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ABSTRACT

Leadership, among other issues, is one of the important factors in change management.
There have been a lot of changes that have taken place at Telkom Kenya Limited. With
the privatization and the subsequent change in the management structure to be in ling with
France-Telkom, leadership has heen seen as instrumental in managing the change process
in the organisation. A search of literature on change management did not reveal any study
on Telkom Kenya Limited. The objective of this study was to establish the influence of
|eaclership hehavior on organizational change at Telkom Kenya Limited.

This was a cross-sectional survey. A sample of 200 respondents was selected from the
population of 2100 management staff. Primary data was collected in this study. The data
was collected through structured questionnaires. The data was analyzed using both
descriptive analysis and Pearson correlation analysis.
!

The study found that the most dominant hehavior was autocratic leadership behavior
followed by democratic leadership behavior. The least hehavior exhibited was laissez-
fair. The revealed that change management process was moderately practiced in the
organisation. The Pearson correlation showed that leadership behaviour had significant
positive influence on organisational change. The study therefore concludes that leadership
behavior significantly influences organisational change. It is recommended that managers
of various organisations seeking to see the successful implementation of change
management need to focus on exhibiting better leadership behaviours especially in terms
of motivation and communication.
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CHAPTER ONE: INTRODUCTION
11 Background of the Study

The subject of leadership, managing and organisations is possibly one of the most widely
covered topics found in social and psychological journals today. One reason for this is
because the leadership role is pivotal in the success of both individual and organizational
process, becoming especially crucial when organizations' processes change direction,
such as during transition and business re-engineering initiatives. Competent management
Is one source of sustainable competitive advantage in contemporary, rapidly changing
organizations (Nohria, Joyce, and Roberson, 2003). The behaviors of organizational
leadlers directly influence actions in the work environment that enable change (Gilley,
2005). Leaders and managers are responsible for change strategy, implementation, and
monitoring, thus they function as change agents (Kanter, Stein, and Jick, 1992). As a
result, the challenge of managing change is one of the most fundamental and enduring
roles of leaders (Ahn, Adamson, and Dornbusch, 2004), whereas the rapidly accelerating
pace of organizational change has made effective leadership imperative. Despite the
proliferation of numerous theories, models, and multistep approaches, leaders continue to
lack a clear understanding of change, its antecedents, effective processes, or the ability to
successfully engage organizational members in change initiatives (Armenakis and Harris,

2002).

111 Leadership Behavior

Leadership behavior refers to the characteristics of leaders that endear them to be
effective leaders (Armenakis and Harris, 2002). Many definitions of leadership exist. Ihe
many facets of leadership become clear in the description of Bass (1990): leadership has
been conceived as the focus of group processes, as a matter of personality, as a matter of



inducing compliance, as the exercise of influence, as particular behaviors, as a form of
persuasion, as a power relation, an instrument to achieve goals, as an effect of interaction,
as a differentiated role, as initiation of structure and as many combinations of these
definitions.

Bolman and Deal (1991) suggest that leaders display leadership behaviors in one of four
types of frameworks: Structural. Human Resource, Political, or Symbolic. In the
structural Framework the leadership behaviour portrayed by the leader is that of analysis
and design, focusing on structure, Strategy, environment, implementation,
experimentation, and adaptation. In the Human Resource Framework, the leadership
behaviour is that of supporting, advocating, and empowerment in the organization. The
leadership behaviour in the Political Framework is that of coalition building with
stakeholders by use of persuasion, negotiation or coercion. In the Symbolic Framework,
th(? leadler is viewed as a prophet whose leadership style is that of inspiration. This model
suggests that leacers can be put into one of these four categories and there are times when
one approach is appropriate and times when it would not be. That is, any leacership
behavior in any of the four frameworks can be effective or ineffective, depending upon
the situation. Relying on only one of these approaches would be inadequate, thus we
should strive to be conscious of all four approaches, and not just depend on one or two.

Leadership behaviour is characterized by the ability of the leader to influence the
activities of a group, by initiating structures (such as goal setting), which enable the group
to successfully overcome mutual problems and to achieve their group goals. The
leaclership behaviour exhibited by leaders may or may not reflect their personalities. In
this study leadership behaviour will be discussed in terms of how the leader enacts the
task and maintains functions as illustrated in the Leacership questionnaire adapted from
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Gilley, A, Gilley, JW. AND McMillan, H.S.(2009). An autocratic leader makes
decisions without consultation, issues orders or gives direction, and controls the members
of the group through the use of rewards or punishments. A participative leader functions
in a more democratic fashion, seeking inputs from group members and giving them an
active role in decision-making. A free-rein leader leaves members free to decide what to
do, how to do it, and when to do it. If you were working in an organisation, you would
probably say you “worked for” an autocratic leader, “worked with” a participative leader,
and “worked in spite of' a free-rein leader.

112 Organizational Change

There has been an increasing emphasis on change as a critical driver of organizational
success (Friedman, 2005). Research, in turn, has explored change as a variable in creating
organizational competitive advantage (Florida, 2005; Friedman, 2005). Understanding
organizational change involves examining types of change within iirms. Miles (2001)
asserts that no matter its size, any change has a ripple effect on a firm. At the corporate or
macro level, frequent organizational changes focus on strategy and business models,
structure, processes, culture, technology, products, and services, often involving multiple
leaders or reporting lines, incorporation of new technologies, acquisitions or expansion,
or downsizing (Lewis, 1994). Consequently, managing the complexities of change
challenges leaders at all levels of an organization (Biech, 2007). Weick and Quinn (1999)
perceived organizational change as either episodic or continuous. Episodic change i
infrequent and sometimes radical, while continuous change may be incremental,
emergent, and without end. Whether continuous or radical, researchers agree that the pace
of change is increasing (Quinn, 2004; Weick and Sutcliffe, 2001).



In this study change will be defined when viewed from an evolutionary perspective as
transitional, transformational, or developmental. Transitional change, the most common,
improves the current state through minor, gradual changes in people, structure,
procedures, or technology. These management-driven changes may be department or
division specific, or organization-wide, in their attempt to enable the organization to get
better at what it does.

Transformational change efforts represent a fundamental, radical shift that rejects current
paradigms or questions underlying assumptions and mind-sets (Kuhn, 1970).
Transformational change represents leadership-driven  modifications of culture,
formulation of drastically different strategy, or demands for conformity due to a merger
or acquisition by a dominant company. Although transformational change is disruptive in
nature, its successful execution has hbeen identified as leading to increased
competitiveness, to the extent that an organization can clearly differentiate itself in the
market (Denning, 2005). Unfortunately, corporate results, anecdotes, and research
highlight the rarity with which organizations achieve transformational change (Cope,
2003).

Developmental change stems from an overall philosophy of growth and development that
creates a culture of building competitive advantage through continuous dynamic yet
manageable change. Developmental change avoids infrequent radical, large-scale change
by continually scanning internal and external environments, creating motivational work
environments, and rewarding individual innovation, growth, and development (Gilley and
Maycunich, 2000). Disconnect hetween a firm’s intentions to implement change and the



ability of its leaders to execute transformational or developmental change warrants further
investigation.

113 Telkom Kenya Ltd

Telkom Kenya was established as a telecommunications operator under the Companies
Act in April 1999, The company provides integrated communications solutions in Kenya
with the widest range of voice and data services as well as network facilities for
residential and business customers. The company currently has a customer base of about
500,000 customers on both fixed and Code Division Multiple Access (CDMA) wireless
with a country-wide presence (Telkom Kenya, 2010). The company's mission statement
reads: "We will connect every Kenyan through integrated communication solutions that
simplify and enrich their lives, We are a social and business catalyst, liberating and
inspiring people with ideas and services to connect, collaborate, and co-create in new and
exciting ways".

Telkom Kenya is the sole provider of landline phone services in Kenya. It was previously
a part of the Kenya Posts and Telecommunications Corporation (KPTC) which was the
sole provider of both postal and telecommunication services. In 1999 KPTC was split into
the Communication Commission of Kenya (CCK), the Postal Corporation of Kenya
(CCK) and Telkom Kenya (Wikipedia, 2010). The company operates and maintains the
infrastructure over which Kenya's various intemet service providers operate. After its
privatization in 2007, France Telecom now holds 51% of Telkom Kenya's shares. The
company has a board of directors made up of 9 members.



The privatization process has led to several changes taking place. The changes have
included changes in management structure, culture of the organisation as well as strategic
orientation. For instance, in July 2010, Telkom Kenya reorganized its local management
structure to align it with France Telecom-Orange global strategic directions (Capitalfm,
2010). The CEQ, Mr. Mickael Ghossein, affirmed that the reorganized structure would
‘enable Telkom Kenya focus more closely on its people, by empowering them; its
networks, as the source of its growth; and its customers by conquering trust and providing
innovation stich as the 3G technology and quality service offering’ (Capitalfm, 2010).

12 Statement of the Problem

To effectively adapt to change, most established organizations have a daunting task ahead
of them in a variety of operational and procedural areas. Business processes must be
redefined and redesigned and adapted to specific geographical and cultural settings. The
workforce needs to be retrained to be ready for changes in how work is done, what skills
and knowledge is needed, and how to relate to global collaborators and customers. The
very culture of an organization needs to he reshaped to properly support the new
processes introduced. Structures, reward systems, appraisal measurements and roles need
redefinition (Bainbridge, 1996). Leadership styles and management procedures must shift
and adapt, and ways of relating with customers, suppliers, and other stakeholders need
refining. Technological advances and capabilities must be introduced, and preparation of
the workforce to work with the new Information Technological structures is needed.
Despite the existence of theories and models on change management, organizations still
face difficulties in effectively implementing change process. Leadership, among other
isses, is one of the important factors in change management. Change is now a key



concern of most business organizations, but the management of change appears weak
(Gilley et al., 2009).

There have been a lot of changes that have taken place at Telkom Kenya Limited. The
company changed from being a public company to a private company. With the
privatization and the subsequent change in the management structure to be in line with
France-Telkom, leadership has been seen as instrumental in managing the change process
in the organisation. It has been observed that the change process at Telkom Kenya
Limited has not been well effected as the culture has not changed completely. The
reasons for this might emanate from the leadership behavior in the organization (Telkom
Kenya, 2010).

There are a number of studies that have been carried out on the relationship between
|eaership behavior and organizational change. For instance, Gilley et al., (2009) carried
out a study in order to explore the behaviors associated with leadership effectiveness in
driving change. The results confirmed previous research that identify change
effectiveness skills, while isolating the specific leacer behaviors deemed most valuable to
implementing change: motivation and communication. Kavanagh and Ashkanasy (2006)
examined the impact of leadership and change management strategy on organizational
culture and individual acceptance of change during a merger. The results revealed that
Leaders need to be competent and trained in the process of transforming organizations to
ensure that individuals within the organization accept the changes prompted by a merger.
Graetz (2000) examined the role of leadership in managing the challenge of deliberate
large-scale change and whether it is possible to pinpoint factors that are critical to leading
change effectively. The study also investigated the view that effective change leadership
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involves instrumental and eharismatic roles, integrating operational know-how with
strong interpersonal skills. The cross-case analysis indicated that effective change leaders
recognize the importance of blending the charismatic and instrumental dimensions of
change leadership. The ability to conciliate and balance the two roles depended primarily
on whether a leader possessed certain qualities and attributes required for effective
change leadership. Strong interpersonal skills permeated these key change leadership
qualities and attributes and provided the nexus between the charismatic and instrumental
roles. The closest study to the present one, so far, was done by Kerama (2006) on the
application of Kotter’s model of strategic change management in the insurance industry.

A search of literature on change management did not reveal any study on Telkom Kenya
Limited. No study in Kenya has attempted to establish the role ot leadership behavior in
organizational change. Lhere is, therefore, a gap in literature that the present study seeks
to bridge. This study seeks to answer the following research questions: what is the nature
of leadership behavior of managers at Telkom Kenya Limited? How has leadership
behavior influenced organizational change at Telkom Kenya Limited?

13 Objectives of the Study
The objective of this study is to establish the influence of leadership behavior on

organizational change at Telkom Kenya Limited.

14 Importance of the Study

This study will add on to the growing body knowledge management by extending the
view on the influence of leacership on change management in organisations. The results
will also be invaluable to a number of stakeholders.



The management of Telkom Kenya Limited will find this study invaluable. This is
because the findings will show the kind of leadership behavior prevalent in the
organisation as well as whether the behavior has significantly influence change
management process in the company. The recommendations will guide the management
in coming up with better ways of enhancing change management in the organisation.

Other companies that are in the process of effecting change management practices will
also find this study an invaluable source of information. The results and the
recommendations thereof will help them in understanding the crucial link between
leadership behavior and performance of change management strategies in place, Ihus,
they shall devise strategies to help them effect changes better.

Researchers, students and academicians will also find this study useful. Those interested
in the area of change management and leadership will use the study as a guide for debates
on the same as well as for future studies in the same area.



CHAPTER TWO: LITERATURE REVIEW
21 Leadership Behavior

Theories of leadership encompass frameworks such as trait, benavioral, and contemporary
theories. Leadership trait theory represents an effort to identify a set of psychological
traits that all successful leaders possess (Hies, Scott, and Judge, 2006). More than 300
trait studies have failed to generate a conclusive list of agreed-on traits inherent in
effective leaders (Bass, 1990), although certain traits such as supervisory ability, the need
for achievement, intelligence, decisiveness, self-assurance, and initiative are deemed
significant (Ghiselli, 1971). Behavioral theorists posit distinctive styles used by effective
|eaders, such as McGregor's (1966) theory X and Y, and behaviors that were autocratic,
democratic, or laissez-faire (Lussier and Achua, 2007). Contemporary perspectives of
|eaclership view leaders as being charismatic, transformational, transactional, servant, or
developmental (Gilley and Maycunich, 2000). The skill sets discussed next frame the
behaviors that have been found to have a positive influence on organizational success
rates and have been incorporated into numerous change models (Gilley, 2005: Kotter,
1996; Ulrich, 1998).

Coaching has heen defined as a process of improving performance by developing
synergistic relationships with employees through training, counseling, confronting, and
mentoring (Gilley and Boughton, 1996). Coaching is based on feedback and
communications (Mintzberg, 2004) designed to maximize employee strengths and
minimize weaknesses (Hill, 2004), resulting in improved performance due to greater
awareness (Whitmore, 1997).
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Leading change requires the use of a diverse set of communication techniques to deliver
appropriate messages, solicit feedback, create readiness for change along with a sense of
urgency, and motivate recipients to act. Leaders are responsible for communicating to the
organization the risks in clinging to the status quo and the potential rewards of embracing
a radically different future (Denning, 2005). Leadership ambivalence weakens claims of
legitimacy for change and enables recipients to cling to reasons for resistance (Larson and
Tompkins, 2005). Consequently, communications should be frequent and enthusiastic
(Lewis, et al.,, 2006), while leaders simultaneously curb their bias toward unrealistic
optimism (Lovallo and Kahneman, 2003).

Employee involvement (EI) increases workers” input into decisions that affect their well-
being and organizational performance (Clew, O'Leary-Kelly, Griffin, and Van f leet,
1995). Lawler, Mohrman, and Ledford’s (1982) long-term study of Fortune 1000 firms
revealed positive trends in use of employee involvement programs within these firms,
along with a growing number of employee participation in El programs.

Motivation is the influence or drive that causes us to hehave in a specific manner and has
been described as consisting of energy, direction, and sustainability (Kroth. 2007). In an
organizational context, a leader's ability to persuade and influence others to work in a
common direction reflects his or her talent to motivate. A leader s ability to influence is
based partly on his or her skill and partly on the motivation level of the individual
employee. Motivation theories explore the multiple approaches to meeting individuals
needs, including expectancy theory (Vroom, 1964), need theory (Maslow, 1954)
reinforcement theory (Skinner, 1971), and the widely used goal theory (Karoly, 1993). It
has been shown that predictors of motivation include job satisfaction, perceived equity,
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and organizational commitment (Schnake, 2007). In other words, motivation is either
positively or negatively affected by the experience an employee has within a given work
environment and with his or her leaders. Leaders plan, organize, and execute work
processes in complex organizations. The complexity reflects continuous changes in
technology, shifts in workforce demographics, and the need for faster decision making,
and developing the capability to continuously adapt and change. It is within this
organizational context that leaders must create a work environment that elicits employee
motivation.

LeBoeuf (1985) suggested that leaders secure desired results through a compensation and
reward philosophy that recognizes employees for the right performance. Rewarding
change efforts demonstrates the importance of and need for change, along with leaders'
understanding that "the things that get rewarded get done". Conversely, unsatisfactory
outcomes are the result of rewarding recipients for doing “what [organizations] don't
want them to do” (Buford and Jelinek, 2006, p. 450) or failing to reward the right
behaviors.

An effective compensation and reward philosophy takes into account the dynamic nature
of the organization's change initiatives (Flannery, Hofrichter, and Platten, 1996) while
allowing the firm to establish and navigate its ultimate course (Condrey, McCoy, and
Fleury, 2006). Consequently, effective compensation and rewards are fluid, dynamic, and
constantly changing.

The synergistic benefits of teamwork enable members working cooperatively with one
another to achieve more than by working independently (Trent, 2004). Recent studies
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have reported an ever-increasing number of firms using teams to accomplish
organizational tasks in response to serious challenges posed by a dynamic global
economy (Oh, Chung, & Labiance, 2004). Effectively managing teams and structuring
work groups in ways that support collaboration are two leadership abilities necessary for
achieving organizational goals.

2.3 Leadership Behavior Theories

There are three leadership theories presented in this section. These are: Ohio State and
University of Michigan studies, University of lowa studies, and Theory X and Y. These
theories have been picked for the study as they are the most relevant for explaining the
leadership behavior and most researchers have used them in studying leadership
(Schnake, 2007).

231 Ohio State and University of Michigan

Studies conducted at the Ohio State University and the University of Michigan identified
two leadership styles and two types of leader behaviours (Schnake, 2007). The Ohio State
studies utilized the Leader Behavior Description Questionnaire (LBDQ), administering it
to samples of individuals in the military, manufacturing companies, college
administrators, and student leaclers. Answers to the questionnaire were factor-analyzed to
determine if common leader behaviors emerged across samples. The conclusion was that
there were two distinct aspects of leadership that describe how leaders carry out their role.
Two factors, termed consideration and initiating structure, consistently appeared.
Initiating structure, sometimes called task-oriented behavior, involves planning,
organizing, and coordinating the work of subordinates. Consideration involves showing



concern for subordinates, being supportive, recognizing subordinates' accomplishments,
and providing for subordinates' welfare.

The Michigan leadership studies took place at about the same time as those at Ohio State.
Under the general direction of Rensis Likert, the focus of the Michigan studies was to
determine the principles and methods of leadership that led to productivity and job
satisfaction. The studies resulted in two general leadership behaviors or orientations: an
employee orientation and a production orientation. Leaders with an employee orientation
showed genuine concern for interpersonal relations. Those with a production orientation
focused on the task or technical aspects of the job. The conclusion of the Michigan
studies was that an employee orientation instead of close supervision yielded better
results (Hies, et al,, 2006).

2.3.2 University of lowa

Back in the 1930s, Kurt Lewin and associates at the University of lowa conducted studies
focused on the leadership style of the manager (Hies, et al, 2006). Work at the University
of lowa identified democratic (participation and delegation), autocratic (dictating and
centralized) and laissez-faire styles (group freedom in decision making) (Lussier and
Achua, 2007). Inautocratic Leadership Style the leader that exhibits this behavior makes
the decisions, gives orders to employees, and is constantly supervising his subordinates.
In Democratic Leadership Style, the leader that exhibits this behavior promotes shared
decisions, team work, and does not supervise his subordinates closely. In Laissez-faire
leadership style the leader lets followers make all decisions and followers do what they
think is best.

14



Autocratic leadership entails centralising authority and dictating how work is to be done.
Autocratic leaders limit subordinates’ participation and make unilateral decisions. On the
other hand, a democratic leader allows subordinates to participate in decision making and
work methods. The leader delegates authority and makes use of feedback to coach
subordinates. Laissez-faire leadership gives subordinates freedom to make decisions and
carry out a task in a way they see fit (Lussier and Achua, 2007).

The studies involved adults trained in the use of the styles leading groups of young boys
from local clubs. Observations from the studies concluded that laissez-faire was an
ingffective style. The autocratic and democratic styles produced results from
subordinates, however quality of results and levels of satisfaction among subordinates
were higher in groups that were led by democratic leaders (Robhins and Coulter, 1996).

233 Theory Xand Y

McGregor’s theory X and theory Y gives the reader a view of how successful
management depends upon the ability to predict and control human behaviour, and how
motivation of employees are influenced in relation to the management's practice (Lussier
and Achua, 2007). Characteristics for key employees are that they are motivated in their
work. They are loyal to the company; they are driven, and have a desire to leam new
tasks, open to new ideas, and not afraid of changes.

The concept of key employees separates them from other employees in terms of their
conviction and desire to personal development. Key employees can be distinguished trom
other employees in the sense of fit to the company, and understanding of working tasks
and organizational values. A key employee can differ depending on a certain company.
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The employee’s education in the field should match with the working tasks (Hies, et al,
2006).

Today the theories are seldom used explicitly, largely because the insights they provided
have influenced and been incorporated by further generations of management theorists
and practitioners. More commonly, workplaces are described as "hard" versus "soft."
Taken too literally any such dichotomy including Theory X and Y seem to represent
unrealistic extremes (Lussier and Achua, 2007).

Most employees (and managers) fall somewhere in between these poles. Naturally,
McGregor was well aware of the heuristic as opposed to literal way in which such
distinctions are useful. Theory X and Theory Y are still important terms in the field of
management and motivation. Recent studies have questioned the rigidity of the model,
but McGregor's X-Y Theory remains a quiding principle of positive approaches to
management, to organizational development, and to improving organizational culture
(Hies, et al., 2006).

24 Organizational Change

Models of change attempt to help leaders and managers understand change and quide
their organizations through the process. The literature reveals numerous models designed
to clarify phases of change, individual acceptance rates, and steps for implementation.
Rogers (2003), for example, describes how individuals accept rates of change in different
ways and at varying rates in his research on adoption of innovations. An innovation
represents any change, large or small—including an idea, practice, procedure, or
objects—perceived as new by an individual. The recipient's reaction to change depends
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on his or perception of the degree of newness. Communication methods and systems
influence how and when the change is adopted.

Acceptance of change occurs in stages, which Rogers (2003) describes as awareness of
the change, interest in the change, trial, the decision to continue or quit, and adoption of
the change into one's life. Five categories of individuals have been identified on the basis
of their general acceptance of change: innovators, early adopters, early majority, late
majority, and laggards. Innovators thrive on change; early adopters seek challenges and
generally like change; the early majority prefer to observe the impact of change on
innovators and early adopters prior to making a deliberate decision to change; the late
majority are skeptical, sometimes suspicious, and occasionally change only as a last
resort; and laggards are traditional, steadfast resisters who often reject change completely.

Early models of change management followed a relatively simple three step process that
included evaluating and preparing a firm for change, engaging in change, and solidifying
the change into the fabric of employees' daily lives. Lewin's (1951) classic model, tor
example, consists of unfreezing, movement, and refreezing. Unfreezing entails
assessment of the current state and readying individuals and organizations for change.
Movement occurs when individuals engage in the change process. Retreezing anchors
new ways and behaviors into the daily routine and culture of the firm. More extensive,
multistep frameworks have evolved that include leadership, employee involvement,
rewards, communication, and more. Models by Rotter (1996) and Ulrich (1998), for
example, suggest the importance of leadership and vision, forming guiding coalitions,
communicating, motivating and empowering others, and anchoring new approaches in the
firm's culture. The three change models are shown in Table 1
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Table 1 Change Models
ll\'/lec\)lgileq 'S Ulrich 7-StepModel Kotter’s 8-Step Model

Unfreeze Lead change Establish a sense of urgency
Movement  Create a shared need For a guiding coalition
Refreeze Shape vision | Create vision |
Mobilize commitment Communicate the vision
(‘ihantge systems and Empower others to act
structures :
Monitor progress Plan for and create short-term wins
Make changg [ast Cﬁ)nsolldate improvements and create more
change. .
Insﬂ?utmnahze new approaches

Source: Gilley, A (2005). The manager as change leader, Westport, CT: Praeger, pp. 137

Critics of these models cite failure to recognize the complexity of change, simplistic
assumptions of success should one follow the rigid steps in order, failure to recognize the
human factor, and lack of preparedness for resistance, to name a few (Gilley, 2005).
Nadler (1998) stated, “the reality of change in the organizational trenches defies rigid
academic models as well as superficial management fads.” Hence, the importance of the
leader’s role in driving change is clear.

25 Influence of Leadership Behavior on Organizational Change

Possessing skills in change management has been linked to bringing about successful
organizational change. Lack of understanding of change implementation techniques and
the inability to modify one’s management style or organizational functions are cited as
barriers to success (Bossidy and Charan, 2002; Gilley, 2005). Other barriers revealed by
research include the inability to motivate others to change, poor communications skills,
and failure of management to reward or recognize individuals who make the effort to
change (Kotter, 1996; Ulrich, 1998). Leaders’ thoughts and skills are manifested in
actions, structures, and processes that enhance or impede change, further strengthening

the linkage between their behaviors and effectiveness in implementing change.
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According to Hudson (1999), the primary role in coaching is that of an agent of change.
Hudson suggests that coaching skills enable leaders to question the status quo, approach
situations from new perspectives, and allow others to make and learn from mistakes.
Moreover, he believes that leaders who coach help employees improve their renewal
capacity and resilience, which has a positive influence on organizational success.
Coaching inspires others to be their best, remain future oriented and cautiously optimistic,
and pursue useful alliances and networks that enhance cooperation and results (Hudson,
1999). Disappointing or unfavorable results due to unfulfilled or inaccurate promises and
predictions undermine leadership credibility and lead to employee perceptions of
injustice, misrepresentation, and violations of trust (Folger and Skarlicki, 1999
Tomlinson, Dineen, and Lewicki, 2004). Organizational justice research reveals that
people who experience an injustice or betrayal report feeling resentful and a desire for
retribution (Folger and Skarlicki, 1999), while those who perceive that they have been
treated fairly display attitudes and behaviors associated with successful change, stich as
enthusiasm or commitment (Cobb, Wooten and Folger, 1995). Evidence suggests that
informational justice, which is being truthful when things go wrong, a fair process, and
treatment with interpersonal dignity, enables recipients to accept an undesirable outcome
(Cropanzano, Bowen, and Gilliland, 2007; Skarlicki and Folger, 1997). Hence, there is a
need for realistic, truthful discussions that include the scope of the change and are clear
about the negative aspects of implementation (Saunders, 1999).

Leaders as change agents must provide employees with abundant, relevant information
with regard to impending changes, justify the appropriateness and rationale for change,
address employees’ questions and concerns, and explore ways in which change might
affect recipients in order to increase acceptance and participation (Green, 2004; Rousseau
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and Tijoriwala, 1999). Employees’ acceptance of and participation in change depend on
their perception of personal benefits associated with the change (Gilley, 2005).
Employees question, evaluate, and weigh arguments for and against change to determine
its strengths and weaknesses; thus, well-developed rationalizations are more likely to be
accepted, while weaker arguments are rejected (Knowles and Linn, 2004),
Communication can he an effective tool for motivating employees involved in change
(Luecke, 2003). Appropriate communications provide employees with feedback and
reinforcement during the change (Peterson and Hicks, 1996), which enables them to make
better decisions and prepares them for the advantages and disadvantages of change
(Saunders, 1999).

A growing body of research suggests that employee involvement has a positive impact on
change implementation (Sims, 2002) and productivity (Huselid, 1995). Specifically,
relinguishing control and allowing employees to make decisions yields constructive
results (Risher, 2003). Kotter and Schlesinger (1979) posit that those allowed to
participate meaningfully in change are more committed to its success hecause their
relevant contributions are integrated into the change plan. Lawler et ah, (1982) attributed
El productivity gains to improved communication, motivation, and employee capabilities,
each of which support change efforts,

Birdi's (2005) research indicates that involving employees and soliciting their feedhack
significantly influences the extent to which action is taken on creative ideas. Other
authors provide examples of overcoming barriers to taking action and realizing success.
Specifically, successful change execution requires a facilitative management style that
ensures that communication (including coaching, information sharing, and appropriate
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feedback) mechanisms are in place, worker involvement flourishes, and social networks
(teams and collaboration) are supported (Denning, 2005).

Carlisle and Murphy (1996) contend that motivating others requires skilled managers who
can organize and provide a motivating environment; communicate effectively, address
employees' questions, generate creative ideas, prioritize ideas, direct personnel practices,
plan employees’ actions, commit employees to action, and provide follow-up to
overcome motivational problems. A recent study involving highly creative technical
professionals found that how these employees were managed was a significant motivating
factor (Hebda, Vojak, Griffin, and Price, 2007). Specifically, 23% of respondents
indicated that having freedom, flexibility, and resources was a significant motivator,
while 25% indicated that the most important motivator was the time provided by their
management (e.g., long stretches of time to focus on solving complex problems).
|

Compensation research indicates that an integrated reward philosophy Supports each step
of the organization’s change initiative. Recipients of change react positively to rewards
for incremental change, celebrations of milestones, and leaders who create win-win
situations related to change (fussier, 2006). Reward programs that help organizations
achieve specific change goals such as greater creativity, innovative products,
competitiveness, collaboration and teamwork, employee commitment and loyalty, long-
term plans, and continual learning and application of new skills are positively related to
organizational goal achievement (Ulrich, Zenger, and Smallwood, 1999).

Early management research made an empirical case for collaborative approaches to
managing (Follett, 1924), while contemporary scholars have found significant influence
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on change flows from teamwork and collaboration in the form of work group design
(Fuqua and Kurpius, 1993; Williams, 2001). Studies suggest that work groups can be
designed to enable members with diverse skills and backgrounds to communicate and
interact in ways that constructively challenge each other’s ideas (Williams, 2001).
Furthermore, it has been evidenced that social networks have important effects on team
performance and viability (Balkundi and Harrison, 2006).

Teams with a dense configuration of connections within their social network tend to
attain their goals more frequently and remain intact as a group for a longer period of time
(Balkundi and Harrison, 2006). Not surprisingly, the influence of interpersonal skills
combines with group processes and structure to create or impede teamwork and
collaboration (Fuqua and Kurpius, 1993; Nadler and Tushman, 1989). Teamwork and
collaboration suffer under conditions of a hostile environment, unrealistic expectations,
poor communications, lack of skills training, and coercive rather than coactive control
(Follett, 1924; Longenecker and Neubert, 2000; Zhou and George, 2003). Conversely,
teams thrive with open communications, shared leadership, clearly defined roles and
work assignments, valued diversity of styles, and a sense of informality (Parker, 1990).
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CHAPTER THREE: RESEARCH METHODOLOGY
31 Research Design

This was a cross-sectional survey. These studies typically involve conducting a survey of
a sample of population elements at one point in time (Mugenda and Mugenda, 2003).
They are useful because they provide a quick snapshot of what's going on with the
variables of interest for the research problem.

32 Population
The population at Telkom Kenya Limited was 2100 employees. (Source; Human
Resource Department at Telkom Kenya)

33 Sample

The sample was drawn from the Management, Supervisor, and Team Leader staff within
Telkom Kenya Limited 10 Departments. A sample of 200 Management, Supervisor and
Team Leader Staff was drawn from the Population using the Proportionate Sampling
Method. The Sampling Frame used is as below.

Name of Department Total  Management, % of Staff to be used Number of Staff
Supervisor and Team in the Sample to be in
Leader Staff Sample

CEO Office 3 40% 1

HR 12 40% 5

Business Market 24 40% 10

Mass Market and Customer Care 60 40% 24

Marketing 2 40% 5

Carrier Services 6 40% 2

Information ~ Technology and 309 40% 13

Network



'A\jMorate Communications 9 40% 4

$["port Services 3 40% 12
finance &b 40% 1
TOTAL 500 200

34 Data Collection

Primary data was collected in this study. The data was collected through structured
questionnaires. The questionnaires had three sections named A, B and C. Section A
addressed the sample demographics such as age of respondents, their gender, and marital
status. Section B addressed the leadership behavior of managers in the organisation and
section C addressed the issues of organizational change.

35 Data Analysis

Section A of the questionnaire was analyzed using descriptive analysis. Phis used
statistics such as percentages and mean scores. The mean score showed whether the
|eaclership behavior showed concern for People and Task. 1Lthe respondent scored very
high concern for Task and low concern for People, this showed the leadership behavior
exhibited was that of an autocratic leader. If the respondent showed very high concern for
People and low concern for Task the leadership behavior exhibited was that ot a Laissez
faire leacer. If the respondent showed high concern for Task and high concem for People
the leadership behavior exhibited was that of a Participative leader, for section Band C
in order to determine the relationship between leadership behavior and organizational
change, the specific analysis tools used were the correlation analysis and involved the use
of statistics such as Pearson product moment of correlation, R, and significance test
values, p-values.

The formula for R (Pearson Product Moment of Correlation) is as follows:
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Where:

N represents the number of pairs of data

X denotes the independent variable (Leadership Behavior)
Y  denotes the dependent variable (Organization Change)
V. denotes the summation of the items indicated

YX  denotes the sum ofall  scores

VX:  indicates that each X score should be squared and then those squares
summed

(VX): indicates that the X scores should be summed and the total squared. [avoid
confusing Y 2(the sum of the X squared scores) and (YX)2(the square of
the sum of the X scores]

YY  denotes the sum of all y-scores

Vy2 indicates that each Y score should be squared and then those squares
summed

(Vf)2 indicates that the Y scores should be summed and the total squared

YXY indicates that each X score should be first multiplied by its corresponding
Y'score and the product (XY) summed

The size of any correlation was evaluated as follows:

Correlation Value Interpretation
<0.50 Very low
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051 10 0.79 Low
0.80 10 0.89 Moderate
>0.90 High (Good)

A high (or low) negative correlation has the same interpretation as a high (or low)
positive correlation. A negative correlation indicates that high scores in one variable are
associated with low scores in the other variable.

The p-value is the probability of obtaining a test statistic at least as extreme as the one
that was actually observed, assuming that the null hypothesis is true. The lower the p-
value, the less likely the result is if the null hypothesis is true, and consequently the more
"significant” the result is. In this study, p-value of 0.05 (5%) or less was used to show that
the relationship is significant or not.
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CHAPTER FOUR:  DATA ANALYSIS AND INTERPRETATION

41 Introduction
This chapter presents the results of the study. From the 200 questionnaires administered

to the managers of the company, 112 were completed and used in the analysis. This
shows that the response rate was 56%. Given that questionnaires normally yield lower
response rates, the response rate of 56% is acceptable. Before the analysis, the data
collected through the questionnaires was tested for reliability using Cronbach’s alpha.
The alpha was 0.836 which was high hence the data was reliable enough to be analysed
and interpreted.

42  General Information
This section presents an analysis on the demographic characteristics of the respondents at

Telkom Kenya Limited. The specific characteristics are gender, age, and length of
Service.

/

42.1 Gender

An analysis of the gender of respondents was performed in a bid to establish the
composition of respondents according to gender. The results are shown in fable 2

Table 2: Gender

Frequency Percent
Male 62 55
Female 50 45
Total 112 100
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The study found that 55% were male and 45% were female. These results indicate that
most of the respondents were male. This closely mirrors the gender distribution of
employees in the management level in the organisation.

422 Age

The ages of respondents were sought in order to establish the distribution of managers as
regards their age groups. The results are presented in Table 3,

Table  Age o
Frequency Percent
25-30 28 25
31-40 43 3
41-50 4 37
Total 112 100

The study found that 25% were aged 25-30 years, 38% were 31-40 years while 37% were
aged 41-50 years. These results indicate that the distribution of ages was even in the
organisation as there was a closer march within the age groups for the managers.

423 Length of Service
The length of period with which the managers had been working in the organisation was

also sought. The results of the analysis are shown in Table 4.

Tabic 4; Length of Serv ice

Frequency Percent
Less than 5 4 43
5-10 18 16
11-15 L, 29
16-20 8 1
Total 112 100
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The study noted that 48% had been in the organisation for less than 5 years, 16% for 5-10
years, 29% for 11-15 years and 7% for 16-20 years. Thus, it can be observed that majority
of the employees have been with the company for less than 5 years. This can be attributed
to the fact that the company recently put up change process that saw majority of old
employees retrenched and new employees hired to take up positions in the company.

43 Leadership Behaviour
This section presents the results of the analysis on leadership behaviour in Telkom Kenya

Limited. Questions on leadership are in section B of the questionnaire. The questions
were meant to elicit the extent to which these behaviours were inherent in the managers
of Telkom Kenya Limited. A total of 36 questions were listed. In order to bring out
clearly the elicited leadership behaviour among the respondents, a descriptive analysis
was performed. The questions were structured on a five-point Likert scare. The ranges
were 1(never), 2(seldom), 3(occasionally), 4(frequently) and 5(always). Lhese questions
sought to establish whether the leaders were autocratic, democratic or laissez-fair. These
were the hehaviours these questions sought to determine. The results are shown in lable
B

431 Autocratic Behaviour

Table 5 shows that autocratic behaviour had 15 statements that coincided with the
behaviour. The study found that the respondents would urge the group to beat its previous
record (4.8214), they would ask the group members to work harder (4.7857), would keep
the work moving at a rapid pace (4.6071), push for increased production (4.8214) and ask
group members to follow standard rules and regulations (4.5714). The study also noted
that the respondents would not allow members to complete freedom in their work

(2.2143); they would not tolerate postponement and uncertainty (1.2143) and would not
29



permit the group to set its own pace (2.4821). Overall, the study revealed that autocratic
behaviour was exhibited by most of the managers as shown by the mean score of 3.8821.
The standard deviation was 0.8146 and this shows that the variation in responses on this
behaviour was low. These results show that the managers retained as much power and
decision-making authority as possible. Employees are expected to obey orders without
receiving any explanations.

4.3.2  Democratic Behaviour

Table 5 also shows that democratic hehaviour was exhibited by some of the managers.
There are 9 statements under this behaviour. The study found that most of the managers
would explain their actions (2.9286), they would act by consulting the group (2.8571),
and would speak as representatives of their groups (4.1071). The managers would
encourage overtime (2.4107), and try their ideas in the group (4.2500). The overall mean
score was 3.667 which suggest that it was the second most exhibited behaviour after
autocracy. The standard deviation was 0.762 showing that the responses were less varied
on this behaviour. The democratic leadership style is also called the participative style as
it encourages employees to be a part of the decision making. The democratic manager
keeps his or her employees informed about everything that affects their work and shares
decision making and problem solving responsibilities.
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Tahle 5; Leadership Behaviour
Autocrafic hehaviour

| would urge the group to beat its previous record.
| would ask the group members to work harder.
1would keep the work moving at a rapid pace.
Lwould push for increased production.

| would ask that group members follow standard rules and requlations.

| would speak for the group if there were visitors present.
1would encourage the use of uniform procedures.

1would decide what should be done and how it should be done.
| would assign group members to particular tasks.

Lwould stress being ahead of competing groups.

Things would usually turn out as | predicted.

Lwould let the members do their work the way they think best.
| would not permit the group to set its own pace.

Lwould not tolerate postponement and uncertainty

| would not allow members complete freedom in their work.

Democratic behaviour

| would refuse to explain my actions.

| would act without consulting the group.

Lwould speak as a representative of the group.

| would present the group at outsicle meetings.

| would most likely act as the spokesman of the group.

| would persuade others that my ideas are to their advantage.

3

Average

Mean
48214
4.7857
46071
48214
45714
42857
4.1786
42321
4.0536
49286
43750
2.6607
24821
1.2143
2.2143
3.8821

2.9286
28571
41071
4.0000
41250
44821

Std. Dev
76186
77609
90402
76186
94644
92443
1.39635
73500
83654
25870
17256
95440
62934
49189
1.06904
0.8146

92121
83674
62033
60030
82882
18249



| would encourage overtime work. 24107 1.00048

| would be working hard for a promation, 3.8393 15401

| would try out my ideas in the group. 42500 51114
Average  3.667 0.762

Laissez-fair behaviour

| would be reluctant to allow the members any freedom of action. 2.7679 94899

| would permit the members to use their own judgment in solving problems. 3.7143 96262

Average 3.2411 0.9558
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433 Laissez-fair Behaviour

Under this behaviour, there are 2 statements. The study revealed that the managers would
allow the members freedom of action (2.7679) and would permit the members to use their
own judgement in solving problems (3.7143). The overall mean score was 3.2411
indicating that this was the least exhibited of the three leadership behaviours with a
standard deviation of 0.9558. These statements show that the managers provide little or
no direction and give employees as much freedom as possible. All authority or power is
given to the employees and they must determine goals, make decisions, and resolve
problems on their own.

To conclude this section, it can be noted that the two most exhibited leadership behaviour
were autocratic and democratic leadership behaviours. Thus, much of the management in
the organisation does not include the input of employees. The least exhibited leadership
behaviour was laissez-fair.

44 Organisational Change
This section presents the results of the analysis on organisational change in Telkom

Kenya Limited. Questions on change process are in section C of the questionnaire. The
questions were meant to elicit the management of change process in the organisation. A
total of 21 questions were listed. The questions were divided into the following Sections:
challenge the current state, harmonise and align leadership, activate commitment, nurture
and formalise design, guide implementation, evaluate and institutionalise the change. The
results are shown in Table 6 in terms of mean scores and standard deviations. The
interpretation and presentation is also made in terms of the theories of change
management. As such, the process through which change in Telkom Kenya Limited goes

through is explained in terms of the Sections.
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Table 6: Organisational Change at Telkom Kenya Using Kotter’s 8-Step Model

Challenge the current state

Harmonize and align leadership

Activate commitment

Nurture and formalize a design

Guide implementation

Evaluate and institutionalize the
change

[dentifies and discusses actual or potential crises or major opportunities
Examines external trends, issues and problems confronting it
Establishes an increased sense of urgency around needed change

Puts together a group with enough power to lead the change
Gets the group to work together effectively as a team
Creates a vision and strategy to help guide the change effort

Aligns policies, systems, structures and practices to fit each other and the change vision

Ensures that it is a shared vision and strategy

Leadership team role-model the behavior expected of employees

Continuously use every available vehicle to communicate the new vision and strategy

Modifies systems or structures that undermine the change vision
Eliminates obstacles to the planned change

Encourages reasonable risk-taking and non-traditional ideas and actions
Focuses on results rather than activities

Plans for visible short-term improvements in performance (quick wins)
Visibly recognizes and rewards people who make the wins possible
Monitors and adjusts strategies in response to problems in the change process

Reinvigorates the change process through new projects, themes and change agents
Hires, promotes and develops people who can implement the change vision
Creates processes to ensure leadership development and succession

Articulates the connection between new behaviours and organizational success
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Average

Average

Average

Average

Average

Average

Mean
4.107
3.750

2.250
3.369

4321
3.375
3.785
3.696

2.187
3.473

3.535

2.75
3.143

3.142
3.000
2.821

4.053
3.254

4321
2.732

2.678
3.244

3.473
2.892
3.464

3.446
3.319

Std. dev
1.11789
1.41102

0.83288
1121

0.96995
1.09975
1.18115
0.86825

0.66483
0.957

0.98574

0.91533
0.951

0.91884
1.02227
1.05876

0.99403
0.998

0.80778
1.13091

0.95119
0.963

0.99512
1.08518
1.4822

1.10559
1.167



44.1 Challenging the current state

It was noted that the company identifies and discusses actual or potential crises or major
opportunities (mean = 4.1071) and that the variance of responses was high on this
(1.11789). The study further noted that the company examined external trends, issues and
problems confronting it (mean = 3.75) and the variance was low (SD = 141). The
company does not establish an increased sense of urgency around needed change (mean =
2.25).

Thus, the study notes that in challenging the current state, the company does not establish
a sense of urgency. This is the practice that is least done. The practice that was most done
is scanning for potential crises and opportunities. Examining external trends is moderately
done in this step. The average mean of 3.369 suggests that Telkom Kenya Limited
moderately challenged the current state of affairs in the organisation.

442 Harmonize and align leadership

The results show that the company puts together a group with enough power to lead the
change (mean = 4.321). The deviation on this response was low (SD = 0.96995). It also
gets the group to work together effectively as a team (3.37). The company creates vision
and strategy to help guide the change effort (3.785), aligns policies, systems, structures
and practices to fit each other and the change vision (3.696), but does not shares vision
and strategy (2.187).

Thus, it is noted that the most practiced part of this step is empowering groups to lead the
change while the least practiced was sharing of vision and strategy. Getting groups to
work as a team was moderately practiced. The overall mean score of 3.473 suggests that
Telkom Kenya Limited moderately harmonised and aligned leadership.
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443 Activating Commitment

Activation of commitment for change management is important for any firm. For Telkom
Kenya Limited, the leadership team has role-modelled the behaviour expected of
employees (3.535) but does not continuously communicate the new vision and strategy
(2.75). The stuay noted that the organisation moderately role modelled the behaviour
expected of employees while it least used available vehicle to communicate the new
vision and strategy. The overall mean score of 3.143 suggests that Telkom Kenya Limited
moderately activated commitment.

444 Nurturing and Formalization of Design

It is important that companies undergoing change nurture and formalise change designs.
Telkom Kenya focuses on results rather than activities (4.053), modifies systems and
structures that undermine the change vision (3.142), eliminates obstacles to planned
change (3.00), and does not encourage reasonable risk taking and non-traditional ideas
and actions (2.821). This shows that these steps are not usually followed to their entirety
as the employees are not allowed to take reasonable risks despite the important of risk
taking in change management. It is important that all these activities be followed through
for better nurturing and formalisation of change designs.

Thus, Telkom Kenya Limited mostly focused on results rather than on activities and least
encouraged reasonable risk-taking and non-traditional ideas and actions. The company
moderately eliminated obstacles to the planned change. The overall mean score of 3.254
reveals that the company moderately nurtured and formalised change design.
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445  Guiding implementation

The study noted that the company plans for visible short-term improvements in
performance (4.321). It does not visibly recognize and reward employees who make the
wins possible (2.732) nor does it monitor and adjust strategies in response to problems in
change process (2.678). These issues are important because they guide the change
implementation in the organisation. The fact that the company does not practice much of
these processes makes it difficult to achieve its change objectives.

The study noted that the company least monitored or adjusted strategies to respond to the
problems in change process while it mostly planned for quick wins. The overall mean
score of 3.244 means that the organisation moderately guided implementation,

44,6 Evaluating and Institutionalising the Change

The study found that Telkom Kenya Limited reinvigorates the change process (3.473),
creates process to ensure leadership development and succession (3.464), articulates the
connection hetween new behaviour and organisational success (3.446), but seldom hires,
promotes or develops people who can implement the change vision (2.892). The stuay
noted that the company least hired, promoted or developed peaple to implement change
vision while it mostly reinvigorated the change process. The overall mean score of 3.319
suggests that the organisation moderately evaluated and institutionalised the change.

To conclude, the organisation moderately engages in change management. This is
because some of the issues discussed above were least practiced. But there are formal
procedures the organisation has used in addressing change by planning for quick wins,
focusing on results rather than activities, empowering groups to lead change, and by
identifying and discussing actual and potential crises or major opportunities. These were
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the issues the organisation mainly addressed. The issues that were not addressed are
establishment of increased sense of urgency around needed change, ensuring that the
vision and strategy are shared, using available vehicle to communicate the new vision and
strateqy, encouraging risk taking and non-traditional ideas and actions, recognising and
rewarding people, monitoring and adjusting strategies in response to problems in the
change process, and hiring, promoting and developing people to implement the change
vision,

45 The Influence of Leadership Behaviour on Organizational Change
Table 7 presents the results on the mean scores and standard deviations (descriptive

statistics) on leadership behaviour as well as organisational change in the organisation.

Table 7: Leadership Behaviour and Organisational Change .
Mean score Standard deviation

Leadership behaviour 3.6434 0.19972

Organisational change 33231 0.61020

The overall mean score for leadership behaviour in the organisation shown in fable 4 was
36 with a standard deviation of 0.2. This shows that most of the leadership behaviour
espoused in the questionnaire were occasionally used by the managers. Most of the
behaviour was autocratic (more concerned with completion of tasks) while very few
showed concern for people (democratic or shared leadership behaviour).

Table 7 also shows that the overall mean score for organisation change was 3.3 with a
standard deviation of 0.6. The mean score reveals that change management process was
moderately practiced in the organisation. This is so because most of the change process
has only involved the structure and the staff. There are several other dimensions of
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change that have not occurred in the organisation as the company is in the process of
implementing them.

This section presents the results on the influence of leadership behavior on organisational
change. The analysis to test for the influence of leadership behaviour on organisational
change was performed using the Pearson correlation analysis. The formula used is shown
in chapter 3. The results of the correlation are shown in Lable 8

Table 8: Pearson Correlation _ _
Leadership behaviour ~ Change management
Leadership behaviour R I 302"
P value 001
Change management R 302 1
P value 001

**_Correlation is significant at the 0.01 level (2-tailed).

The Pearson correlation, R, between leadership behaviour and change management shows
that leadership behaviour had a low positive influence on change management practice of
the organisation (R = 0.302). The study found that the p-value was 0.001. This shows that
the relationship given by the Pearson correlation was very significant at a confidence
level of 99% or 0.01. Phis therefore means that there is a significant influence of
leadership behaviour and organisational change. Thus, when good leadership behaviour is
exhibited, organisation change process becomes effective. Also, when the leadership
behaviour is ineffective, the change process also becomes ineffective.
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CHAPTER FIVE: ~ SUMMARY, CONCLUSION AND
RECOMMENDATIONS

51 Summary of Findings
This chapter presents the summary of research findings, conclusions of the stuay,

recommendations for policy and practice and suggestions for further research. In this
section, summary of major research findings based on the questionnaire and research
objectives are made.

The study found that most of the respondents were male. This shows that most of the
managers in the organisation were male. Most of the managers who took part in the study
were aged 31-40 years. This shows that the workforce in the organisation was young and
vibrant.  The study also revealed that majority of the managers had less than 5 years
experience in the organisation. This shows that most of the managers were new
employees who had probably been poached from other firms in the industry in order to
spearhead the change process.

There were a mix of leadership behaviours and the mean scores revealed that the
managers occasionally practiced the said behaviours. The dominant behaviour was
autocratic leadership behaviour. This means that most of the managers in the company
were more autocratic in their style of management. A small number were democratic as
they exhibited shared leadership while very few were laissez-fair.

The study found that change management process was moderately practiced in the

organisation. Telkom Kenya Limited moderately challenged the current state of affairs in
the organisation, moderately harmonised and aligned leadership, moderately activated
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commitment, moderately nurtured and formalised change design, moderately guiced
implementation, and moderately evaluated and institutionalised the change.

The Pearson correlation showed that leadership behaviour had a low positive influence on
organisational change and the relationship was significant (R = 0.302, p<0.01). These
results reveal that the tempo of change process in the organisation was considered
moderate by the managers. The results also show that the type of leadership behaviour a
manager exhibits had a significant effect on the pace of change process in the
organisation.

These findings are consistent with some studies on the link between leadership behaviour
and change management. For instance, the study findings are consistent with those of
Sims (2002) who noted that employee involvement was positively related to change
implementation. This was also the same case with Birdi (2005). Thus, the results in this
study can be said to be consistent with theory and empirical results hence adding on to the
body knowledge on the importance of leadership in change management programs.

53 Conclusion
The objective of this study was to establish the influence of leadership behavior on

organizational change at Telkom Kenya Limited. From the correlation analysis, the study
established that there was a low positive correlation between leadership behavior and
organisational change at Telkom Kenya Limited. It was also noted that the most dominant
behavior was autocratic and that change process was moderate in the organisation. The
study concludes that most of the managers at Telkom Kenya Limited exhibited an
autocratic leadership behavior. The study also concludes that the pace of change
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management process in the organisation was moderate. The study further concludes that
leadership behavior significantly influences organisational change.

54 Recommendations
The study recommends that since leader behaviour has a significant influence on change

management, the managers of various organisations seeking to see the successful
implementation of change management need to focus on exhibiting better leadership
behaviours especially in terms of motivation and communication. Motivating employees
and providing effective communications are highly and significantly associated with
effective implementation of change.

With nearly two-thirds of change efforts falling short of expectations, the need is clear for
change agents to possess a thorough understanding of the relationship between change
abilities and change effectiveness. Knowledge of which skills and abilities significantly
influence change success can help leaders design and lead more effective change elforts.
Furthermore, leaders at all levels are likely to need development in change
implementation techniques and the behaviours associated with successful change.

55 Limitations of the Study
There were a number of limitations that affected the outcome of the study. For instance,

data was collected from only one company, Telkom Kenya. This may limit the
application of results to the entire industry.

The data was also collected only from the management staff. This might introduce some
bias as the managers self-rate themselves on their leadership behaviours. They might also
be biased as far as the practice of change management is concerned.
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Financial resources were another limitation. The research demanded a lot of printing,
bindings, typesetting, and data collection. All these activities needed money and this was
a challenge to the researcher.

56  Suggestions for Further Research
Additional study may add to our understanding of factors that reinforce and sustain

change within complex, dynamic environments. For example, relevant research would
compare and contrast employees’ perceptions of leadership and change with documented
organizational results (e.g., revenues, productivity, customer service levels). Future study
could support or refute the accuracy of employees’ perceptions of their leadership and
change, examine the influence of one’s position on perceptions of leadership change
effectiveness, and consider the scope of changes being evaluated. The same study should
also be conducted in a different setting or using a survey.

/
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APPENDICES
Appendix 1 Introduction Letter

RE: REQUEST TO COLLECT DATA FOR MBA RESEARCH PROJECT

| am a student at the University of Nairobi pursuing a Masters of Business Administration
program. Pursuant to the pre-requisite course work, |am conducting a research project on
The Relationship between Leadership Behavior and Organizational Change: A Case
of Telkom Kenya Limited. Your organisation has therefore been selected for the study.

| am kindly requesting you to take time and fill in the questionnaire. Your responses will
be useful in fulfilling the objectives of this study. The information that will be provided
will be used for academic purpose only. Your assistance is highly valued, Ihank you in
advance.

Yours faithfully,

Prisca Murigu Florence Muindi

MBA Student Supervisor



Appendix 2. Research Questionnaire

Section A:  Demo
L Kindle state t

Your gender;

Your age:

Years in the company: Less than Syears |

Section B:

e 1

hic information
llowing:

Male [ ]
Female [ ]

Below 25 years [ ]
25-30 years [ ]
31-40 years [ ]
41-50 years [ ]
Over 50 years [ ]

5-10 years [
11-15 years [
16-20 years [
21-25 years [
Over 25 years [

Leadership Behavior

2. The following items describe aspects of leadership behavior. Respond to each item
according to the way you would most likely act if you were the leader of a work
group. Circle whether you would most likely behave in the described way: always
(5), frequently (4), occasionally (3), seldom (2), or never (). (Adapted from

Gilley, A, Gilley, JW., and McMillan, H.S. (2009)]

| would

{eoloolNlep] o1-BooPO
RS —

| would most likely act as the spokesman of the group.
1would encourage overtime work. o
1would allow members complete freedom in their work.
1would encourage the use of uniform procedures. S
Lwould permit the members to use their own judgment in solving

roblems
Rwould stress being ahead of competing groups.
1would speak as a representative of the group.
Twould P“Sh members for greater effort.

out my ideas in the group., ,
Lwould et the mémbers do their work the way they think best,
Lwould be working hard for a promotion.
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12 1 would tolerate postponement and uncertal_ntkl

13 T would speak for the group. if there were visiors present.

14 Twould keep the work moving at a rapid pace. _

15 Twould turn the members looSe on a job and let them go to it

16 1would settle conflicts when they ocCur inthe group.

17 Twould get swamped by details.” _

18 1woudBresent the groui) at outside meetings. _

20 Twould be reluctantto allow the members any, freedom of action.

20 Twould decide what should be done and how"it should be done.

22 1would Push for increased Rroductlon., _

23 1would Tet some members have authority, which I could keep.

24 Things would usually tum out as Lpredicted.

25 1would allow the group a high degree of initiative.

26 1would assign group members to particular tasks.

27 1would be willing to make chan?es.

28 1would ask the group members to work harder.

30 1would trust the g[roup members to exercise good judgment.

3 1would schedule the work to be done.

3 1would refuse to exh)lam mY actions. _

33 1would persuade others that my ideas are to their advantage.

34 Twould permit the group to set’its own pace.

3 [ would ur?e the group 1o beat its previous record.

36 1would act without consulting the group.

37 1 would ask that group membérs follow standard rules and
requlations.

Section C:  Change Management
3. Kindly assess the change management process in your organisation based on the
key below: [Adapted from: Weick, K.E., and Quinn, RE. (1999)]

1 means strongly disagree

2 means moderately disagree

3 means neutral

4 means moderately agree

5 means strongly agree

Telkom Kenya (Tick in the appropriate box below using the keys above)

_ _ o 12345

1 Examines external trends, issues and problems confronting it

2 ldentifies -and discusses actual or potential crises or major
%p?ort,umnes ,

3 Establishes an increased sense of urgency around needed change

4 Puts together a group with enough power to lead the change
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o ool Nleopldy!

S F N =

&

Gets the group to work together effectively as a team

Creates a vision and strateqy to help guide the change effort
Ensures that it is a shared Vision and Strategy _
Continuously uses every available vehicle to communicate the new

vision and S rategﬁ/_ _

Has the leadership team role-model the behavior expected of
employees

Eliminates obstacles to the planned change . .
Modifies systems or structures that undermine the _c,hant_:ie vision
Er{,courages reasonable risk-taking and non-traditiondl ideas and
actions

Focuses on results rather than activities _

Plans ”f)or visible short-term improvements in performance (quick
wins

Visibly recognizes and rewards people who make the wins possible
Monitors and adjusts strategies in response to problems in the
change process, . _ _

Aligns all policies, systems, structures and practices to fit each
otherand

The change vision _

Hires, promotes and develops people who can implement the

change vision _

ReinVigorates the change process through new projects, themes and

change agents _ _
Articlates the connection between new behaviors and
organizational success _ _
Creates processes to ensure leadership development and succession
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