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Abstract

The field of change management has various theatdtundations that expound on
the various options that an organization can takenvmplementing change. The
theories incorporate the context of an organizatishether it's public or private,
small or large, young or mature, in the serviceaenr product oriented among other
factors. There are no rules cast in stone for argarozation to follow when
implementing change, the point of caution is toeselthe most appropriate
implementation process that will produce the desmesults. Some of the models of
change include the Organization Life Cycle and QeanPlanned Approach to
Organizational Change, Incremental Model of Char@entinuous Transformation
Model of Change, Kotter’'s Eight Steps Approach tariBforming Organizations and
the Emergent Approach and beyond.

This research was a case study of Kenya Broadga&iorporation (KBC) whose
objectives were to establish the implementatiochange at the corporation as well
as to establish the challenges faced in the impiéatien process. The research was
conducted through the qualitative case study desigihod where data was collected
through use of open ended interview guides to éspandents as well as the policy
papers like the Strategic Plan and the Servicet€&haf the corporation. Nine senior

managers who had worked for more than five yeatsmtoration were interviewed.

The research findings indicate that KBC has borivem various change practices
that espouse on some of the models of change medtiabove. Its implementation
process has included the introduction of new mamage styles, collaborations with
other strategic partners, trainingpresentation styles to conform to best practices an
introduction of documentaries and development ef aad modern programmes and
shows. There have also been technological advamtsmaad improvement in staff

welfare.

Some of the limitations encountered during the ystudre that on the day of carrying
out the interviews, some of the top managers wetckesl hence influencing the mood

of the respondents. Some of the respondents wartilfén answering the questions
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due to the culture of mistrust with the assumptiwat the information could be used
against them later. The corporation was also $idjging behind in terms of

technology which resulted in some data not beirgjlalvle when needed. The study
further revealed that KBC was faced by various lenges in the implementation
process. These included staff resistance to chamgsyfficient funds, low

prioritization and that consolidation of synergwas lacking in certain areas. In
addition, the process of decision making was stitountering a lot of predicaments,
the public still perceived the corporation as a thauiece of the government which
negatively influenced its ratings in the industrgdathe human resources and

organizational structures were still wanting.

The study recommends that for KBC to effectivelypiement its change practices,
there is need for efficiency in management, prapgriementation of strategies and
goals, exploitation of the existing synergies witlihe corporation and improvement
on areas such as technology. These suggestiors foond a basis for further research
on the corporation especially with the looming sWwito digital broadcasting in the

country and its effect on the change managemeKiB&. One could also look at

whether the Strategic Plan is still being implemento the letter and whether the
corporation will finally get ISO certified and thelated implications. Another area of
study could be an audit of the strategic partnpsshnd whether the parties involved

were meeting their goals or not and any challeagesing there from.
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CHAPTER ONE: INTRODUCTION

1.1 Background

Once an organization has embarked on change, ttiechallenge is how to enable
that change to be effective. The questions thaeanclude at what pace, scope or
depth should the change be implemented, do suppgostructures exist and finally
who will drive the change? Coupled with this cbafie is the resistance to the
change itself. This resistance could be in thenfof the existing system structures or
behavioural in terms of the employees resistingniplement the change either

individually or in groups.

Kotter (1996, p.3) puts it aptly, “To date, majdrange efforts have helped some
organizations adapt significantly to shifting carahs, have improved the
competitive standing of others, and have positiondew for a far better future. But
in too many situations the improvements have bésapg@ointing and the carnage has
been appalling, with wasted resources and burnaed, -scared, or frustrated
employees. To some degree, the downside of chianigevitable. Whenever human
communities are forced to adjust to shifting coiodis, pain is ever present”.

1.1.1 The Concept of Change Management

Change management means to plan, initiate, reatizetrol, and finally stabilize
change processes on both, corporate and persoral €hange may cover such
diverse problems as strategic direction or persdaaélopment programs for staff. In
any given organization there are four componentskwpeople, formal structures
with processes and informal structures and prosesseEffectiveness of the

organization will depend on the internal consisyermr fit among the four
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components. This congruence however is a doulijecedword. In the short term,
congruence seems to be related to effectivenespenfmrmance but in the long term,
a system with high congruence can be resistanhaoge as it will develop ways of
insulating itself from outside and may be unabladspond to new situations (Jick

and Peiperl, 2003, p. xiv).

The paradox of change management is how to maistaiergy in the organization
while implementing change or how to help the orgation move to a whole new
level of synergy. Critical issues in change manag@ninclude managing political
dynamics associated with the change; motivatingtraative behaviour in the face of
the anxiety created by the change and actively giagahe transition state. Large
organizations have the additional challenge ofidgalith multiple transitions that
sometimes lead to incomplete transitions, unceffitimre states and transitions that
take long periods to be implemented as the dynaoficeanaging change over this
period of time are different from those of managaguick change with a discrete

beginning and end (Weick, 2000).

Different sectors and different organizations faddely differing challenges when
implementing change and what is appropriate for org@anization or sector is not
necessarily appropriate for another. The concepa dfamework for change that
allows approaches to change to be matched to emwgotal conditions and
organizational constraints is clearly attractiv8he fact that the implementation
strategies will incorporate the potential for magrag and others, to exercise some
choice or influence over their environment and otimastraints will allow the change
process to move beyond the limitations of mechanatd rational perspectives on

organizations, and into the heartland of organiweti reality (Burnes, 2004).
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Change management can be looked at in differenemiions. For example an
organization can consider the scope of the changpist one subsystem of the
organization or it could be change in the entirsteay. |If it is in a subsystem, it is
considered as incremental as it is made withinctireext of current organizational
strategies and there are no fundamental changéseimefinition of the business,
shifts of power or alterations in culture. Chamgehe entire system would involve

moving to a new strategy or paradigm with an overbéthe current strategy.

Apart from change management being initiated inwardthe organization, it can
also be in line with the developments taking platethe external environment.
Change could be reactive in response to a majoermedt event. It could be
incremental where an organization adapts to thagddaking place in the external
environment or it could involve recreation where @ganization radically departs
from past strategy. Anticipatory change on the otimend involves change that is
initiated in anticipation of external events thadyroccur. This is in the form of tuning
where an organization increases its efficiency eith promptness from any
immediate problem. Anticipatory change may alscabeorientation which benefits
from the luxury of time as the change will have memticipated therefore its

implementation is welcome (Weick, 2000).

1.1.2 The Electronic Media Industry (EMI) in Kenya

Electronic Media is a general term that includegvision, radio, internet, CD-
ROMS, DVD and any media channel that is not filmpaper based. (“Electronic

Media”, 2008), It could also be defined as the Ddnagement, Communications,
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Networks, Information Science & Technology and in& & World Wide Web

subjects. Broadcasting in Kenya started in 192& asonopoly run by the colonial
government. The broadcasts targeted white settlbrs monitored news from their
original home as well as around the world. It wakyauring the War that there were
radio broadcast about Africans mainly to informateles of the soldiers about the
developments of the war. The first radio broadsastice was African Broadcasting

Service with programmes in Kiswabhili, Dholuo, KikuyLuhya, Kikamba and Arabic.

According to a report of the taskforce on migratiointerrestrial television from
analogue to digital broadcasting in Kenya release2007, the Kenya Broadcasting
Services (KBS) was established in 1954. Regioralosts were set up in Mombasa
(Sauti ya Mvita), Nyeri (Mount Kenya Station) andisému (Lake Station). In 1961,
the Kenya Broadcasting Corporation (KBC) was formeducceed the government
controlled Kenya Broadcasting Services. In 1962levision was introduced in
Kenya. The first transmitting station was set upairfarm house in Limuru. The
station covered a radius of 15 miles. On 1st Jud4]l Kenya Broadcasting
Corporation was nationalized into the Voice of KenyOK); a department of the
previous Ministry of Information and Broadcastirig.1970, a new television station
opened in Mombasa to produce local dramas, musityral and other programmes
in general. In 1989, the Voice of Kenya was charlggek to the Kenya Broadcasting

Corporation (KBC) through the KBC Act, Cap.221, lsaof Kenya

Gradual liberalization of broadcasting sector begatate 1980s. The government
licenced the privately owned Kenya Television Natw@KTN) to broadcast in
Nairobi. Later on in July 1999 Stellagraphics L8T{/) was licenced to broadcast on

signals in Nairobi. In 1995, Capital FM, the firgrivate FM station started



transmissions. The following year in 1996, KBC labhed Metro FM; an FM

entertainment station on commercial basis. From 18i@0’s to date, the government
has fully liberalized the airwaves by issuing broasting permits and licences to
many private entities. Permits issued by the Migisbf Information and

Communications to prospective broadcasters spéuifytype of broadcasting service
(TV and/or sound) and the permitted coverage greggon, province or nationwide).
The government has also authorized foreign raditiosts to operate in Kenya. The
liberalization has resulted in a very vibrant broagting industry in Kenya, especially
FM sound and TV broadcasting, with the demand fayaticasting frequencies

outstripping the supply especially in urban areas.

On the global front, a digital broadcasting plam Europe, the Middle East, the
former Soviet Union Republics, Iran and Africa wastablished following the
conclusion of the 2006 Regional Radio Communicati@onference in Geneva. The
plan required that countries start preparation igrawe from analogue broadcasting
technologies to the new digital broadcasting tethgies which are gradually being
introduced in many countries. In order to prepaee dountry for a smooth transition
from analogue to digital broadcasting, the Ministrgf Information &
Communications decided to establish a TaskforctherMigration from Analogue to
Digital Broadcasting. Benefits of Digital Broaddast include additional services;
higher video and audio quality; greater spectrufitiehcy due to associated digital
coding techniques and the additional number ofueegies; and more programming

channels that can be accommodated in one frequency.

The Communications Commission of Kenya is the r&gulin the Information and

Communications sector in the country and it enjggsdwill and support from the



Ministry of Information and Communication. The sopp stems from the
government’s recognition of the significance of @I sector in achieving Vision
2030.This prioritization means that there is going toabet of focus in the industry
and large amounts of investible resources will ibected into the sector as the level
of advancement in technology in the country is ampdrtant determinant of the
degree of usage of communications serviddége prevailing economic environment
presents a vibrant economy in that it has led tonareased number of operators and

growth in demand for communications services.

Technological advancements have enabled the Conomide improve service

delivery at minimal incremental costs, leading tavdurable licence fees for
operators. This has also led to reductions in ¢ogiired level of investment for new
operations as well as creating opportunities foluoing operational costs. All these
translate to more affordable services as well ghdri returns on investment. The
downside is that the frequent change in technologans increase in the rate of
obsolescence in the sector and calls for frequesglacement of obsolete
infrastructure and equipment. An example is thadssf discarding the current TV
sets once the migration from analogue to digitahbdrasting technology takes place.
There is also a disparity between the rate of laty® development and the rapid
changes in the ICT sector with the former consiolgréagging behind and therefore

impeding investment and development in the sector.

The National Information & Communications Technolo{CT) Policy by the
Ministry of Information & Communication released duly 2006 cited a few
objectives that are now impacting on the EMI in i@n Some of the objectives

include encouraging the growth of a broadcastingustry that is efficient,
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competitive and responsive to the changing needsl ausceptibilities;
professionalism in the acquisition and allocatidrfrequencies; promoting diversity
in ownership control of broadcasting services thglmut Kenya; promoting fair

competition and investment in the broadcasting $trgu

Other than increased competition, the industry dlas undergone other changes of
political, social, economic and technological natubue to the pivotal role it plays in
society, it has attracted a lot of interest fronthbéhe government and private
companies. Globalization, modern technology andwkedge transfer have also
contributed to enormous expansion of the induster eshe years (Porter, 1979). The
new information and communications technologies &mel convergence of the
telecommunications and broadcasting sectors withpewing has radically changed
radio listening and television viewing, offering dences a wide range of

possibilities.

Multimedia and interactive services have also enobdraccess to a wider range of
programmes and opportunities, leading jointly toimprovement in the quality of

television from the technical standpoint, and, aball, to an increase in the number
of providers able to invest in new information netks and to offer users new
services. According to Research by the SteadmampGoonducted in December
2008, Media fragmentation is increasing espectalfgugh the emergence of regional
stations. Figure 1 below gives a breakdown of tteevth of the Electronic Media in

Kenya over the years.



Figure 1. Total Number of Electronic Media in Kenya

YEAR  RADIO GROWTH TV GROWTH

1990 3 2

1996 5 67% 3 50%
1999 10 100% 6 100%
2000 15 50% 7 17%
2001 17 13% 7 0%

2002 20 18% 7 0%

2003 26 30% 9 29%
2004 32 23% 9 0%

2005 38 19% 9 0%

2006 57 50% 12 33%
2007 66 16% 14 17%
2008 94 42% 16 14%

Source: Steadman Group. (200&esearch for the Kenya Advertising Research

Foundation (KARF) and Association of PractitionersAdvertising Nairobi. Author.

From the Steadman Group research above, the EMidth&ey successes that cannot
be ignored. The growth from 3 radio stations i®0% more than 90 radio stations
in 2008 is a great achievement as the audiences rnave choices to listen to. More
stations have also given local talent an opporyutitengage in gainful employment

as well as harnessing the diverse talents thatdbetry has to offer.

1.1.3 Kenya Broadcasting Corporation (KBC)

The first radio service, broadcasting in Englishglaage started transmitting in 1928
and targeted white settlers who monitored news ftbeir home country and other
parts of the world. Voice of Kenya (how Kenya Broasting Corporation) was
established and nationalized in 1964 by an Act afli@ment. By 1989, Kenya

Broadcasting Corporation (KBC) had developed tmdmaission of both radio and



television programs. The Kenya Broadcasting Copmrahas been licensed to

provide broadcasting to at least 30 percent oKix@yan population.

KBC has to fulfill its mandate as a Public ServBeadcaster, with a structure in
place that constitutes 70% of its functions as epdoto commercial broadcasting,
which constitutes 30%. In early 2003, the Governmeithdrew the KBC role of

offering licences to the public at an annual fekiclv was a major source of revenue
to the Corporation. There was no immediate replacerof this source of revenue
though the associated costs, rental of office sexk personnel emoluments were
retained. Other challenges that KBC faces incluske of old broadcast equipment,
sustaining a large workforce with a bureaucratituce and its traditional role as a

public service broadcaster.

KBC has the following products and services; Pullirvice Radio and T\that

include Free to air KBC channel I, National Kiswalservice, National English
service, Regional Eastern service transmittingam&li, Borana, Rendile, Burji and
Turkana; Regional central service transmitting ierly) Embu, Masai and Kamba;
Regional Western service transmitting in Luo, Kistalenjin, Kuria, Teso, Luhya,
Suba and Pokot. Its Commercial Radios and TV prisdare; Entertainment Metro
Television channel 31, Metro FM focusing on reggaasic and entertainment
transmitting to major urban areas, that is Nairdbdmbasa, Nakuru, Nyeri, Eldoret
and Kisumu, Coro FM transmitting to Nairobi, Moukénya Region, and parts of

Rift Valley and Pwani FM transmitting to Coast remi

The key local competitors to KBC are Kenya TelansiNetwork (KTN), Nation

Media Group (Nation Television, NTV and Easy FM)pyRl Media (Citizen
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Television, Citizen Radio and various vernaculatigastations), Classic 105, Kiss
FM, Capital FM among others. The competition alsdude international Electronic
Media channels available on local frequencies opay TV or Cable that include,
British Broadcasting Corporation (BBC), Cable NeMatwork (CNN), and a host of
other channels found on the Dstv Satellite. ThetEdaic Media under study will be
the Television and Radio stations owned by the lKeBgoadcasting Corporation as
compared to the rest of the Television and Raditigsts in the industry. The study
will exclude the internet, Information Communicatiand Technology that includes

the Mobile telephones, CD-ROMS and DVD.

KBC seems to be responding to the changes in egsatipnal environment so as to
remain relevant and commercially viable. In 1998®& embarked on a major
modernization project to upgrade its transmittitgtiens, under a contract signed
between KBC and Japan Telecommunications Engirge@aonsultancy Services
(JETC). In 1996, KBC commissioned Metro FM as a 98%sic radio. In September
2000, KBC commissioned Metro Television as a spamt$ entertainment channel. In
December 2000, KBC started Coro FM, transmittindCikuyu language to Nairobi

and Mount Kenya Region. In 2001 Pwani FM was sthtb carter for the Coast

Region.

Another indicator of this change implementing psxes through the KBC Strategic
Plan 2007-2012. The strategic plan mentions thail989, with the accelerated
implementation of market based economic reformsKenya, the Government
deregulated and liberalized the electronic mediae monopoly that KBC previously
enjoyed in broadcasting ended. New entrants quickbved into the industry

providing radio and television broadcasting sewic&he result of this development
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was drastic. KBC rapidly lost market share to niegr competitors. The corporation
has set up a number of commercial enterprisesragfiés strategy to capture the lost

market share.

The strategic plan aims at guiding KBC to undergadical transition to meet these
and other challenges facing it. This will ensure torporation improves cash flow,
reduces costs, and achieves profitability and l@mgy financial sustainability. The
corporation plans to shed its traditional bureaticraculture, become more
commercial, improve on technology, focus on hetamsgrs and confront competition
more effectively. The goal of the corporate strgtég) to introduce policies and
programmes in order to attain rapid revenue regoard stability, and accelerate and
sustain the organizational growth and competitigsn&his is crucial in the sense that
dependence on Government subsidies and finanoiasfis no longer an open option.
Under the Government subsidy reduction plan, diaect indirect subsidies are being
progressively reduced. The Government has emplihsize the importance of

managing parastatals along commercial lines foiiterand operational sustainability.

KBC has identified a number of strategic issues laasl put in place an action plan
per department to effectively change the situatmmthe better at the Corporation.
The eight strategic issues are finance, staff, yctsdand marketing, new market
segments, corporate image, technology and corpaiatcapability. The action plan
includes the corporate objectives and strategyk®afs: to achieve 20% in business
growth and 15% in profitability annually; to acheea market leadership position by
the year 2012; to develop and retain a lean proguetorkforce; to embrace and

invest in state of the art technology; to extendetage throughout the country; to
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develop new innovative products in line with chamggconsumer needs and emerging
technological advancements and to enhance the @diq@s capability to carry out
its work. The Action Plan has been put in placedibrdepartments to achieve their
objectives within the time frame of the Strategianp Apart from the Strategic Plan,
KBC also launched its Service Charter for the uaidepartments to measure their
performance against the set standards. It als@lgecial Programmes department

that is championing the change process.

1.2 Research Problem

There are drivers of change in every organizatiost determine the success or
otherwise of implementation of change. “...there eeetain drivers of change that
transcend the industry, context or time. They aoeiment forces whose effects can be
seen time and time again in changes from the sstdiature shift to the largest
corporate takeover: technology, customer focus glotalization” (Jick & Peiperl,
2003, p.1). Globalization is the other major drieérchange through the crossing of
boarders by goods, capital, services and humanumesampacts organizations on a
global scale politically, socially and economicallfhe internet and the worldwide
web provide instant, cross-border information apdastunities that drives innovation

and entrepreneurship and demand for goods anc:ssrvi

In addition, the effectiveness of any change msds the interdependent relationship
among three dimensions: the technology, the orgéinizal context that includes
culture, structure, roles and responsibilities, #mel change model used to manage

change and ideally the three dimensions should drapkmentary and not in
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completion. Therefore there has to be a systentroctare fit with the context using

the appropriate change management model.

A number of studies have been done in the Eleatrbladia Industry before. Shollei,
(1999), carried out an investigation into the natwf and factors influencing
collaborative arrangements in Kenya's media inqudtie concluded that due to the
infancy of most media firms in Kenya, collaboratibas not been a major force in
Kenya's media industry, but more activity is exjectn future. He also noted that
collaboration in this industry is mainly influencdry marketing, technology and

economic related factors.

Similarly, Gacenga, (2000) looked at segmentatioradio audiences in Nairobi and
Mwaura, (2001), focused on Strategic planning witielevision companies in Kenya.
His findings show that strategic management is qusy beginning in the television
industry and most of their plans are short-termngSa(2001), found out that
competitive intelligence strategy is important émmpetitive advantage and is being

used by Kenyan FM stations.

For any progressive organization to survive and/¢htoday, it has to continuously
implement and manage change. A globalized ecorisroseating both more hazards
and more opportunities for everyone, forcing firtasmake dramatic improvements
not only to compete and prosper but also merelgutwive. No one is immune to
these forces, even for the small and medium scatganies. The influence could be
indirect, for example, “Toyota beats GM, GM layd employees, belt tightening

employees demand cheaper services from the drynedeaSchool systems,
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hospitals, charities and government agencies areterced to improve” (Kotter,

1996, p.18).

KBC is already in the process of implementing cleandgHow is it implementing

change and what are the challenges it may be facitige implementation of change?

1.3 Research Objectives

The objectives of this study were:
« To establish how KBC is implementing change.

+ To establish the challenges faced in the implentiemt@f change at KBC.

1.4 Importance of the Study

This study will be an important source of data flee KBC management to know
whether it is on track with its change managemermicgss, the obstacles and
challenges there in as well as the achievemenia sdBC could take key lessons in

the findings of this study to chart its own couihwith.

The study will also inform interested scholars amdearchers in future to pursue
further studies on Managing Change at the Kenyadrasting Corporation (KBC)
which could also inform the status of the Electcokiedia industry in Kenya. The
Electronic Media Industry in Kenya may use the ifigd from the study in order to
formulate more effective strategies to gain contpetiadvantage as well as delight
their target audience expectations through plebsamixceeding audience
expectations. The players in the media industry uge this research to assess their

performance and it could act as a guide line inesstdnding the issue of how the
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government rules and regulations can affect the agement style of a public

broadcaster in our time.

Senior management and programming teams in thdr&héc Media field will gain
knowledge about the relevance and importance ofagiag change. This will form a
base for strategy formulation, implementation andl@ation to suit the target
audiences and also inform the marketing and sélategy so as to increase revenue
generation through gaining competitive advantagee §overnment of Kenya will
also gain insights into the current performanc&BC vis a vis the external factors in
the environment and hence avail support to theosemanagement so as to achieve its
stated goals as per the performance contractingiledldat has been introduced in the
Public sector. This research could also be usedottner regional or African
governments as a learning example and it couldstassi assessing their own
situations back home since most African governmeaws public broadcasting

houses.

The findings of the study will help media buyeradvertisers to know where and
when to advertise their goods and services thramghking informed choices on
media planning and bookings of airtime. This waad to more effective advertising
as it will be more focused, targeting the core andeé of KBC or it could inform

decisions to advertise on competing stations.
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CHAPTER TWO: LITERATURE REVIEW

2.1 Theoretical Foundations of Change Management

The field of change management has various theatdbundations that expound on
the various options that an organization can takennimplementing change. The
theories incorporate the context of an organizatiwhether it's public or private,
small or large, young or mature, in the serviceémear product oriented among other
factors. There are no rules cast in stone for arganization to follow when
implementing change, the point of caution is toeselthe most appropriate
implementation process that will produce the deésiesults.

2.1.1 The Organization Life Cycle and Change

One of the theories that explain the challengehahge in an organizations’ life cycle
is the portrayal of an organization as an hourgglkgyure 2 below shows the different
stages that an organization goes through. In tii@liphase, organizations focus on
definition and development of new products and miak In the growth stage, the
organization flourishes which then moves to theumigt stage where it develops
standard operating procedures. The handicap ststage is that the presence of
established norms that once helped accomplishspasess may lead to complacency
and managers may become too dependent on thekéu success (Jick & Peiperl,

2003).

These norms lead to inertia in the way they affieetstructure, systems and processes
leading to an insulation that avoids change. Irepthords, employees at the maturity

stage of an organization now have a fixed mindsea aesult of the norms which
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become a powerful means of gaining unity and foddsnaging change in such an

organization would require ‘letting go’ of the olehy of doing things and that is the

greatest hurdle to jump.

Figure 2. The Life Cycle of an Organization and @tellenge of Change

Organization life cycle and change challenge
Organization life cycle Change Challenges

Entrepreneurial Niche identification

Survival shakeout

Maturity Renewsl

}

Decline

Restructuring
Right work

Burenucracy bashing

Employee involvement

Improved work

08 D =N g m DD oo K

Continuous improvement

Cuitural change

Source: Jick, T.D., & Peiperl, M. A. (2003lanaging Change: Cases and Concepts
(2" ed.). New York: Ed. McGraw-Hill/Irwin.
From Figure 2 above, the more open end of the @ssgepresents the more open
and flexible organizations while the closed endtled hour glass represents the
constraints of mature organizations. The hourgiassogy shows this movement
from more open and flexible (top of hour glasstltwsed and flexible (centre). In this
model, renewal becomes the change challenge tloatsab firm to go through the
“neck” of the hourglass and rediscover a vitaliydaenergy that move the mature

firm out of the decline trap into a revived statke awtivity. This will then be
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manifested in the cultural change of the employeethey will have a paradigm shift
as they feel the enthusiasm and commitment of dryiew approaches to work

bringing desirable changes into the organizatiaiélong run.

2.1.2 Open Systems School of Thought

The open system looks at organizations as a nuwofbeterconnected sub-systems
whereby change in one affects the whole. It seemnizations as open and
interacting with the external environment and thlesystems among themselves. The
objective of the Open Systems approach is to stredhe functions of a business in
such a manner that, through clearly defined lines ocwmordination and
interdependence, the over all business objectivescallectively pursued. The
emphasis is on achieving over all synergy, rathanton optimizing the performance

of any individual part per se.

The subsystems include organizational goals andiesal the knowledge and
technigues, the psychosocial as well as the maishgdirection and strategies.
Training could lead to individual change and in sooases to small group change
which in turn could lead to change in the orgamarabr not. The challenge is to be
successful, organizations have to tap and direet ghergy and talent of their
workforce. This requires the removal of obstackdsich prevent this, and the
provision of positive reinforcement which promotesnust be approached from an

organizational, rather than individual or groupgperctives.
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2.1.3 The Planned Approach to Organizational Change

This approach was first coined by Lewin to mean thiganizations consciously
embark upon change and not by accident, impul$eroe. He described change as a
three-stage process. The first stage he calledéenhg". It involved overcoming
inertia and dismantling the existing "mindset"the second stage the change occurs.
This is typically a period of confusion and traimsitwhere employees are aware that
the old ways are being challenged but do not hasleax picture to replace them with
yet. The third and final stage he called "refregzihe new mindset is crystallizing
and one's comfort level is returning to previouls. It is closely associated with the

practice of Organizational Development.

As French and Bell, (as cited in Burnes, 2004),ipuWrganizational Development is
also about Planned Change, that is getting indalgjuteams and organizations to
function better. Planned change involves commaosesehard work applied diligently
over time, a systematic goal-oriented approach, aatid knowledge about

Organizational dynamics and how to change thenpldtes high value on the
democratization of organizations through power &gaton through five main

approaches: empowering employees to act, creafmemress in communications,
facilitating ownership of the change process asaittcomes, promotion of a culture
of collaboration and promotion of continuous leagiilLewin stressed the need to

solve problems through social action or dialogue.

He believed that successful change could only hdesed through the active
participation of the change adopter (the subjent)understanding the problem,

selecting a solution and implementing it. He she/¢hange agent as a facilitator, not
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a director or a doer. He believed that the coastik real task was to develop those
involved and to create a learning environment thatld allow them to gain new
insights into themselves and their circumstand@sly through this learning process

could people willingly come to see the need for aocept change.

2.1.4 The Incremental Model of Change

In this model, change is seen as a process whdngdnal parts of an organization
deal incrementally and separately with one probkmd one goal at a time. By
managers responding to pressures in their locainat and external environments in
this way, over time, their organizations becomagfarmed. As Miller and Friesen,
(as cited in Burnes, 2004), state, “The incremésitpkerspective on change has been
around a relatively, long time. It stems from therkvof Lindblom (1959), and Cyert
and March (1963), and was further developed by degibt al (1976) and especially

Quinn (1980b and 1982).

Quinn argues that strategic change is best viewednaddling through with
purpose’, using a continuous, evolving and consemsulding approach. Like with
every approach, critics abound. Some argue thatetlshould be a period of
incremental change interspaced with periods ofdrapd revolutionary change as the
next model explains.

2.1.5 The Continuous Transformation Model of Change
This model asserts that the ability to change tgmdd continuously is not only a
core competence, it is also at the heart of theu@ilof organizations. It sees change
as an endemic to the way organizations compete.e fHiionale is that the

environment in which organizations operate is ciangand will continue to change,

20



rapidly and radically and unpredictably hence oobntinuous transformation will

lead to survival.

Leaders will be catalysts for change and risk tgkimhey will need to realize that
decentralization and freedom are more importan tentrol, that keeping it simple
does not solve the challenges of management, tfaaige is constant and predictable,
that emphasizing process is more important tharctsire, uncertainty is inevitable,
and instability is an opportunity.... All types of arilge will continue to exist and
transforming change will increase in frequency...fnedamental role of public
management is to provide a stabilizing force in thielst of political and social
change. This means that the Public Manager needdetelop organizational
processes and systems that support the self reradveadlf organization (Morreale,

1995).

According to Kotter (2007), there are many factoecessitating organizational
change including technological, international ecoimoand opening market forces.
They create both more hazards and opportunitie®rganizations. Useful change
tends to be associated with a multi-step process dfeates power and motivation
significant enough to overwhelm all the sourcesingrtia and is driven by high

quality leadership, not just excellent management.
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Figure 3. Kotter’'s Eight Steps Approach to Transfiolg Organizations

EIGHT STEPS TO TRANSFORMING
YOUR ORGANIZATION

Establishing a Sense of Urgency
= Examining rmarkat and compeiitneg realitias
= [dentifying and discussing crises, potential crises, o Major opporunites

Y-

Farming a Powaerful Guiding Coalition
= Agzermbling a group with enough poswer to lead the change effort
« Encouraging the aroup 1o work together as a team

Creating a Vision

« Creating a vision to help direct the change effort
» Developing strategies for achieving that vision

Communicating the Vision
= Using every vehicle passible to communicata the newy visian and stratagies
« Teaching now behaviors by the exampie of the gusding coaliton

5 Empowaring Othars to Act on the Visian
= Getting rid of chstacles 1o change

« Changing systems or structures that senously undermine the vision

= Encouraging risk taking and nontraditional ideas, activities, and actions

6 Planning for and Creating Shornt-TermWins
= Flanning for visible periormance imarovemeants
= Creating those Improvements
* Recognizing and rewarding employess involved in the improvemants

Consolidating Improvements and Praducing Still More Change

+ LIsing increased credibility to change systems, stnuctures, and policies that
dor't fit tha vision

= Hiring, promoting, and developing employecs who can implament the vision

= Reimvigorating the process with new projects, themes, and change agents

¥

Institutionalizing New Approaches

« Arficulating the connections batween the new behaviors and corporate
SUCCESS

« Developing the means o enswre leadership development and swecoession
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Source: Kotter, P. John., (2007). Leading Changey Wansformation Efforts Fail.
Harvard Business Review

Kotter emphasizes that the most general lessoge teasned from the more successful
cases is that the change process goes througlea eéphases that, in total, usually
require a considerable length of time. Skippingstereates only the illusion of speed
and never produces a satisfying result. A secomyg general lesson is that critical
mistakes in any of the phases can have a devagtatpact, slowing momentum and
negating hard-won gains. He gives a reverse ofetihers organizations make in

change management.

2.1.6 Three Principles of Change Management Model

Principle number one in this model is to focus loa first five percent. What to do to
gather champions, set expectations, how extensiyaly engage stakeholders, and
how well to paint a picture for people of the demismaking process will go a long
way toward guaranteeing a successful outcome. Esiplis on the importance to
engage many people early on who will be affectedneydecision and those whose

expertise can help.

Principle number two focuses on defining the rombpem as solutions don’t matter
unless the problem is defined correctly. If thendeimplementation process is not
working, look at the reasons why. A good start wiobk the organization’s core
values. Lastly in principle number three, find ad@nd experienced guide to set the
tone, keep an open mind, identify key issues, @ete points of agreement, and keep

things moving. A guide should be able to offer miedend examples from other
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organizations. The courage to handle uncertainty aaversity is also important,

along with a healthy sense of humour.

Figure 4. The Stages of Change

The 5tages of Change

"
wiy

:
1

- I_.:
®

Source: Three Principles of Our Change Managemesdel(2008).The Stages of
Change Retrieved from  http://blog.leadingresources.com/79/our-change-

management-model

2.1.7 The Emergent Approach and Beyond

This approach came into effect from the 1990s. adsumes that change is a
continuous, open ended and unpredictable procesdigifing and re-aligning an
organization to its changing environment. It redegs that it is vital for
organizations to adapt their internal practices b@kaviour in real-time to changing
external conditions. It also recognizes that cleargya political process whereby

different groups in an organization struggle totecbor enhance their own interests.
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Emergent change is ongoing accommodations, adapsatand alternations that
produce fundamental change without a priori to dols deals with contingencies,
breakdowns and opportunities in everyday work. ¢WMuof this change goes
unnoticed, because small alternations are lumpegpbtiter as noise otherwise
uneventful inertia... (Weick, 2000). It involves roling the organization’s resources
with opportunities, constraints and demands inetlreironment over time and is the

outcome of cultural and political processes in oiz@ions.

The critics of emergent approach say that the daoigpurely ‘learning’ approach to
change is that managers can, and may actually nexothe need for change, yet still
refuse to ‘learn’ because they understand perfegtil the implications for their

power and status. Resistance to change may néstbeid’ but based on a very

shrewd appreciation of the personal consequences.

2.2 A Framework for Choosing the Change Approach

Different sectors and different organizations fazeely differing challenges and

what is appropriate for one organization or seconot necessarily appropriate for
another. The concept of a framework for change dhaws approaches to change to
be matched to environmental conditions and org#éoizal constraints is clearly

attractive. The fact that it incorporates the pt& for managers, and others, to
exercise some choice or influence over their emvirent and other constraints allows
the model to move beyond the limitations of mecs@niand rational perspectives on

organizations, and into the heartland of organiweti reality (Burnes, 2004).
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Kotter, (1996), is of the view that a vision playkey role in producing useful change
by helping direct, align, and inspire actions oa flart of large numbers of people.
Without an appropriate vision, a transformatiorodftan easily dissolve into a list of
confusing, incompatible, and time-consuming prgebat go in the wrong direction
or nowhere at all. The power politics and hierarghgn organization determines its
change management success or failure hence flaniaagions are encouraged to
devolve authority and responsibility. Kotter elades that an organization with more
delegation, which means a flat hierarchy, is inraaduperior position to maneuver

than one with a big, change-resistant lump in ticdta.

Change is intensely personal. For change to occany organization, each individual
must think, feel, or do something different. Everdarge organizations, which depend
on thousands of employees understanding compaategies well enough to translate
them into appropriate actions, leaders must wiir flsdowers one by one. To close
the gap, managers at all levels must learn to lsiegg differently. They must put
themselves in their employees’ shoes to understeowd change looks from that
perspective and to examine the terms of the “p@lscompacts” between employees

and the company (Strebel, 1996).

Any change initiative must be to assess the levelgnpeement in the organization
along two critical dimensions. The first is theanttto which people agree ovhat
they want:the results they seek from their participatiortha enterprise; their values
and priorities; and which trade-offs they are wijito make in order to achieve those
results. The second dimension is the extent tolwpéople agree orause and effect:

which actions will lead to the desired outcome. Wheeople have a shared
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understanding of cause and effect, they will prdyalgree about which processes to
adopt. Managers can use a variety of carrots and sticiehtourage people to work
together and accomplish change. Their ability torgsults depends on selecting tools

that match the circumstances they face.

The primary task of management is to get peoplevddk together in a systematic
way. Like orchestra conductors, managers directtdhents and actions of various
players to produce a desired result. It's a corapdid job, and it becomes much more
so when managers are trying to get people to chaageer than continue with the
status quo. Even the best CEOs can stumble in dtteimpts to encourage people to

work together toward a new corporate goal (Chrsgenet al, 2006).

When people are confronted with the need or oppiytuo change, especially when
it is ‘enforced’, as they see it, by the organmmgtthey can become emotional. So can
the managers who try to manage the change. Difjusia emotional feelings, taking
a step back, and encouraging objectivity, are itgmbrto enabling sensible and
constructive dialogue. To this end, managers aaiders can find it helpful to use
analogies to assist themselves and other staffdk &t change in a more detached

way.

One model that has been used to implement change pmrsonal level that can be
used by organizations is the ADKAR model with ingfodbm more than 1000
organizations from 59 countries. This model deswifive required building blocks

for change to be realized successfully on an iddi&i level. The building blocks of
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the ADKAR Model include: Awareness — of why the ©ba is needed; Desire — to
support and participate in the change; Knowledgd how to change; Ability — to

implement new skills and behaviors; Reinforcemettt sustain the change.

A point of caution is that the above schools ofutijict focus on different aspects of
organizational life and, therefore, each has diffierimplications for what change
takes place and how it is managed. These are eonepltary rather than competing
theories and application depends on relevance amdhat stage. Organizations are
proponents of social systems. To change anytha@gwires the cooperation and
consent, or at least acquiescence, of the groudsiratividuals who make up an
organization, for it is only through their behavidhat the structures, technologies,
systems and procedures of an organization move fyemng abstract concepts to

concrete realities (Burnes, 2004).

2.2.1 A Synthesis of the Change Management Models

Some of the change management models discussed bhwg similarities that make
the assessment of the implementation of change leomeptary rather than in
isolation or in competition as shown in the tab&olv. For ease of reference, the
various steps in the models have been summarizedhiree phases in table 1 below.
This implies that as long as an organization urtdeds the crucial stages and phases,

then the change implementation process will benabooation of the various models.
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Table 1

A Synthesis of the Change models

Change Phase 1 Phase 2 Phase 3

Management

Models

Kotter's Establish g e Communicate * Consolidate

Eight Steps Sense  of the Vision improvements
Urgency *  Empower to produce
Form others to act change
Guiding on the vision * Institutionalize
Coalition + Plan & creats the new
Create g short term approaches
Vision wins

ADKAR Awareness * Knowledge Reinforcement
Desire * Ability

The Planned Unfreezing * Change » Refreezing

Approach to

Change

Hughes Exit * Transit * Entry (attaining

improvement (departing (crossing a new

of the from an unknown equilibrium)

Planned existing territory)

Approach state)

Tannenbaum Homeostas * Dying and * Rebirth and

& Hanna is and letting go moving on
holding on

Further to the synthesis of the change models glibeee are change management

best practices that an organization that is impiging change can adopt so as to be

effective.

Table 2

Change Management Best Practices within an Organizan

BEST PRACTICE CRITERIA
« Change management poligy, * A written policy for change
procedures, and standards are management exists, which defines
integrated with and all roles, responsibilites, and
communicated to management procedures related to change

functions

management, approved by the CEO

« Change management procedures
and standards are communica

ed
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that define the techniques anpd
technologies to be used throughout

the enterprise in support of the

above policy.
Policies, procedures, and standa

are reviewed periodically (at least

rds

annually) by management to ensure

suitability and completeness.

Roles and responsibilitigs ¢
affecting Change Management
are defined, designated o
qualified personnel,
communicated to the
organization, and enforced
throughout the change

management process.

The number and skill

Infrastructure Support personr

are appropriately assigned with

regard to the complexity of th
organization

levels of

el

e

Personnel responsible for business

analysis are competent and
fluent in the
systems, and have exposure
organization’s
policies, procedures, and people.

organization’s

management

or

to

« Key Performance Indicators < Metrics are captured about the
(KPIs) are captured periodically Request management processes,
about the entire change identifying bottlenecks and
management process, and are successful techniques to
used by management to alter|or management for continuous
adjust procedures and practices. improvement of this process.

* Metrics are periodically captured
about the Deployment
Management process, indicating|to
management the successes and
obstacles in this process.

* Metrics also convey the amount (of
resources required for each
enhancement and project, as well
as any technical or system
maintenance issues that can |be
improved to make the process more
effective and efficient.

Process:

* The change management process * Emergency / Bug changes are
follows a logical order and is verified by business & technical
controlled to ensure the logical analysis, and are then expedited

evolution of effective

enhancements

through a simplified promotion ar
deployment process.
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* Testing / Quality Assurance |s <+ Emergency releases must |be

conducted to ensure reliability authorized and logged into the
and performance of all appropriate  system for audit
components of the organization. purposes.

e Availability of Infrastructure
» Emergency requests are handled components is maintained withjn
in a similar manner to normal service-level agreements anpd
requests, with minor differences business requirements.
to allow for  expedite
development, testing, and relegse

Sourcehttp://www.auditnet.org/docs/CMbp.pdf
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Research Design

The research was conducted through a case stuiyndés case study design is a
qualitative research method that emphasizes detedatextual analysis of a limited
number of events or conditions and their relatigpshin this case, KBC as an
organization set the context. A case study alsmnallthe use of multiple sources of

data because of its qualitative nature.

For example case studies allow use of questiorsjainterviews, documents and
archival records from the organization being res®ed on, observation and use of
physical artifacts among others. The documentddcie letters, memoranda,
agendas, study reports, policy papers like Stratggans or Service Charter
documents. Physical artifacts include tools, eqaeipin artworks, notebooks,

computer output and others.

Use of the case study method was therefore the apgsbpriate research design to
use in this research as all these sources will raadthess to the findings of the

research as well as corroborating from other sauré®r example, by using the open
ended interview method as well as the questionntireanswers provided could be
assessed to measure if they corroborate one an@hee studies allow for use of
both quantitative and qualitative operations hegetting a better understanding of
the interactions within the organization under gtudo single source has a complete
advantage over the others; rather, they might ngptementary and could be used in
tandem. In the long run, it provides insight intamplex models of human thought

and language use.
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3.2 Data Collection

Given that the research was a case study, the saairce of data was primary and
gualitative. Personal interviews guided by an witaw guide as well as a recorder for
recording qualitative answers, were used. Reledantiments like the Strategic plan
and the Service Charter were important sourcesat#f tho. Case studies also allow
flexibility as the data collection progresses ser¢hwas allowance to, for example,
add questions to the questionnaire as the interpimgressed. Field notes recorded
behaviours, observations, intuitive hunches, qasesti testimonies, stories and

illustrations which were used in later reports.

Data was collected from respondents from the manageteam, who have worked at
KBC for more than 5 years. These were heads ofrttapats or sections who have
witnessed the various phases that KBC has undergimee liberalization. These
members of staff make key policy guidelines, cdnthe resources and directly
supervise the change management of the corpordiimse key departments include
the Directorate comprising of the Managing Direcémd the Company Secretary,
Marketing, Newsroom, TV and Radio Production, Prement, Technical, Human

Resource and Special Programmes.

3.3 Data Analysis

The content analysis method was used so as toagammuch insight as possible from
the raw data which influenced the results of tleisearch. In effect the method was
used to examine how the respondents viewed andstodd the subject of change at

KBC, how management was undertaking the changeemmghtation process and the
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challenges that were being encountered. The answehe interview guides formed
data to be analyzed as well as the supporting dentsrlike the Strategic Plan and
the Service Charter and any other documents thed asailed in the course of data

collection.
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CHAPTER FOUR: DATA ANALYSIS, RESULTS AND

DISCUSSION

4.1 General Findings

KBC has been a dominant player in the Electronidisléndustry in Kenya since the
1920s. It was a monopoly in broadcasting until ltheralization of the airwaves in
the 1990s that saw an upsurge in independent pricammercial broadcasting
stations. Earlier on, it had the double enormoask tof being both a player
broadcasting to its audiences as well as beinggala®r where it sold licenses to
television set owners. The revenue generated fr@mlicenses was in millions of

shillings per year.

In early 2003, the government withdrew the licegsiights from KBC and it had to
generate its own revenue as it was rated as a corainparastatal. There was no
immediate replacement of this source of revenuaghdhe associated costs, rental of
office space and personnel emoluments were retailkB€ continues to face the
challenges of using old broadcast equipment, sustpia large workforce with a
bureaucratic culture and its traditional role gaiblic service broadcaster. This was a
radical change at the corporation that demandedtthad to re-look at the way it had

been running its operations to find a way of kegpafloat financially.

From the study, the general findings across alhdepents indicated that change was
alive and being felt within the corporation andlie external environment. This was
proven by the respondents’ feedback that varioumngds have come up in the
Electronic Media Industry in the last 5 — 10 yedisese include liberalization of the

air waves with many players entering the industigding to very high competition;
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changes in styles of presentation of programmels thig introduction of talk-shows
and call in programmes that had never been healgfofe. The content was more

focused and niche driven moving from service prioviso commercial businesses.

In order to bench mark with industry practice, togporation was also implementing
its Strategic Plan of the period 2007-2012 as at Ipeactice for progressive
organizations. This was on course with the migratm Frequency Modulation (FM)
on Radio as well as digital broadcasting. There baeén the introduction of
performance contracting management with quarteplyraisals for monitoring and
evaluation, and integrated research to inform prapand decision making. A lot of
sensitization was being done through workshops samdinars for updates on new
management practices, leadership, good governamtestsategic management. In
line to achieve the strategic plan, there had beemphasis on technology

advancement and training.

4.2 Implementation of Change at KBC

The findings showed that the influence from theegament was minimal since the
withdrawal of licensing as funding was handled bgnagement and the board. The
respondents cited that this had led to KBC beingetitive so as to survive. It was
graded as a commercial parastatal that should genés own revenue to sustain
itself, use modern equipment, enhance use of téogy@nd introduce market and
audience research. KBC introduced new managemgessiver and above being a
parastatal in response to the external environrokahges as well as being in line

with new policy guide lines from the government.

36



The production of programmes was with a more pedMesl approach leading to
better quality results. The News Bulletins were nmwering divergent views from
the government and the other stakeholders includliregvarious political parties,
development partners and the private sector. Tomiitment of staff was no longer
based on political favouritism or nepotism but @&t the Human Resource
department was facilitating professional recruitimerechanisms with transparency

and equitable opportunities through placing vaasm the mainstream media.

The management was forced to hasten the decisid&mgharocess to avoid losing
out to competition as well as implementation of pefitive strategies. The
respondents cited various styles such as top bafmmoach so that information was
able to flow from top management cascading down to all members of staff;
employment of management by objectives; performamcgracting, implementation

of the strategic plan and the implementation ob#iEed management systems through
the Enterprise Resource Plan (ERP) which has nkedorprocesses across
departments to streamline processing. The varidyess of management were
championed by a Special Projects Manager whalss the Change Champion while
the implementation process was managed closelfidgitectorate of the corporation

that included the Managing Director and the Comfaegretary.

KBC had collaborated with both local and internaéib players in the Electronic
Media Industry to remain competitive. For instanitdhas formed a Public Private
Partnership as a requirement by the governmermidastatals under the performance

contracting module. The corporation is in partngrskith Multichoice from South
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Africa, K24 Television station, Radio China, JapRadio, Ghetto Radio and

Deutsche Welle Radio.

The collaborations are aimed at partnerships amadesfic alliances to get additional
revenues. It has also collaborated with public iservbroadcasters like the
Commonwealth Broadcasting Association (CBA), BhitBroadcasting Corporation
(BBC), Voice of America (VOA), Radio Netherlandsnang others, with an aim of
exchanging training opportunities, co-producinggreenmes, programme exchanges

and sponsorships in training, facilitation, pur@agsequipment, among others.

The corporation had undertaken various forms ofifass reorganizations through
introduction of commercial or enterprise FM Radiatisns namely Coro FM, Pwani
FM and Metro FM. There was re-introduction of broast to schools in partnership
with the Kenya Institute of Education (KIE), co-tiag and co-siting competitors on
KBC equipment, signals and transmitters as a wagwénue generation. It had also
positioned its services and products in line wirgét markets with introduction of
interactive programming through telephone calls leviprogrammes are on air,
receiving short text messages (sms), use of thalsmedia that includes facebook,

twitter, and so on so as to respond to changingigréen technology.

It had initiated training in presentation stylesctimmform to best practices that include
chit chats, game shows on air to encourage a pmatiry and an interactive
approach. The format of programming had changeah fi@atures todrama, reality
shows that are real life events. There had also esduction of documentaries and

edudramas that combine real life messages withalram
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The respondents cited that the government stilpstpd KBC functions through
providing funds to support its public service fuaos, for example, the installation of
Television facilities in Lodwar was not for commiaicpurposes but to serve the
Kenyan public living there. The government had disnded the purchase of the
digital broadcasting equipment that will be usedha pilot phase. The corporation
was given preference when the government and i®us departments/ministries
needed to advertise hence it being the platfornintooducing digital broadcasting in
the country. The Government also used KBC to reaetar flung areas for example
in Lamu and Lodwar where the government funds @ psiblic service, in addition to
covering government functions like the ‘live’ tramission of parliament proceedings

which are then sold to competition.

Respondents from the Human Resource departmedtthiie they aimed at delivering
performance targets that included sensitizing staffHIV and AIDS, training and
manpower development at least five times everynfired year. Promotion of
members was on merit and experience, a case it wam the sending away of top
management that same day of the interview in liité Vaid down procedures. The
respondents further cited that the corporation wasking on ISO Certification and
was in the foremost stages of implementing the @ion Eradication Policy in close

cooperation with the Kenya Anti Corruption Commiss{KACC).

From the Procurement department, the respondetets ttiat KBC was governed by

government regulations; hence all tenders were cohmhpetitively, both local and
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foreign depending on needs. In addition, the sepplielivered to competing stations
faster sometimes because of the rigorous tendpringess at the corporation. In some
instances, the corporation was the sole purcha$ecedain equipment hence
competition not coming into play. A case in poinasvthe digital broadcasting
equipment being purchased solely by KBC through dbeernment for the pilot

phase.

The Administration department had become more ouwstofocused and the
implementation of the service charter had improadahinistrative functions. There
was improved courtesy and timeliness with lesanidtation when welcoming and
attending to visitors to the corporation. The ng@maent style was more open in that

staff could make independent decisions as longeswere accountable for them.

There were staff initiatives in the departmentnpiove customer service, share ideas
involving all levels of staff and also improvemenit communication within and
without the corporationwith a more and enhanced PABX telephone system
incorporated with Voice Over Internet (VOIP), ‘livealls in the transmission studios
as well as handling bulk short text messages (sfit®re had been improvements in
the work environment thaincluded better furniture, improvement on safetytha
work place and improvements on staff welfare. Tpanisfor the employees had also

been enhanced with increase in the fleet of vehicle

40



4.3 Challenges in the Change Implementation Process

The respondents cited that it was a challengehierkBC management to serve its
role as a public broadcaster implementing certaractives from the government

while implementing its strategic plan so as to rent@mpetitive in the industry. The

support that it receives from the government inflees its content especially when
covering news. For example, KBC was the statiochwice for the government when
its various departments/ministries needed to abeedr pass on national campaign
messages to the public. The government also purdhitag equipment that was to be

used in the pilot phase of the digital broadcasitimgiementation in the country.

The government also used KBC to reach the far fanegs like Lamu and Lodwar for
the sake of public service transmission that ismeant to generate any revenue for
the corporation. The expectation therefore from dbgernment is that the content
broadcast should be favourable to its policiesthinlong run, the audience sees the
bias in coverage which in turn affects the ratiagsviewers or listeners who have
divergent views from those taken by the corporation to competition. This results
in reduced ratings in the industry which affect® tfevenue generated by the
corporation. The long bureaucracy processes altayetk decision making where
major decisions like selling fixed assets had todbee with permission from the

parent ministry leading to unnecessary delays arapproval altogether.

It was also apparent during the interviews thateheas a general fear in certain

departments that were not free to give their vieitiag that the information could be
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used against them. This was due to the long toaddf intimidation that had been

used by passed regimes of government where thes\oéthe staff members were not
encouraged. This lack of trust in the system arilted the output of employees
making them passive rather than active in the obgrgcess. They felt that it was
their fate and they had to live with it. This attle meant that the ownership of the
change implementation process was not whole sedléldpartmental. The members

of staff had not appreciated how the change wofiétiathem personally.

On the material day of the interview, a number erfisr managers had been sacked
which sent shock waves across the corporationadisfetlt that the change may have
been welcome albeit hesitantly. There were mixeattrens on the process in which
the sackings had been done indicating that theselack of clear direction from the
top management in leading the change process Bpawiom for speculation. The
challenge for management was to communicate toesteof staff the cause and effect
of the various steps that were being taken to baingew way of service delivery at

the corporation.

The government withdrawal of the licensing of T&d@n sets by KBC led to a huge
reduction in the revenues of the corporation yetghradox is that it was graded as a
commercial parastatal generating its own revenusugtain itself. It therefore found
itself as an underdog in comparison to the privadenmercial stations that used
modern equipment and advanced technology. In regpdhe management had been

forced to hasten the decision making process taldusing out to competition.
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Due to the tight controls from previous regimes, &Btill suffered from real or

imagined negative perception as the government iImpigce. Feedback from the
Procurement department showed that sometimes ekien tenders were announced
for service providers to offer services to the cogtion, some competitive suppliers
shied away with the assumption that the corporatias just doing a Public Relations
exercise with an already pre-determined supplidiis perception sometimes affected
the quality of service the corporation receivedhesbest offers could stay away. This
meant that competition would provide better quadigyvices taking away audiences

from KBC.

As per the norm in implementation of change managerm any organization, there
was employee resistance to change which was seength the hesitance in giving
feedback during the interviews. Some employeesaha€gative attitude saying such
initiatives have been done before and failed swas just a matter of time before
management gave up on implementing change. Some ayeical saying they had

seen many managing directors come and go yet KBfaireed the same.

Other challenges noted were the insufficient fuiedsmplementation as the revenues
generated were still low compared to the operatidmadget, there was low
prioritization of some of the items in the strateglan, for example the improvement
of technology at the corporation was not being temtked to match with industry
best practice. There was also inadequate consiold®f synergies across the

corporation with slow decision making processes lman resource organizational
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structures were still inadequate to meet the psidesl demands expected in service

delivery.

4.4 Discussion

From the previous studies done in the Electronidisléndustry as earlier discussed,
KBC seems to agree and differ with those finding€ertain areas indicating that it
had intentionally embraced change. The study byll&hq1999) carried out an
investigation into the nature of and factors inflaeg collaborative arrangements in
Kenya’'s media industry. He concluded that due &oitiiancy of most media firms in
Kenya, collaboration had not been a major forckenya’s media industry, but more
activity was expected in future. He also noted twlaboration in this industry was
mainly influenced by marketing, technology and exuit related factors. This was
the scenario at KBC about 10 years later, thereremeased strategic collaborative
partnerships with other players in the media ingusi increase market share, keep

up with technology and generate more revenue.

Similarly, Gacenga (2000) looked at segmentatioradfo audiences in Nairobi and
KBC was not left behind as it introduced commeraiahe driven FM Radio stations
for targeted audiences. Mwaura (2001), focused tmategjic planning within

television companies in Kenya. His findings showleakt strategic management was
only just beginning in the television industry amdst of their plans were short-term.
In a period of approximately ten years, KBC findinghow that strategic planning
was no longer in its infancy nor was it short terirhe corporation was aggressively
implementing its strategic plan with an awarenéss it had to strategize for the long

term and not the short term.
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Sang (2001), found out that competitive intelligenstrategy was important for
competitive advantage and was being used by Keridnstations. KBC was

conforming to those findings through its stratepartnerships with global media
leaders like the BBC, VOA and Deutsche Welle Radiincrease its audiences and
benefit from training and exchange programmes.rdimtroduction of broadcast to
schools with the Kenya Institute of Education (KiBjs another competitive
intelligence strategy as well as the launchingahmercial stations like Coro FM, a
vernacular station, Metro FM for the lovers of Raggnusic and Pwani FM targeting

listeners in the coastal part of Kenya.

KBC was using various change models to achievehiggge objectives. Some of the
models of change include the Organization Life €yahd Change, with KBC being a
mature organization with an established culturd thanagement has to gradually
change through the sensitization of staff workshtgpsninimize the resistance to
change. The Planned Approach to Organizational @hamodel is seen through the
introduction of the Special Programmes Manager vghalso the Champion of the
Change supported by the leadership of the Corporatith the Managing Director

and the Company Secretary.

The Continuous Transformation Model of Change wd®ws through the
improvement of technological structures and systamshe corporation including
computerizing of processes, installing of late¢¢gkone systems and purchase of
digital broadcasting equipment. Kotter's Eight Stefipproach to Transforming

Organizations model is well captured in the laurasid implementation of the
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Strategic Plan. The Emergent Approach and beyoredpsused in the launch of the

Service Charter and match towards ISO Certification

KBC management therefore seemed to be combiningydheus change models to
meet its objectives. It was borrowing from theamenended best practices through
integrating some of the policies, procedures, @addards and communicating the
same to staff through management functions. KeyoReance Indicators (KPIs)

were being captured periodically through the agalai about the entire change
management process, and were used by managensdtdrtor adjust procedures and

practices.
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CHAPTER FIVE: SUMMARY, CONCLUSION AND

RECOMMENDATIONS

5.1 Summary

5.1.1 Implementation of change at KBC

This objective had clearly been demonstrated shgpwihe various change
implementation initiatives by KBC including commiization to generate its own
revenue for sustainability, use of modern equipmenhance use of technology and
introduce market and audience research. The laamchimplementation of the
Strategic Plan and Service Charter are other e)xasnpbk well as the strategic
partnerships with other players in the media ingustBC had also initiated training
in presentation styles to conform to best practams introduction of documentaries

and edudramas to teach certain life messages aridrrammic relief only.

The study revealed that KBC was more customer fmtuiscorporating courtesy and
timeliness with less intimidation when welcomingdaattending to visitors to the
corporation. The management style was more opethan staff can now make
independent decisions with accountability. Memlzdrstaff were sharing ideas at all

levels there was improvement in communication witmd without the corporation.

5.1.2 Challenges faced in the implementation of change at

KBC.

Some of the challenges that the corporation wasmdamcluded the continued
negative perception that it was a mouth piece efgbvernment which led to low
ratings among audiences even as it continued téemmgnt change. This resulted in

insufficient funds to run its operations since theenue generation was low as even
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advertisers chose competing stations to pass anntlessages. The twin challenge of
being a public service broadcaster as well as beitefl as a commercial parastatal
was enormous to surmount. There was low prioribrabf issues related to the

implementation of change and consolidation of syiesrwas lacking in certain areas.

In addition, the respondents’ also cited that thecess of decision making was still
encountering a lot of predicaments and human resswand organizational structures
were still wanting. The mistrust among staff aaultesf the past tight controls from

previous regimes and the resistance to change rng smployees could not be over

emphasized.

5.2 Conclusion

As earlier pointed out, the change managementipescadopted by an organization
depend on the context of an organization, whettierpublic or private, small or
large, young or mature, in the service sector odpct oriented among other factors.
There are no rules cast in stone for any orgawizat follow when implementing
change, the point of caution is to select the napstropriate implementation process
that will produce the desired results. These areptementary rather than competing

theories and application depends on relevance tanta stage.

KBC seems to be borrowing from various change mastin its implementation
process including the Organization Life Cycle ankdafge, Planned Approach to
Organizational Change, Incremental Model of Char@entinuous Transformation
Model of Change, Kotter’s Eight Steps Approach tariBforming Organizations and

the Emergent Approach and Beyond as discusse@rearli
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5.3 Recommendations

From the findings, the KBC management can learh tth&ffectively implement its

change practices, there is need for efficiency anagement, proper implementation
of strategies and goals and improvement on aredsasitechnology. There are many
factors necessitating organizational change inolyidixternal factors in technology,
politics, economy, social, environment, legal apeéring market forces. They create

both more hazards and opportunities for organinatio

The interested scholars and researchers can do shaiges on the corporation to
assess whether management is indeed learning frerfirtidings in this study. For
example, the issues of employee resistance to eharyl the technological
advancement towards digital broadcasting and haw whll impact on the overall

change implementation at the corporation. Thesdietucould be compared to the
other players in the Electronic Media industry irrilga. The Electronic Media
Industry in Kenya can use the findings from thedgtto formulate more effective

strategies to gain competitive advantage in thetooat media industry.

The players in the media industry will can use thésearch to assess their
performance and it could act as a guide line inewstdnding the issue of how the
government rules and regulations can affect the agement style of a public

broadcaster in our time. Senior management and-gmoging teams in the Electronic
Media field can use the findings to gauge the @mtee and importance of managing
change. This will form a base for strategy formiolat implementation and evaluation

to suit the target audiences.
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The government of Kenya can also gain insights tinéocurrent performance of KBC
vis a vis the external factors in the environmerd hence avail support to the senior
management so as to achieve its stated goals ath@guerformance contracting
module that has been introduced in the Public settos research could also be used
by other regional or African governments as a liegrexample and it could assist in
assessing their own situations back home since Afdasain governments own public

broadcasting houses.

The findings of the study will help media buyeradvertisers to know where and
when to advertise their goods and services thramghking informed choices on
media planning and bookings of airtime. This waadl to more effective advertising
as it will be more focused, targeting the core andé of KBC or it could inform

decisions to advertise on competing stations.

5.4 Limitations of the Study

The limitations encountered during the study inellidhe unwillingness by some
members of staff to provide answers to the questthre to the culture of fear and
mistrust thinking they’ll be victimized if there wmpons were found out. The
corporation was still lagging behind in terms ofheology which resulted in some

data not being available when needed.

On the material day of the fieldwork, some manaded been sacked hence there
was a lot of mixed emotions and this may have arftted the answers by the some of
the respondents. This also implied that the strecamd hierarchy of the members of

staff had been shaken as some of them were to imtegdtake on new roles that
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they had not been adequately prepared for. |dihot get ample time to interview
the Special Programmes Manager, who was the Chahgmpion at the corporation
as he was among the managers who had been sadkdtke atidn’'t me the needed

attention as he was packing to leave he corporation

5.5 Suggestions for further research

As discussed, KBC will be used by the governmenthasplatform on which to

launch digital broadcasting in Kenya. Suggestitorsfurther research therefore
include a study on Digital Broadcasting in the doyrand its effect on the change
management at KBC. One could also look at whetheiStrategic Plan is still being
implemented to the letter and whether the corpoamatiill finally get ISO certified

and the related implications. Another area of gtoould be an audit of the strategic
partnerships and whether the parties involved wegeting their goals or not and any

challenges arising there from.

The interested scholars and researchers can do shaigés on the corporation to
assess whether management is indeed learning frerfirtidings in this study. For
example, the issues of employee resistance to ehamyl the technological
advancement towards digital broadcasting and haw whll impact on the overall

change implementation at the corporation. Thesdiestucould be compared to the
other players in the Electronic Media industry ieriga. The Electronic Media
Industry in Kenya can use the findings from thedgtto formulate more effective

strategies to gain competitive advantage in thetooat media industry.

51



REFERENCES

Abdullahi, O. (2000)A Study of the Strategic Responses by Kenyan Incéira
Companies following Liberalizatiofnpublished MBA Project). School
of Business, University of Nairobi.

Adieri, B. (2000).A survey of Strategic Change Management Practicgsny

Non Governmental Organizations in Kenydnpublished MBA Project).

School of Business, University of Nairobi.

Adoyo, M. (2005) Responses to changes in the External Environmecase
study of PostbanfUnpublished MBA Project). School of Business,
University of Nairobi.

Aesop fables. (n.d). Retrieved July 20, 2009, fidtp://www.aesopfables.htm

Burnes, B. (2004Managing Change: A Strategic Approach to Organizaedi
Dynamics. London: Prentice Hall.

BusinessDictionary.com (200&lectronic Media Retrieved from
http://www.businessdictionary.com/definition/elextic-media.html

Change Management (2009he Stages of ChangRetrieved from

http://blog.leadingresources.com/79/our-change-mgament-model

Change Management Models and Theories in OrgaoirdtDevelopment (2009).

Managing Change in Organizational Developmétgtrieved from

http://rapidbi.com/created/changemanagement.html

Chepkwony, J. (2001ptrategic Responses of Petroleum Firms in Kenya to
Challenges of Increased Competition in the Indu@thypublished MBA

Project). School of Business, University of Nairobi

52



Christensen, C. M., Marx, M., & Stevenson, H. H){8).The Tools of
Cooperation and Changdarvard Business Review.

Christensen, C. M., & Raynor, E.M. (2003he Innovator’'s Solution: Creating
and Sustaining Successful Growlaston. MA: Harvard Business
School Press.

Cochrane, J. (2004Managing Change in the Public Secf@vord document).
Retrieved from http://www.psagency-agencefp.gc.ca

Duck, D. J. (1993).Managing Change: The Art of Balag.Harvard Business
Review.

Dwyer, K. (2008 Managing Change: Motivating Peopl@etrieved from
http://ezinearticles.com

Electronic Media. (2008) Retrieved froBusinessDictionary.conRetrieved

from http://www.businessdictionary.com/definition/eleatic-media.html

Gacenga, F. (2000A Benefit Based Segmentation of Radio Audienddaiiobi: A
Case of University Stude(iynpublished MBA Project). School of Business,
University of Nairobi.

Garvin, D., & Roberto, M.(2005). Change throughdBasionHarvard Business
Review.

Gekonge, O. C. (1999A Survey of the Strategic Change Management
Practices by Kenyan Companies: A case study of @oieg listed on the
Nairobi Stock ExchangéUnpublished MBA Project). School of Business,
University of Nairobi.

Isaboke, S. (2001An Investigation of the Strategic Responses by Maijlo

53



Companies in Kenya to the Threat of New Entrafdspublished MBA
Project). School of Business,University of Nairobi.

Jick, T.D., & Peiperl, M. A. (2003Managing Change: Cases and Concepts
(2" ed.). New York: Ed. McGraw-Hill/lrwin.

Kandie, P. (2001)Strategic Responses by Telkom Kenya Ltd in a Caimpet
Environment(Unpublished MBA Project). School of Business, Wmsity of
Nairobi.

Kenya Broadcasting Corporation. (2007-208yategic PlanNairobi: Author.

Kotter, P. (1996)Leading ChangeBoston, Massachusetts: Harvard Business School
Press.

Kotter, P. J. (2007). Leading Chanyéhy Transformation Efforts Fail
Harvard Business Review.

Migunde, F. (2003)Strategic Responses by the Kenya Broadcasting
Corporation to increased Competitignpublished MBA Project). School of
Business, University of Nairobi.

Ministry of Information & Communication. (200@)he National Information &
Communications Technology (ICT) Poli®&¥airobi: Author.

Morreale, J. (1995). Managing Cha®siblic Productivity & Management Review
Musa, A. H. (2004)Responses by Commercial Banks operating in Kenya to
changes in the Environment: A case of National BafkKenya Ltd
(Unpublished MBA Project). School of Business, Umgity of Nairobi.

Mwaura, J. (2001)Strategic Planning Within Television Companies ania
(Unpublished MBA Project). School of Business,Umsity of Nairobi.

Odhiambo, H. S. (2005Problems and Practices of Strategic Change Managéme

54



the Manufacturing Sector: A case of Olympia Capitdbldings Ltd

(Unpublished MBA Project). School of Business, Unsity of Nairobi.

Organizational and Personal Change ManagementeggpPlans, Change
Management and Business Development Tips (2008&s on illustrating
Change Management issu&etrieved from
http://www.businessballs.com/changemanagement.htm

Publications and Statistics (2009}atistics Retrieved from

http://www.cck.go.ke/misc/system/

Palmer, B. (2004 Making Change Work: Practical Tools for Overcami
Human Resistance to Chandge&sQ Quality Press.

Pascale,T. R., & Sternin, J. (2005). Your Compai®gsret Change Agents
Harvard Business Review.

Porter, M. The Competitive Forces Shaping Strateigyvard Business Review
March-April, 1979.

Sang, C. (2001)Competitive Intelligence Practices by FM Radiotidtes
Operating inKenya (Unpublished MBA Project). School of Business
University of Nairobi.

Shollei, W. (1999)An Investigation in to the Nature of Factors Infigeng
Collaborative Arrangements in Kenya’'s Media Indygtynpublished
MBA Project). School of Business, University of k.

Steadman Group. (200&esearch for the Kenya Advertising Research Foummlat
(KARF)and Association of Practitioners in Advertising.ifdhai. Author,
Strebel, P. (1996). Why Employees Resist ChaHgevard Business Review

Taskforce. (2007Migration of Terrestrial Television from Analogue t

55



Digital Broadcasting in KenyaNairobi: Author.

Three Principles of Our Change Management M@@@08).The Stages of Change
Retrieved fromhttp://blog.leadingresources.com/79/our-change-meamant-
model

Weick, Karl. E, (2000)Making Sense of the OrganizatidRetrieved from
http://www.goodreads.com/book/show/134487.Makingisee of _the_Organi

zation

56



