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ABSTRACT

Organizational change is about making alteratioth& organizations purpose, culture,
structure and processes in response to seen amdidizhanges in the environment.
Strategic management is all about identifying ambedding in the organization those
changes that will ensure the long-term survivaihi@ organization. Globalization of the
world economies has resulted in high environmentgbredictability. Environmental

changes such as advancement in information techicaloinnovations, political, social

and consumer behavior have affected many orgaoimmtand they are being force to
enhance their business processes in order to survian environment which has become
very competitive. Organizations are undertakingtetgic changes in order to align their
business strategies to the environment and matehrébources and activities of an

organization to that of the environment.

One of the key priorities of the Kenyan Governmisrtb implement and institutionalize
public sector reforms that would lead to an effitjeeffective and ethical delivery of
service to Kenyan citizen.TSC is one of the govemimcorporations that has been
affected by the reform and has been respondingndiépg on the demands of the changes
being introduced. The research project was caoigdn Teachers Service Commission
of Kenya which has been affected by the changekdrenvironment just like any other

organization.

This paper provides a background of the study asclidses change management strategy
and strategic change. The paper provides a sin@tamntextual analysis of the TSC and
the statement of the problem at the same time ilgiginhg the purpose of the study. The
purpose of the study was to establish strategiogdananagement practices and also to
understand the challenges that are face duringemmghtation of changes.The paper
reviews literature on change management, strategidsstrategic change, followed by
challenges faced in the implementation of change. lferature review discuses issues to
deal with change management practietsgtegy and strategic change, challenges faced in
implementing change, institutionalization of chaiagel resistance to change.
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Using primary data collected from the senior mamage TSC, the paper discuses the
findings after the data was analyzed focusing enftiowing areas; creation of urgency
for change, vision for change, implementation oérae, change awareness creation,
strategy for change for change, structure for changplementation, plans for change
management, impact of changes to the organizaistifutionalization of change and

finally, factors affecting implementation of change

Finally the study draws conclusion, suggestions a@aedommendation that would
contribute to high success in change managemeiiddition the paper highlights areas

for further research relating to change management.
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CHAPTER ONE — INTRODUCTION

1.1 Background of the Study

Change management is the process of managing fieetied implementation of
organizational strategies, ensuring that permanemanges in goals, behaviors,
relationships, processes and systems are achiewetbusiness advantage. Strategic
change can be said to be the movement of an odganizaway from its present state to
some desired future state to increase its competdadvantage. Strategic change also
involves fundamental changes in the business afrganization and its future direction.
Change is transformation to undergo alterationsdifivation, substitution, innovation
and revolution. Change management can also besthefuisystematic methods to ensure
that an organization changes in a planned directonducted in a cost effective manner
and completed within the target time frame and wiésired result. (Gilbert, Stoner &
Freeman, 2003).

Since the industrial revolution, the conventionadem has been that the private sector
is better at managing changing organizations thimere the public or voluntary
organizations, however, Burnes (2004), says thatptblic sector has faced increasing
pressure which require innovative responses suctewascost effective ways to provide
quality service, alter permanently existing stroes) policies, and practices
Globalization of the world economies has resultedhigh environmental volatility and
unpredictability. Environmental changes such akrtetogical innovations and consumer
behavior has affected many organizations and tlmeybaing forced to enhance their
business processes in order to survive in an emviemt which has become very
competitive, (Ansoff, 1987). Organizations are utakang strategic changes in order to
align their business strategies to the environnaet match the resources and activities
of an organization to that of the environment. Wilobalization comes greater
competition especially for workforce quality andder differences in the skills, attitudes
and increase in communication problems. It has eteated the challenge of building
cohesion and common purpose in the face of culamdlorganizational differences. All

of this is complex because many of the variablebénequation are not under the control



of the leaders who are creating the vision for gea(Stoner, freeman, and Gilbert,
2003).

Change can cause people to feel incompetent, naadypowerlesdt is essential for the
people in the organization to be involved in plaignand executing change, to have
opportunities to develop new skills required by tbhkange, and to depend on
psychological support mechanisms put in place eefduring, and after the change is
implemented to avoid resistance towards changen{@ol & Deal, 1991). Effective
strategic leaders understand that change in th@oamvent is a continuous process.
Some organizations change largely in responsetred circumstances, that is, reactive
change while others change principally because theye decided to do so. This is
usually known as proactive change (Cole, 1997).lémpnting change successfully is
vital for any organization, whether private or gabWithout implementation, even the
most superior strategies are of no use. Transf@rsirategies into action is a far more
complex and difficult task and therefore requiresaerted from form the management.
Once it is determined that changes have been ingritad effective attentions is directed
at institutionalizing the changes. This is to maimtthe changes as a normal part of the

organization’s functioning for an appropriate pdraf time.

1.1.1 Strategic Change Management Practices

Strategic change management is the process diirgighe internal capacity of an
organization with the external demands of its esvinent. The process forms the basis to
formulate and implement strategies that achievaromtions goals and objectives. For
appropriate strategy to be undertaken, managers cwssider all aspects of the
organization, both internally and externally, Ro{&989). It therefore means that
analysis of the organizations’ strengths and wess@s opportunities and threats should

be carried out.

Successful strategic change is built in an ovesalitegic management system of the
organization with a purpose of ensuring that araoization is heading towards the right
direction effectively. Effective strategic leaders understand that chamngethe



environment is a continuous process. Some orgamizathange largely in response to
external circumstances, that is, reactive changévathers change principally because
they have decided to change. This is usually knag/proactive change (Cole, 1997). A
well-crafted and well managed strategic vision batp balance reactive and proactive

changes.

A strategic leader must develop sensing networksard the target audience, gather and
broaden the power base. They should alert the @ai#on that change is coming and
actively manage the planning and execution prosdsgdinking every day-to-day action
to the vision for change. The strategic leadersishcontinually communicate the vision
for change to key internal and external constitiesyjcknow about and plan for
overcoming resistance, and get prepared for unésgebut necessary mid-course

corrections (Fellow, 1985).

According to Pearce and Robinson (2005), orgamratileadership should be guiding
an organization to deal with constant change. Tiiefcexecutives should embrace
change by clarifying the strategic intent that @uiheir organizations and shape their
culture to fit with opportunities and challengesiebe affords. They need to identify and
supply the organization with operating managerspgmed to provide operational
leadership and vision as never before. Most sti@tegders consciously develop and
maintain a variety of information and power netwsrkhese networks may be the
sources of information that change is necessaryaduiition to serving as sources of
information, these networks also serve as sounbgagds for new ideas. The people in
these networks must be trusted by the leader, amdli&r with the leader's thought
processes. Comstock, (2006) recommends that béfgpeementation of change, an
organization must be prepared for change. The tapagement should keep employees
informed about the need and process of change bedde employee perception of

change can increase or reduce resistance to change.

1.1.2 Teachers Service Commission-Kenya



The Teachers Service Commission is a corporate thadywas established in 1967 by an
act parliament. It is charged with the respongipifor managing teachers in primary
schools, secondary schools and tertiary institgtiolh is mandated to perform the
following core functions: teacher registration,rietment and deployment, remuneration,

discipline, and maintenance of teaching standard#senya.

At its inception in 1967, the Commission comprisédhree commissioners a secretariat
staff of 35 personnel staff managing 39,725 teachsarving in 6,501 educational
institutions countrywide (code of regulation forcestariat staff, 2006). Over the years,
the enrolment has substantially increased to tlmeeu7.2 million in primary schools
and 18,000 in secondary schools. Similarly, the memof primary schools has grown to
17,754, while that of secondary schools has inectas 3,523.This has resulted to an
increased demand for teaching force and the nuwifterachers currently employed has
since grown to 254,647 Teachers Service CommisSiategic plan (2005-2010).

Currently, the Commission has 23 commissioners, hairman and commission
Secretary/Chief Executive. This number is servea Isgcretariat staff of 2,400 officers
deployed at the headquarters and in the TSC ulhitsv@ the country. The Commission
is therefore the largest single employer in Eadt@antral Africa (Teachers Image, vol.6
of 2004).

The commission is implementing the wider governnsesiévelopment policies including
the implementation of the public sector reforms. dmthis, it has established internal
structures to manage the change required to igHtiency and effectiveness in its
operations. In addition, it has been implementihg policy of decentralization by
establishing TSC operation units at school andidisevels in order to bring services
closers to teachers. The recruitment of secondady @imary school teachers at the
district level also goes to support TSC’s effodsdevolve administrative authority to

lower level structures.

The commission established the Human Resource Dmwent service in 1999 in
respond to the need to develop the human resoardéd attainment of its mission and

goals. The major component for implementationasing to facilitate career growth and



succession management as well as provision ofcakitcapabilities that include

management and supervisory skills.

The challenge of providing quality education sessicis a central concern of the
Government today. Recent efforts to enhance educaticlude the implementation of
Free Primary Education strategy; however, qualiysiderations remain outstanding.
Currently the Commission is recruiting teacherscontract to alleviate the problem of
shortage of teachers in the country. The Commissationalized its organization
structure and developed its Mission Statementhidato clarify corporate direction and
identify its core business. The Customer Servicarteh has the vision ‘to be an
institution of excellence in the provision of effeservice for quality teaching’ and the
mission statement ‘To establish and maintain aigefft professional teaching service

for educational institutions — responsive to enwmnental changes’.

To enhance effectiveness and efficiency in thehiegcservice the TSC has embraced
reforms undertaken in the broad public sector bgsbog of financial and human
resource management through harnessing of infoomaéchnology by implementation
of the integrated payroll and personnel databake.[lPPD is a computer based system
that integrates payroll administration, establishindudgets projection and education
and skill inventory which forms a strong basis fieaking critical management decisions
(Image, Vol. 14, 2007).The Commission has beerofadtinto the new constitution, that
was promulgated in August 2010, as a constitutiafite and a committee has be
formed to come up with modalities of going regional

The implementation of changes has not been witlcbatlenges. Job satisfaction is a
challenge that negatively affected effective impdemation process. Most employees fear
that their jobs design will be altered and this makem feel less contented with their
jobs. As a result there has been decline in pedaoa and high employee turnover rate.
Despite the increase in scope of its mandateurtstions and implementation of reforms
and undertaking of many changes, the Commissiotirems to experience operational
constraints and challenges in many areas of itgatipas. The registration of new

schools which is the function of Ministry of Eduicatt, Science and Technology has been



challenging as, the Commission is obliged to prevehchers to schools for which there
is no prior planning. Legal constraints and inadggufunding on operations and

maintenance hamper smooth running of the organizati
1.2 Statement of Research Problem

Organizations are faced by the challenges of capwiith the environment in which they
exist given the constant constraints and threa#t they face. They are therefore
operating with uncertainty of changes which seemaity from institution to institution.
To cope with the challenges, organizations haveduiced change management by use
of systematic methods to ensure that change isdurda planned fashion, conducted in
a cost effective way and is completed within teetsne frame with the desired results.
The change could mainly be on strategy, structexnology, attitudes and skills of the

People.

Researchers have done research on strategic chaangggement in other organizations
and they have varied observations on the subjectinStance, Rukunga (2003) carried a
study on strategic change management practicegmyd a case of Nairobi Bottlers and
found that Nairobi Bottlers did not give enough g¥giin empowering employees when
implementing change. In her research, Nyororo (2@8@6 out to study Strategic Change
Management Practices in the retirement benefit®osethe research study was carried
out in National Social Security Fund and revealeat meddling of the government in the
organizations’ management has hindered succedsaimge management. Gathua (2006)
sought to find out how strategic change Managenfotess affects performance at
Unga Group Ltd. The researcher found out that changnagement process since 1997
was well laid down; however, the actual implemeaatatvas not done well especially on
communicating the need for change to employaéhough studies have been done on
change management, it is evident that not muctbbas done with respect to TSC in as

far as strategic change management is concerned.

Despite the increase in scope of its mandatéyrtstions and implementation of reforms
and undertaking of many changes, TSC continuexpergnce operational constraints

and challenges in many areas of its operationschieza and other stake holders continue
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to complain about services rendered by the orgtiaiza TSC, like other organizations
exists in a complex, dynamic and turbulent envirentrand it cannot ignore embracing
strategic change management in order to survivef@ftl its mandate effectively. The
most important motive for innovation in an orgaiaa is to improve the organizations
ability to meet and satisfy customer needs. TS@ istate Corporation occupying a
special place in education sector in Kenya. Therm@sion serves unique customers and
it therefore faces allot of pressure politicallgcmlly, culturally and technologically. The
researcher sought to answer the question, ‘whatherestrategic change management

practices used within TSC?’

1.3 Objectives of the study
The purpose of the study was;

. To establish strategic change management practtekte Teachers Service
Commission.

Il.  To understand challenges of implementing the gfratehange management in
Teachers Service Commission.

1.4 Importance of the Study

A study on Teachers Service Commission is imporsamte other organizations in the
public sector bracket may use the study to undedss&rategic change management and
use it to achieve their goals and objectives. The&nagers at Teachers Service
Commission will be able to identify and establidie tbest practices on change
management. The study will also benefit other neteass who may want to build their
knowledge on strategic change management and aesaftrmation as reference point
to research on the subject on other governmenbcatipns. The government may also
use the information in diagnosing the challengesnta government corporations and

come up with solutions to change the situation.
CHAPTER TWO - LITERATURE REVIEW

2.1 Introduction



This section provides with an insighbf change management process and
the basic mechanism of managing change. This secti@sses the key points that
strategy and strategic change activities are uakient at three levels of corporate,
business and functional levels. It also outlinesllelnges of implementing change. The

other topic dealt with is institutionalization diange and resistance to change as well.
2.2 Change Management Practices

Change is any planned or unplanned transition foor@ scenario to another. Strategic
change is long term in nature, affects the entmgawization and aims at achieving
effectiveness. Operational change on the other harghort-term in nature, affects a

section of the organization and the focus is oitieficy.

There are three schools of thought by Burnes (20@4¢h form the basis on which
change management theory stand. The first oneeisintlividual perspective school
which assumes that individual behavior results fitbeir interaction with environment.
Human actions are conditioned by expected sequeacdsbehavior rewarded to be
repeated and vice versa. The second one is thgrbap dynamics school which argues
that individual behavior is a function of group @omment. Individuals behave in a way
that conforms to group pressure, norms, role aridegato about successful strategic
change. The third one is the open systems schoasevHocus is on the entire
organization. It sees organization as being contpade different subsystem which
include; the goals, and values, the technical sibgays, the psychological subsystem and
its managerial systems. A change in one part osjiséem has an impact on other parts
of the system, hence change can be achieved byidgathe subsystems but one needs
to understand the interrelationship of the subsyste

Change management is the process of managing fieetied implementation of

organizational strategies, ensuring that permanemanges in goals, behaviors,
relationships, processes and systems are achievdmisiness advantage. Conceptually,
the change process starts with an awareness ofigbé for change. Analysis of the
situation and the factors that have lead to a disignof their distinctive characteristics

and an indication of the direction in which actio@eds to be taken. Possible courses of



action can then be identified and evaluated anticace made of the preferred action
(Armstrong, 2006). Understanding and managing chaag the dominant themes of
management today. Heller and Hindle (1998) saydhahge affects every aspect of life
and taking a proactive approach to change is tie way to take charge of the future.
Organizations change to stay competitive and tavdog either resisting, following or
leading. Those that resist stay put but eventiuaily that they have to follow, trying to
catch up and if that fail, they face competitiveatdlvantage.

Traditionally, change management has focused ontifgimg sources of resistance to
change and offering ways to overcome them. It iparant to not only focus on
resistance to change but also to aim at creatisgppng and desired futures, gaining
political support for them and managing transitwinthe organization towards them

(Cummings and Worley, 2008).

Effective change management requires change miotivatrhich includes creating a
readiness for change among the organization memaeds helping them address
resistance to change. Leaders must create an emerd in which people accept the
need for change and commit physical and psychabgoergy to it. Motivation is
critical in starting change because ample evidémtieates that people and organizations
seek to preserve the status quo and are willirgpémge only when there are compelling
reasons to do so ( Cole, 1995). Leadership shdstnl @eate a vision which provides
purpose and reason for change and describes tive fthte. This provides the ‘why’ and
‘what’ of planned change. In addition, there is chée develop political support for
change as organizations are composed of powedudiduals and groups that can block
or promote change and therefore leaders needsingport to implement change.

Leaders of large change programs must over perfdunmg the transformation and
create a critical mass among the work force in fasfochange. This requires more than
mere buy-in or passive agreement that the direaforhange is acceptable. It demands
ownership by leaders willing to accept respongipilor making change happen in all of
the areas they influence or control. Ownershipfierobest created by involving people
in identifying problems and crafting solutionsidtreinforced by incentives and rewards

which can be tangible or psychological. Too oftemange leaders make the mistake of

9



believing that others understand the issues, fezlneed to change, and see the new
direction as clearly as they do. The best changgrams reinforce core messages
through regular, timely advice that is both insfinaal and practicable. Communications
flow in from the bottom and out from the top arggtted to provide employees with the

right information at the right time and to solitieir input and feedback.

Another activity is managing the transition fronetburrent state to the desired future
state and it involves a plan for managing the chaagtivities as well as special
management structures for operating the organizatiming the transition. Further, there
is need to sustain momentum for change so thatllitbe carried to completion. This

includes providing resources, developing new coempeés and skills, and reinforcing

the new behavior needed to implement changes (C0GK).

To be effective a method designed to alter straggegieengineer process, or improve
guality must address these barriers and address wWedl. Kotters model is one of the
best models for producing successful change ynoaganization The first four steps in
the transformation defrost a hardened status goasdfive seven introduce many new
practices. The last stage grounds the changeeg icattporate culture and helps them stick
(Kotter, 1996).

10



2.3 Strategy and Strategic Change

Strategy is the determination of the basic longatgoals and objectives of an enterprise
and the adoption of courses of action as well asattocation of resources necessary for
carrying out these goals (Chandler 1962). Chargléw of strategy is about defining

goals and objectives as it is about providing tleans for achieving them. Johnson and
Scholes (2002) see strategy as the process thahesatesources and activities of an
organization to the environment it operates. Thgyp@ that strategic fit which involves

developing a strategy by identifying opportunitiasthe environment and adapting to
resources and competencies so as to take advaotahem is essential and must be

maintained at all times for organizational success.

As environment changes, organizations find thenesela unfamiliar environment and
have to respond by integrating change and inteinglithe ability to adapt to new
environment for survival and growth. Schendel amgél(1979) argue that organizations
respond to turbulence in the environment by foritinda new strategies to provide
directional cues to the organization that permibitichieve its objectives and threats in
the environment. Pearce and Robison (2004) alsahsdiyorganizations have to respond

to the turbulence by crafting new strategies.

Strategy is also said to be a pattern of decisiométy, the coherence and internal
consistency of a company’s decisions that posiiocompany in its environment and
gives a firm its identity and power to mobilize sisength and its likelihood of success in
the market place. The definition by Andrews (198@&jines strategy by distinguishing
corporate strategy and business strategy. In margtorations there several levels of
strategy and management strategy is the highesitesh in the sense that it broadly
applies to all parts of the organization. It pr@sdirection to corporate values, corporate
culture, corporate goals and corporate mission. edritlis broad strategy there are
functional or business units’ strategies. Theséde marketing strategies, new product
development strategies, human resource stratdgiancial strategies, legal, information
technologies, and management strategies. Functisinalegy is on short term and

medium term plans and is limited to the domain athe department’s functional

11



responsibility. Each functional department attertgptdo its part in meeting overall
corporate objective and therefore most of theiatefty are derived from broader
corporate strategies. The lowest level of stratisggperational strategy which is very
narrow in focus and deals with day-to-day operai@utivities. It must operate within its
budget but is not at liberty to adjust or creats thudget. Operational level strategy was
encouraged by Peter Drucker in his theory of mamage by objective. Business
strategy refers to the aggregate operational giegef single business firm or that of a
strategic business unit in a diversified corporatilh refers to the way in which a firm
competes in its chosen arena, (Drucker, 1954). @@atp strategy refers to operating
strategy of the diversified firm which answers theestion of “which business should we
compete?” and “how does being in one business adtié competitive advantage of
another portfolio firm as well as the competitivdvantage of the corporation as a
whole?” Since the turn of the millennium, there hasen a tendency in some
organizations to change structure as a result fofrrimation technology. It is felt that
knowledge of management systems should be usedha@ snformation and create
common goals. Strategic divisions are thought tmpex progress. Most recently, this
notion of strategy has been captured under dynatrategy popularized by the strategic
management authors, Carpenter and Sanders. Thegytrms’ strategy both business
and corporate as necessarily embracing ongoindegicachange and the seamless
integration of strategy formulation and implemeiatat Such change and implementation

are usually built into the strategy through theystg and pacing facets (David, 1989).

Strategic change is one that involves fundamentanges in the business of the
organization and its future direction. Successftategic change is built on an overall
strategic change management system. Strategic etagewjs with broad, long-term and
organization-wide issues. It is about moving toutufe state which has been defined
generally in terms of vision and scope. It covene purpose and mission of the
organization, its corporate philosophy on such ematas growth, quality innovation and
values concerning people, the customer needs amdetthnologies employed. This
definition leads to specifications of competitivespioning and strategic goals for

achieving and maintaining competitive advantage fangroduct-market development.

12



These goals are supported by policies concerningketiag, sales, manufacturing,
products and process development, finance and huesanrce management as stated by
Armstrong (2006).

According to Thomson and Strickland (1997) Stratezfiange arises out of the need for
organizations to exploit existing emerging oppoitiea and deal with threats in the
market. It is crucial that organizations seek teate a competitive advantage and
whenever possible innovate to improve competitiesifon. This calls for ability to

implement the proposed change.

Successful strategic change is built in an ovestalitegic management system of the
organization with a purpose of ensuring that araoization is heading towards the right
direction effectively. Effective strategic leaders understand that chaigethe

environment is a continuous process. Some orgamathange largely in response to
external circumstances, that is, reactive changéewlthers change principally because
they have decided to do so. This is usually knowmpmactive change (Cole, 1997). A
well-crafted and well managed strategic vision baip balance reactive and proactive

changes.

Implementing strategy successfully is vital for aosganization, whether private or
public. Without implementation, even the most sigrestrategies are of no use.
Transforming strategies into action is a far maymplex and difficult task and therefore
requires concerted effort from the management. acporate and business strategies
have been agreed upon and long term objectiveshgestrategic management process
moves to a phase of translating strategic thougfiot @rganizational action, Pearce and
Robinson (2005).

2.4 Challenges Faced in implementing change
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Methods used in successful transformation are basedfundamental insight that major
change will not happen easily. This is becausehef reason that costs are too high
especially when the speed of change is very fagiraxucts or good are not enough and
the shifting of the customer requirements are eatdaddressed adequately as they keep
changing. The much needed change can stall beadusevardly focused cultures,
paralyzing bureaucracy, parochial politics and llewels of trust. Lack of team work,
arrogant attitudes, lack of leadership in middlenagement and the general fear of the
unknown can also be a serious challenge in chamgéementation. Other challenges
include resistance to change, low stability, arghHevels of stress, misdirected energy,
conflict and loss of momentum. There is need toederything possible to anticipate

reactions and likely impediments to the introductod change (Armstrong, 2006).

Depending on the nature of change, managing itseiglwill demand very different
types of resources and levels of project manageniéatchange process is totally
predictable as change is about people and as suctotbe made to order, Clark (1995).
The responsibility of implementing change is witle management and executives of the
organization. They must manage the change in athatyemployees can cope with it.
Leaders of large change programs must over pertiurimg the transformation and be
the ones who create a critical mass among the viade in favor of change. This
requires more than mere buy-in or passive agreemmantthe direction of change is
acceptable. It demands ownership by leaders wiliingccept responsibility for making
change happen in all of the areas they influenceomtrol. Ownership is often best
created by involving people in identifying problenasmd crafting solutions. It is

reinforced by incentives and rewards.

Too often, change leaders make the mistake of \egiethat others understand the
issues, feel the need to change, and see the meetioin as clearly as they do. The best
change programs reinforce core messages througharedimely advice that is both
inspirational and practicable. Communications fiowwrom the bottom and out from the
top, and are targeted to provide employees thé ngbrmation at the right time and to

solicit their input and feedback
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Successful managers in continuously changing ozgéons provide with clear
responsibilities and priorities. These include; cmmication and freedom to supervise,
explore the future by experimenting with a wideie®r of low cost probe, link current
projects to future with predictable intervals ahdeographed transition procedures.

2.5 Institutionalization of Change

Once it is determined that changes have been ingritad effective attentions is directed
at institutionalizing the changes. This is to maimtthe changes as a normal part of the
organization’s functioning for an appropriate pdriaf time. In complex and uncertain
environments, some changes are only part of a jaumgey of organization adaptation.
This is because change is a continuous processappiising performance need to

persist, Cumming and Worley (2008).

Lewin described change as occurring in three statpas is: unfreezing, moving and
refreezing. The basic mechanism for managing chaageording to Lewin (1951),
includes unfreezing which means altering the priesquilibrium which supports existing
behavior and attitudes taking into account of tifeerent threats that change presents to
people and the need to motivate those affectettdmadhe natural state of equilibrium by
accepting change. Lewin did not believe that changald be easy or that the same
approach could be applied in all situations. Theosd step is moving whereby one
should seek to take into account all the forcesak by identify and evaluating all the
available options by developing new responses basetew information. Refreezing is
the final step of the model which seeks to stabilize group at a new equilibrium in
order to ensure that the new behavior is safe fiegnession. The new behavior must be,
and to some degree, congruent with the rest obéavior, personality and environment
of the learner, Burnes (2004). Institutionalizingganization development intervention
concerns freezing as it involves the long-termigegace of organizational changes to the
extent that changes persist. Such changes areependent on any one person but exist
as part of the culture of an organization. This msethat numerous others share norms

about the appropriateness if the changes.
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The achievement of sustainable change requireigstcmmmitment and visionary
leadership from the top and understanding of theuu of the organization and the
levers for change that are most likely to be effectn that culture. Armstrong (2006)
says that those concerned with managing changell ate\aels should have the
temperament and leadership skills appropriate ¢ocilcumstances of the organization
and its changes strategies. It is also importarituidd a working environment that is

conducive to change by developing the firm as enlag organization.

People support what they help create and theréfes@mportant to get them committed
to change by allowing them to participate as fulg possible in planning and
implementing it. The purpose is to get them to ‘btine change as something they want

and will be glad to live with, Armstrong (2006).
2.6 Resistance to Change

Even in situations in which change can be consal#re best choice in a work situation,
there is fear, anxiety and resistance. The monmfgignt the change is in structure, task,
technology and human assets, the more intensee#ingdnxiety and resistance. A large
proportion of whatever fear, anxiety or resistamoeurs is triggered by changes in
routine, patterns and habits. Resistance is a facgtied phenomenon which introduces
delays, additional costs and instabilities intophecess of change and may take the form
of procrastination and delays in triggering the gass of change. Unforeseen
implementation delays and inefficiencies which sldewn the changes and make it
costly more than originally anticipated. AccorditagArmstrong (2009) people will resist
change because it is seen as a threat to famdiserps of behavior as well as to status

and financial rewards.

Resistance to change is categorized by Ivancekichppaske, and Matteson (2005) into
individual resistance and organizational resistanteey say that individuals resist
change because they fear what will happen to thidmy feel threat of their position,
power, status, quality, authority and the economsecurity regarding the retaining of
the job or level of compensation. Redesign, sHifvork processes and the movement of

16



people are considered to be threats to friendslppierns of social interactions and
routines. The inability to predict with certaintyhhet new organizational design or
compensation system creates natural resistanceedvier, employees fear the lack of
competence to change and sometimes they are wotnefl about the need for change.

Forces within an organization pose barriers to thgplementation because the
professional and functional orientation of a deparit or a unit may differ as each of
them creates its own norms and standards of beh&@imnges in the organization may
alter relationships that impact these norms anubdstals. If change is considered a threat
to the balance of power in an organization it Wil resisted because of fear of losing
position, status and resource power. Also faildrprevious change attempts creates aura

about dangers associated with change, Ivancetieh(2005).

Resistance to change can be difficult to overcowes evhen it is not detrimental to those
concerned, whoever, as Armstrong (2006) suggestsmpts have to be made by
analyzing the potential impact of change by corsigehow it will affect people in their
jobs. By making the analysis, the individual intmotchg change should recognize that
new ideas are likely to be suspect and should fieremake ample provision for
discussions of reactions to proposals to ensureplsden understanding. It is also
important to involve people in the change procesk gives them a chance to raise and
resolve their concerns and make suggestions abeutotm of the change and how it
should be introduced. This ensures ‘ownership’ Whi a feeling that the change is
something they are happy to live with because tiese been involved in planning and
introduction. Communication about the change prec@suld be done carefully and
should be an ongoing process. The purpose is toageland prepare the employees in a
way to reduce fear, anxiety and resistance. Anrorgéion undertaking change needs to
identify help guide supporters of change. It is amant to have the backing of powerful
and influential people. The creation of a learninganization or one that has the capacity

and flexibility to change ideas is important, Ivamich,at el (2005).

The main role of the change manager is to work tdevaeducing the resistance towards

change, and increasing the enthusiasm and levelowimitment for the change. In
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general, most people will have mixed reactions towgroposed change, so the change
agent can be helpful in highlighting the positispects in a realistic manner. Johnston,
Scholes and Whittington (2005) say that, in ordeeffect change, powerful support is

required from individuals or groups combining bpthwer and interests. This may be the

executive, a powerful member of the board or aluamnitial outside

CHAPTER THREE- RESEARCH METHODOLOGY

3.1 Introduction
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This chapter presents the research design thauseasin this study. It also outlines the
instrument and procedure that was used for dataatimn and those interviewed. Finally,

it provides with the method used in data analyier ghe data was been collected.
3.2 Research Design

This project is a case study based on Teachersc8d&bommission of Kenya. This study
required an in depth understanding of strategic agament at TSC and the data
collected is qualitative nature. In view of thiase study research design was appropriate
to use. A case study is a very powerful form oflgatve analysis that involves a careful
and complete observation of social units. It isirdf as an examination of specific
phenomena such as a program, an event or an imstituCase studies place more
emphasis on a full contextual analysis of fewer né&veon conditions and their
interrelation. Other research studies that havel tisis design conducted in Kenya are
Nyororo (2006), Keya (2007),

3.2 Data collection

Data for this project was collected from primaryuses through personal interview.
Kothari, (2004) refers to data collection as thedech are collected afresh and for the
first time and thus original in character. The muere was done through personal
interview which requires an interviewer asking dioges face to face. This method was
preferred as it allowed the researcher to utiliae probing technique assisting in
collection of a vast and rich amount of data. Tégpondents were drawn from the top
level management staff based at the Teachers $efummmission Headquarters in
Nairobi. The heads of five departments were intaweid since they are more familiar
with change management practices at the Commisstwey included the Senior Deputy

Secretary Finance, Senior Deputy Secretary HumasouRee Management, Seniors
Deputy Secretary Administration, Deputy Secretarfprimation Technology’, Assistant

Deputy Secretary integrated payroll and personatlshse (IPPD).

3.3 Data Analysis
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Since the data collected was qualitative in nataetent analysis was used to do the
analysis. This is a systematic qualitative desionmpiof the composition of objects or
material of the study. It involves observation afetailed description of the objects,
items or things that comprise the study. Cooper &chiindler (2003) state that content

analysis may be used to analyze written, audidd®orsstudies.

CHAPTER FOUR - DATA ANALYSIS AND INTERPRETATION OF
RESULTS

4.1 Introduction

This section details the findings of the researsltaptured by the interview guide that

was used as a tool of data collection. The maiasacé discussions are the urgency for
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change in Teachers Service Commission of Kenya lwimeolved understanding what
necessitated those changes. There is a discussiotheo vision for change which
describes the aspirations for the future of theapization. The discussion is followed by
implementation execution which include awareness$hfe need for change, strategies put
in place to facilitate change, structures put ecplfor change implementation and plans
laid down for the changes. Institutionalization ohange and factors affecting
implementation process are also among the issigesisfied. In addition, this chapter
highlights the impact of changes to the organizatio

4.2 Urgency for Change

Teachers Service Commission has been affected by sffeedy changes in its
environment. The pressure and direction for chaogee from both external and internal
environment as a result of rapid technological geantrade unionism; increased demand
for better services and ineffective managemenestyiSC has been affected by the wider
public reforms in Kenya just like any other govesmhinstitution. The organization has
been able to undergo several changes in orderdarsline its functions and management
systems for effective service delivery and stririgaccountability measures. The
researcher found out that this was done by the geanant examining the market and the
competitive realities. The Commission has over ghst few years observed a general
decline of its service which has been manifestddnge numbers of teachers visiting the
headquarters, and complaints received. Subsequenttyeys were carried out in on
order to determine the courses of the decline mie® delivery; performance of the
district units, evaluation of the Secretariat maticscheme, employee/customer

satisfaction survey as depicted in the table below.

Satisfaction Levels of TSC Customers

SECRETARIAT STAFF  TEACHERS
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The Commission's employees serve you with courtesy, 76
honesty, integrity and fairness.

TSC handles transfer requests in an acceptableenarithout 61
exhibiting any bias

The areas | visited at the Commission | was sesatidfactorily 74

The current TSC recruitment process is clear, aenaasily 53
understood and free from bias

TSC handles transfer requests in an acceptableananthout 61
exhibiting any bias
The current deployment procedures are transpanehaeceptable 65

Reinstatement to the TSC payroll is handled onl§irhasis 65

Erroneous salary deductions, missing salary claintsother 51
payments are handled with urgency deserved

The procedure for granting leave within TSC is cozshensive, 80
timely and does not exhibit and form of favoritism

TSC carries out promotion in a transparent manner 61
without exhibiting any bias

Processing retirement benefits has not been ausdéxercise.The 55
procedures are clearly stipulated, easily undedstowl the
information is accessible to all.

Discipline cases are handled with professionalisay deserve 78
and are determined without delay

The current teachers registration process is weletstood by 73
teachers and is acceptable

SATISFACTION INDEX 66
Table 1

Adapted from TSC-customer/employee satisfaction swey 2009/2010

68

64

70

58

52

58

59

52

66

53

47

69

69

60

The survey targeted all the teachers in publicititgins which stood at 254,647,

employees of TSC secretariat staff which stood,20@ as representative and customers

from rural and urban, arid and semi-arid areas ehy&, day and boarding public

institutions as well as tertiary institutions untlee Commissions’ mandate.

The research findings reveal that TSC has beeremmghting many changes in response

to the changing environment. There has been dedeation of human resource

management functions by establishing TSC operatioits to the district levels to
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provide service closer to its customers. This wexessitated by the need to minimize the
number of teachers visiting the headquarters aadmdsted man hours that go with it.
There was establishment of AID control unit (ACO)which was aimed at reducing the
number of deaths of employees and to reduce exjpeadin health care and absenteeism
as well. With time TSC has been able to develoc@s that guide day to day operations
which include; safety and health environment pgleymmunication policy, training and
development policies and registration of teachpadicy. The policies were necessitated
by unhappy employees and other stakeholders setdgatjredress and the Commission
was losing the cases. They were also necessithtechéed for uniformed decision

making.

The researcher learnt that the management of tmentssion has been assessing the
organizations’ need for change by identifying tregg and strong points in the change
programs that the institution need to tackle systerally by re-examining the current
situation and recommending appropriate paradigrt steant to bring in new strategic
changes for TSC to fulfill its mandate. Among tesues that emerged out of the survey
include; inefficiencies in processes and procedeading to a large number of teachers
visiting the headquarters due to poor service dglivineffective TSC units. The table
below shows the number of times teachers visite@ 8adquarters to complain within

the last one year.

Number of times services were sought at Percentage

TSC Headquarters in the last one year

Never 34.2%
1-2 times 40.2%
3-4 times 14.5%
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5-6 times 5.5%

7-8 times 1.0%
9-10 times 0.7%
More than ten times 3.8%

Table 2 adapted from TSC- customer/employee satisfasurvey 2009/2010

A large number of the respondents (65.8%) hadedsihe Commission at least once in
the last one year. Over a third (34.2%) respondéiatshot visit the Commission in the
last one year. It is gratifying to note that fevenployees are seeking services at the
headquarters; however a significant proportion%d.8isited the Commission more than
ten times.The need to automate and integrate sgstpnocess and communication
procedures and to enhance processing, storagess#uitity and retrieval of information

and link them to the units is apparently clear.

According to the respondents, more gaps have ideatified with time and they include
the following; inaccurate school staffing data, fommpliance to commitments in the
customer service charter, poor procurement servigaderperformance of some service
areas, delays in the payment of teachers’ salamyais, ineffective communication
systems, inadequate coordination of programs atiditees at the headquarters, poor
planning of human resource, limited impact of cayduuilding activities, stagnation of
teachers in one grade, inadequate network wittkélyeeducation stakeholders, negative
attitude towards work, low staff motivation weakngaaints management systems,
inefficient file movement, inconsistence performamppraisal systems and resistance to
change. With all the identified gaps the managemoénhe Commission faces realized
the need to embrace better strategic change mareag@nactices.

4.3 Vision for Change
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Strategic change in one that that involves funddatecthanges in the business of the
organization and its future direction. It is aboudving to the future state which has been
defined generally in terms of vision and missionyvi8ion is a succinct and inspiring
statement of what the organization intends to becand to achieve at some point in the
future and clarifies the purpose of for the exiseewf an organization. It is about the
ideal future position envisaged by an agency piagidorward direction. Every modern
organization has a mission statement that cleapglls out the purpose of the
organization and as the driver to the vision ot thr@anization. The mission statement
forms the basis for corporate strategy and shaddiie and nature the human spirit. The
TSC vision is to be an institution of excellence in the provisairefficient and effective
service for quality teachingand the mission isto establish and maintain a sufficient
professional teaching service for educational togions. The researcher findings reveal
that the Commission has had a share of challengesaing from the changes in the
environment. The recognition by the management@iieed to adapt to changes made it
possible to embrace better way of managing chaige. vision and the mission
statements were crafted to provide direction. Thgaization also has values namely
customer focus, professionalism, integrity, innoxetess, and team spirit. The
organization has also undertaken changes in aasfauustomer focus is concerned by
establishing a customer service charter pledgisgcdmmitment to improve service
delivery to customers, - secretariat staff, teaclagd other stakeholders. There has been
acknowledgement that the customer is the king @anthé core business as service
provider. The researcher found out that TSC visaaod mission are in line with the
Kenya vision 2030 (strategy) which has three mllaamely; economic, social and
political aimed at making Kenya a newly industdatil nation. Education and training is
under social pillar and the relevant programs idejurecruitment of additional 28,000
teachers by 2012, establishment of computer lalag thill equip students with
information technology skills and by implicatioratders.

4.4 Implementation of Changes in TSC

The pressure and direction for change come frorh brternal and internal environment

.They include rapid technological changes, inadeguesources, increased demand for
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better services and ineffective management stylesording to the respondents, there
has been realization of the need for change whigh lheen accelerated by public
awareness of their rights and the demand for quaitidducts and service. TSC exists in a
dynamic world and therefore the greater the neetltpt the better change management
practices. The most important part of change peshe implementation because any
planning that ignores implementation is of no couosmce. During the interview, the
respondents highlighted that much assessment leasdame to identify the gaps and the
strong point in the change programs that the uigtih needs to tackle systematically.
This was done through re-examining the currentatibtt and recommendation of
appropriate paradigm shift that should bring in nstrategic direction for TSC to
effectively fulfill its mandate.

Change is about learning of which if successfulush@esult in permanent adoption of
the desired behavior meant to institutionalize gearBurness (2004) and Worley (2008)
both agree that change is a continuous procesimaalyes the long-term persistence of

organizational change.

One of the major changes undertaken in TSC is ¢hveldpment and implemented is the
strategic plan. In response to the wider publid@eeforms TSC developed a strategic
plan for the period 2005 -2010. The policy plannamgl research division was created to
spearhead the planning and develop the strategit filhe overall purpose was to add
value to the quality of the teaching professionedé changes are in response to
customers’ high levels of awareness of their rigidace the need to improve service
delivery. Other changes recently instituted are ddeption of open offices and the
introduction of international standardization orgation (ISO) processes in response to
international community call for standardizationggods and services. The purpose is
also to monitor customer satisfaction and for duainanagement. The organizations’
adaptation of ISO was to become more competitivhenglobal market and to justify its
existence to remain in business. The researchedfout that TSC was one of the first
government parastals to introduce integrated phgessonnel database system aimed at
automation of operations in line with global comntymeed for speed, effectiveness and

quality products. The establishment of integrityision was to change the perception
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that TSC is one of the most corrupt corporationsoAn line with this there was the

introduction of open office layout to enhance sujson.

The latest change that has been introduced inrtfenization is its transformation from a
semi-autonomous to an independent institution bg tlew constitution that was
promulgated in August 2010. The management haslbekimg forward to the change as
they have been seeking its autonomy that comes eidct funding and free from
political interference. Proposals have already besade on the new organization
structure and a committee has been establisheddrser the implementation of the
changes. Senior management officials have attendmt#tshops for the purpose of

coming up with modalities and logistics of how tamage the new changes.
4.4.1 Change Awareness creation.

The respondent informed the researcher that theagesnent has been trying to be
committed to preparing the employees for the ddssteanges in working styles, attitudes
and work ethics to facilitate implementation prace$here has been commitment to
service delivery as stipulated in the service @raifthe management has been stressing
the need to adhere to the set standards as ségufathe service charter, policies, rules,
regulations and the upholding of core values. leryed that of late the management has
realized the importance of sensitizing the empleyeaed the stakeholders the new
changes. This is being done by way of workshopanirssrs, meetings and
encouragement of individual growth and developmeiindividual employees. The
management holds meetings with teachers, tradensi@ind other stakeholders to inform
them on the changes carried out. To disseminate méyrmation there has much use of
magazines, memos, website and pamphlets. In thentrepast workshops and
sensitization meetings have been held to introdudernational standardization
organization (ISO) and re-engineering process tpleyees. To ensure that all share in
the vision of change, meetings are held within depants to share vision and progress.
The committees’ mandate was to develop action foarthe expected changes and to
sensitize other employees on the need for changeas clear from the interviewed
respondents that change management shared comraturete with those found in

Kotters’ (1996) model of change.
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4.4.2 Strategic for Change Management

Strategic leaders must continually communicatevibi®n for change to key internal and
external constituencies as well as know about dad for the unexpected as emphasized
by Fellow (1985). The researcher found out that rsspondents identified themselves
with the change process and they are clear onigienvfor the change. The vision and
mission were crafted geared towards making TSCirstitution of excellence in the
provision of effective service for quality Teachirend the mission ‘to establish and
maintain a sufficient professional teaching servioe educational institutions’. The
statements are aimed at establishing guidelinegofonulating and executing strategic

changes responsive to environmental changes.

To ensure that all share in the vision of changegtings are held within departments to
share vision and progress. The management alsopsebmmittees in order to create
sense of urgency. The committees are mandatedviageaction plan for the expected
changes and to sensitize other employees on tree foeehange. It was clear from the
interviewed respondents that change managementigescin TSC share common
features with those found in Kotters’ (1996) moaotethange.

The research findings indicate that TSCs’ stratagient throughout the organization is
to provide adequate teachers to primary and pasiapy institutions, pay all teachers in
time, appoint new teachers within one month andei®e customer satisfaction by
understanding their needs and expectations andgmanaustomer relationships. There
has been focus on the strategies established sutieastrategic plan, service charter,
policies, practices and effective communicationotighout the organization. The
intention is to contribute towards moving TSC tbigh performing organization under

equally a high performance human resource.

Cascading strategic intent throughout the organizabon

MISSION

Ensure the mission is a
success and corporate
objectives.




J L
DEPARTMENTAL/UNIT
OBJECTIVES

Each department /unit contributes
to the mission.

J L

EMPLOYEE/INDIVIDUAL OBJECTIVES

Every employee efforts geared to contribution
towards the mission success

Figure 1

The researcher established that the senior managesnasually involved in initiating,

developing and implementation of change. As pradtien TSC change has been
characterized by formation of steering committeessensitize employee on changes
being undertaken. There has been introduction afitmidng and evaluation committees

to ensure implementation of change is done accgraimplan.
4.4.3 Structure for change implementation

Organizations today are focusing on work processes the mindset of their human
resource in order to have a competitive edge. dieroio survive, TSC is no exception and
has therefore followed that direction to be abladgust to changes as they come and to
have a more proactive approach towards change reareayg. The findings reveal that
there has been poor supervision at all levels wheoke resulted in low achievement of
set targets and inefficiency, non compliance tagyayuidelines, non compliance of the
service charter and slow process of automationooé dunctions. There has been a
review of existing processes, customer requiremantsidentification of existing gaps.
This is meant to bring to the surface underlyirsgies that will support or inhibit change.
There has been prioritization of identified gapsrahation to service areas and their

significance in bringing about the desired charigg will translate to improved service
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delivery. There has been removal of unproductivéiviies through realignment,
merging and creation of new units to streamline raf@ens. Development of new
processes and training of staff to equip them Wwiibwledge and attitude to drive new
processes has been going on. The researcher alsml fout that monitoring and
evaluation mechanism has been set up to assessesi®iv progress of instituted

changes.

New structures have been put in place for changeagement and one of the latest if the
re-engineering unit comprising of the managemeamteThe team is comprised of
Secretary/Chief Executive, the Senior Deputy Sadet (SDS) and the Deputy
Secretaries. Their role is to lead the change pobg setting the aims and objectives and
communicating to the steering committee and thé eéthe Commission staff. The
steering committee comprises of officers appoirttgdthe TSC management team to
coordinate the processes on its behalf. This tesordmates the program teams from the
service areas in the implementation and redesigicegses. The programs teams
(monitoring and evaluation teams) are selected $efaom all service areas that require
process redesign. These teams are required to nmeptechange and report to the
steering committee. The process user teams ardutitional teams responsible for

implementing and operating successfully and thesigmh processes.

Structure of the re-engineering Committee

PATRON

MANAGING STEERING
COMMITTEE COMMITTEE




PROGRAMME COMMITTEE

Figure 2

4.4.4 Plans for Change Management

Respondents indicated that TSC has taken mattgptanhing for change management
seriously and has created a department calledyP®&llanning and Research (PPR). It is
mandated to initiate, promote and support the Casion’'s Planning, Policy, Research,
and Statistical analysis functions. These funeatiare cross cutting and interlink with
other service areas in provision of technical suppith a view to assigning economic

value to Management Information Systems and rere®ging service delivery processes.
The PPR consists of four main sections, namelyp@ate Planning; Policy Analysis;

Research and Development; and Monitoring and Etialua

It also emerged that the operations of the PPRcanstrained by inadequate technical
and human capacity and high staff turnover. Otheallenges include inadequate
automation to facilitate sharing of data and infation for planning making preparation
of planning documents and survey reports difficMiteak monitoring and evaluation
systems within the various service areas also hamipective tracking of performance
targets and generation of periodic management tepdhe Service Area is also
constrained by inadequate funding to carry outowsriresearch activities, service
delivery surveys and monitoring and evaluation prots.

Over the last 3 years the service area has injectscuctured process of policy analysis
and development. Through this process, fifteen (E) policies have been documented
and have been approved for implementation. In exditthe TSC Monitoring and
Evaluation guidelines have been developed and@emtonal. Corporate Planning at the
Commission has also been institutionalized for mwpd management of the various
reforms. A more structured planning process has skeser linkages forged with the
heads of various service areas in identificationpofgrams and annual targets for

incorporation in the Performance Contracts.
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4.4.5 Impact of changes to the organization

The strategic changes adapted had some impactwrth@organization operates. The
decentralization of services to the units made shpahuman resource management as
functions were devolved to lower level structuteswever, teachers continue to visit the
headquarters though not in large numbers as beldre.adaptation of IPPD systems
brought with it fears of layoffs. The system is jgah to manipulation and misuse but the
good thing is that the system has improved sigmifily on the speed of payments,

quality of data, retrieval of information and stgeaof huge amount of data.

The establishment of ACU has been a blessing farynas attitude toward HIV/AIDS
has changed resulting to reduce number of dea#scasd better management of those
affected and those infected. Consequently, theseblkean reduction of absenteeism and
desertion of duty. In the case of policy plannimgl aesearch division, its role involves
interpretation of Commissions’ objectives and té&sgand coordinating them in the
annual performance contract and the strategic fdlhe employees were initially
enthusiastic to deliver; however, the rewards amttsons attached to it have not been
realized hence the process is viewed by the staffmeerely a formality of no
consequences. The establishment of the integntigidn has been of little or no success
since sensitization of employees has been inadequmt therefore no change of attitude
has been realized. The introduction of open offay@ut has enhanced some level of
supervision but lack of privacy does not encouraganseling and reprimanding of

individual employees.
4.4.6 Institutionalization of changes

Strategic leaders must continually communicatevibi®n for change to key internal and
external constituencies as well as know about daal for the unexpected as emphasized
by Fellow (1985). The researcher found that th@ardents identified themselves with
the change process and they are clear on the visiothe change. The vision and
mission ‘to be an institution of excellence in thwvision of efficient and effective

service for quality teaching’ and the mission ‘tstablish and maintain a sufficient
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professional teaching service for educational fastins were crafted geared towards in
response to environmental changes. The statementsiraed at establishing guidelines

for formulating and executing strategic changes.

Worley and Cummings (2008) say that change is diraowus process and appraising
performance needs to persist. The research findiegsal that the management at the
TSC has not been left behind in embracing reforitratives by responding to the various
changes taking place both locally and globally. 8ahthe reforms the Commission has
undertaken include; Developed and reviewed the FT8@ice charter, developed and
reviews strategic plan, Institutionalized perform@amanagement through performance
contracting, embracing quality through adoption If©cess and standard and adoption

of the open office plan system.

Institutionalization is made for the purpose of ey that programs last for long to
serve the organization in the best way possibleghénpast, the Commission has been
ignoring the employees’ participation in the intwotlon of changes, however, there has
been change of heart and there has been a dedib@ate to involve them in all the
stages of the change management by informing therthe need for change. This is
meant to inspire sense of ownership and parti@padi all the employees in the change
programs. This is helps the implementation with imal resistance to change and
sustainability of the program. To manage changertaragement instituted participatory
process of change management. The process hdlethstvnership and enabled the staff
to raise any objection, clarification and inputhiefe were training programs aimed at
improving the employees’ perception of ideas thiougvorkshops, seminars,
encouragement of self development and sensitizateetings.

For the purposes of institutionalization of the mipas at the commission various
management teams have been set up to lead theechamgess by setting the aims and
objectives and communicating to the rest of the @agion. Steering committees are set
comprising of officers appointed by the managenteain to coordinate the process on
its behalf. The team coordinates the programs tefnm® the service areas in
implementing the designed process. Program teamsémitoring and evaluation are

selected from the service areas that require psaeeesign. These are the teams that are
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required to implement changes and report to therisigg commission. The process user
teams are functional teams responsible for impleimgrand operating successfully the
design process. The creation of these teams entd@desmployees to own the changes

and to ensure the continuation of the programs.

Continuous Improvement

(7

Y

4

Figure 3 Adapted from millennium management Consukints

The Commission adapted the quality management gsdbeough 1SO 90001:2000. This
is the continuous improvement of process, prodaetd systems which should be
incremental against established criteria. Contisumaprovement facilitates efficiency
and effectiveness in service delivery and promptesention based activities. It is also
meant to provide training on continual improvemeals and to establish measures and
goals to guide and track improvement. All this éaiged towards ensuring the changes are

sustained and made part of the organization countisly as depicted in the above figure.
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4.4 Factors affecting implementation of change

The external environmental factors affect the waywhich change management is
practiced in TSC in matters relating to policied avperations. The policies of the
MOEST in particular, as a key stakeholder, haveagonmbearing on the operations and
performance of the Commission. The researcher Wasta establish a number of factors
affecting the implementation of changes. It wasacléhat TSC has not been able
implement strategies as planned as result of psapeiependency on the MOEST for
financial support. Many a times the Commission dintself with limited finances to
facilitate change process leading to delays in @m@ntation of change programs.
Another challenge is lack of accountability in as &s use of resources is concerned and
In some instances finances are misappropriatedngagtalling of programs while others
are poorly implemented.

Implementation of change programs is expensiveiagolves training the employees for
ease of adaptation of the changes and purchasingvofequipments such as computers
as well as hiring, promoting and developing peapgit® can implement change vision as
Kotter (1995) puts it. On the other hand, custonaees getting enlightened by tlday
meaning that their needs are also changing vetyafasvell as increasing their demands
to the Commission. This has made it difficult tojust to the fast pace of changes
resulting to more dissatisfied customers. The dméehange in the environment is very
high and in some instances changes being implemhanéeovertaken by events. This has
been felt mainly in the adoption of the latest tembgy resulting to the need to keep
purchasing new equipment as the older ones aremetdbsolete and also the need to
keep training employees as need arises. The TSQirmdsd capacity for ICT at the
Secretariat and is also unable to provide adedGatgeeachers. Most systems in the TSC
headquarters are manual in nature. There are datigbefforts being be made to enhance
ICT capacity at the TSC headquarters and the umitsrder to automate some of the

systems for the improvement of service delivery.
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For the management, it has been difficult to infice and change the attitude of some of
the employees because many people prefer to remaireir comfort zones and do not
want to go an extra mile as may be required byctienge. This is a major challenge
since people not prepared for changes. Effectivengd management requires ample
motivation, according to Cole (1995) and this has lmeen adequately addressed. The
researcher found out adaptation of changes is lyssiaw since those in championing
change are busy officers who are involved in othetivities and therefore not very
effective. Some of the respondents indicated thi@mamanagers are not in support of
change as they feel it threatens their position@mer, hence they become a stumbling
block to change progress. Weak monitoring and eian teams have failed in the past
in implementation of change management due to onsate follow ups of programs in

progress.

Bureaucracies involved in procurement procedurasseaunnecessary delays in the
implementation process. Rewards and Sanctionsrsyistaot yet institutionalized, hence
loss of enthusiasm and motivation on the proceswlglcreeping in. The researcher
established that the greatest challenge experiencée organization in implementation
is resistance towards change. The institution fameee form of resistance whenever
there is departure from historical behavior, cdtand power structure. It was evident
that the culture is not very supportive of changednse whenever changes were made
some employees viewed it with suspicion and unitdytaOthers take considerable
length of time to accept changes. Some employedsetb at change from a different
perspective from the management especially in tefnessts than benefits resulting from
the change. This has been continually reflectethénlow performance by the staff and
the failure by departments to meet their deadlifiéss is agrees with what Armstrong
(2009) say about resistance that it introducesydekdditional costs and instabilities into
the change process. This results from the thredanaliar patterns of behavior and

financial rewards.

Ivancevich et al (2005) says that fear of lose @difion, power, status and economic

security results to resistance to charng® the, commission resistance to change emanates
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from lack of trust,belief that change is unnecessary and believetkigatchange is not

feasible but just an economic threatsar of personal failure and loss of status anggvo

CHAPTER FIVE —SUMMARY, CONCLUSION AND RECOMMENDATIONS

5.1 Introduction

There were two objectives to be achieved througis #®tudy which included;

establishing strategic change management praci@ghallenges of implementing the
same at the Teachers Service Commission. Havingzaththe research findings, this
chapter will have summary discussion, conclusiamjtations, recommendations for

further study and recommendation for policy andfica.
5.2 Summary

Strategic change can be said to be the movement ofganization away from its present
state to some desired future state to increasmitgpetitive advantage. Strategic change
also involves fundamental changes in the businésanoorganization and its future
direction. Crafting a good strategy and Implemantiih successfully is of vital
importance for any organization, however, transfogrthe strategies into action is far
more complex and difficult task as said by Peama Robinson (2005). For effective
change management requires change motivation aichwicludes creating readiness
for change and helping organization members to g@nasistance to change. The

management should ensure that the staff well utedets the mission and vision of the

37



organization so that they may not lose the diractsd the change. The organization

should be proactive in response to the externairgedhal circumstances.

Leadership in change programs must perform andectggency for change be able to
create ownership by accepting responsibility aneblving everybody else accepted.
Communication in change management is of utmosibrtapce as it is the way of
management to disseminate information of their nihtand they get the necessary
feedback.

One of the researchers’ objectives was to estaltlishstrategic change management
practices at the TSC. The findings show that thveas strategic change management
formulated in the organization in order to initizdad oversee the implementation of
change. Change management in TSC has been an gnatiwmity in response to the
changes in its environment. The second objective twainderstand the challenges faced
during implementation of the strategic changes. Teed for change, setting of
objectives to be achieved, organizations intentiamd long term and short-term targets
are usually set, however, the actual implementaifdhe laid down strategic changes are
not well followed. The issues of reinforcement amgtitutionalization are not effectively
done which results to business slow implementatiomo continuation of the change
process all together. It is important for managenteridentify parameters for success,
suitability and sustainability of changes in thgaization.

5.3 Conclusions

From the findings, the study concurs with most ladeé literature on how to manage
strategic changes. It is important for managemenidéntify parameters for success,
suitability and sustainability of change procesSCTis seen to practices strategic change
management; however, better levels of success wuoake been achieved if there was
more emphasis on focusing on people by analyzimguserstanding their concerns as
this would have helped in countering resistancevaodld have been easier to introduce
the desired culture. In addition, establishmenstodng monitoring and evaluation teams
and effective institutionalization of change wobhlave made change have more positive

impact. The study reveals that change is inevitabk# the organization cannot afford to
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take it for granted and it is most appropriate & gdrepared for change and take the

necessary measures to ensure it adaptation prelyctiv
5.4 Recommendation for further study

The researcher carried out the study to estakligtiegic change manage practices in
TSC and to understand the challenges it faces jpteimentation but the findings reveal
that the culture of the organization has effecthmn strategic implementation of change
and therefore a case study on the same can be ldoaédition, a study to establish the
effect of reward on performance can also be camigd Future research should also
focus on the role of monitoring and evaluationhia implementation of changes in TSC.
Such investigations would reveal the strength of thecretariat in leading the
implementation of strategic changes. A comparaiuely should be done to investigate
the extent to which State Corporations and the $flieis are implementing strategic
changes in Kenya. Comparing the differences in shecesses or failure in State
corporation s and Ministries would be an interagtimea to explore to gain insights into

factors that enhance or inhibit the implementativategic changes in Kenya.

5.5 Implication on Policy and Practice

TSC should strengthen the monitoring and evaluaifarthange programs to ensure gains
achieved do not erode and business as usual retutims organization. There should also
be better resource mobilization to facilitate etion and implementation of change
process to the fullest. Change consultants shaailgskd to facilitate better understanding
of change process and to equip the organizationbaestwith basic skills to diagnose to
ensure the change is always on course. Moreovangehshould be understood well
since it dynamic and complex and should theref@eérceived as an ongoing process
and not just an event. TSC should be a learningrozgtion to enable its employees have
a better understanding of issues and be able toagmlzthange without much resistance.
The management should always highlight the pastesscand milestones with a view of
encouraging the employees to accept more challehgésome with changes and make
them proud of their achievements. The managementlglalways be proactive during
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implementation of change programs and be fast atingp up with strategies to tackle
challenges. There is need to for competitive rematien package to reduce high
turnover and increase morale in the working envirtent. There is need for the
organization to fully computerize the system uphi® district level to be able to fulfill its
mandate with effectively. To survive and succekd,drganization should turn itself into
a change agent. The most effective way to managegehis to create it as stated by Peter
Drucker (1954)

5.6 Limitations of the study

This project is a case study and data was collefri@ah five members of the top
management who are mainly involved in change manageprograms. These are very
busy people in the organization and thereforeowed to be difficult to get them for an
interview. The interview guide requires probing alekp understanding of the issues and
this was sometime difficult since some of the resjamts were giving answer in a hurry
due to the pressure of time. Time factor was alpmbbecause it was taking long to
interview one respondent exhaustively and to gatherrelevant data. Basically, the
study was an interview with the top managementevttie middle and lower level and
other staff members were not interviewed. It wdwdde added more value to the study if

they were also included since they are the impleersrof change.
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Appendices

Appendix 1- Letter of introduction

Mary Karimi Kimaita

September 2010

Dear Sir/Madam

| am a student at the University of Nairobi studyMasters of Business Administration.
| am conducting a management research on strathginge management practice within

Teachers Service Commission of Kenya.

In order to undertake the research, you have belected to be one of the respondents.
This is therefore to request for your assistancedlecting information to facilitate
carrying out of the research study. The informatron will provide will be treated with

confidentiality and will only be used for acaderpigrpose.
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Thank you.

Interview Guide Part 11

Respondent’s Profile

1 State your position/Title in the Commission?

2 What is your Department?

3

How long have you worked for the Commission?

Part 11

Change management practice in Teachers Service Conssion.

4 Are you aware of any changes the organization bas hndertaking?

5

6

If the answer is yes, which changes are you awi&e o

In your own view what necessitated the changes?aitxp

Do you think the changes are impacting positivelp@gatively? Explain

Is there any aspect that needed change that waxhatistively addressed?

In your own opinion, what are the factors that éaeded the changes and what

factors reduced the speed of change?

10 What are the major successes of the changes?
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11 Is the organization still adapted to changes withenoperating environment?
12 Does the senior management initiate changes iartjgnization?
Part 111 Implementation of change and the challenge

13 Did the organization anticipate the changes itngargoing and how were the

changes carried out?

14 Did your organization consider aligning the chanigethe organizations culture,
situation, vision and goals?

15 Was there any consideration of whether the chawgjkebe accepted and the
possible resistance?

16 What was done to ensure the acceptability of tlemgh amongst its various

stakeholders and to minimize the possiestance?

17 What was done to ensure that change was institlizsd?

18 Was change communicated to the staff? And if ye®, Wwas it done?

19 Did the top management support the change process?

20 Were the mission and vision articulated and wetlarstood by the staff?

21 Were you part of change Implementation in your oizgtion? If yes, what role
did you play?

22 What are the major challenges in implementatiocha@inge in your own opinion?

23 Are the staff members involved in planning and iempéntation of change?

24 Now that TSC has become a constitutional officéhésmanagement prepared for

the changes that go with it?
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25 What challenges is the management expecting tariexpe in implementing the

new changes in adapting the new constit@tio

Eight steps of Kotters’ model for change management

1 Establishing a sense of urgency
Examining the market and competitive realities

Identifying and discussing crises, poterti@es, or major opportunities

2 Creating the guiding coalition
Putting together a group with enough power to kxedchange

Getting the group to work together like a team
3 Developing a vision and strategy

Creating a vision to help direct the change effort

Developing strategies for achieving that vision

4 Communicating the change vision

Using every vehicle possible to constantly commaitgthe new vision and strategies

Having the guiding collation role model the behawrpected of employees

5 Empowering broad-based action
Getting rid of obstacles
Changing systems or structures that determinetthege vision

Encouraging risk taking and nontraditional ideasivdies and actions

Generating short-term wins

Planning for visible improvements in performanaeivans”

Creating those wins

Visibly recognizing and rewarding people who médu tvins possible

consolidating gains and producing more chaeg
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Using increased credibility to change the systeamictires, and policies that don't fit together almh't fit the transformation
vision, hiring, promoting, and developing peopleovadan implement the changes vision

Reinvigorating the process with new projects, tegnand change agents
8 Anchoring new approaches in the culture

Creating better performance through customer- amdiyctivity-oriented behavior, more and better &¥atip, and more
effective management

Articulating the connections between new behavémd organizational success

Developing means to ensure leadership and develupemne succession

Figure 1Source: Adapted from John P. Kotter , “wiaysformation efforts fail,” Harvard business ewi(march-April 1995)
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