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ABSTRACT

Organizations worldwide are experiencing change in their dynamic and volatile business
environment. The study objectives were to establish how the people dimension of change
has been managed at the Nairobi Securities Exchange, to establish challenges faced in
managing people dimension of change at the Nairobi Securities Exchange, to determine
how challenges in managing people dimension of change at Nairobi Securities Exchange
are managed. This study was a case study. Primary data was collected by the use of
interview guide. The interview guide was developed along the objectives of the study and
thus ensured that the right information was collected. Content analysis was used to
analyze the data. The NSE had introduced strategic changes by involving the people as
change agents as well as using new technology and systems such as the use of M-PESA
technology and online systems that allow investors to trade securities via the internet.
Clients were able to get information such as portfolio valuation, margin reports, contract
notes, and stockholding reports especially the Kenyans abroad who were able to use the
system and also participate in share trading in the country. The study established that the
people were fully involved in all stages of change right from planning to implementation.
The introduction of strategic change at NSE was characterized by employee resistance
which was attributed to the fear for the unknown, the feeling on inadequate technological
skills associated with the changes and fear of organizational changes. The challenge of
employee resistance was managed by ensuring prompt and detailed communication to
equip the people on what is expected of them and equipping them with the necessary
information. The management at NSE was fully involved in the change process and they
took an active role. The employees were trained in various aspects of strategic change at
NSE as a measure to mitigate the change adoption challenges. The study recommends
that the people dimension of change should be used as a strategy to bring change because
of its inherent characteristic of inclusiveness of all the stakeholders that leads to reduced
resistance. The other recommendation is that the organization introducing strategic
changes should prepare all the people on the impending changes, sell the idea to them
until they are in agreement, introduce the change gradually rather than rapidly and ensure
there is adequate and effective communication among and between various parties. The
challenges facing the strategic change process like the fear of the unknown and tendency
to maintain the status quo can only be eliminated by adequate training and capacity
building as well as sensitization. To mitigate the challenges of managing the people
dimension of change in organizations, can be avoided if the management engages in a
skills audit to identify the skills gap and offer the relevant skills. The suggestions to
address the limitations of the study included an Investigation of the other dimensions of
change in other corporations, study the change strategies used in other state corporations
in Kenya and to determine the role of stakeholder participation in effective change
management in public institutions.
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CHAPTER ONE: INTRODUCTION

1.1 Background of the Study

Organizations worldwide are experiencing change in their dynamic and volatile business
environment (Burnes, 2004). In order for change process to succeed they must manage
the people dimension of the change process as the people are the ones to implement
change in the organization. Employees are responsible for the success of the change
process because they are the key agents of change therefore it is important to manage
their interests in the change process (Kotter, 2007). The success or failure of a change
process will highly depend on the commitment that employees have towards the change
initiatives in the organization. Attitudes, perception, norms and culture of an organization
is critical in determining success of a change initiative that must be properly managed.
Each employee must go through transition for success of the change process. Many
change processes fail and neglect in managing people dimension of the change process

has been claimed as the leading cause (Klein, 1996).

Lewin (1951) theory of planned change provides a basis for this study. The theory
involves steps of unfreezing, changing and refreezing. The steps involve getting out of
the status quo, moving towards a new desirable position and then anchoring the change
(Harper, 2001). This theory will be important in detecting how people react to the change
process. Open Systems theory is also significant as it argues that organizations operate
like open systems interacting with the environment and also the subsystems within the

organization interacting with each other (Cummings & Worley, 2009). These interactions



affect the people in the organization and will be highly significant in determining how

they react to these changes.

Nairobi Securities Exchange has been experiencing changes and is currently continuing
to do so in terms of their operations, ensuring capital market efficiency where investors
have real time access to transaction statements, stockholding reports and contract notes.
NSE has also adopted systems that allow investors to trade securities via the internet
enabling them to securely place modify and cancel orders, view the order histories and
order status in real-time environment. Clients are enabled to get information such as
portfolio valuation, margin reports, contract notes, and stockholding reports. Kenyans in
the diaspora are also capable to exploit the system and also participate in share trading in
the country. Plans are also underway to develop an operational framework for
implementation of hybrid bonds market that will be expected to provide a reporting
infrastructure which shall be necessary to facilitate operationalization of an over the
counter market (Capital Markets Authority, 2017). These changes have been taking place
and therefore it has become justifiable to investigate how the people dimension to the

changes is managed by the NSE.

1.1.1 Organizational Change

Different scholars have different definitions for organizational change. Ragsdell (2000)
defines strategic change as the process by which organization continually creates a
different desirable state of things which regard to coordination people to achieve the
goals. Dalton and Lawrence (1970) viewed organizational change as a significant
alteration of the behavior of employees in an organization. Levy and Merry (1986) argue

that organizational change is the purposeful plan by the organization to transition into a



better future state. All the above authors agree that organization change involves the
continuous change of an organization to better state. Organizational change therefore is
the process by which an organization changes continuously to a desirable future state to

attain competitiveness.

All organizations go through change. Organizational change can take two approaches. It
can be emergent or proactively planned (Burnes, 2004). Organizations change can be
proactively done by the management to take advantage of new markets and opportunities,
emergent change is a forced change to react to environmental changes in order to survive
and remain competitive. Those organizations that are effective at organizational change
tend to succeed in the competitive business environment. Organizational change can be
triggered both internally and externally and it affects a whole organization and its
subsystems (Burnes, 1996).

Organizational change is important in ensuring that an organization is able to adapt to the
changes in the external environment and achieve competitive advantage (Herbst, 1999).
Survival of firms in the contemporary business environment that is characterized by a lot
of volatility is highly pegged on organizational change. Firms that want to succeed and
achieve their organizational goals must experience organizational change (James &

Frank, 2015).

1.1.2 The People Dimension of Change

People dimension of change has been defined differently by scholars. Cunningham, et al.
(2002) argues that it entails the people reactions to organizational change. Church, Siegal,

Javitch, Waclawski and Burke (1996) argue that it is the activities of employees in



relation to the ongoing change processes in the organization. Burnes (2004) argue that it
involves people aspects in the change process and how the change process affects the
employees. All the scholars agree that people dimension of change entails how change
process affects people and how they react to it. People dimension of change is how an
organization undertakes change process putting into account people who are

implementing the change process and those affected by it.

Change in organizations is implemented by the people who work in the organizations.
There is need for the people to initially accept the change and change themselves to allow
them to be able to implement the change process (Kotter, 2007). It is important for the
management to closely monitor the people dimension to ensure that the people have
accepted and are ready to implement the change in line with the organization goals.
Attitudes, norms and culture in the organization are important aspects of the people
dimension on change and need to be managed well. People must understand the change
process and need for the particular change(Washington & Hacker, 2005).Managing
people dimensions is significant during organizational change. Change cannot succeed
without people who are the implementers of change(Washington & Hacker, 2005). More
often employees prefer the status quo to be maintained therefore people dimension must
be managed well to ensure that employees are aboard the change initiative. Success or
failure of organizational change in any organization highly depends on how people are

involved in the change process (Kotter & Schlesinger, 2008).

1.1.3 The Capital Market in Kenya

A capital market is a market that involves buyers and sellers trading in financial securities

like equities, bonds, debentures and many more. The participants in a capital market can



either be individuals or institutions. The capital market in Kenya operates under the
framework of International Organization of Securities Commissions (IOSCO) principles
and the international best practices. The capital market in Kenya has been growing
through the years proving ready market for bonds and stocks. The capital market has
made it easy for organizations to accumulate capital through promotion of savings and
risk and stimulation of industrial development (Capital Markets Authority, 2013). The
capital market in Kenya is regulated by the Capital Markets Authority which is also
responsible for the facilitation of necessary changes in the capital market. The licensed
institutions in the Securities market in Kenya include Nairobi Securities Exchange,
Central Depositories System (CDSC), Investment Bank, Fund Managers, Collective
Investment Schemes, Authorized depositories, Credit Rating Agencies and Venture

Capital Companies (Capital Markets Authority, 2013).

There have been continuous changes in the securities market in Kenya which includes
automation of operations and market place, enhancement of investor education and
awareness, adopting new technology like the M-PESA technology, buying and trading of
securities online, introduction of risk based supervision, shortening of settlement cycle
and introduction of the Real Time Gross Settlement System (RTGS) for settling large
payments. The securities market is also in the process of developing a Capital Market
Master Plan (CMMP) which is expected to provide direction on the Kenyan capital

markets over the next 10 years (Capital Markets Authority, 2014).

1.1.4 Nairobi Securities Exchange

Nairobi Securities Exchange is the chief bourse in Kenya. It has been in operation from

1954 with the role of providing a trading platform for the securities listed on the



exchange and overseeing its member firms (Capital Markets Authority, 2013-2017). NSE
works in cooperation with the Dar es Salaam Stock Exchange and Uganda Stock
Exchange. NSE has been undergoing transformation since its formation and is currently
going through several changes in its structure, scope and operations (Nairobi Securities

Exchange, 2016).

Nairobi Securities Exchange is experiencing changes in their daily operations. The
exchange is striving to avail new products including adoption of a Real Time Gross
Settlement System (RTGS), Exchange Traded Funds (ETFs), Financial and Commodity
Derivatives and Carbon Credits.(Nairobi Securities Exchange, 2016). NSE is also
adopting new ways and systems such as the use of M-PESA technology and online
systems that allow investors to trade securities via the internet. Clients are also enabled to
get information such as portfolio valuation, margin reports, contract notes, and
stockholding reports. Kenyans abroad are also enabled to exploit the system and also

participate in share trading in the country (Capital Markets Authority, 2013-2017).

1.2 Research Problem

The dynamic environment has made change significant for organizational success. The
process of change is not usually a smooth process (Burnes, 2009).Employees usually
experience certain challenges in the process which include complacency to the status quo,
threat of loss of authority, interference with the values and norms of the
organization(Kotter & Schlesinger, 2008).Washington and Hacker (2005)argue that it is
significant to ensure employee involvement in the initiation and implementation of the
change and proper communication to them on the urgency of the change. Kotter (1996)

argues that a change process must involve creating a sense of urgency and



communicating the change very well to the people and making them own the process.
Burnes (2009) state that change must be embedded in the culture of the organization to
ensure people relate to it to succeed. These scholars all agree that the management of
human dimension of change is utterly important for the success of a change initiative but
different organizations manage people dimension of change differently.Organizations do
not experience the same changes and also the time frame of the changes vary from one
organization to the other hence there is no agreed upon uniform way of handling people

dimension of change.

The Nairobi Securities Exchange is undergoing changes through initiatives such as
automations of their systems, installation of a surveillance system to monitor market
changes and improvement of capital market infrastructure (Capital Markets Authority,
2013-2017). These changes are implemented by the employees in the organization.
Management of the people dimension of change is important to ensure that NSE is able to
implement the change successfully. There is need therefore, to investigate how the
management of people dimension of change is undertaken to ensure the people are part

and parcel of the change process.

Numerous researchers have researched on this concept but in different aspects of this
context. Briick (2002) on his study on organizational change management observed that
people are not likely to change the way they have been successfully working hence
resisting any change. He further observed that resistance is a natural reaction thus
communication of the proposed changes and participation of the people are common and
key means of addressing initial fears and to build trust.Okorie (2009)on the other hand

looked into the use of appropriate strategies for change management thus observing that



managing change involves identifying employees training and development needs.
D’Ortenzio (2012) in his study stated that change and change management processes and
practises differ in varying degrees thus it is important for the organization to build
positive relationships that will provide a strong basis to manage any crisis during change
and gear the organization for any possible resistance scenarios. It is therefore important to
conduct a study on the aspect of people dimension of change. Other studies have been
conducted on people dimension of change but in different contexts.Hallgrimsson (2008)
studied people’s attitudes during a change initiative in three Icelandic government
organizations hence concluding that change readiness increases as measured levels of job
satisfaction increase and also change readiness increases as uncertainty decreases.
Shiyenzi (2015) observed that there was need for awareness before any changes take
place in the organization. This creates both desire to initiate the change and reduces
resistance to the change. He further observes that communication of the changes is
necessary and all employees should be involved from the beginning. Bwaley (2014) in
his study revealed that by engaging employees through the change process by creating
awareness of what needs to change,what is in it for them and training them to be ready
for the change provides a smooth transition and by rewarding those who go beyond their
means and recognizing their efforts helps in reinforcing the change.Hence the
relationship an organization has with its people determines the extent to which the
organization achieves its mission.Murugi (2013)further observed that employees and the
entire organization should be involved in the change management process, while Mungai
(2011)in her study concluded that training and equipping employees with the necessary

skills helps in managing resistance to change and fear of the unknown. These studies



therefore show that the researcher focused on different aspects of change management
but under different contexts. This has made it necessary to carry out this study in the
context of NSE. Other studies have been undertaken in the same context but on different
conceptualization. Letting’, Aosa, and Machuki, (2012) studied board diversity and
performance of companies listed in the Nairobi Stock Exchange. Anyumba (2010)
studied on an empirical test of the random walk model for the Nairobi Stock Exchange
(NSE). Ogendo (2014) did her research on knowledge transfer, strategy content, external
environment and performance of companies listed in the Nairobi Securities Exchange
hence concluding that knowledge transfer has significant effect on both organizational
performance and strategy content. The studies are conducted in the Nairobi Securities

Exchange making the people dimension of change a necessary gap to be studied.

The cited studies delved on different aspects of the concept of change. This has led to
knowledge gaps on the aspect of people dimension of change. Other empirical research
work has also been carried out on the concept of change management however in
different contexts. That necessitated the researcher to carry out the same concept in this
context. Studies have also been undertaken in the NSE with different conceptualization
creating the need to carry out a study on management of people dimension of change.
The Nairobi Securities Exchange was chosen for the study because it was rebranded from
the Nairobi Stock Exchange which was being owned specifically by the stockbrokers
only to the Nairobi securities exchange which is now owned by the public. The Nairobi
stocks exchange used to trade in shares only but after the inception of the Nairobi
Securities Exchange more products were introduced like the treasury bills, debentures,

REITs and the futures & options. This study therefore investigated how management of



people dimension to change is undertaken at NSE. How has NSE managed people

dimension of change?

1.3 Research Objectives

The study objectives were:

1. To establish how the people dimension of change has been managed at the
Nairobi Securities Exchange,

ii.  To establish challenges faced in managing people dimension of change at the
Nairobi Securities Exchange,

iii.  To determine how challenges in managing people dimension of change at Nairobi

Securities Exchange are managed.

1.4 Value of the Study

The research will build on the existing theories on management of people during change
process. It will therefore benefit future researchers on the future studies on the concept

and will also be used to validate earlier researches.

The study will also be of importance to the Capital Market Authority (CMA) which is the
NSE regulators and facilitators of development. The findings will guide the regulators on
how well the NSE is managing people dimension of change and the challenges the

managers’ face in the implementation of the change.

This study will enable the management of NSE to understand how to manage the people
dimension of change. They will be equipped with information on how best to manage the
process of change with regard to the people who are affected by it and who are

implementing the change. The management will also be well equipped with information

10



on the resistance to change by the employees and they will learn how to handle it. The

study is therefore of significance to managers in handling people dimension to change.
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CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

In this chapter the researcher will present a literature review on organizational change,
and people dimension of change. The review shall be based on the theoretical, conceptual
and empirical literature with the intention of bringing out the elements of people
dimension of change. The theoretical anchorage with which the study is anchored will

also be discussed in this chapter.

2.2 Theoretical Anchorage

The two theories anchoring this study are Lewin (1951) theory of planned change and
open systems theory. Kaplan (2007) argues that the business world is continuously
evolving and what worked earlier may not necessarily work now. It is therefore
imperative for organizations to have planned change by changing the old behavior to new
behavior as advocated for by the Kurt Lewin Theory (Burnes, 2004). Lewin (1951)
theory of planned change states that change takes place in three steps. The steps are
unfreezing step that argues that the old behavior of the organization that are undesirable
and people become willing to learn new behavior. The second step is the changing step
involving the introduction of an appealing behavior to the organization. Finally, is the
refreezing step whereby the new behavior is reinforced in the organization either
informally or formally (Lewin, 1951). This theory is imperative as the people in an

organization need to go through the steps necessary in making change successful.

In addition to Lewin (1951) theory of planned change, open systems theory is also
significant in anchoring this study. The theory argues that organizations interact with

each other in the environment and also within the several components in the organization.

12



Change therefore occurs so that organizations can be able to adapt to the dynamic
environment which they are continuously interacting with(Emery, 2000). The open
systems theory argue that sustainable success can only be achieved when organizations
change in relation to the interactions with their external environment therefore it is of
high significance for the people in organizations to change in line with what is happening

in the external environment(Scott, 2002).

2.3 Organizational Change

The success of any organization in the current volatile business environment is highly
dependent on embracing change in the organization (Abrell-Vogel & Rowold, 2014).
Organization change is the continuous process with which an organization transitions
itself and the people for a better future position (Ragsdell, 2000). Organizations and
individuals must change and adapt to the changes surrounding them since that is the

surest way of ensuring survival in the ever changing business environment.

Balogun & Hailey (2004) state that organizational change can be of four types within two
dimensions of nature of change and extent of change. Nature of change includes
incremental change which is built on the current routines and culture within the
organization and Big bang which is an occasional and fast change. it often occurs during
crises or when there is need to change a direction fast. Under extent of change there is
realignment which is change within the existing culture and transformational which
requires a change in the culture. The four types of changetherefore include adaptation,
reconstruction revolution and evolution. Adaptation occurs incrementally within the
existing culture while reconstruction maybe rapid but does not affect the culture too

much. Revolution is rapid and requires a culture change while evolution is incremental

13



but requires a culture change. Murugi, (2013) in his study found out that incremental
change within the same culture is more conducive to employees in adapting to change
initiatives.

Several drivers of organizational change exist. Brown and Eisenhardt, (1998) argue that
advances in technology, changing needs of stakeholders and economic pressures are
major drivers of organizational change. They further argue that change in consumer tastes
and preferences, regulatory changes and changes in the industry also contribute to the
need for organization change.Bloodgood and Morrow Jr, (2003) argue that organizational
change is highly influenced by the environmental structure, internal conscious awareness

and organization knowledge and they interlink to shape strategy formulation.

2.4 People Dimension of Change

For any change process to succeed the support and commitment of employees is
mandatory (Seo, et al., 2012). People must be part of the change initiative and to ensure
that they are part of the process it is important to ensure that they perceive the change
process as having more incentives for them than negatives (Hiatt, 2006). The initial step
in ensuring success of the change initiative is therefore ensuring that the people to
implement the change are ready and willing to work for the change objectives (Pugh,
2007). Human dimension of change together with the hard aspects of change such as

organizational structure and technology must be in synchrony for the success of change.

The effect of change is different to different people and therefore it is important for the
change agents to understand how change is affecting each individual and what is
necessary to ensure they are on board into the change process. People hold different
values, norms and beliefs that highly affect how they adapt to change and these must be

14



put into consideration in the process of change (Kotter, 2007). The structure and nature of
the organization system also affects how change affects people and it is important to look
into the organizational structure. Gaining commitment of the people in the change
process will ensure resistance is highly reduced and hence chances of the change to
succeed are improved (Matos, Simoes, & Esposito, 2014).D’Ortenzio, (2012) in his
research found out that resistance to change is more often as result of lack of awareness

of the need for change and lack of the knowledge of implementation.

2.5 Management of the People Dimension of Change

As the organization is changing there is need to manage the process to ensure that the
challenges that arise during the process are handled well (Gill, 2002). Organizational
change is usually complex and it is significant to divide the process into phases and
develop to allow for easy management of the process (Burnes, 2009). Change
management entails finding out the need for change, what are the necessary areas that
need to be changed and the measures used to measure the change, the approaches
necessary for implementing the change including the models and techniques for the

change.

Change process should be all inclusive. It should not be carried out in a top-down
approach whereby the top management makes all the change decision that are supposed
to be introduced and forces the changes upon the employees who are supposed to be the
implementers. All planning in relation to change should be vertical horizontal hence
helps in creating a sense of ownership in the change process on the part of the employee

(Collins, 2001)
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An organization is a collection of people and what the organization does is done by
people. Hence these people should be fully involved in any change process that the
organization is planning to undertake. Many of the human problems of organizations can
be identified as conflicts between individual human needs and the changes imposed on
them in the interests of the organization at large (Buchanan and Huczynski, 2006). Many
change projects fail due to neglect of the human dimensions of change. This neglect often
centre’s on a lack of insight into why people are unhappy with organizational change, a
poor appreciation of the process of change, and a limited knowledge of the tools and

techniques that are available to help in the change process.

Hiatt (2006) argues that the ADKAR model is necessary in the people dimension of
change. He argues that the model which has five building blocks of awareness for
change, desire to implement it, knowledge on how to implement the change, ability to
learn new skills and reinforcement of the change into the organization. ADKAR model as
proposed by Prosci Inc. (2012) is a model that is important in ensuring individuals
successfully change to ensure success of a change process. It is goal-oriented in nature
and allows change management leadres to focus their activities on specific results. The
model is an acronym of the five building blocks for success of change and they include
awareness;the change management is resposible of creating awareness of the organization
is doing or planning to do hence the employees would have an insight of what is
happening. Desire;At this stage it is necessary for the people to know what is in for them
and what is expexted of them.After the people are aware of the proposed changes,the
change management leaders are supposed to create the desire for the change hence

making them to be ready and willing for the forthcoming changes. Knowledge;lt is
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mandatory for the people involved in the change process to be well informed on how to
carry out the changes by acquiring the expected knowledge,expertise and skills needed to
implement the changes hence the need for proper communication through semonars and
trainings. Reinforcement;finally ability to implement new skills and behaviour and also
manage the change should be ensured by the change leaders.Motivation by way of
rewarding,encouragement and recognition is neccesary in order to help keep the changes
in place. The model encourages communication with all the stakeholders and access to
information about the change. Individuals must also know how the change will affect
them. The existing knowledge base of the individuals is significant and so is the physical
and intellectual capability. There is need to ensure all individuals are buying the change
process in the long term.D’Ortenzio, (2012) realized in his study that these building
blocks play a key role in the success of a change process.Bullock & Batten, (1985) argues
that change can be managed in four broad stages. The stages are; exploration phase,
planning phase, action phase, and integration phase. Exploration phase is where
awareness for the need for change is created and solutions sought; planning phase
involves the understanding of the problem, collecting information, setting change goals
and designing the action plans; the action phase is the arrangements made for managing
the change and the feedback processes and the final stage is the integration phase where
there is consolidation and stabilizing change in the organization.(Hallgrimsson, 2008)

found out in his study that these phases are critical in the change process.

Lawler and Worley, (2006) argue that for people to support change their must be
transformational leadership that is able to inspire them with vision however, it is

important to note that the major reason employees go to work is for remuneration.
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Therefore, they affiliate success of a change initiative with the pay structure of an
organization. Kotter, (2007) asserts that there is need to have people who have already
bought the change idea to lead the rest and make it significant to communicate the change
process well to the employees. He further argues that empowering the employees is also

key in ensuring success of the change process.

Kiedrowski,(2001) rightfully points out the common mistakes in leading change to
leaders failing to understand and take on their role as change agents,the human element
of change not adequately addressed,cultural forces ignored or misunderstood and there
being no clear improvement measures.Hence the more the changes an organization
undergoes the more the stress people and the organization experience.The change leaders
in the organization should be concerned with the way employees relate to or react to the
nature and direction of the proposed changes as they can either decide to be sigificant
facilitators of the strategic changes or stumbling blocks to the changes.Managers must
use leadership strategies of influencing,inspiring and encouraging staff.The employees
should be openly communicated to so as to reduce the anxiety levels on the proposed

changes in the organization.

2.6 Challenges of Managing the People Dimension of Change

Organizations generally adopt strategic change to improve on the performance and to
adapt to the change in the external environment (Del Val & Fuentes, 2003). However,
people always tend to resist a new way of doing things in the organization. Resistance to
change is seen as the major cause of failure of several change efforts (Matos, Simoes, &
Esposito, 2014). Resistance affect change process in that it can delay, obstruct its

implementation, slow down its beginning or increase the cost of implementing it.
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Therefore, to avoid failure of change, management of the people dimension of change is

very important (Kotter & Schlesinger, 2008).

When trying to make improvements in an organization, gaining the commitment of the
people who are likely to be affected by the change is paramount. Change agents should
not assume that everybody will accept a change in the organization and they must plan on
how to manage any resistance that many arise at individual level (Ford & Ford, 2015).
Change managers must use resistance as an avenue of learning on aspects that have not
been properly considered in the change process. The major reasons for resistance to
change include uncertainty, low tolerance to change, lack of trust and misunderstanding,
different assessments and parochial self-interest (Kotter & Schlesinger, 2008). In
addition, Del Val and Fuentes (2003) argue that deep rooted values, low motivation due
to past failures, communication barriers, cynicism poor strategic vision,
incommensurable beliefs and departmental politics are also major causes of resistance to
change. Resistance also manifests in groups. Groups usually possess group dynamics that
all members of the group abide by. When this happens they behave in a similar way and
hence they can resist a change initiative together. A change initiative that the groups
thinks does not take care of their interests shall be resisted by the group as a

whole(Lunenburg, 2010).

Resistance to change must be managed to ensure success of the change process.
Schermerhorn (2010) argue that in dealing with resistance the change agents must ensure
that people see the benefits of the change, the change must be very close to the values and
culture of the organization, it must be easy to understand and it must be introduced

progressively to allow people to adapt to it. Kotter and Schlesinger, (2008) state that
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education and communication; participationand involvement, facilitation and support;
negotiation and agreement; manipulation and co-option and explicit and implicit coercion

can be used to manage resistance to change.

Resistance to change is also managed by indication of clear support of the change process
by the top level management. People will always tend to take with seriousness what they
observe their seniors taking serious(Matos, Simoes, & Esposito, 2014). Managers should
be keen on how the introduced change objectives fits in with the culture of the
organization. This strategic fit will help in reducing the resistance by the employees(Del
Val & Fuentes, 2003). Importance and value of change must be reinforced making it
known that it is an opportunity to improve on the organization to the benefit of all the

stakeholders in the organization(Ford & Ford, 2015).

Belasco (1991) argues that there are four principles of change management which are
important in ensuring that behavioral change is managed well. The fours principals are
need for sensing urgency, developing the vision for change, empowering individuals to
undertake change and the execution of the change in the organization. Urgency acts as a
trigger to make the people undertake change because they have a reason to do so. The
vision which is widely shared enhances chances of the employees to buy in the change
and hence reduced resistance. Empowerment enables employees to acquire the necessary
skills and knowledge for the implementation of the change initiative. Empowerment also
enables people to well understand the vision of the change. Self-directed work teams are
necessary in the execution of change and hence execution must first of all ensure that all

teams are in to avoid any resistances.Nyasha (2011) found out in his research that
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empowerment and communicating the vision for change as a necessity in ensuring

reduction of resistance to change.

2.7 Summary of Knowledge Gaps

Studies have been conducted on managing the people dimension of change. The literature
review in this study has outlined that the concept of human dimension of change is
important for the success of any organization undergoing change. The globalization of
the world economies has resulted in high business environmental volatility necessitating
various changes in organizations. To effect these changes, organizations must first
understand how to effect individual change because people are the ones who implement
these changes and without their acceptance of the proposed changes then failure is

paramount.

Briick (2002) conducted his research in organizational change management hence
observing in his study that for organizayional change to succed the management should
ensure that there is communication of the proposed changes to the implementors and
participation of the pepole which will help address the issues of employees fears and
build trust that the change proposed is also to their benefit and not just for the
organization only.Okorie (2009) also conducted her research on the management of
organizational change by the use of appropraite strategies concluding that for a change
process to succeed in an organization the change managers should ensure there is a
strategic balance between the change leaders and the implementors of the change who are
the employees. D’Ortenzio (2012), focused his study on the knowledge of employees
understanding of the proposed changes.All these scholars studied different aspects of

management of strategic change which made it necessary to conduct a study on the aspect
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of people dimension of change, Bwaley (2014), studied the integration of both business
and human dimension of change tackling both the systemic and beahioural changes
during change management, Murugi (2013), on the other hand did her study on human
dimension of change but on a different context which is universities, Mungai
(2011)studied management of people dimension of change in Kenya Power and Lighting.
Letting’, Aosa, and Machuki (2012), studied the relationship between board diversity and
financial performance of the listed companies at the Nairobi Stock Exchange.
Nonetheless there is no study that has investigated the management of people dimension

of change at The Nairobi Securities Exchange hence this shall be the basis of this study.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This chapter will bring out the research methodology that was used in conducting this

study. These included the research design, data collection and data analysis.

3.2 Research Design
This study was a case study. Mugenda and Mugenda (2003) defines case study as

research approach that attempts to achieve an in-depth understanding of a phenomenon. It
was an important design in finding out how people dimension of change is managed at
the Nairobi Securities Exchange. Yin (2003) argue that a case study is significant when
the researcher needs to find the answers to the how and why questions in the real life

context.

A case study gives attention to study the context wholly. It gives an in-depth analysis of
limited events. It is therefore a powerful technique of analyzing qualitative data
irrespective of the single unit that the researcher is studying. It is an important technique
that allowed the research to study in-depth how people dimension of change is managed

by NSE.

3.3 Data Collection

Primary data was collected by the use of interview guide. The interview guide was
developed along the objectives of the study and thus ensured that the right information
was collected. The interview guide was used to collect data from the heads of Human
resource, Operation & Administration, Communication and Information Technology at

the Nairobi Securities Exchange. Face to face interviews were used during the process.
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Interviews allowed for collection of in-depth information on the objectives of the study. It
also allowed the researcher to better understand the information being collected and
hence a more comprehensive interpretation of the data collected (Mugenda & Mugenda,
2003). The interviews were conducted in a way that enabled the researcher to understand

how people dimension of change was managed at NSE and the challenges faced.

3.4 Data Analysis

Content analysis was used to analyze the data. Content analysis is a technique used to
measure semantic content of the aspect of the message (Cooper & Schindler, 2003).
Content analysis allowed the researcher to be able to institute patterns and the
interrelationship of the variables in this study. The data was analyzed to bring out clearly
the objectives of this study. The data collected in this study was mostly qualitative in
nature thus capturing a qualitative picture of the interviewee’s different emotions and

1deas.

The researcher documented content that was selected from the interview guide from the
answers gotten from the interviewees, detailed analysis from the interviews was set apart.
From the feedback gotten, the researcher noted that some answers given by the
interviewees during the different sessions regarding managing human dimension of
change was hence similar hence setting aside all the answers that were similar regarding a
particular aspect. The content was then divided into a number of sections and coded
separately following the structure of the questions. The data was then interpreted so as to
draw relevant conclusions in relation to the concept of the study. Data relating to each

objective was analyzed to understand how people dimension of change was managed at
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the Nairobi Stock Exchange. The results from the analysis were used to make inferences

about the texts collected from the study (Mugenda & Mugenda, 2003).
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CHAPTER FOUR: DATA ANALYSIS, FINDINGS AND
DISCUSSION

4.1 Introduction

The researcher presents in this chapter the data analysis, presents the findings and
discussions of the study on managing the people dimension of change at the Nairobi
securities exchange, Kenya. The researcher conducted a face-to- face interview on the
three key top-level management of the Nairobi Securities Exchange who had been with
the organization for a period of ten years and above hence had been with the organization
for a longer period as the changes took place.

The research sought to determine the general information of the interviewees that was
thought to have a bearing on this study. The study focused on the organizational change
at NSE, sought to establish how the people dimension to change strategy was managed at
NSE and analyzed the challenges of managing the people dimension of change and

mitigation strategies to control such challenges.

4.2 Organizational change an Nairobi Securities Exchange

The study sought to know whether NSE had undergone any strategic change in the recent

past and one of the interviewee said;
“’Yes and that it was adopting new ways and systems such as the use of M-PESA
technology and online systems that allow investors to trade securities via the
internet and enable clients get information such as portfolio valuation, margin
reports, contract notes, and stockholding reports.”’

The research required the interviewee to highlight the factors which influenced strategic

change at NSE and it was observed that there was need for realignment of NSE

operations in order to remain competitive. One interviewee however was of the view that;
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“The driving force behind the strategic changes at NSE was the need to remain
competitive and offer capital market efficiency to investors. The force behind the
strategic changes was the CMA requirements for upgrade of services so as to
include automation of operations and market place, enhancement of investor
education and awareness, adopting new technology’’.

While another interviewee said the strategic changes was as a result of changing investor
needs. The other aspect the study investigated was whether the people were a priority as
important drivers of strategic change. The study established that without giving the
people a priority in planning for strategic change, then the process is bound to fail and
also people dimension of change entails how change process affects people and how they

react to it.

The study further established that the changes especially in the adoption of a Real Time
Gross Settlement System (RTGS), Exchange Traded Funds (ETFs), Financial and
Commodity Derivatives and Carbon Credits. The findings from the interviewees
confirmed the information published in Nairobi Securities Exchange (2016) that the NSE
has been undergoing transformation since its formation and is currently going through

several changes in its structure, scope and operations.

4.3 Managing People Dimension of Change at NSE

The research sought to establish the change process at the NSE and how the management
assisted in preparing them in coping with the changes as they strived to implement them.
It was noted that in acquiring the people interest, the managers needed to exhibit
transformational leadership that was able to inspire them with vision. This implied that
there was need to exercise inspiring leadership that makes the people willing to engage in

the change initiative.NSE experienced certain challenges in the process which included

27



complacency to the status quo, threat of loss of authority, interference with the values and
norms of the organization. It was noted that the major reason employees go to work is for
remuneration and that they affiliate success of a change initiative with the pay structure
of an organization. Therefore to achieve the interest of the people in the change process,

the manager noted that remuneration was an avenue.

The study further established that empowering the employees is also key in ensuring
success of the change process.The researcher noted that change cannot succeed without
people as implementers of change and that the success or failure of organizational change
in any organization highly depends on how people are involved in the change process.
All the interviewees however contended that the employees should be involved at all

levels of change process, from planning to the implementation stage.

The NSE management was keen in the implementation of the ADKAR model in
managing the people dimension of change hence the introduction of the training and
development department which was basically for taking care of the employee training
needs. An interviewee observed that the strategy was preferred as a way of minimizing

employee resistance to change hence stating that;

“Inclusivity makes it easy to collect valuable ideas from the stakeholders and the
inclusion of people in the change process creates a sense of ownership and
belonging.
Another interviewee had similar sentiments but noted that inclusivity was a compliance
requirement by the CMA meant to ensure effective change processes. The study sought to

establish how the strategic changes that took place at NSE were planned for. One

interviewee also noted that prior to the strategic change, adequate planning was done with
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the aim of creating a sense of ownership among the employees so as to reduce resistance

to change. The interviewee stated that;

“To create a sense of belonging and ownership of the changes at NSE, all the
employees and other stakeholders were fully involved in planning.”’

From the study the researcher observed that, the NSE management played an active role
in creating awareness of the strategic changes. This was done so as to fully prepare the
employees so that they are not caught by surprise. An interviewee highlighted that
awareness on the need for change among employees was a prerequisite to successful
planning towards strategic change at NSE. Another interviewee on the other hand noted
that planning for change at the NSE was all inclusive and there was wide consultation
among various stakeholders, diverse opinions were considered until a concensus was

reached on what change was to be introduced.

An interviewee noted that;

> The change managers should not assume that everybody will accept a change in
the organization and they must plan on how to manage any resistance that may
arise at individual level. He further emphasized that the major reasons for resistance
to change include at the NSE was due to uncertainty, low tolerance to change, lack
of trust, fear of the unknown and being comfortable with status quo”.

Therefore, equipping employees for change reduced the resistance by making the
employees tolerant; it reduced uncertainty, inculcated trust among all the stakeholders
and that is why the research further sought to establish how the employees were taken
through the change process at NSE. In response to that one interviewee stated that the
employees were initially made to understand the nature of the change and made to accept
it. They were then made to implement the change process. Another interviewee stated
that;
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“The employee Attitudes, norms and culture in the organization were considered
as important aspects of the change process considering that some had been with the
organization for long. The employees were made to understand the change process
and were encouraged to become part of it”’.

Emphasis was made on the importance of the changes which included the introduction of
new products and also systemic changes. There was effective communication to all levels
of employees regarding the changes though trainings, seminars and meetings. An
interviewee noted that once the changes had been effectively communicated to the
employees, there was still need for the managers to create the change desire. This desire
would make the employees to be ready and anticipate for the changes. This was done by
the managers of different departments openly explaining to the employees the importance
of the changes to the organization as a whole and to them as individuals. For example
there was creation of three more departments while one department was faced out though
this did not affect the employees negatively instead they gained by some being promoted
whilst others were given opportunities of training for new roles. Trainings were done on
specific to the roles the employees were each playing in the change process. An

interviewee remarked that;

“’Strategic changes at NSE require the employees to equip themselves with
relevant skills so as to undertake the new tasks inherent in the adopted changes’’

While another interviewee echoed a similar sentiment that the recent strategic changes at
NSE led to employee mobility within the organization so as to take up new roles and
responsibilities whereas the another interviewee remarked that those strategic changes at
NSE affected the employees in the sense that their knowledge, skills and competences
were required to effect the changes and therefore employees had to adjust to the new

technologies by upgrading their technological and intellectual capability.
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After the employees were equipped with the relevant knowledge then the management
was supposed to bridge the knowledge-ability gap by providing the employees with the
hands on practical experience though from the study the researcher noted that the NSE
didn’t have a chance of implement this due lack of enough time. Finally the researcher
established that the NSE made sure to reinforce these changes by way of increase in
remuneration, various trainings on one’s area of specialization, monetary rewards on best

performers and end of the year best employee awards.

The study sought to establish how the strategic changes that took place at NSE were
planned for. An interviewee noted that prior to the strategic change, adequate planning
was done with the aim of creating a sense of ownership among the employees so as to

reduce resistance to change. The interviewee further stated that

“To create a sense of belonging and ownership of the changes at NSE, all the
employees and other stakeholders were fully involved in planning.”’

Therefore, since an organization is a collection of people and what the organization does
is done by people then these people should be fully involved in any change process that
the organization is planning to undertake because many of the human problems of
organizations can be identified as conflicts between individual human needs and the
changes imposed on them in the interests of the organization at large. One interviewee
stated that the employees were subjected to the changes at NSE gradually rather than
instantly. This gradual introduction of change prepared employees for new aspects of
NSE and made them implementers of change and that change can be managed in four
broad stages nemely the exploration phase, planning phase, action phase and integration

phase.
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4.4 Challenges of Managing the People Dimension of Change at NSE

The study investigated whether the NSE employees resisted change and the findings were
to the effect that all the interviewees agreed that there was some resistance from some
employees. One of the interviewees however stated that the resistance was noted at the
early stages of NSE strategic change and measures were put in place to overcome the
resistance and ensure success of the change process. The employees were uncertain of the
impact of the changes despite the constant assurance from the change leaders. Most them
were afraid of unforeseen occurrences like disruption of the status quo being that they
were used to operating in the current normal way of things, others were scared of job
losses due to the fact that with the introduction of online trading, some departments like
the trading department would lose meaning hence the floor traders could be jobless.
Some employees especially the older ones who had been with the organization for long
were comfortable with the previous operations of the organization and hence did not want
to embrace any changes. The introduction of online trading also posed a threat to some
employees in that some employees were not technologically equipped and was too lazy to
train despite the various trainings that the training and development department offered.
When the interviewees were asked on what led to employee resistance to strategic
change, one of them said,;

“’Changes within NSE start with key decision makers. It is up to them to

communicate the details to team members and ensure all questions and complaints

are handled before changes go into effect.”’
This was attributed to the fact that as the information about change spreads through the
hierarchy, details are sometimes skewed and members end up receiving inaccurate,

second-hand information. Poor communication can therefore be attributed to the
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resistance to change that was experienced’ said the interviewee. Hence the researcher
noted that open communication following the right channel was key in creating
awareness to change so that employees are not made to operate on rumours. Another
interviewee remarked;
“’Organizations often solicit advance input to ensure that everyone has an
opportunity to voice their ideas and opinions. The change management at NSE was
therefore keen to avoid any spread of rumours by approaching the employees
first.”’
One of the interviewees was also of the opinion that conflict of interest of the top
management often interferes with the ability to adapt to change in organizations. Some
want to maintain the status quo to better advance their own personal agendas while others
have different motivations. Therefore, when top managers act on their own self-interest,

instead of the organizations greater well, the employees react by resist any changes

proposed even if they are for the good of the organization.

The study noted that the major reasons for resistance to change include uncertainty, low
tolerance to change, lack of trust and misunderstanding, different assessments and
parochial self-interest. Therefore, a change initiative that the groups think does not take

care of their interests shall be resisted by the group as a whole.

4.5 Mitigating the Challenges of Managing People Dimension of Change
at NSE

The study further investigated how the employee resistance to change was managed at
NSE. The main reasons for resistance to change are both behavioral and systemic. The

research found that employees resist change. An interviewee noted that there was
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employee resistance to change at NSE and stated that it was eventually managed. The
interviewee further stated that;
> One of the major reasons for resistance can be emotional turmoil that a change

may cause especially if the past experiences with the change have not been
positive”.

Another interviewee stated that clear support of the change process by the top level
management enabled the employees and other stakeholder notice the seriousness the
strategic changes were given by the top management making them to remain committed.
People will always tend to take with seriousness what they observe their seniors taking
serious as was indicated by one of the interviewees who explained that;
> Employees generally feel comfortable in the environment that they are used to.
They make decisions based on previous experiences and are likely to resist any
change for fear of the unknown.”’
Another interviewee stated that NSE management ensured that people were made to see
the benefits of the change by the involvement of the top,middle and low level

management. The employees after understanding the benefits of the impending changes

in the organization, they unreservedly supported and remained committed to change.

According to one interviewee;

““The proposed change was made very close to the values and culture of the
organization, it was made easy to understand and it was introduced progressively
to allow employees to adapt to it”’

The study investigated what the NSE management did to ensure that all employees were
committed to the changes. The managers ensured that there was open communication on
the intended changes and clearly outlined the importance of those changes to both the
organization and the employees. The managers interviewed highlighted most of the time

communication was done through brief meetings whereby employees were briefed of the
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changes ahead and give time to ask question pertaining the changes without any bias on
the manager’s side. Employees were also encouraged to give their honest opinions
whether positive or negative towards the changes. This was done through work groups
whereby employees were put in small groups and each group was given a case scenario
to solve. From this the managers could be able to understand the employees’ feelings and
learn some things from them without having to ask them to discuss them due to the fact
that other employees are shy and might not be able to air their views in a big crowd but

can easily work well in a small group.

The research also sought to establish how people were empowered before, during and
after reinforcement of the change. An interviewee stated that the employees were
adequately trained and equipped with necessary skills and knowledge on the
requirements that were associated with the change. Another interviewee added that
employees and all the other stakeholders were empowered by being involved in the
change process and therefore aware of all the necessary information with which they
based their decisions. Another one was of the opinion that making the individuals know

how the change will affect them made them empowered and thus reinforced the changes.

The research investigated what the benefits obtained by equipping the employees to adapt
to the changes were. The interviewees gave different responses. One interviewee noted

that;

> Equipping employees to adapt to changes makes the change implementation
process smooth leading to the realization of the strategic change as intended’’.

The interviewees’ remarks implied that empowerment enabled the employees to acquire

the necessary skills and knowledge for the implementation of the change initiative.
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Empowerment also enabled the employees to well understand the vision of the change.
Self-directed work teams are necessary in the execution of change and hence execution
must first of all ensure that all teams are in to avoid any resistances and that
empowerment and communicating the vision for change is a necessity in ensuring

reduction of resistance to change.

That is why NSE introduced the changes in a gradual manner with full involvement of all
the employees. Employee involvement strategy minimised the resistance.One interviewee
made the following observation on management of technology related resistance. In
organization when the change on technology takes place, employee resists the change for
fear that the change will lead to technological unemployment. Generally, new technology
is associated with education of labor intake and therefore they resist the change. For
example, the introduction of computer in an organization means that employee will have
to learn certain packages to work efficiently. They may not be liked by some employees
and they develop negative attitude towards computer and resist them. Therefore, NSE
managed this group of employee resistance by a little coercion and manipulation from
their immediate supervisors. This was done by the supervisors use of threats of demotion
to all those who were not ready to attend the computer trainings and pass well in the end
of trainings examinations. The supervisors also manipulated the lazy employees by
always giving weekly computer exercises to be done by the employees and hand over to
the Training department for marking. The best performer was awarded hence making the

rest to strive harder in the trainings.
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4.6 Discussion of Findings

The NSE introduced strategic changes with the desire to offer better and modern services
to clients within and outside Kenya. This was in agreement with Ragsdell (2000) who
stated that strategic change is the process by which organization continually creates a
different desirable state of things which regard to coordination people to achieve the
goals. It was further established that change at NSE was purposefull and quality driven
and this findings were in line with Levy and Merry (1986) who argued that organizational
change is the purposeful plan by the entity to transition into a better future state.

The findings of the study also revealed that NSE was experiencing strategic change with
the aim of achieving future competitiveness. This is in agreement with Burnes (2004)
who established that organizations worldwide are experiencing change in their dynamic
and volatile business environment but they are failing in change process due to
challenges at the planning stage especially when the employees are not fully involved.
This concurs with the above study in that the NSE did not start the change process
without planning for its execution. They had a clear laid down manual on the intended
changes and clearly outlined the steps that will be taken in order for them to achieve
success in the implementation phase.(Collins,2001) advanced the use of wvertical
horizontal form of planning so as to create a sense of ownership of the change process all
round the organization.

Shiyenyi (2015) also observed the need for awareness before changes are implemented in
the organization. Awareness creates desire and employee anticipation of the changes
hence reducing resistance. When the employees are made aware of the changes that are
to take place in the organization and made to feel part of the changes then resistance is

reduced. They are not caught by surprise by what is happening hence reducing on
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anxiety. The NSE management made sure that all the employees were informed of the
proposed changes earlier before and assured them of the benefits that were to be gained
from the changes and asked for their full participation in order to achieve their goals. This
was done by way of having meetings whereby the employees were taken through how the
new way of operations was advantageous compared to the current method. Information
was also shared via their organization emails so that at their free time they could read and
internalize on the changes and come up with any other ways that they thought could be of
value. Those with questions were given the audience to address their worries in the
meetings or by approaching one of the change managers directly.

This study also revealed that the NSE embraced the people dimension of change and used
this as its strategy to implement the changes.This was done by involving the employees
right from the planning phase hence making the employees to feel part and parcel of the
change process. This is in concurrence with Bwaley(2014) who also observed that all
employees should be involved throughout the change process.Being that people are key
implementors of change,it was important for the NSE change management to address the
people dimension of change for the success of the proposed changes.According to
Kiedrowski (2001) change leaders in leading change make several common mistake of
failing in leading the change process which includes failing to address the human element
exhaustively, ignore cultural forces like the organizational culture and lack of clear
improvement measures. The above study portrays the NSE management as being key to
addressing all this during the change process by the managers who were the change

leaders actively involving the employees in the change process.

38



The study established that all the stakeholders were involved so as to ensure effective
change within the NSE. The findings were in line with Kotter (2007) who observed that
there is need for the people to initially accept the change and change themselves to allow
them to be able to implement the change process since more often employees prefer the
status quo to be maintained and that is why people dimension must be managed well to
ensure that employees are aboard the change initiative. The NSE first established a sense
of urgency by explaining to the employees the need for and importance of change their
systems of operation. This was done by openly communicating to the employees how the
organization will benefit from the proposed changes and how in turn they will also
benefit as being part of the change process. The NSE chose to use the people dimension
of change strategy as a way of implementing its changes in that taking into account that
people are the implementers of change. The NSE sold their vision to the employees and
decided to work with them in order to achieve this vision. The managers were the change
leaders and hence had to own the vision first in order to convince the employees on the
need for change.NSE empowered its employees through trainings in order for them to
have the necessary skills to implement the changes and they also made sure to create
short term wins by always rewarding their best change implement with monetary gifts or
relevant trainings and conducting in-house trainings for the employees. Success or failure
of organizational change in any organization highly depends on how people are involved

in the change process (Kotter & Schlesinger, 2008).

The other aspect of the study investigated was whether the people were a priority as
important drivers of strategic change. The study determined that without giving the

people being a priority in planning for strategic change, then the process is bound to fail
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and this was compounded by the fact that people dimension of change entails how change
process affects people and how they react to it. It is in fact concerned with how an
organization undertakes change process putting into account people who are
implementing the change process and those affected by it. That is why NSE adopted the
strategy of involving people in the strategic change process. This was in accordance with
Washington and Hacker (2005) who also stated that the involvement of people is
essential in implementing strategic change. Willingness to participate in the strategic
change process was achieved by acquiring the people interest, the managers needed to
exhibit transformational leadership that is able to inspire them with vision. The research
established that change at NSE could not succeed without people as implementers of
change and that the success or failure of organizational change in any organization highly
depends on how people are involved in the change process and therefore employees
should be involved at all levels of change process, from planning to the implementation

stage.

The findings indicated that the reason why NSE management had to adopt a people
inclusive change process was to minimize employee resistance to change. Murugi, (2013)
in his study found out that incremental change within the same culture is more conducive
to employees in adapting to change initiatives.At NSE, the change process was gradually
introduced as opposed to rapid introduction of change. People must be part of the change
initiative and to ensure that they are part of the process it is important to ensure that they
perceive the change process as having more incentives for them than negatives (Hiatt,
2006). The study determined that the change process at NSE was effected after educating

the stakeholders on the benefits of such changes to them. Human dimension of change
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together with the hard aspects of change such as organizational structure and technology

must be in synchrony for the success of change.

One other factor that was noted from the findings was good communication from the
management to the employees on the impending organizational change made the change
process smooth and reduced resistance. Similarly Lawler and Worley, (2006) noted that
for people to support change their must be communicationthat highlights clearly the
details of the change. On the other hand, the findings were in consensus with Shiyenzi
(2015) who points out that communication is usually done often so as to remind the
employees of the purpose and objective of the changes being that employees were used to
the old ways of doing things sometimes lapse and go back to the old ways. Nyasha
(2011) found out in his research that empowerment and communicating the vision for
change as a necessity in ensuring reduction of resistance to change thus concurring with
this study whereby the NSE emphasized on employee empowerment through trainings

seminars.

Hiatt (2010) provides a five step model called ADKAR of managing people dimension of
change which is used in guiding employees during the change process These steps are
creating awareness for change, creating the desire to change among the employees,
equipping employees with necessary knowledge on how to implement the changes,
having the ability to implement the changes and reinforcing the changes long after the
change process is over. From the above study, the researcher established that the
ADKAR model were key in change process and similarly the NSE employed open
communication, training and development and rewarding best change implementers in

their change process.
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The findings also indicated that NSE experienced employee resistance to change in the
initial change process which was due to uncertainty from the employees and fear of the
unknown. The study established that the employees did not want any disturbance of their
status quo which contradicts (Buchanan and Huczynski, 2006) in their study where they
observed that many of the human problems of organizations can be identified as conflicts
that are between human needs and the changes introduced to the organization for its
benefit. The NSE employees were used to the normal operating environment and were

not ready for any change that could disrupt their normal hence the resistance.

The above findings also established that the older employees were more opposed to the
changes in that they had been with the organization for long and hence were used to the
old ways of operating. This is in concurrence with Mungai (2013) who noted in her study
that the younger employees who had not worked long at Kenya Power and Lighting were
more willing to embrace change than the older ones who had been with the organization
for a longer period. The study also concurs with Bruck (2002) who noted in his study that
people are not likely to change the way they have been doing things successfully hence

resistance to change is a normal occurrence.

The study established that some employees’ resisted change due to the fact that they were
ill equipped technologically and some of the changes that were being introduced needed
techno-savvy employees. These particular employees were also too lazy to want to go an
extra mile of attending computer training that was being offered at the organization.(ford
& ford,2015) noted that change leaders should not assume that all employs will accept

change hence must work on how to manage individual resistance to change.
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The above study clearly brings out the various strategies that the NSE used in mitigating
employees resistance to change.Kotter and Schlesinger,(2008) from their study with
various ways of managing resistance which the NSE put in to as they faced resistance

from some of the employees. These strategies included;

First and most important the NSE used the strategy of Training and communication
whereby the management of NSE engaged in selling the ideas of strategic change to the
employees from the earlier stages in order to make them feel part of the change and
engage in the implementation. Communication was also important to the NSE change
management team in that they knew that in order for the employees to fully desire to
participate in the change processes they had to be reminded always what was happening
in the organization and why they had to be fully committed in the process.
D’Ortenzio(2012) in his study pointed out that the understanding of employees regarding
the change processes and practices differed in varying degrees thus not all employees will
understand the importance of the change process at once and the change leaders needed
to build a positive relationship with their employees so as to be ain a position to deal with
resistance. The change management engaged employees in meetings, workshops,
seminars and various trainings whereby the employees were always reminded of the
changes that were taking place and the benefits those changes had to both them as
employees and the organization at large.(Murugi,2013) in her study observed the
importance of the frequency of communicating change to the employees so as to get the
desired results. The department of Training and Development was formed which ensured
that employees were trained on various different areas according to the roles they were

each expected to play in the proposed changes. (O’korie, 2009) in her study concurs with
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the study above in that for the management to effectively manage change, the
organization should identify employee training and development needs. This ensures that
employees are well equipped and ready to implement the changes without the fear of
dealing with things they are not trained to undertake. This also deals with employee’s
uncertainty and fear of the unknown.

Another strategy used to mitigate employee resistance was by ensuring employee
involvement and participation from the beginning of the change process. Employee
involvement makes the employees to feel that they are part and parcel of the changes.
Once the employees own the change initiatives then implementation of the process
becomes easy for the change managers. The NSE made this possible by involving
employees in all the changes that they were going through by always having meetings
and discuss progress they have made and directly ask the employees for their views on
the changes and what they feel should or should be avoided in the process. (Pugh, 2007)
observed that for any change process to succeed, the change leaders must ensure that first
the people are willing to work for the proposed change objectives and this can be done
fully involving them.

Facilitation and support was another key strategy that the NSE used in managing
employee resistance whereby both the middle level and top management came in and
actively supported the change process. The managers participated in the change process
by being the change leaders and always calling for meetings and reminding the
employees of the importance of the changes were taking place and always assuring them
of the change benefits to them. The managers were always in touch with the line

supervisors to update themselves of the training needs of each employee and
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communicating the same to the Training and Development team so as to organize for the
trainings. Employees who seemed to be having problems with dealing with the changes
were assisted by the managers by having face to face conversations so as to be able
deduce what it was about the change that they were not comfortable with. The top
management was not left behind all in this and could take time out of their busy
schedules to attend some of the workshops and team building that were organized by the
managers. Financial support was also key here and the top management made it clear to
the managers and the employees that any assistance they needed they were ready to fully
support as long as the change initiatives succeded.Lawler and Worley, (2006) concurs
with the above in that in their study they observed the importance of transformational
leadership is important in change management.

As a last resort, the change management of the NSE were forced to use manipulation and
coercion on some employees who were stubborn and lazy and unwilling to buy in to the
idea of the change process going on .Most of these employees were the older ones who
had been with the organization for many years and were used to the old ways of operating
and hence were not willing to change. The management was forced to use threats like
loss of jobs, demotions and relinquishing some of their duties to interns so that they could
change and clearly see the importance of the changes on and not only view the changes
negatively.(Mungai,2013) noted on the unwillingness of the older employees to accept
change in comparison to the newer ones. There were some employees who were opposed
to changes because of their inability to expertly use computers being that in their previous
roles that was not a requirement. Despite that there were trainings in this area, they were

still unwilling to attend the trainings because they did not want to look inferior to their
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colleagues. The change managers were forced to use manipulation and coercion in order
for them to attend the trainings. The computer trainings were made compulsory and the
trainer in charge gave the employees assignments regularly and the best performers were
rewarded while the worst performers were asked to improve or face demotion.

Finally the findings at NSE were in tandem with Schermerhorn (2010) who argued that in
dealing with resistance, the change agents must ensure that people see the benefits of the
change, the change must be very close to the values and culture of the organization, it
must be easy to understand and it must be introduced progressively to allow people to

adapt to it.
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CHAPTER FIVE: SUMMARY, CONCLUSION AND
RECOMMENDATIONS

5.1 Introduction

This section contains the summary of the research findings, the conclusions from the
findings and recommendations. The study adopted a case study in which the Nairobi
Securities Exchange was investigated. The interviewees were the Head of Human
resource, the Operations manager and the Communications and Information technology
manager who were a representative of the top management which was responsible for

initiating, implementing as well as evaluating strategic change.

The study sought to establish how the people dimension of change has been managed at
the Nairobi Securities Exchange, to establish challenges faced in managing people
dimension of change at the Nairobi Securities Exchange and to determine how challenges
in managing people dimension of change at Nairobi Securities Exchange are managed.
Content analysis was done on the responses given on the interview with the three
managers. The NSE had introduced strategic changes by involving the people as change

agents.

5.2 Summary of Findings

This chapter brings out the summary, conclusion and recommendations of the above
study. The conclusions and recommendations made address each of the three objectives
of the study. From the study, findings, conclusions and recommendations were given on

how to improve on issues of policy and practice.

From the study, the researcher established that NSE actively used the ADKAR model in

managing the people dimension of change whereby the employees and all the other
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stakeholders were made aware of the need and urgency for change and empowered with

relevant knowledge so as to reinforce the change.

The study established that NSE change management created awareness of the proposed
changes by having meetings whereby they open explained to the employees on the
changes that were to take place in the organization all clearly outlined all the necessary
information with which they based their decisions. Awareness played a key role in
managing resistance in that employees were not caught unawares by the changes. Hence
by being involved in the change process which made them aware of. The NSE also made
sure to include all the stakeholders including all the employees in the change process.
Inclusivity was ensured as a means of collecting valuable information. Further, inclusion
of people in the change process created a sense of ownership and belonging. The people
at NSE were made to know how the change will affect them and all the changes were
introduced in a gradual manner with full involvement of all the stakeholders. This

strategy minimized resistance.

The study established that NSE had acquired the interest of the employees by using
transformational leadership which inspired them with organizational vision. The study
established that NSE top management clearly supported the change process which
enabled the employees and other stakeholder notice the seriousness the strategic changes

were given making them to remain committed.

The study also established that Training and Communication are vital in managing people
dimension of change. The NSE change managers undertook to ensure that the employees
were equipped with relevant skills so as to undertake the new tasks inherent in the

adopted changes together with necessary employee mobility within the organization to
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take up new roles and responsibilities. Training and development equipped the NSE
employees with the right attitudes, norms and culture in the organization that were
considered as important aspects of the change process The NSE management ensured that
people were made to see the benefits of the change.The employees were made to buy the
idea of change, all the significant communications about the change process were
effectively communicated and hence were made to understand the change process and

encouraged to become part of it.

One of the notable challenges that were faced at NSE in managing the people dimension
of change process was the resistance which was noted at the early stages of NSE strategic
change. This was attributed to the fact that many employees wished the status quo to be
maintained. They were unwilling to have mobility within the organization and had the
fear of the unknown especially with the new skills and knowledge required to effect the
new changes. Conflict of Interest was determined to have interference with the change
process. Some wanted to maintain the status quo to better advance their own personal
agendas; others had different motivations and therefore, NSE had to solicit advance input

to ensure that everyone had an opportunity to voice their ideas and opinions.

Finally, the study further established that sometimes the managers were forced to use
coercion on the employees who were unwilling to cooperate in the change process. This
was necessary due to the fact that these employees if left alone could start dragging the
others with them by poisoning them with negativity hence derailing the change process.
The management also used rewards method to be able to reinforce the changes and

encourage the employees to work harder to implement the change.
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5.3 Conclusion

The study established that the people were fully involved in all stages of change right
from planning to implementation. Change cannot succeed without people who are the
implementers of change. Further, the attitudes, norms and culture at NSE were important
aspects of the people dimension on change and need to be managed well. The
management closely monitored the people to ensure that the people have accepted and

were ready to implement the change in line with the organization goals

The research further established that the introduction of strategic change at NSE was met
with employee resistance which was attributed to the fear for the unknown and some
employees preferred the status quo maintained, the feeling of inadequate technological
skills associated with the changes which required the employees to be subjected to
training programmes was attributed to the resistance to change. Fear of organizational
changes and realignment of the organizational structure was a cause of resistance to
strategic change at the NSE.

From the findings of this research, it is evident that the NSE involved people dimension
of change in all the changes it went through and employees were well prepared in
anticipation of the changes. The ADKAR model was used to measure the level of
employee involvement and reaction to the changes. The NSE also made sure that
employees were always well communicated to regarding the expected changes whereby
the employees participated in various seminars, trainings and workshops. However it was
noted that lack of teamwork, stakeholder inclusivity and some managers putting their
interests before the interests of the organization and their employees played a bigger role

in the initial resistance of the changes from the employees. It was also noted that the few
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employees who had a low desire to change was due to various factors such as lack of
relevant skills, being comfortable with the normal, laziness of attending the training
sessions and also fear of the unknown. Training was a key aspect to the NSE in
reinforcing the changes by availing all the employees with the relevant knowledge and
skills in handling the changes. Reinforcement was also done through promotions and

various incentives awarded to the best employees.

5.4 Recommendations for Policy and Practice

From the study findings, the research made the following recommendations for policy
and practice;

First, the study found out that to effectively achieve strategic change in any organization,
the people dimension of change should be used as a strategy. This is because of its
inherent characteristic of inclusiveness of all the stakeholders which reduces the
challenge of resistance. The NSE could include carrying out stakeholder analysis
whereby stakeholders with high power and high interest are separated from the one with
low power and low interest hence the management will use different strategies to
convince the two different groups into supporting their change initiatives.

Secondly, the study also established that most employees were comfortable performing
their current roles hence if moved to another different role the employee would be
stranded. Hence the NSE should encourage more teamwork among the employees
whereby employees are willing to learn different roles from each other and can easily
shift from performing one role to another different role without having to struggle so
much. This can also be achieved through regular trainings on different roles for the

employees instead of having to carry out the trainings only when it calls for.
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Thirdly, the study also found out that the organization introducing strategic changes
should prepare all the people on the impending changes, sell the idea to them until they
are all in agreement, introduce the change gradually rather than rapidly and ensure there
is adequate and effective communication among and between various parties.
Communication should also be two ways whereby the employees are not shy of airing
their concerns to the managers. To effectively adopt this, the NSE can have a drop box
set aside in a strategic place that employee can always write down their views on what
they think the organizations should do differently and how or grievances on what they
think the organization is not doing right. This box can then be emptied after maybe every
two weeks. This will help deal with situations whereby some employees are scared of
airing their views with the fear of sabotage.

Fourth, the study also found out that employee resistance was due to the fear of the
unknown and being comfortable with the status quo.Therefore the NSE should ensure
that before any changes are put forward employees are made aware and explained to the
benefits the changes will have on them and the organization. The importance of the
changes should be clearly spelt out.

Fifth, the policy makers and regulators like the CMA should ensure that employee
training and skill enhancement is a priority before initiating strategic change in the
organization so as to equip them with the right skills and attitude, as well as making them
feel part of the change process. The management should also ensure that they have well
written policies regarding training and development and the repercussions of not

attending the trainings.
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5.5 Limitations of the Study

This research had some limitations given that no one study can exhaustively address an
issue and this particular research addresses only a few aspects of managing people
dimension of change. First, the research focused on the people dimension of change
whereas there are many other factors that have an impact on the change process like the
financial resources, the technological as well as the legal aspects which were not tackled.
The research was a case study of NSE and the findings may be unique to this institution.
More research needs to be done in other organizations that are outside the scope of this
study. The other institutions may also use a different approach in adopting strategic
change. Therefore using the information from NSE to generalise for all other institutions
may not be prudent hence the need for more research. Therefore the use of other
methodological approaches like survey could be used by other researchers.

The researcher made all the efforts to collect as much information as possible but the fact
that the study only interviewed a section of the managers and did not interview all the
stakeholders implied that some information may have been uncollected.

There was a challenge of some interviewees responding quickly to the questions so as to
complete the interview and proceed with their work, there was some interruption from
other employees, telephone calls and other disruptions associated with the work place.
This may have reduced the quality of some responses from the interviewees.

There was also the challenge of the employees being biased with their answers in that
they did not want to give answers that could paint a bad picture on the organization hence
some of the challenges faced during the whole process might not have been captured.
Accessing secondary data from the NSE was also a challenge being that they sell them

hence any material that was required from them could not be easily gotten unless bought.
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5.6 Suggestions for Further Research

The study made the following suggestions to address the limitations of the study;

That since this was a case study that has inherent limitations associated with
generalisations, survey studies should be done to investigate the people dimension of
change in other corporations so as to capture a large population. The survey research
requires a quantitative analysis and comparison of data which would increase the
confidence level of the findings hence the data obtained can be used in other
organizations as well.

Being that the study has focused on the NSE only hence the findings may have not been
exhaustive. The same concept can be replicated in a different context so as to compare
and verify the findings.

Since there are other factors that impact on an organization during the change process,
Other researchers and scholars can carry out research to establish the change strategies
used in state corporations in Kenya with a view to determining which is the most
effective strategy other than the people dimension to change. This will enable the
researcher to ascertain the impact of people dimension of change by comparing with the
different results from the other studies.

Another study can be done by use of previous data including this one in order to build on
knowledge and verify whether the findings are applicable to the current situations in

organizations.
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Appendix II: Interview Guide

Part 1: General Information of the interviewees

1.
2.
3.

Position Of the INTEIVIEWEE ......vveeeete e
Number of years of work at NSE ...,

Gender of the INEIVIEWEE ... oovvnne et e

Part 2a: People dimension of change at NSE

4,
5.
6.

Which factors influence strategic change at NSE?

Are the people a priority in planning for strategic change?

Which measures are mandatory in ensuring that the people to implement the change
were ready and willing to work for the change objectives?

Are all the employees involved in strategic change?

Why do you think the change process should be all inclusive?

What changes have taken place at NSE that has affected the employees?

Part 2b: People dimension of change management at NSE

10.
11.
12.

13.

14.
15.

How did NSE plan for the changes?

What did NSE do to ensure that all employees are committed to the changes?

How were people empowered before, during and during reinforcement of the
change?

What were the benefits obtained by equipping the employees to adapt to the
changes?

How were employees taken through the change process?

How does NSE consolidate the change?
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Part 3: Management of change challenges

16. Did any employee resist the change? If yes, what type of resistance?
17. What led to the resistance?

18. How was the resistance managed?
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