Mugenda,
2003). The primary purpose of a case study is tergene factors and relationships among

the factors that have resulted in the behavior ustigly.

A case study was considered as the appropriatardsdesign since it is a more appropriate
strategy for answering research questions which‘lagkw and ‘why’ and which do not

require control over the events (Kothari, 2000)hisTis because such questions deal with
operational links that would need to be traced diree, rather than mere frequencies or
incidence. By using the case study approach, thgores why certain decisions were made,

how they were implemented and what the resultsamebe identified.

3.2 Data Collection Method

The researcher used both primary and secondaryRiataary data was collected using self-
administered interview guide while secondary dates wollected by use of desk search
techniques from published reports and other doctsn&econdary data sources included the

bank’s publications, journals, periodicals and infation obtained from the internet.

The interview guide had open-ended questions. Tpen-@nded questions enabled the
researcher to collect qualitative data. The inewguides were preferred over other methods
of collecting data because of their capability xtr&ct information from the respondents as
well as giving the researcher a better understgndimd a more insightful interpretation of
the results from the study. Interview guides wedsd greferred because they enabled the
researcher obtain more up to date information db ageeliciting information which might
not be captured in the other data collection tegpies. The use of an open-interview strategy
enabled better exposure of the interviewees’ pailsparspectives, their deeper thoughts,

emotions and ambitions (Bromley, 1986; Paton, 1990)
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This less structured approach allowed the intersiembe much more like conversations than
formal events with predetermined response categopermitting the respondents’ views to

unfold, rather than the predisposition of the resear (Marshall and Rossman, 1997, p. 80).

The respondents of this study was the staff inbidogk who include directors and other staff
in the ranks of management such as top managedsllarievel managers and lower level
managers. This made it easier to get adequate @ndase information necessary for the

research. The interview guide was administeredutjita face to face interview method.

3.3 Data Analysis

Before processing the responses, the completedieteguide was edited for completeness
and consistency. The data collected using intengewes which was qualitative in nature,
was analyzed using conceptual content analysishniBithe best suited method of analysis.
Content is defined by Creswell (2003) as a techaigu making inferences by systematically
and objectively identifying specific characterisit messages and using the same approach
to relate trends. The content analysis was usethatyze the respondents’ views about the
challenges of strategic implementation at Eco-Basikg the perspective of Marshall and
Rossman (1997), who see qualitative data analgsaéssearch for general statements among

categories of data.

The advantage of using content analysis is theatbles grouping of the collected data into
various groups for easier analysis which is prexknb continuous prose. According to
Mugenda and Mugenda (2003) the main purpose okobrnalysis is to study the existing
information in order to determine factors that expla specific phenomenon. According to
Kothari (2000), content analysis uses a set ofgoaiization for making valid and replicable

inferences from data to their context.
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CHAPTER FOUR: DATA ANALYSIS AND INTERPRETATION OF
RESULTS

4.1 Introduction

This chapter presents data findings from the figklanalysis and interpretations. The data
was gathered through interview guides and analyzgedg content analysis. The data
findings were on the challenges of strategy impletatgon at Ecobank Kenya Limited.
According to the data found, all the directors atiter staff in the ranks of management such
as top managers, middle level managers and lowel teanagers projected in the previous
chapter to be interviewed were interviewed whichkesaa response rate of 100%. The
commendable response rate was achieved aftersbarolher made frantic efforts at booking
appointments with the heads of departments de#tpeie tight schedules and making phone

calls to remind them of the interview.

4.2 Demographic Information

The study, in an effort to ascertain the intervies’ecompetence and conversance with
matters regarding Ecobank Kenya Limited asked @ueston the position that the
interviewee held in the bank. According to the datdings, all the interviewees were either
directors or managers in charge of various depantsn@ the bank. On the highest level of
education, the study found that most of the inemges had at least a University Degree as
their highest level of education while others hallasters Degree and a PhD. Degree. The
researcher also asked a question on the yearththatterviewees had worked for Ecobank
Kenya Limited. According to the interviewees’ respe, all of them had worked for the
organisation for at least four years as most pramstare internal, within the organization.
The interviewees’ responses hence had the advanfageod command and responsibility
being that they were directors and managers ancekerience and aptitude owing to their

years of experience in the organisation.

4.3 Strategy Implementation Practices

The interviewees were in agreement that the impogaof strategy implementation to the
bank success is that it helps in the alignmenthef lbank to the operating environment
enabling it to have a competitive advantage owerivtals. They also indicated that the bank
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was able to position and relate itself to the esrvinent to ensure its continued success and
also secure itself from surprises brought abouthleychanging environment during strategy
implementation by engaging in proactive environraergcanning to ensure there is
alignment of the strategies to the environment. ifberviewees also indicated that strategy
implementation at Ecobank Kenya Limited involvedtimg the strategic decision reached
during the planning, into action. To the questiornioe importance of management ability, or
competence, in achieving successful strategy im@ieation, the interviewees intimated that
the management should be competent so as to eysotlestrategy objective setting, achieve
strategic awareness, manage resistance to stragdgmentation, giving a clear guidance,
sustain vigorous strategy implementation efforligjnastructure to strategy, envision change

for future competences and critically assess ctigteategy.

To the question on the stages of strategy impleatient at the bank, the interviewees
concurred that the process entail assessment airgamizational capabilities and behavior
needed to move from what the company is to whaeéds to become; determination what
work processes would be required to implement tinateggy and design current work
processes to fit those requirements, identificatainwhat information needs the work
processes generate, and determination of whatn@fioon systems and databases would be
required to meet those needs and determine whighn@ational structure would best
support those work processes. The interviewee$durteiterated that senior managers,
directors, middle managers, departmental heads aihdr lower level employees are
involved in strategy implementation process atHEgeebank Kenya Limited but the middle

level managers play the pivotal role in the implatagon.

On the role that communication plays in the proadsstrategy implementation at Ecobank
Kenya Limited, the interviewees agreed unanimotlsy proper communication of strategic
awareness can act as a cohesive force and succeednnecting those with ultimate

responsibility for organisations with those whoedity implement policies at the sharp.
According to some employees, communication is pveain every aspect of strategy
implementation, and it is related in a complex wayorganizing processes, organisational

context and implementation objectives which, imfurave an impact on the implementation
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process and also enhances timely feedback on tigegss and challenges met in the process

of strategy implementation.

To the question on the impact of management dewsop programmes /training on
effective strategy implementation at Ecobank Kehyaited, the interviewees indicated
that training instills to the employees a set ohagement competencies which it is hoped
will deliver better competitive and commercial preg; Staff training is an important
contributor to individual and group motivation;itreng can increase staff involvement in the
organisation, improve communication between pdexslitate change, eliminate confusion

since everybody understands his or her role,.

On the effect of early involvement of firm membansthe strategy process on successful
strategy implementation, the interviewees intimdteat early involvement of firm members
in the strategy process helped members understgret-srdinate goals, style, and cultural
norms and thus become essential for the continueckss of a firm strategy implementation.
It also prevents them from being taken by surpnegs all members at the same platform,
and helps the employees to own the process thusiegdetter results. According to some
interviewees, early involvement of firm membershe strategic plans and decisions taken
by the bank are essential to their progress ancldement within their organisational
environments. Involving staff in such processegedases their confidence and sense of
ownership of new policies and changes which in toomtribute to their personal and
professional motivation towards successful strategytementation.

The interviewees, on initiatives taken by manageaniercreating and sustaining a climate
within the firm that motivates employees in thenplementation role, unanimously agreed
that the management have taken initiatives thdwidi@cencouraging teamwork, maintaining a
powerful culture that results in employees aligriimgir individual goals and behaviours with
those of the firm, continuous staff training andvelepment, implementing reward and
benefits systems including frequent recognitionegivin less formal ways, ensuring a
conducive working condition by focusing on relasdmetween peers through effective staff
meetings that allow opportunities for discussiaoneiaction and proper communication. The

interviewees also reiterated that the requiremfemta successful strategy implementation at
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the bank were such as effective communication, lverment of all stakeholders,

management commitment and coordination of activitiering the process.

The interviewees indicated the style /model oftetyg implementation employed at the bank
is the top down model. They further concurred tthat strategy implementation practices
employed by Ecobank Kenya Limited include allocatiand management of sufficient
resources (financial, personnel, operational supgiare, technology support); establishing a
chain of command or some alternative structuragasgy responsibility of specific tasks or
processes to specific individuals or groups; maimgpresults, comparing to benchmarks and
best practices, evaluating the efficacy and efficyeof the process, controlling for variances,
and making adjustments to the process as neceskkiyig advantage of supportive
implementation instruments like the balanced s@wk@nd assessing both internal and
external obstacles to strategy implementation efottganization.

To the question on other factors leading to stsategplementation success at the bank, the
interviewees indicated that factors leading totegig implementation success include clear
aims and planning, a conducive climate, giving enpéntation priority, having abundant
resources, an appropriate structure and implengefigribly and organisational structure.

4.4 Challenges of Strategy Implementation

All the interviewees unanimously agreed that tmatsgic implementation problems that are
related to organizational hurdles were such agptbeesses taking long than expected and
sometimes failure in the implementation. The inamees were in accord that they face the
challenge of strategy implementation time being esadtimated and thus most of the
implementers have a deadline that is merely anocxppation due to the occurrence of
unexpected developments. According to some intewees, the bank experiences delays by
external business partners in providing the expestgport in time.

To the question on some of the challenges thaasearfluring strategy implementation that
had not been anticipated, the interviewees cited fholitical turbulence was the most
important issue facing any implementation proc&tfer challenges include supporters of
the strategic decision leaving the organizationilduimplementation, change of guiding

policies by umbrella bodies e.g. CBK, system breakd low or underestimated budget
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allocation and underestimation of the commitmeimiet emotion, and energy needed to
overcome inertia in their organization and tramslptans into action. Other factors in the
external environment that had an adverse impastrategy implementation at the bank were
indicated by the interviewees as increasingly ssiptated customers and management
practices, escalating globalization, more prevadmd subtle product differentiation, credit

crunch, political environment, breakneck competitilom other banks.

All the interviewees concurred that some of competactivities that cause distractions
inhibiting  strategy implementation include too manyonflicting priorities,
advertisement/promotion, well versed customersy doadoor sale and the bank trying to
cope with competition in the industry hence losipgrspective of its strategy. The
interviewees further intimated the challenges pobgdthe inadequacy of information
systems used to monitor strategy implementatioludecthe implementers not knowing how
effective the strategy implementation has been, teag to loss of opportunities, lack of
timely feedback and false report on progress amsemuently ultimate failure. To the
guestion on the challenges posed by customerstafichat fully appreciating the strategy on
strategy implementation, the interviewees weregreement that they faced challenges of

criticism, lack of cooperation, strategy failureddmplementation delays.

The interviewees, on the impact of poor communicatand diminished feelings of
ownership and commitment by employees to strategylfamentation, said that it resulted to
delayed results, wastage of resources, loss ofnéssi and rejection of the strategy,
demotivation and lack of commitment to new ideastfle question on the challenges caused
by ineffective coordination and poor sharing ofp@ssibilities of strategy implementation
activities, the interviewees unanimously agreed tihey caused challenges of delayed
implementation, overworking of some workers, errmf commission, omission and

duplication.

According to the interviewees, other challengegdiain strategy implementation at the bank
include poor planning, lack of support, non invehent, inadequate knowhow on the key
stages, poor coordination, poor communication, earclstrategic intentions, conflicting

priorities, unawareness or misunderstanding oftregegy, unaligned organizational systems
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and resources, competing activities and uncontri@lanvironmental factors. The researcher
further asked the interviewees to suggest the plessolutions to the challenges of strategy
implementation at the Ecobank Kenya Limited. Acaagdo the interviewees, the solution to
the problems include continuous training on how #trategy should be implemented;
involvement of staff in decision making, considéofing before rolling it out to everyone,
appraise achievements, sharing responsibilityciefit communication, defined and clear

process flow.
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CHAPTER FIVE: SUMMARY, CONCLUSION AND
RECOMMENDATIONS

5.1 Introduction

This chapter presented the summary of key datanfysc conclusion drawn from the findings

highlighted and recommendation made there-to. Dmelasions and recommendations were
drawn are in quest of addressing the researchiqunest achieving at the research objective

which is the challenges of strategy implementatibEcobank Kenya Limited.

5.2 Summary of Findings

The study found that the importance of strategylemgntation to the bank success is that it
helps in the alignment of the bank to the operagmgironment enabling it to have a

competitive advantage over its rivals and the bable to position and relate itself to the

environment to ensure its continued success aral sasure itself from surprises brought
about by the changing environment during strategylementation by engaging in proactive

environmental scanning to ensure there is alignroktite strategies to the environment.

Effectiveness of strategy implementation is, asti@éa part, affected by the quality of people
involved in the process (Govindarajan, 1989). Hegeality refers to skills, attitudes,

capabilities, experiences and other characteristigseople required by a specific task or
position. The study collates with the literaturetbe importance of management ability, or
competence, in achieving successful strategy imgteation, where the study found that the
management should be competent so as to ensuresgi@belgy objective setting, achieve
strategic awareness, manage resistance to strawgdgmentation, giving a clear guidance,
sustain vigorous strategy implementation efforligjnastructure to strategy, envision change

for future competences and critically assess ctgtategy.

Strategy implementation at the bank entail assestsofehe organizational capabilities and
behavior needed to move from what the company iswtat it needs to become;

determination what work processes would be requiveidhplement the strategy and design
current work processes to fit those requiremedestification of what information needs the

work processes generate, and determination of wifatmation systems and databases
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would be required to meet those needs and deterwtiieh organizational structure would

best support those work processes.

On the role that communication plays in the proadsstrategy implementation at Ecobank
Kenya Limited , the researcher found that propenmaonication of strategic awareness can
act as a cohesive force and succeed in connedtivgg twith ultimate responsibility for
organisations with those who directly implementigetk at the sharp; communication is
pervasive in every aspect of strategy implemematmd it is related in a complex way to
organizing processes, organisational context amuleimentation objectives which, in turn,
have an impact on the implementation process asal ethhances timely feedback on the
progress and challenges met in the process otgyramplementation. The researcher also
found that effective communication throughout thegamisation leads to a clear
understanding of key roles and responsibilities aif stakeholders including middle
managers, whose role is often pivotal and ensinasetverybody understands success levels

at all times. This collates with earlier findingg Rapert, Velliqguette and Garretson (2002).

On the impact of management development progranandgraining on effective strategy
implementation at Ecobank Kenya Limited, the red®er found that training instills to the
employees a set of management competencies whidh hoped will deliver better

competitive and commercial practice; Staff trainisgn important contributor to individual
and group motivation; training can increase stafolvement in the organisation, improve

communication; facilitate change and eliminatesfusion.

On the effect of early involvement of firm membénsthe strategy process on successful
strategy implementation, the study found that earyolvement of firm members in the
strategy process helped members understand sufieatar goals, style, and cultural norms
and thus become essential for the continued suofesBrm strategy implementation. It also
prevents them from being taken by surprise, plts@imbers at the same platform, and helps
the employees to own the process thus ensuringrbetults. Further, early involvement of
firm members in the strategic plans and decisiakert by the bank are essential to their
progress and development within their organisatienaironments. Involving staff in such

processes increase their confidence and sense mérsinp of new policies and changes
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which in turn contribute to their personal and psesional motivation towards successful
strategy implementation. These findings are simitathe ones on previous research by
(Hambrick and Cannella, 1989).

The research found that the bank applies fluid gsses for adaptation and adjustment in
strategy implementation to a great extent becatrsg¢egy implementation is a complex
phenomenon thus in response, generalizations haen tadvanced in the form of
encouraging fluid processes for adaptation and sadient. On initiatives taken by
management in creating and sustaining a climateirwihe firm that motivates employees in
their implementation role, the researcher found the management has taken initiatives that
include encouraging teamwork, maintaining a poweciulture that results in employees
aligning their individual goals and behaviours withose of the firm, continuous Staff
training and development, implementing reward aedefits systems including frequent
recognition given in less formal ways, ensuringoaducive working condition by focusing
on relations between peers through effective stadetings that allow opportunities for
discussion and interaction and proper communicatidre requirements for a successful
strategy implementation at the bank were such festefe communication, involvement of
all stakeholders, management commitment and coatrdim of activities during the process.

The model of strategy implementation employed atiank is the top down model.

On other factors leading to strategy implementatioocess at the bank, the research found
that factors leading to strategy implementationcess include clear aims and planning, a
conducive climate, giving implementation prioritjhaving abundant resources, an
appropriate structure and implementing flexibly, gamisational structure, control
mechanisms, strategic consensus, leadership andsitivpo attitude towards strategy
implementation success. The research found thabamk faces the challenge of strategy
implementation time being underestimated in and tmost of the implementers have a
deadline that is merely an approximation due toat®irrence of unexpected developments
and also experience delays by external businessgoain providing the expected support in

time.

23



On some of the challenges that surface duringegfyaimplementation that had not been
anticipated, the research found that political tlehce was the most important issue facing
any implementation process. Other challenges imclsubporters of the strategic decision
leaving the organization during implementation, rade of guiding policies by umbrella

bodies e.g. CBK, system breakdown, low or undereged budget allocation and

underestimation of the commitment, time, emotiom anergy needed to overcome inertia in
their organization and translate plans into act©ther factors in the external environment
that had an adverse impact in strategy implememtadt the bank were found to include
increasingly sophisticated customers and managemeatices, escalating globalization,
more prevalent and subtle product differentiati@nedit crush, political environment,

breakneck competition from other banks.

The research found that some of competing actdvitieat cause distractions inhibiting
strategy implementation include too many confligtipriorities, advertisement/promotion,
well versed customers, door to door sale and th& bging to cope with competition in the
industry hence losing perspective of its stratéidye research further found the challenges
posed by the inadequacy of information systems wgeaaionitor strategy implementation
include the implementers not knowing how effectilve strategy implementation have been,
may lead to loss of opportunities, lack of timededback and false report on progress and

consequently ultimate failure.

On the challenges posed by customers and staftiliypappreciating the strategy on strategy
implementation, the research found that they fackdllenges of criticism, lack of
cooperation, strategy failure and implementatiolayte The research, on the impact of poor
communication and diminished feelings of ownersaml commitment by employees to
strategy implementation, found that it resultedi&étayed results, wastage of resources, loss

of business, rejection of the strategy, demotivatind lack of commitment to new ideas.

On the challenges caused by ineffective coordinatiod poor sharing of responsibilities of
strategy implementation activities, the researamébthat they caused challenges of delayed
implementation, overworking of some workers, errmfs commission, omission and

duplication. Other challenges faced in strategylé@mentation at the bank include poor
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planning lack of support, non involvement, inadggquenowhow on the key stages, poor
coordination, poor communication, unclear strategitentions, conflicting priorities,
unawareness or misunderstanding of the strateggligmed organizational systems and
resources, competing activities and uncontrollabl&ironmental factors. These collated with
Beer and Eisenstat's (2000) , six silent killerssthtegy implementation. The research
further found the possible solutions to the chaemn of strategy implementation at the
Ecobank Kenya Limited include continuous training bow the strategy should be
implemented; involvement of staff in decision makigonsider piloting before rolling it out
to everyone, appraise achievements, sharing resgpldgsefficient communication, defined

and clear process flow.

5.3 Conclusion

From the study, the research concludes that theagesnent should be competent so as to
ensure good strategy objective setting, achievategjic awareness, manage resistance to
strategy implementation; early involvement of fimembers in the strategy process helped
members understand super-ordinate goals, style, catdral norms and thus become
essential for the continued success of a firmegratmplementation, puts all members at the

same platform, and helps the employees to ownribeeps thus ensuring better results.

The study also concludes that the management kas iaitiatives in creating and sustaining
a climate within the firm that motivates employaestheir implementation that includes;
encouraging teamwork, maintaining a powerful cadttinat results in employees aligning
their individual goals and behaviours with thosetlo# firm, continuous staff training and
development, implementing reward and benefits gysténcluding frequent recognition
given in less formal ways, ensuring a conducivekimgy condition by focusing on relations
between peers through effective staff meetings @llatv opportunities for discussion and
interaction and proper communication. The study alencludes that factors leading to
strategy implementation success include clear angsplanning, conducive climate, giving
implementation priority, having abundant resources) appropriate structure and
implementing flexibly, organisational structure,nt@l mechanisms, strategic consensus,

leadership and positive attitude towards strategyl@mentation success.
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On the challenges, the study concludes that the&k Baces the challenge of strategy
implementation time being underestimated, polititatbulence, poor planning lack of
support, non involvement, inadequate knowhow onkéne stages, poor coordination, poor
communication, unclear strategic intentions, catifig priorities, unawareness or
misunderstanding of the strategy, unaligned orgditizal systems and resources, competing
activities and uncontrollable environmental factossipporters of the strategic decision
leaving the organization during implementation @hdnge of guiding policies by umbrella
bodies e.g. CBK. Factors in the external environntleat had an adverse impact in strategy
implementation at the bank were increasingly sdaited customers and management
practices, escalating globalization, more prevadmd subtle product differentiation, credit

crunch, political environment, and breakneck comtipetfrom other banks.

5.4 Limitations of the study

A limitation for the purpose of this research wagarded as a factor that was present and
contributed to the researcher getting either inadtx information or responses or if
otherwise the response given would have been yothtferent from what the researcher
expected.

Being that this was a case study on one companyd#te gathered might differ from
strategic responses that other companies in thkirdgamdustry have adopted to match the
competitive environment. This is because diffemorhpanies adopt different strategies that
differentiate them from their competitors. The studowever, constructed an effective
research instrument that sought to elicit general specific information on the subject

matter.

The study faced both time and financial limitatiofitée duration that the study was to be
conducted was limited hence exhaustive and extyenmhprehensive research could not be
carried. Due to limited finances the study could lo® carried out on the other branches of
Ecobank Kenya Limited. The study, however, minirdizeese by conducting the interview

at the bank’s headquarter since it is where stiedegre made and rolled out to other

branches that operate on the blue print.
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5.5 Recommendations

From the discussions and conclusions in this chagte study recommends that although
Ecobank Kenya Limited has been successful in thetegty implementation, in order to
remain profitable and competitive in the market thank should continuously train its
employees on how the strategy should be implemeirtedlve staff in decision making and
employ an efficient communication system that avaiformation on strategy to all
stakeholders. The study further recommends thabdiné& should involve all members in the
strategy implementation.

5.6 Area for Further Research

The researcher recommends that a replicate studpre on other companies in the banking
industry so as to find out how other banks impletrstrategy since each bank employs a
different approach. The researcher further reconasi¢hat a similar study be done on other
institutions for the purposes of benchmarking.

5.7 Implication on Policy and Practice

Ecobank being a Pan-African bank faces difficulireemplementing all its foreign policies
in various countries and is sometimes forced tandba some of its policies altogether. It
also takes long as they have to consult with headexs before implementing some of the
policies and sometimes have to change the poliares adapt to country specifics. The
results of this study would, therefore form a bdsisthe best approaches in implementing
strategic decisions the bank and other such itistitst whose operations range from one

country to another.

The results of this study are significant in tHagyt may impact on the policies and practice
of the bank as it has given insight on the variamallenges that affect strategic

implementations on the bank’'s operations. Policykena would recognize the need for
increasing the staff/personnel as well as incrgagheir knowledge for the bank to

effectively implement strategic decisions. Thereuldobe need to allocate more expense
budget on advertising and business, staff trai@ng capital expenditure on a robust core
banking software.
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The research findings would also impact on the leggts — the Central Bank of Kenya as
they would have to strike a balance between thelaggy requirements and the compliance
costs incurred by the banks. They would need teigeoa conducive business environment
but also carry out their regulatory mandate to en¢\banks from taking excessive exposure
in the name of business. The regulators may alabzeethe need of setting minimum

standards on the core banking software to enalgatbility of various banks systems and

also provide a common platform for common bank afpens.
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APPENDICES

Appendix 1: Introduction Letter

September, 2010

The Human Resource Manager,

Eco bank Limited,

P.O Box,

Nairobi.

MBA RESEARCH PROJECT

| am a student at Nairobi University pursuing a tes of Business Administration program.

Pursuant to the pre-requisite course work, | waildel to conduct a research project to assess
the challenges of strategic implementation. Thei$oaf my research will be Ecobank Kenya

Limited and this will involve interview with memb®epf the senior management team.

| kindly seek your authority to conduct the reshaat Ecobank Kenya Limited through
research interviews and use of relevant documeritave enclosed an introductory letter

from the University. Your assistance is highly veduThank you in advance.

Yours faithfully,

Phyllis Ayuma Wetangula
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Appendix 11: Interview Guide
CHALLENGES OF STRATEGY IMPLEMENTATION AT ECOBANK KENYA
LIMITED
SECTION A: BACKGROUND INFORMATION
1. State your gender?

2. State your age bracket?

3. What is your highest academic qualification?

4. Position at Ecobank Kenya Limited? ..........ccooovviiiiiii i

5. How long have you been in the banking industry?

SECTION B: STRATEGY IMPLEMENTATION PRACTICES

1. In your view, what is the importance of strategypiementation to the bank success?

2. How is the able to position and relate itself te @mvironment to ensure its continued
success and also secure itself from surprises htoapout by the changing

environment during strategy implementation?
3. What does it entail/involve at Eco bank?

4. In your opinion what is the importance of managetradsility, or competence, in

achieving successful strategy implementation
5. What are the stages of strategy implementationeabaink
6. Who are involved in strategy implementation prodesgur organisation?

7. What role does communication play in the processtrategy implementation at your

bank?
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8. What is the impact of human resource development effiective strategy

implementation at your bank?

9. What is the effect of involvement of firm members the strategy process on

successful strategy implementation?

10.What initiatives are taken by management in crgadind sustaining a climate within

the firm that motivates employees in their impletaéon role?
11.What are the requirements for a successful strategementation at the bank?
12.What is the style /model of strategy implementagamployed at the bank?
13.What are the strategy implementation practices eyepol by your bank?
14.What are the other factors leading to strategy @mgntation success at your bank?

SECTION C: CHALLENGES OF STRATEGY IMPLEMENTATION
15.What strategic implementation problems that arateel to organizational hurdles?

16.Do you face the challenge of strategy implementatiime being underestimated?

17.What are some of the challenges that surface dstiagegy implementation that had

not been anticipated?

18.What other factors in the external environment hadadverse impact in strategy

implementation at the bank?

19.What are some of competing activities that caustratitions inhibiting strategy
implementation?

20.What are the challenges posed by the inadequacdgf@imation systems used to
monitor strategy implementation?

21.What challenges are posed by customers and staftiliyp appreciating the strategy
on strategy implementation?

22.What is the impact of poor communication and distieid feelings of ownership and

commitment by employees to strategy implementation?
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23.What are the challenges caused by ineffective ¢oatidn and poor sharing of
responsibilities of strategy implementation actes®

24.What are the other challenges you face in strategiementation at the bank?

25.What are the challenges faced due to poor Coordmand communication?

26.What are the possible solutions to the challendestrategy implementation at the
Eco Bank?
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