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ABSTRACT
The environment in which organizations, whethevaie or public operate is dynamic
and highly unpredictable. Due to the constant changrganizations are required to
continuously adapt so as to strategically meet éhelving challenges and exploit
emerging opportunities to ensure survival and ssceWithout successful
implementation of formulated strategies, the comgpaull not obtain the intended
results. Technoserve (K) launched its currentegiatplan in 2008 with an intention of
completing the implementation by the year 2011 sTfia management research study
with special focus on strategic implementation lgmges and measures taken in
dealing with challenges encountered during strategglementation at Technoserve
(K). To achieve the stated objectives a case stedgarch method was used where
primary data was collected from middle level mamagé the organization.
The respondents indicated that the major challeegesuntered by Technoserve (K)
include; non adaptive culture, organizational stitesthat is incompatible with the new
strategies, poor communication, resource mis-dilmca unsound reward system,
government policies and procedures that limit denisnaking as well as information
technology challenges.
The study also sought to establish the measuresn tak cope with the challenges.
Finally the research study recommended further ystind other areas of strategic

management process.
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CHAPTER ONE: INTRODUCTION

1.1 Background of the study

The current turbulence in the business environrtoaatly and globally makes this study
very timely in deed. Many organizations have begported out of business and many
others are struggling to survive. Strategy managéraad mostly the implementation
part of it, has become a major determinant of farsurvival. All organizations whether
profit or non profit making are environmental segyiand they are expected to respond to
the changes in the environment. This is importamt drganizations to achieve their
objectives such as maximizing the wealth of the ensn profit and survival. Many

organizations design excellent strategies buttainplementation (Wambugu, 2006).

Johnson and Scholes (2002) observes that undersgartde strategic position of
organization and considering the strategic choapeen to it, is of little value unless the
strategies that managers wish to follow can beeifio organization’s action. Strategies
are a critical element in organizational functianibut whereas many organizations have
good strategies, successful strategy implementatgonains a challenge. To ensure
success the strategy must be translated into digréfuplemented actions (Pearce and

Robinson, 1997).

1.1.1 Strategy | mplementation
Strategy implementation is one of the componentstrategic management and refers to
asset of decisions and actions that result in dnedlation and implementation of long

term plans designed to achieve organizational tibe¢Pearson and Robinsin,2003)Its
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purpose is to complete the transition from thatstgic planning to strategic management
by incorporating adopted strategies throughowd rédevant system (Bryson,1995) once
strategies have been developed, they need to dermapted; they are if no value unless
they are of no value unless they are effectitednslated into action(Aosa,1992).
Strategy implementation includes consideration bbwvill be responsible for strategy
implementation; the most suitable organizationalctture that should support the
implementation strategy, the need to support tiséeay used to manage the organization

(Johnson and Scholes).

1.1.2 Strategy | mplementation Challenges

David (1987) stated that 10% of the formulatedtegi@s are successfully implemented
while 90% of well formulated strategies fail at tihgplementation stage. Ansoff and Mc
Donnel (1990) noted that while implementing strgtegsuch an important activity, it is

not easy. Most excellent strategies fail when gtsrto implement them are made.

According to Pearce and Robinson (2004), the reatitat have been advanced for the
success or failure of strategy implementation ewa@dvound the nature of the strategy
itself, the policies and support system, alignmehtthe strategy to the short term
objective and sub strategies, the allocation ausses, the fit between structure strategy,
leadership, communication process and the orgammzaulture. Other challenges will

come in the form of finding the fits between stggt@and internal organization structure,
strategy and allocation of budgets and staff sstgtegy and organization systems of

reward and incentives, strategy and implementagpiolicies, practices and procedures,



strategy internal organization atmosphere, thatagjes and beliefs shared by managers
and employees, the philosophies and decision makiyte of senior managers.

(Thompson and Strickland, 2007).

1.1.3 Non-Profit Organizations

These are organizations that depend on grants anakidns to finance their programs.
Technoserve is a private non-profit developmentaghnization incorporated in 1969
under New York state law. Technoserve works with iocome people and development
organizations in Africa and Latin America to helptablish and strengthen self-help

enterprises.

1.1.4 Technoserve Kenya

Technoserve was founded by Ed Bullard in 1968. @hlunteering in a hospital in
rural Ghana; the Connecticut businessman learmsdhand how difficult it was for the
country’s hardworking people to lift themselves aft poverty. He envisioned an
organization that would give the world’s rural poexcellent platform productivity-
enhancing tools. Determined to promote “Technoliogfe services of mankind,”.

The Technoserve Corporation is currently comprisfegpproximately 75 members from
the international business, religious and develogmemmunities. Technoseve'’s affairs
are guided by a Board of Directors which meets déwacyear. When the Board is not in
session, an executive committee acts in its pldezhnoseve’s headquarters are in
Norwalk, Connecticut, U.S.A and it maintains filffices in selected African and Latin

American countries.



Technoserve programs are supported by contributiooisy churches, foundations,
corporations and individuals. Addition support cenimm host country institutions, the
U.S.A agency for International Development and ottievelopment institutions. The
enterprises and institutions which Technoservestssire expected to pay mutually
agreed upon fees to cover at least a part of eegemhich Technoserve incurs in

providing assistance to them.

Technoseve’'s presence in Kenya was established9#8,1when its staff of two

professionals provided assistance from Kisumu. dtfiee now located in Nairobi, has
over 50 full time staff and about 30 independenmtstidtants distributed in the various
parts of the country where Technoserve has projdldte Kenyan project advisors
together with the expatriate staff members prowte site technical and managerial

assistance to client groups.

Technoserve in Kenya attempts to improve econorpigodunities for Kenya's low
income people on two levels; through the provisadndirect assistance to small and
medium scale activities and through institutionsmder impact organized to serve the
needs of people and enterprises in Kenya. An imaporfeature of Technoseve’s
assistance is the training of project employees,tthnsfer of business, technical and
management skills and the development among prgjeatmittee members of a
commercial approach toward decision making anccpalevelopment.

Technoserve assistance falls into three broad caésg savings and credit, Agricultural

and livestock production and Business Advisory 8es/in Kenya (BASIK).



On savings and credit Technoserve in Kenya has hetiwe in providing assistance to
Kenyan Savings and Credit Cooperatives since in7 1M®Fen it managed Harambee
Cooperative Savings and credit society believetedhe largest society in Kenya with

38,000 members.

Technoserve on Business Advisory Services in Ke(§ASIK) has made much
contribution. This service was established in 1981 provide private voluntary
organizations and community groups with short teranagerial and technical assistance.
BASIK consult organizational planning, inventoryntl, work flow analysis and
market research. Clients have included: The mmnisf Live stock, Development
Canadian Hunger Foundation, The Missionaries ofriGhand many other voluntary
organizations in Kenya. Currently Technoserve isnmg a special Entrepreneurship
program targeting girls from slum areas aged batwlée22 years. The program is called
Young Women in Enterprises (Y.W.E). Girls are réed from the village and are
brought together to form clubs. For six monthsdhiks are equipped with basic business
skills and other financial skills. They are themagi some small grants and are guided in
starting and running small businesses for anotbem®nths before they are linked to

financial institutions where they can obtain loem&elp them start own businesses.

1.2 The Research Problem
The environment in which organizations operate taepublic or private is dynamic
and highly unpredictable. In order to achieve thpeetations of stakeholders a well as

economy, efficiency and the effectiveness of thganization, strategic management



process requires persistent effort till full implemation (Mutugi 2008). According to
Kiruthi (2001), all organizations must grapple withe challenges of the changing
environment in which they operate. While variougyamizations develop and/or
formulate their strategies in various ways and @ss¢ each organization ends up with

what is called a strategy.

Mintzberg and Quinn (1994) stated that 90% of welimulated strategies fail at
implementation stage while David (1997) stated tbaly 10% of well formulated
strategies are successfully implemented. Strategptementation happens to be a more
challenging and delicate task than that of stratéggmulation. Unlike strategy
formulation, here strategist cannot afford to betazt or desk-work oriented. Delicate
and sensitive issues are involved in strategy implgation such as: resource
mobilization, restructuring, culture changes, ardlicy and leadership changes. If
implementation is not effectively managed the styatt plan may amount to being a mere

“white elephant” and nothing more.

For organization’s success, developing a good egjyais not enough. Execution is
equally important since it can make or break th# developed strategy. The reason that
have been advanced for the success or failureaiegies revolve around the fit between
the structure and the strategy, the allocation esfources, the organization culture,
leadership, rewards as well as the nature of ttagegly (Koskei,2003). Technoserve a
non profit organization play a vital role in sus@ble development. In the many

programs that Technoserve operate in, it is veugial to identify the various challenges



that the organization goes through in implementatmenhance smooth implementation

procedure in future programs.

Whereas a number of studies have been done orecbell of strategy implementation;
Kiptarus (2003), Machuki (2005), Wambugu (2006), skieck (2007), Runga (2008),
Kibui (2009), the studies have been carried outantexts other than Technoserve (K)
context. All the researches carried out alreadyehastablishing various factors that have
at on point affected strategy implementation. Thetdrs are either internal or external.
Internal factors include organization’s culturegamization’s structure, and issue of
communication. External factors on the other handlude technology changes,
Government policies and change in client's behav@ircumstances facing Technoserve
(K) in effort to implement its strategies are exgecto pose enormous challenges. For
instance Technoserve (K) is faced with a challesfgatroducing a new program which
targets young girls both at school and out of stlaged between 15-22 years of age
from low social economic families. Technoserve (K)expected by the clients to
implement its strategic plans promptly. Donors’ esgations are equally high and they
too have policies that need to be implemented alaniy organization policies.
Technoserve (K) encounters a big challenge whichudes resistance from clients and
community, getting the right staff and technologisaue. This study seeks to answer the
following questions;

i) What challenges are experienced by Technoserva ($jategy implementation?

i) What measures has Technoserve (K) taken to copetivase challenges?



1.3 Resear ch objectives

The following are the objectives of this study:
i. To determine the challenges of strategy implemamtdty Technoserve (K).
ii. To establish measures taken by Technoserve (K)ope avith challenges of

strategy implementation.

1.4 Value of the Study

The study will be important in that first, it is @acted to enlighten the management of
Technoserve (K) in establishing strategy implemtgorachallenges and the mechanism
of overcoming these challenges. This will evenjuathhance strategic performance and
serve as a source of reference for future stragdggeng formulated. The result will act as
a guideline to Technoserve (K) in dealing with &gy implementation challenges in the
present and future programs. Other non profit mglarganizations can borrow from
this research to also implement their strategied @nidentifying and dealing with
strategy implementation challenges. To the acadamiaother researchers, the findings
will serve as a data bank. The findings will addhe existing body of knowledge and
will be useful to the academic researchers who seektablish possible causes of failure

of strategy at implementation level in other orgations.

1.5 Scope of the study
Through Technoserve is an international organimatithis study only focused on
collecting information about strategy implementatichallenges from Technoserve (K)

staff.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

Different scholars have done a wide range of rebean strategy implementation and
recorded their findings in books, journals, magagjrand other research papers. In this
chapter, sample of such findings are quoted muddteck to strategic management
process, strategy implementation, factors in ggsaienplementation and challenges in

strategy implementation.

2.2 Strategic M anagement Process

The concepts of strategy and strategic managennerdgsaimportant in the public sector
as in commercial firms. Basic processes and pragesdare same, differences are only in

context that is, environment under which they asefced.

Koskei (2003) observed that the need to demonstralige for money in outputs is
becoming increasingly important and this has lednéwv paradigm in public sector
management such as: Internal markets; Performandeators and performance
contracting; Competitive tendering; Competitiveirgr of staff;, and Privatization of
public services. Planning in Kenya Government igrabterized by; all planning revolve
around the “ERS”-Economic Recovery Strategy for leand Employment; Key goal is
poverty reduction; Broad strategies are set oueémh of the sectors of the economy; and

the various sectors are expected to develop ttrabegies deriving from the ERS.



2.3 Strategy | mplementation

Strategy is the direction and scope of an orgaiozaiver a long term, which achieves
advantage for the organization through its conigjon of resources within a changing

environment and to fulfill stakeholder expectati¢gdshnson and Scholes, 2005).

Once strategies have been developed, they neeslitodlemented; they are of no value
unless they are effectively translated into acifAosa, 1992).Translating strategy into
action is concerned with ensuring that strategiesnrking in practice. A strategy is not
just a good idea, a statement or a plan. It is amdaningful when it is actually carried
out. Strategy implementation is one of the comptseai strategic management and
refers to a set of decisions and actions that r@suhe formulation and implementation
of long term plans designed to achieve organizatiomjective (Pearce and Robinson,
2003).lts purpose is to complete the transitionmfretrategic planning to strategic
management by incorporating adopted strategiesughroout the relevant system

(Bryson, 1995).

A strategy may be good, but if its implementatisnpoor, the strategic objective for
which it was intended may not be achieved. A weNealoped strategy will have to be
executed well if the firm is to obtain successtsoperations. There are four possible

implementation outcomes as the figure illustrates.
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Figure 1: Strategy | mplementation Outcomes

Strategy Formulation

Good Poor
Strategy Good Success Roulette
Implementation (Gamble)
Poor Trouble Failure

Source: Thomson and

Strickland (2003) Crafting and Implementing Strateg

As illustrated, Success is only one out of fourgilmiities. Only a good strategy which is

also well implemented contributes to the successfom.

Thompson and Strickland (2007) viewed strategy @m@ntation as operation-oriented,
make things - happen activity at performing coresibess activities in a strategy
supportive manner. It therefore tests a managéilgyato direct organizational change,
motivate people, build and strengthen company coemgees and competitive
capabilities, create and nurture a strategy-sumeontork climate, and meet performance
target. Hills and Jones (1999) adds that strategpyamentation refers to how a company

should create, use and combine organizationalegiiest that lead to a competitive and

superior performance.
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Galbraith and Kazanjian (1986) noted that straté@gplementation almost always
involves the introduction of change to an orgamiratManagers may spend months,
even years, evaluating alternatives and selectistraaegy. Frequently this strategy is
then announced to the organization with the expiectahat organization members will
automatically see why the alternative is the besé @nd will begin immediate
implementation. When a strategic change is poarsoduced, managers may actually
spend more time implementing changes resulting fftemew strategy than was spent in
selecting it. Strategy implementation involves batlacro-organizational issues (e.g.,
technology, reward systems, decision processesstamcture), and micro-organizational

issues (e.g., organization culture and resistamcbange).

2.4 Factorsin Strategy | mplementation

Once managers have decided on a strategy, the smghms to convert it into actions
and good results. Successful strategy implememntatepends on doing a good job of
working with and through others, building and sgthening competitive capabilities,
motivating and rewarding people in a strategy-suipy® manner, and instilling a

discipline of getting things done (Thompson andc&kand 2007).

In a strategic Success formula Workshop (2006Y, Agwsoff, the world — renowned guru
on strategic management proved that for a compamptimize its competitiveness and
profitability, it has to align its strategy and edylity with the environment. He stated that
company’s strategy and capability constantly neesiignment as its environment

moves from one level of turbulence to another.

12



Aosa (1992) observed that strategy implementatodikely to be successful when
congruence is achieved between several elemerdmkto the process. The elements are
categorized into structure and process elememntsct8te defines the configuration of the
company showing the relationships that exists betmtbe various parts of the company
and the process element include leadership, cultesdurces and other administrative

process (Learneek al, 1969)

According to Kariuki (2004), organizations implemeaheir strategies through their
organization structures. He found out that the tpmsng of the function in the
organization structure is equally important aseissanmore focus on key functions whose
performance is critical to the success of the lssnstrategy and institutionalizes the
decision making of the heads of these functionga@rational culture is another major
factor that determines success or failure of gsatmplementation. It refers to the set of
assumptions that members of an organization shareommon. It also includes
organizational member’s habitual way of doing tlsif§earce and Robinson, 2002). Mc
Carthy et al (1996) in Wambugu (2005) noted thdtucel affects both the way the
managers behave within the organization as wethasdecisions they make about the

organization’s relationships with the environmemd &s strategy.

Walker (2004) states that learning a firm’s cultgm®vides a set of focal points for
decision making as well as providing models for eefive questioning and
experimentation, while Thompscet al (2007) concur, indicating that the tighter the

cultural-strategy fit in an organization, the mdtnat culture will steer the personnel into

13



displaying behavior and adopting operating prastithat promote good strategy
execution. For strategy implementation to be swgfoésn an organization, this will
require changes in the dominant culture or subdcest which may not be in tandem with

the desired change.

Early in the process of implementation and exegutn new or different strategy,
managers need to determine what resources wilebded and then consider whether the
current budgets of organizational units are sutgdbhompsoret al 2007). David (1997)
observed that organizations have at least threestyp resources that can be used to
achieve desired objectives namely: Financial resesyr human resources, and

technological resources.

According to Thompsort al (2007), change in strategy nearly always callsbiadget
reallocations and resource shifting. Units impartemthe prior strategy but having a
lesser role in the new strategy may need downsizimits that now have a bigger and
more critical strategic role may need more peopé&y equipment, additional facilities,
and above-average increases in their operatingdtsidghey continue to emphasis that
more resources may have to be devoted to qualityraoor to adding new product
features or to building a better brand image arutiing costs or to employee retraining.
Strategy implementers will therefore be needed doabtive and forceful in shifting
resources, downsizing some functions and upsizithgrs, not only to amply fund

activities with a critical role in the new stratelgyt also to avoid inefficiency and achieve

14



profit projections. How well a strategy implemenliek budget allocation to the needs of

the strategy can either promote or impede the dxerprocess Machuki (2005).

Another factor to strategy implementation is thicefncy and effectiveness of routine
activities and the strength of support system. &lee many routine activities that are
performed in an organization to keep it running sthty. Organizational performance
also depends on how well the routine activities eaeried out. The efficiency and
effectiveness of the routine activities reinforogplementation of strategy. According to
Mintzberg and Quinn (2002), support systems melapratedures, formal and informal,
that make the organization go day by day and ygaydar; capital budgeting systems;
training systems; cost accounting procedures; amgidéting systems. The efficiency and
effectiveness of the routine activities often depen communication and technology in

the organization.

According to Thompson and Strickland (2005), if @ganization shifts to a strategy
requiring skills and managerial approaches, em@adsgning and re- training become an
important part of strategy implementation proceédsccessful strategy implementation
ensures that training function is adequately funded effective training program put in
place. Manyarkiy (2006) supports the need for cwdus staff development by saying
that implementing strategic change requires thdidence, cooperation and competence
of organizational technical and management staffonipson and Strickland (2003)
points out that staffing the organization by puttogether strong management team, and

recruiting and re-training employees with needegeerence, technical skills and

15



intellectual capital assures successful strategyl@amentation. According to Boseman
and Phatak (1989) in Mutugi (2008), there must peoger fit between the center and the

individual with the responsibility for its implemetion.

Execution of strategy mainly depends on individeaganization. Motivating and
rewarding good performance by individuals and omgtional units are key ingredients
in effective strategy implementation (Pearce andbiRson, 1997). The reward system
should match strategy so as to motivate strate@gwgion. This requires clearly and
tightly linking the reward system to strategic penhiance. Success in strategy
implementation depends on whether the organizdtamdesigned a reward system that
motivates people to do what it takes to make tretesjy work. Rewards need to be used
creatively and be tightly linked to the factors essary for good strategy execution

(Thompsoret al, 2007).

Pechlaner and Sauerwein (2002) pointed out thatnuomtation and cooperation
between diverse participants within an organizat@ve been recognized as crucial
elements to maintain organizational stability amd@ation to change. Organizational
communications play important roles in trainingpkhedge distribution and learning in
the process of strategy implementation. They howewaegue that effective

communication is primarily requirement of succeksfoplementation but it does not

guarantee the effectiveness of implementation.
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2.5 Challengesto Strategy | mplementation

Strategy implementation includes consideration bbwvill be responsible for strategy
implementation; the most suitable organizationalctture that should support the
implementation of strategy, the need to adopt yiséesn used to manage the organization
(Johnson and Scholes, 2002), the key tasks torbeda@ut and desirable changes in the
resource mix of the organization as well as the dat of each department in the
organization and the information systems to be ipuplace to monitor progress and

resource planning( Pearson and Robinson,1997).

Implementation is successful if the company aclsetgestrategic objectives and targeted
levels of financial performance. What makes it tmmanding is the wide sweep of the
managerial activities that have to be attendetéatany ways managers can tackle each
activity, the skill that it takes to get a varietinitiatives launched and moving, and the

resistance to change that has to be overcome (T$mmgnd Strickland, 2003).

Implementation challenges arise from sources that iaternal and external to the
organization. The particular challenges that vaitd strategy implementation will depend
on the type of strategy, type of organization arelailing circumstances. He identified
challenges in strategy implementation that caneafi®sm sources internal to the
organization as: Behavioral challenges, such asstemce to change; Inadequacy of
resources, such as, inadequate funds, inadequaiitids, and inadequate human
resources skills and experience; and finally inappate systems of structure, culture,

leadership, policies, support, and reward.
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A company’s present structure and strategy may titotes powerful obstacle to

implement a new strategy. They produce a massesdian which has to be overcome
before change takes place. The type of structucemapany use can be a challenge.
According to Pearce and Robinson (1997), successfategy implementation depends
on the firm’s primary organization structure. Matah the structure to strategy is a
fundamental task of organization strategist. Whemm@anization structure is ineffective

it becomes difficult to implement a strategy. Sgsdeof ineffective organizational

structure as identified by David (1997) includep tmany levels of management, too
much attention directed toward solving inter- dépantal conflict, too large span of

control, and too many unachieved objectives. Adogrdo Johnson and Scholes (1997)
structure in itself will not ensure success oftsigg, although an inappropriate choice of
structure could impede success. A change in siraifign requires changes in the way
an organization is structured (Koskei, 2003). Tisidbecause structure determines how
objectives and policies are established and howotbanization resources are allocated

(David, 1997).

The most alarming problem experienced in many cassedack of sufficient
communication. Aaltonen and lkavalko (2001) stabtattthe amount of strategic
communication in most of organizations is largethbaritten and oral communication is
used inform of top down communications. Howevegyeat amount of information does
not guarantee understanding and there is still mtechbe done in the field of
communicating strategies. In addition to that, befany strategy can be implemented, it

must be clearly understood. Clear understandingstodtegy gives purpose to the
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activities of each employee and allows them to Wilatever task is at hand to the overall
organizational direction (Machuki, 2005). Lack afderstanding of strategy is one of the

obstacles of strategy implementation.

Participation is probably the most universally macoended technique for reducing
resistance to change. Allowing affected employegsatticipate in both the planning and
implementation of change can contribute to gre@tentification with the need for and
understanding of the goals of the new strategytidiaaition in implementation also helps
to counteract the disruption in communication flpwshich often accompanies
implementation of a change. But participation haseatimes been overused.
Participation does not guarantee acceptance ofghestrategy, and employees do not
always want to participate. Furthermore, particgats often time consuming and can

take too long when rapid change is needed
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This chapter contains the research methodology fmsetie study. The research design,

population and data collection and analysis metlaodslaborated.

3.2 Resear ch Design

The study was conducted through a case study adsdasign. Kithara (1990) defined a
case study as a very powerful form of qualitativelgsis and involves a careful and
complete observation of a social unit, which mayabperson, family, an institution, a
cultural group or an entire community. Case stdelgls with depth rather than breath of
issues. In this particular research the case sjudys in-depth account of the challenges
encountered by the Technoserve (K) during strategyementation and how it has been

responding to them.

3.3 Sampling Technique

The population of this study Technoserve (K) ane sample to be interviewed was
picked using stratified random approach. All therels of the organization were

presented and in general eight individuals wererunewed.

3.4 Data Collection

This study uses primary data to obtain the stratégplementation challenges

encountered and remedial actions taken to deal tiéh challenges. The data was
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obtained through interviews. The researcher pefigoimderviewed the interviewees so
as to have an opportunity to clarify issues ariglngng the interviews and also gain any
new information. An interview guide was used tcemtew the respective management
team members. From corporate level, those inteedewclude: country Director and the
Deputy country Director. From functional levelosie interviewed include Program
managers of the various programs, Senior Businggis@as And trainers who directly

deal with clients.

3.5 Data Analysis

Data collected is analyzed using content analysabse this study seeks to solicit for
data that is qualitative in nature especially gitleat it is a case study. Analysis of data
involved comparing it with the theoretical approestand documentations cited in the
literature review. The data obtained from variouanagement team members was

compared against each other in order to get meedaton on the issue under study.
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CHAPTER FOUR: FINDINGS AND DISCUSSIONS
4.1 Introduction

The study intended to achieve two objectives; ttemeine the challenges of strategy
implementation at Technoserve (K) and to estalihighmeasures taken by Technoserve
(K) to cope or mitigate the impact of these chaksto the strategy implementation. An
interview guide was designed to solicit data frdra middle level managers relating to
the challenges of strategy implementation and nreastaken there of. A systematic
gualitative description that amounted to conteralysis of data was conducted in order

to give in depth findings of the study.

The study viewed this level of management as oatlthve pivotal role in ensuring the
institution implement the efficiently and effectlyeHowever in as much that this level
constitutes managers with long outstanding expeeeand unquestionable professional
skills in their respective areas, coupled with higbgree of commitments towards
successful implementation, the study was able tabbsh the challenges they face in the

process.

The study established that some aspects of orgamzeulture and structure, staff de-
motivation due to unsound reward system, insuffic@®mmunication and alignment of
the resources to the strategy as major challeriggsate faced at the Technoserve (K).
Others include resistance to change, poor strdeaglership, existing policies/procedures
and external environment. This chapter will disctiss strategy implementation in

Technoserve (K), challenges of strategy implementatt Technoserve (K) and finally
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the measures that the organization is taking tee @m mitigate the negative impact of

the challenges.

4.2 Strategy | mplementation at Technoserve (K)

The strategic intent of Technoserve (K)'s plantfor period 2008 — 2011 was formulated
to provide a road map for progress from the pasitiavas in during the year 2008 to the
ideal planned position in 2011. The strategic p&ad down nine main goals and set of
objectives to be met within the planning period.e3& goals include; meeting the
expected numbers of clients, giving accurate amdeli reports to the donor, to
effectively enhance professional capacity of Teslenee (K), to strengthen internal and
external systems and framework in which TechnosdgiKe operates, to promote
information and knowledge sharing and enhancing i€Teporting internally and also

externally.

In order to achieve the planned change, Techno@€rvéas been undergoing
transformation by way of reforms, retraining anditadization in the manner in which it
conducts business with considerable emphasis h@auwpd on meeting the numbers as
expected by the donor, production of high qualitg amely reports. In this regard, the
office has set up a reorganization strategy desdidneaid in facing the challenges of

transformation.
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4.3 Challengesto Strategy | mplementation at Technoserve (K)

Implementation challenges arise from sources that iaternal and external to the
organization. The particular challenges that vaittd strategy implementation will depend

on the type of strategy, type of organization areVailing circumstances.

4.3.1 Introduction
The study established that despite Technoservehéing a well formulated strategic
plan, the organization has experienced difficulireghe implementation process. This

section will discuss these challenges as obtairged the study conducted.

4.3.2. Organization Culture

Organization culture is the company’s way of dothipgs. It constitutes norms, values
and beliefs that are held over time in the coufsdoing business. The match between
strategy and culture is crucial for successful enpeéntation of the strategy. The study
aimed at establishing whether or not such a mattse and if it does how challenging it

is to effective strategy implementation.

The Technoserve (K) establishment can be traced ad955 as the Office of the
Controller and Auditor General under the Exchecpred Audit Act, Cap 412. The way
things are done has been established over timageTta mix of value and beliefs that
have been propagated over time by people who haglesbnior management positions
for a considerably long period of time. These aspeave been instilled into the other

organizational members and defined as “the way wehdthgs around here” hence the
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organizational culture. The study found out thaheaspect of culture promote negative
attitude amongst some staff towards their developnEhe culture of Technoserve (K)

has been limited by the way managers and emplay¢esct and relate to each other.

The tendency of ‘US versus THEM'’ relationship wasea to an extent that the strategic
plan has been taken by other officers as ‘thein’plBhere is a strong peer pressure from
the staffs and especially the long serving staffdd things the way they have been used
to despite too many changes. The institution aldtes from change resistance culture
that is less adaptive and less concerned abouth@tance of new developments. It has
been established that those comfortable with thistquo take the largest part of the
institutions staff and are also the most infludnhaluding the top managers. The study
indicated that even the strategic leadership tgaeudpthe strategy implementation to

successful implementation is weak.

4.3.3 Organization Structure

Organizational design defines the roles, respaitssi boundaries, processes and
procedures and relationships of the various pastidhese define the organizational
structure and it was the intention of the studyesiablish how the organization’s
structural design impedes successful strategy mmgheation. Technoserve (K) has a
divisional structure and it was pointed out thas 8tructural design is largely dictated of

the nature of the business it is engaged in, hiresdtable but necessary and appropriate.

However, the study established some aspects sfsthicture that impede successful

strategy implementation. The structure defines e procedures which prove to be
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unnecessarily long and time consuming hence slovdogn the decision making
process. The structure also breeds lack of auyhahereby decisions to be made by one
or few office holders such as a divisional head @estrained. Those with power to
make decisions mostly the top managers have haantath power that could not be
challenged even if their interest was far from ftindéerest of successful strategy
implementation. Such lack of autonomy in decisiomking amongst middle level
managers raises the greatest question on the @osdi and definition of some of the
functions in the structure. For instance decisipagtaining staff matters has been in
conflict between various departments and at theddrttie day their issues remains un

attended hence low morale towards strategy impléaien.

4.3.4 Communication Process

According to factors considered successful to etnaimplementation, it was established
that effective communications play important rolestraining, knowledge distribution
and learning in the process of strategy implememtatThat communication and
cooperation between diverse participants withiroeganization has been recognized as

crucial elements to maintain organizational stgbdnd adaptation to change.

The study sort to establish whether, insufficieatnmunication impairs in any way,
smooth implementation of strategy. It was reve#had despite the fact that Technoserve
(K)'s strategic plan was well formulated; the manimewhich it was communicated was
not satisfactory. In the view of interviewees, asikely that most officers are not aware

of the content if not both the existence and camdsrat the time of the study. Due to this,
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vision and mission of the institution remains uacl® those expected to implement. The
overall objective of the institution has been repth with divisional and team goals
which at times do not match or are not congruerth whe institution’s vision and

mission.

The insufficient communication about the strategg hindered smooth implementation
since the purpose of activities imposed on offiegersot given and hence they cannot link
whatever task is at hand to the overall organimatiiloection. This results to high level of

resistance to change.

4.3.5 Resour ce Misallocation

Early in the implementation process, the manageesi no determine what resources will
be needed and then consider whether the currergebaicbf organizational units are

suitable. The study aimed at establishing whetheirtadequacy of financial, human and
other resources are a problem in any way to tlaegly implementation at Technoserve
(K). The study established that Technoserve (K)dmple resources in terms of finances
and staffs that it would require to successfullyplement their strategy. However, the
alignment of these resources to the new stratagi@asmajor hindrance to the strategy
implementation. Technoserve (K) has not been ablenarshal resources available to

support the new strategies.

A company’s ability to marshal the resources neddeslipport new strategic initiatives

and steer them to the appropriate organizatiorsuras a major impact on the strategy
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implementation process. For instance, Technos&yedntinues to spend a lot of fund
on desk tops computers in attempt to cope withneldgy advancement while staff
required lap tops to work on from clients’ premis8scond example given involves very
gualified auditors assigned permanently to clerjodls while some departments are

inadequately staffed.

4.3.6 Unsound Reward System

Successful strategy implementation depends heamwilgompetent personnel. The study
established that Technoserve (K) has very qualiB&dled and competent staff and a lot
of funds have been channeled towards updating $skéis. However, the implementation

problem emanating from personnel issues has toithdack of motivation. The response

that was obtained revealed that staffs are quitenalevated and also demoralized
towards achievement of the grand objective of tstitution. The rewarding system was
regarded as based on other things that do donpiastipmplementation process other
than being performance based. There was indicdtianstaff matters and interests are
highly neglected thus de-motivating them. The oesients felt that the office can

consider hiring a trained and experienced HumaroiRee Manager to professionally

deal with the issue of staffs. The study also éistadd that the way in which recruitment
is conducted does not support the vision of Teclnves (K). For instance; too much

funds and time have been used to train staffs hivieldout community serving back

ground whereas the market is ready with qualifieshmunity workers.
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4.3.7 External Factors

The study identified a number of macro-environmfactors that are a challenge to the
successful strategy implementation. These weretiftehas; Government policies and
procedures, Clients moving too much faster thanirietution in terms of technology,
Integrated Financial Management Systems delayaogssing of accounts and Economic

crisis that has required each government departtoenit their expenditure.

4.4 M easur es taken to cope and mitigate the negative impact of
challenges

The effect of cultural misfit has been felt in ihetitution and the measures taken include
constant transfers to separate the officers whe Iséayed in the same branch for along
time. Trainings have also been conducted to craat@eness on the requirements of
community serving. The institution has also resulte hiring from private and public
sector for the management position to encourage wiays of doing things. Adaptive
culture — willingness on the part of organizatiomembers to accept change and take on

the challenge of introducing and executing newtatyias, is the aim of the institution.

Concerning the problems of the structure, the tunsbn has tried to decentralize its
decision making process by strengthening the dwtisiaking capacity and authority of
many managers. This is as opposed to what usedppeh before the implementation
process begun where all decision had to be pasgethéd Country Director. The

institution is also working on flattening furthelnet organization structure as well as

balancing it with the span of control.

29



Information must be available to those who neeBath managers and employees should
be kept informed of the means by which informai®made available. The organization
has noted this inefficiency and measures have bstblished through creating a new
department called communication department. Thansed at facilitating smooth flow
of information. However, the purpose of the deparitrwill be served if it is well staffed
in terms of number and skills. The office is in gees of installing Wide Area Network

that is intended to net work all branches and a&lfw information sharing.

A change in strategy nearly always calls for budgellocations and resource shifting.
Units important in the prior strategy but havingesser role in the new may need
downsizing. Units that now have a bigger and mortecal strategic role may need more
people, new equipment, additional facilities andowab average increases in their
operating budgets. More resources may have to betet to quality control and

technological capacity. Visible actions to reall@caperating funds and move people into

new organization units will be a catalyst to thecgssful implementation process.

It should be noted that a properly designed rewsirdcture is management’'s most
powerful tool for mobilizing organizational commiémt to successful strategy
implementation. To get employee’s energetic committn management has to be

resourceful in designing and using motivationakmtves monetary and non- monetary.

Technoserve (K) has emphasized on the annualagipfiisal programs that are used in

determining those to be promoted. This is only tedi by government policies and
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procedures that dictate the period in which onaighserve under a certain level before
he/she qualifies for a promotion. The institutiomshalso developed a new scheme of
service which spells out the minimum qualificatiomsich has not been followed in the

recent recruitments.
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CHAPTER FIVE: SUMMARY, CONCLUSIONSAND
RECOMMENDATIONS

5.1 Introduction

The findings of the research study are summaripelddéscussed in this chapter, focusing
on the main objectives of the study which incluagstiblishing challenges encountered
during strategy implementation. The study also kbug determine how Technoserve
(K) is coping with these challenges. This chapteill valso highlight the

recommendations, limitations of the study and satyges for further research.

5.2 Summary and Conclusions

Strategy implementation is concerned with planriiogy the chosen strategy would be
put in action and effective management of bothbaetite and emergent changes. The
implementation is usually the most difficult facethe strategy implementation process
and is often hit with numerous challenges. The ahjes of this study were to determine
the challenges faced by Technoserve (K) duringegsaimplementation and measures
taken to cope with these challenges. The findinggamding these objectives are
summarized, discussed, and conclusions drawn asepted below in the order of the
objectives. The findings were consistent with otiredings by Koskei (2003), Pechlaner

and Sauerwein (2002) and Aaltonen and lkavalko 1200

5.2.1 Strategy Implementation Challenges
The first objective was to determine the strategglementation challenges encountered

by the institution. In order to achieve this objeet interviewer used an interview guide
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with a list of challenges identified during litewa¢ review as common impediments to
the successful implementation of strategy. Thentd@ was to enable the interviewer
determine whether these challenges apply to noergavental organizations specifically
Technoserve (K). Using the guide, the interviewamnaged to probe and get additional
information that was either not available in tierlture review or which existed but in a

different dimension.

The findings of the study indicate that the lesspdide culture has posed a great
challenge to the implementation process of the iesérve (K)'s 2008-2011 strategic
plan. The traditional way of doing things in thganization, the attitude of ‘WE’ versus
‘THEM'’ that creates a gap between managers and sth#fs, lack of team spirit as well
as reluctance to embrace change has frustrateeffftirés of strategy implementation in
the institution. It was noted that the issue oftun@ has not been addressed and this

remains a major hindrance to achieving the strateljectives.

The respondents expressed their dissatisfactiothencommunication process in the
institution regarding supporting the strategy inmpdmtation. They indicated that the
launching of the 2008-2011 strategic plans andesints being implemented in bits; the
officers are often surprised with new operationthait knowing the basis of change.
They agreed that many officers are aware of theegiic but do not know the content or
the strategic intent of the organization. It wasoatevealed that very few people were
involved in the formulation while the implementatics expected to be the task of every

one in the institution. This has resulted to laleothusiasm in the implementation and
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ownership of the strategic plan by the officerse Biudy identified a major hitch from
the responses given relating to failure of theitsbn to reorganize available resources
in order support the new strategy. The respondagtsed that the manner in which
resources were allocated was very adequate fdotheer strategy but can not be applied
to successfully implant the new strategic plansTrieivealed that in some units, there over
allocation or under utilization of resources wloller units experience limited resources

in terms of time, finances and staffs.

Unsound rewarding system was identified as theecafisle motivated staffs. The study
indicated that the organization’s reward systemn® performance based. The
respondents indicated that high performers arerewarded accordingly while other
bases that do not support strategy implementaterused. The study also indicated that
the way in which recruitment is conducted does swgiport the vision of Technoserve
(K). The findings of the study also held that soeméernal factors that are out of control
of the strategic leaders that hinder the successfglementation. These include:
Government policies and procedures, Information hfietogy issues, Economical

Recession as well as political issues.

In conclusion based on the above findings, Techmesg) like any other firm is also
exposed to challenges during its strategy impleat@mt process. These challenges can
affect the long term direction of a firm to an extef failing to achieve the strategic
objectives. Implementation is successful if the pany achieves its strategic objective

and targeted level of financial performance. Ealkcthe challenges identified have a part
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to play in hindering the success of implementatido. be proactive in organization

management, the strategic leader should seek &mtdanbd identify possible challenges
even before they affect the organization strategies$ apply the right preventive and
corrective measures. The findings of this reseantithallenges encountered are well
aligned to previous studies which confirm that ierpéntation challenges cut across all
industries whether profit or non profit making atitht what varies is the degree of

impact and the extent of each challenge due tasliyeand nature of the organization.

5.2.2 Coping Strategies

The second objective of the study was to estaltheshmeasures Technoserve (K) has
taken to cope with the strategies identified abd&esults show that the main strategies
used include; staff training, transfers, changirfgomyanization structure to suit the

strategies, establishment of communication depatraed emphasis on annual staff
appraisal programs. The study recommended thatnbselnve (K) can also deal with

these challenges through; change of strategy, ehahdeadership and out sourcing

major services to professionals for instance hureaaurce and finance managers.

In conclusion, it is clear from the findings of ghstudy that for any organization to
survive the turbulent environment, it must invesputting in place necessary efforts to
respond to the changes in the environment. Allehdsllenges can lead the firm to fail
completely to implement the strategic plan hencerealizing its vision. It can also be
very expensive to a company to abandon a stragggit because of challenges. The

study also proposes that the firms should be mayagtive than reactive in dealing with

35



challenges to implementation. Strategic plan lead#rould seek to detect hindrances
before they arise. To be able to deal with thésdlenges, the firm must focus all their
resources and systems towards implementation, spicial emphasis on these that have
great impact. We can also deduce that there isnebest way of dealing with the
strategy implementation challenges, the effort &hdie geared towards deploying a

combination of the above listed strategies.

5.3 Limitations of the study

For completeness and better understanding of tipdcations of research findings, it is

crucial that the limitations of this study be higghted. The study was covered within a
period of three months and due to time constrdins, study only confined itself to

challenges of strategy implementation at Technes€l). Other aspects of strategic
management process were ignored such as formulatidrevaluation. A lot can also be
studied in the entire stage of strategy impleméntaDue to limited resources also, the
study also collected data only from a section ohaggment team as opposed to all

members of the organization.

5.4 Suggestion for Further studies

The most critical phase of strategic managementga®is translating strategic thought
into organizational action. Once strategies havenb&rmulated, they need to be
implemented and without successful implementatiba, vision of the organization can
never be realized. According to this study, it bagn revealed in the literature review

that most of well designed strategies fail at thmplementation stage. In this regard,
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similar studies of strategy implementation challEsxghould be studied in other NGOs
private institutions and Government Agencies. Thedy can also be replicated in
Technoserve (K) focusing the views of lower levelnagers, team leaders and the other
auditors in general. The suggested studies if edrout in the short term can promote

objectivity as well as validate the findings ofslsitudy.

5.5 Recommendations

The findings of the study reveal that the challengmcountered during strategy
implementation eventually works against the impletimg team. It follows that when

issues concerning this team are ignored, the imghiation process is bound to be
affected. It is therefore recommended that the mament of Technoserve (K) be on the
look out on the strategy implementation issues withmain focus being to empower and

strengthen the implementation team.

Communication process in the organization shoulehiganced to ensure all the staffs
are aware and that they understand the contenttheofstrategic plan so that goal
congruence can be obtained. This will also ensiieg staffs are involved from

formulation stage thus developing a strong sensevafership and support at the
implementation stage. Whenever the vision is clider staffs don't view things imposed

on them forcefully but rather they embrace it amblto reach completion.

It has been established that Technoserve (K)'septesulture may not be compatible

with the new strategies. The institution should réf@re strive towards a high
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performance culture ‘can do spirit’ which holdst@sg sense of involvement on the part
of staffs and emphasis on individual initiative. PAgh performance, result oriented
cultures are permeated with a spirit of achievensmt have a good track record in
meeting performance targets. In such a culturer¢herds are based on performance.
Besides this, an adaptive organization culture lshbe embarked on. Adaptive corporate
culture entails the willingness on the part of ongational members to accept change

and take on the challenge of introducing and exegutew strategies.

The institution should realign its resources topsupthe new strategies. Proper planning
and budgetary allocation required should be puplace to enhance efficiency and
effectiveness in the implementation process. A ghdn strategy nearly always calls for
budget reallocation and resource shifting. Foraneg, units important in the prior
strategy but having a lesser role in the new giyateay need downsizing. Units that now
have a bigger and more critical strategic role magd more people, new equipment,
additional facilities and increased operating buslg®ore resources may have to be
devoted to quality control and technological cafyacVisible actions to reallocate
operating funds and move people into new orgamimaivill be a catalyst to the
successful implementation process. Technoserveskiguld also consider enriching its
staff combination by engaging professionals froifialds who are experts in different
areas such as human resource, financial analystprdp quantity surveyors, engineers
among others will assist in their resource manageémas well as offering technical

advice in different tasks.
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APPENDICES

APPENDIX 1: LETTER OF INTRODUCTION

University of Nairobi, School of Business
Department of Management, Science
P.O. Box 30197

NAIROBI.

Dear Respondents,

RE: SEARCH FOR RESEARCH DATA

| am a post graduate student at the University afdti pursing a course in Masters of
Business Administration (MBA), specializing in d&gic management. In partial
fulfillment of the course requirement, | am condlogta case study on challenges of

strategy implementation at Technoserve (K)

For the purpose of completing my research, | wisledllect data through the attached

guestionnaire. | shall be grateful if you kindljosav me to interview you.

The information provided is purely for my reseapehject and will be treated with strict
confidentiality. A copy of the final research repwill be availed to you upon request.

Thank you for your co-operation.

PATRICK M. NDONGA
MBA STUDENT
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APPENDIX 2: INTERVIEW GUIDE

How many years have you worked at Technoserve (K)?
What is your main responsibility in the organizafto
Do you know the vision and mission statements ahfeserve (K)?
Has the Vision and Mission of Technoserve (K) cleghigp the last 10 years. |If
so why did it change?
Do you consider insufficient communication abow $itrategic changes as a
hindrance to implementation of strategies in tlsitation? What measures has
the organization taken to deal with it?
Is the inadequacy of resources such as fundsitiesjlhnuman resource, skills
and experiences affecting adversely efforts to @m@nt strategies?
To what extent is each of the above a problem teeatstrategy
implementation? How is the organization coping wWitl issues? Comment on
measures taken to mitigate the impact of the proste
Do you think that the way strategies and structaresmatched in the
organization could interfere with successful impégration?

a) Are they supportive of each other?

b) Is there too large span of control?

c) Is the structure in place wrongly chosen?
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10.

11.

12.

13.

14.

15.

16.

To what extent is strategy implementation affedigd

a) The key formulators of the strategic decisionplaling an active role in

implementation?

b) Overall goals not sufficiently understood by emges?
Would you say the management staff has inadequgiethat would hinder the
success in implementing strategies? If so, hastip@nization acted on it
appropriately?
Does the training given to the management stadinoghift the focus from
understanding the concept of strategy and its impteation? (Probe)
Do you think that the way staffs recruitment is ednders successful
implementation of strategy? (Probe)
Would you consider the key implementation tasksacttities not sufficiently
defined? How are these factors a challenge to im@teation?
Are reward systems applied to staffs in the orgation pose any challenge to
strategy implementation? If so, which measuregima®rganization taken to
control this?
What role has the corporate culture played in tiygeidiment of the
implementation of strategic plan? What actionsthasorganization taken to
control the adverse effects of culture in strategglementation?
To what extent has your organization experiencsetance to change due to;
negative attitude, vested interest, inertia andaimgd organizational practices?

(Probe)
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17.

18.

19.

20.

21.

Is the issue of poor leadership in strategy managéa challenge to strategy
implementation? Comment.

In your opinion would you say that the existindiges (guidelines,
procedures, rules and administrative practices¢ poy challenge in facilitating
strategy implementation? Explain.

Are there any uncontrollable factors in the exteemaironment that have
adverse impact on strategy implementation? Explain.

Are there any other challenges Technoserve (Kgamg in the implementation
of strategies? Explain.

What is Technoserve (K) doing to cope with the lemgles you have described

(probe fully).

Thank you for your contribution and patience
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