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ABSTRACT

Organizations of today face an uncertain future uearious challenges posed by their
dynamic and unpredictable environments. Economid @&ocial factors such as
globalization, political/legal, social/cultural, mpetition, liberalization, and advanced
technology are among the various forces that drhange in organizations. In order to
cope with these challenges, all organizations rvesprepared to change. KTDA was
privatized as part of the government comprehensgtublic Enterprise Reform and
Privatization Programme. Privatization was seeralle to introduce into the sector
efficiency and competition and contribute to theoremmy while privatization and
divestiture involved the transfer of a function,tiaty, organization or investment
holding from the public to private sector. KTDA clggd from a parastatal organization
to a fully commercialized entity totally responglibr its own existence. The study had
three objectives which were: to establish what geamanagement practices were
adopted at KTDA, what challenges were faced dutirgchange management process
and what measures were adopted in dealing witltllalenges of change management.
Primary qualitative data was collected from sem@anagers of KTDA using an interview
guide. The six senior managers, who included th® CW&ere interviewed and their
responses have been analyzed and recorded in CHapie. Findings show that a
planned strategic approach to change management ad@apted. Strategic change
management is a structured approach to shiftingiianing individuals, teams and
organizations from a current state to a desiregréustate. It ensures that predetermined
objectives of introducing the process change ahgeged, and it also helps prevent and
resolve conflicts, service disruption, culture bles and other problems associated with
process change. The change process worked wedT&A. It was embarked on as a
matter of urgency considering the circumstancesotiganization found itself in. It was
led by the CEO with his team of senior managers athded by example. There was
effective sensitization and education on what wappkning and what needed to be
achieved. The change was introduced in the wholgarozation and carried out
systematically step by step until the desired tssulere achieved. Resources were
availed, both financial and human, and KTDA recdradepressive growth in the number
and size of factories, number of subsidiary comgmmand returns to the farmer.
Everybody was involved in the change process amsl ¢bntributed to its success.
Although a lot has been achieved, there are a nuaflaspects that are not yet complete.
These are indicated clearly in the summary of théirigs in Chapter Five and some are
elaborated further under recommendations for poldoyl practice. The growth and
success of KTDA must have exceeded the expectatibtise government when it was
privatized over 10 years ago. However, since chanhgecontinuous process, the KTDA
management needs to address the issues revealddsbstudy in order to boost the
achievements made and remain a shining examplé&aff privatization can achieve.
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CHAPTER ONE
INTRODUCTION

1.1Background to the Study

All organizations change at some point in theiedivChange can be defined as simply a
transition from one state to another with a focnseing different. It is the only constant
in today’s life and it is inevitable and importdot both individuals and organizations.
Robbins & Barnwell (2002), say that change is paléirly important in business
organizations which face constantly changing emwvitents. Opportunities arise,
technologies evolve, competition becomes more pmoed and expectations of
management and other critical constituencies chawge time. These opportunities or

problems may arise from within the organizatiorirom outside it or both.

Change has been classified in many different wagerding to the type or the rate of
change required. The forces that operate to btogitachange in organizations are many
and varied. Likened to the winds, they vary fromaBnsummer breezes that merely
disturb a few papers to mighty howling gales whigluse devastation to structures and
operations causing consequent reorientation of ga&rpand rebuilding (Senior &
Fleming, 2006). The amount of change may be eitiremental or transformational.
Whatever the changes, organizations must formwggropriate means of managing
them the best way possible so that they remaiwvaateand viable. As expected, there is
always an element of resistance to change which bmeisnanaged too as part of the
change management process. The leadership structilihen the organization is

instrumental in this change process managementeaiglmdy is involved.



1.1.1 The Concept of Change Management

Modern organizations are subject to continual emvitental change and consequently
they must constantly change to realign themselodate environmental changes. This
can only be possible if organizations fully undanst and appreciate the environments
they operate in because the forces in the envirahowmpel the system to change rather
than allowing the system to assess and changé it$&lre is no accepted definition of

what constitutes this environment, but it is gehgraccepted that the environmental

variables which influence organizations are pditiceconomical, sociological and

technological.

Change management is the process of developingrangdl approach to change in an
organization (Burnes, 2004). It is embedded indtganizational strategy and involves
strategic management. An organization strategyhe direction and scope of the
organization over the long term, which achievesaativyge in a changing environment
through its configuration of resources and compzésn with the aim of fulfilling
stakeholders’ expectations. An organization’s efyat vision, objectives, and strategy
constitute a strategic plan for coping with indystand competitive conditions,
outcompeting rivals, and addressing the challermgesissues that stand as obstacles to

the organization’s success (Thompson, Stricklar@a8nble, 2007).

Strategic management is a systematic approach &raging strategic change which
consists of positioning the firm through strategyd acapability planning, real-time

strategic response through issue management, atehstic management of resistance



during strategic implementation (Ansoff & McDonnell990). It entails decisions and
actions used to formulate and implement stratetiies will provide a competitively
superior fit between an organization and its emument to ensure achievement of
organizational goals. A good strategy in itself, matter how well crafted, does not
guarantee success. Its successful implementatienitisal and this calls for effective
leadership within the entire organization. Effeetigtrategic management creates a
productive alliance between nature and the demaoidsthe environment, the
organization’s culture and the resources that thargzation has at idisposal (Pearce &

Robinson, 2007).

Change management is the use of systematic methoelssure that an organization’s
change is guided in the planned direction, condlidte a cost effective manner,
completed within the targeted time frame and whih desired results. It is introduced in
a planned manner and managed in a systematic fashimvolves managing both the
process and the people aspects and the resulspunges and employs efforts that are
planned, proactive and purposeful (Samson & Dd&f@5). Change management helps
ensure that predetermined objectives of introdutegprocess change are achieved, and
it also helps prevent and resolve conflicts, sendcsruption, culture clashes and other
problems associated with process change. Changagaarent is not restricted to one
level of management; instead it cuts across theedpwniddle and top levels of
management, depending on the circumstances ankvbkeof authority at each level.
The way change is managed depends on the typ@,aaigd magnitude of the drivers of

change. Change may, therefore, take many formsdS& Fleming, 2006).



1.1.2 The Tea Industry in Kenya

The tea industry falls in the agricultural sectothas many players who include private
local and multinational firms. There is stiff conien among the many players within
the industry as they often undercut one anothes. aAesult, the Tea Board of Kenya
plays the watchdog role to ensure that there is [y within the tea industry.
Established by the Tea Act (Cap.343 of the LawKaiya), the Tea Board of Kenya is
charged with the responsibility of regulating anemoting the tea industry and to
facilitate research into all aspects of tea growin@nufacture and pest and disease
control. The Board also oversees the smooth andrlgrdunctioning of the industry

through policy guidance, licensing, registrationl &a trade development.

The industry has faced several challenges espedak to the unpredictable weather
patterns, the sharp increase in the cost of etégtriuel and other key production inputs,
competitive global market, value addition, quadgsurance and cost of product. There is
also competition from other agricultural crops likeffee, maize, bananas and dairy
farming. The Government and the Ministry of Agricme are committed to transforming
the tea industry to effectively respond to globahamics such as markets, environmental
challenges, quality standards, labour and enesgyess among other critical factors. The
newly enacted Tea Amendment Act 2010 creates ageplatform for the industry
players and gives Tea Board of Kenya expanded ni@ndgromote and market Kenya
tea in domestic and international markets. Howetleere are a number of issues that
key players in the tea industry are currently umlyagbout in relation to the role of the

Tea Board of Kenya and discussions on the samenageing to resolve them.



1.1.3 The Kenya Tea Development Agency Limited (KTR)

The Kenya Tea Development Agency Limited has ahydhat starts with the formation
of a Special Crops Development Authority (SCDALB60 under the Agricultural Act to
promote the cultivation of cash crops. This Auityowas later replaced by the Kenya
Tea Development Authority in 1964 when the Kenya Development Order 1964 was
promulgated. Kenya Tea Development Authority wasi#ished under Section 191 of
the Agricultural Act by Legal Notice 42 of 1964 asggovernment parastatal soon after

Kenya became Independent.

In1998/99, the Authority embarked on liberalizatiof the smallholder tea sub-sector
which placed its ownership in the hands of abou,d@0 smallholder tea farmers. In
June 2000, Kenya Tea Development Authority wasagal with an Agency by the same
name. The Agency became operational after the atytlsoexistence was revoked

through a Gazette Notice. The new private compEiiA (Agency), succeeded KTDA

(Authority) and took over the assets, liabilitieshligations and the mandate of the
Authority, including all its employees. This mednat the government automatically lost

its stronghold on the sector.

KTDA (Agency) was mandated to manage all the Sfiofées on behalf of the more than
420,000 small scale tea farmers across the couritig.was not received well by the tea
farmers as it was viewed as having been initiatethb KTDA management as a ploy to
remove the government protection and interventmrmas to control the management of

the farmers’ hard earned sweat. There had beerruggit and debate before the



privatization and the farmers had not been foritea as they felt that government’s
involvement protected their interests and checkey attempt to exploit them by the
KTDA. But privatization was inevitable according 8ession Paper No. 2 of 1999 on
liberalization and restructuring of the tea indystr which the government intended to

reduce the continued dependence on governmendyubsi

KTDA is the leading management Agency for the sreedlle tea farmers in Kenya. The
new terms applying to the Agency are contractuatement with the independent tea
companies it manages. The 54 factories at thedinpeivatization have now grown to 65
representing 560 small scale tea farmers spreamssadhe entire country. They are
independent private sector companies, which procueagement services and expertise
from the Agency at an agreed commission of totdssaproceeds. In addition to
processing and marketing producers’ tea, the Aget®y offers other services such as

extension, insurance, provision of inputs and faianservices.

KTDA has 5 Subsidiaries which give various serviteshe farmers namely: The Chai
Trading Co Ltd operating from Miritini Warehousi@omplex in Mombasa to handle
bulk packaging, buying and selling of high qualiiga to local and international
destinations and customehdajani Insurance Brokers Ltd. which started as ayéeTea
Development Authority Insurance Agency but was ldieensed as an insurance
brokerage firm; The Kenya Tea Packers (KETEPA) kegjistered as a private company
to serve the local market only but later allowedetgort tea to various destinations

around the world; Greenland Fedha Wthich offers financial services. In addition, there



is the Tea House Ltd housed at The T-Spot Tea L®ungNairobi Central Business

District.

The farmers are paid two types of prices for thes; one for the quantity of tea delivered
in kilograms per month and another paid at the @nthe financial year based on the
quality of tea delivered. The quality price is edéted as a balance remaining from the
total proceeds from the sale of bulk tea processker transportation, processing
handling and marketing costs have been deducteslp@tcentage of the quality payment
is determined by the price received at the enchefauction and efficiency of both the
factory and the KTDA Ltd. Although the farmers #ine producers and owners of the tea
and the factories, the mandate of managing evenyttests with KTDA. Determination
of what is finally paid to them depends on the AgerThe farmers, therefore, often
accuse KTDA of exploiting them by selling the teaaahigher price and paying the
farmer a very small percentage of the proceeddy{Dtion, 29/9/11). This has created

an unhealthy relationship between the two parbesflong time.

1.2 Research Problem

Strategic change has become a constant phenomenorganizations and calls for
serious attention and proper management if an @géon is to survive. A host of
external factors influence the choice of a firmisedtion and action. The globalization of
markets, rapid advancements in new technology,ehitgvels of competition, decreased
profit margins, focused attention on costs and ocoshagement, challenges from new

market entrants, all contribute to the drive foalhe within contemporary organizations.



Due to the pressure caused by the above factorsy neaganizations undertake
transformational or strategic changes which invokignificant alteration to the
strategies, structures, composition, system presessid ultimately culture (Burnes,
2004). These factors constitute the external enwent which is dynamic,
unpredictable, demanding and often devastatingdgarozations which are unprepared or
unable to respond to change. While organizatiohahge is a constant experience, those
responsible for change management often lack tbevletlge and awareness of the many

critical issues involved in the process.

Change management has been linked to the orgamztompetitiveness and response
to changes in the environment (Ansoff and McDonriB0). This implies the readiness
to change within an organization and the abilityingplement the proposed changes. It
has been noted that organizations manage chanfgredily and there are important
contextual features that should be considered wiesigning change management
programs. According to (Balogun & Haileys, 2004)ede include scope, institutional
memory, diversity of experience within an organmat the capability of managing

change and the readiness for change throughoeteiiff the levels of the organization.

Since the introduction of liberalization and restwing in Kenya in the late 90s, a
number of government parastatals and public irigiits have experienced significant
changes aimed at making them more accountablééargurvival and less dependent on
treasury for financing. Session Paper No. 2 of 189%beralization and restructuring of

the tea industry led to KTDA being totally transfad into a fully fledged



commercialized private entity in 2000. The Agenayhsllenges at the competitive global
environment pressurized it to critically re-examitsebusiness strategies and practices to
bring it in stride with the prevailing realitiesa brder to survive the global competition
from industry players and continue being relevardt advantaged, KTDA had to devise
measures to address the ever changing customergmeés and needs in order to satisfy

the diverse stakeholders’ expectations (Chai N@@84).

KTDA embarked on various radical changes aimed rdtaecing product quality,
increased production, and creation of new mark&ash efforts as the launch of a new
corporate logo signifying product quality, estahigent of a subsidiary company (KTDA
Mombasa Ltd.) for trading at the auction, factoryp@nsion, introducing modern
weighing machines to minimize inaccuracies and pogeneration at a number of
factories, among others, were all meant to satik/ shareholders who continually

demanded greater returns (Tea News, June 2010).

The above radical changes taken by KTDA in its apenal strategies for growth,
expansion of its market and improvement of serdielvery would have been expected
to generate approval, appreciation, and satisfacfrom the various stakeholders.
However, these changes drew serious criticisms raoglility from the farmers who

accused KTDA of exploiting them. (Daily Nation, 28/1).

While there are numerous studies done on stratelgg;mge management in various

organizations in this country, including Kibang®@8); Mute (2008); Rukunga (2003);



Muhia (2008); Odundo (2007); Gathua (2006); Nyanea@003); Ogwora (2003); none
of them has focused on change from a parastatafitly commercialized private entity
in the tea industry or any other industry for thedtter. Yet these studies have provided
useful insights into how various organizations apgh strategic change in different
contexts and how they respond to the same. Nyam@€it8) studied strategic change
management process in the Public Sector with speefarence to the Civil Service
Reform Program in Kenya covering the period 199832@gwora (2003) dealt with
strategic change management at the National Ceaedl$*roduce Board while Odundo
(2007) studied change management practices adbptie Kenya Revenue Authority in
its reform and modernization program. The last twganizations are parastatals. Mute
(2008) handled managing change at the Nairobi Water Sewerage Company Ltd.
which is a wholly owned subsidiary company of theyCouncil of Nairobi. Although
these studies concur on the various prescribedappes, principles, models, techniques,
tools and skills generally used in the change mamemt process, they cannot be

assumed to explain strategic management practipdied at KTDA.

This research study was an investigation into hbange was introduced at KTDA and
what their experience was. It sought to answerféllewing questions: What changes
were carried out by KTDA since its privatizationdawhat approaches were used in
implementation to generate the reactions demoestraly some stakeholders? What
challenges were faced in the implementation proeess how were these challenges

handled?
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1.3 Research Objectives

The objectives of this research study were to:

(i) Establish the change management practices that adwpted at Kenya Tea

Development Agency

(i) Determine what challenges were faced in managiagptbcess of change at the

Kenya Tea Development Agency

(iif) Establish what measures were adopted in dgalvith challenges of change

Management at the Kenya Tea Development Agency

1.4 Value of the Study

The study aims at contributing to the existing boflknowledge in theory development
of change management practices and their applicatiothe change implementation
process especially in relation to full commerciatian of parastatals and the tea industry
in Kenya in particular. Many studies have been uiaten on change management in
organizations but none has focused on change maresgewith regard to full
commercialization of a public organization. Thedfimgs of this study will help to
compare the change management practices used Wwibe tof other types of
organizations. It will shed light on the results Kénya Government’'s reforms and
privatization efforts which led to the current sgatof the organization of study. The

organization was the first and perhaps the onlgnéarparastatal organization to date that
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is fully privatized. The study is intended to fille knowledge gap specifically in regard
to the commercialization of a public organizatiomoi a fully fledged business entity as
there has been no such study in the country arfiinMbhe tea industry in particular as

clearly demonstrated by the review of the abovdistu

The key beneficiaries of the research findings élithe management of Kenya Tea
Development Agency Ltd and the tea industry in galndt will help them understand
some of the issues that they have not been aldelte especially in their relationship
with the farmers who are their major customer amgdtimportant stakeholder. The study
will also help other organizations that may fineéniselves in similar circumstances to
design effective change management interventiohs. dhanges at the KTDA having
come as part of the ongoing government reformspaivétization strategy, government
officials could also use this study as a good exfee case especially for evaluating the
success and/or failure of government in the impletateon of their strategy in the public

sector.

Finally, the findings of the study will serve abasis for further research in this area in
future. This being the first study of its kind in the testr, it will become a useful
reference for future researchers and will help tiigterstand various issues which are

currently puzzling and build on what is available.
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CHAPTER TWO
LITERATURE REVIEW

2.1 Introduction

This chapter comprises the searching identificagod understanding of information
relevant to the research topic. Literature reviemlofvs problem identification. It
sharpens and deepens the theoretical framewothkeafeisearch and gives the researcher
insight into what has already been done in thectedefield of study. The chapter has
covered change and change management issues hedetlowing broad subheadings:
organizational change and change management, chamgeagement practices,

challenges of change management, and dealing Witleoges of change management.

2.2 Organizational Change and Change Management

Organizations of today face an uncertain futurettesy grapple with the various
challenges posed by dynamic and unpredictable @mwients. The dynamics of any
organizational environment have been describeckiimd of environmental turbulence
and a firm’'s performance is said to be optimizedemwhits aggressiveness and
responsiveness match its environment (Ansoff & Mebal, 1990). The survival and
success of any organization is dependent on it&yabd deal with significant forces
within its environment. Changes, therefore, an inescapable part of both soam a
organizational life (Connoet al. 2003). In a fast paced global economy, changeata
be an occasional episode in the life of a corpomatDrganizations with rigid structures

will be swept away while corporate structures tban adapt will survive and thrive.
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Change should actually be the norm in the life mfoaganization and should be readily

embraced.

Organizational systems are conceptualized as opegrat three types of environment
temporal, external and internal environments wheleeents interact with each other to
form triggers of change that are significant inniging about organizational change
(Senior and Fleming, 2006). A trigger of changeasy organizational pressure arising
from outside or inside the organization indicatihgt current arrangements, systems,
procedures, rules and other aspects of organiztgiructure and process are no longer
effective (Buchanan & Huczynski, 2004). Organiza#ib change can, therefore, be
prompted by many different triggers. The main pues of change is from external
forces which are many and varied; some are geritieewthers are strong and rough and
cause devastation to structures and operations organization. Environmental factors
that cause organizational change have been graupser PEST. This refers to political,
economic, technological and socio-cultural facttirat influence organizations, their
strategies, structures and means of operatingjdimgj increases in size, complexity and
specialization, greater strategic awareness, siilismanagers and employees, and their

human resource practices (Robbins and BarnwelR200

Various levels of environmental turbulence trareslatto different types of change.
Ansoff and McDonnell (1990) propose five levels efivironmental turbulence:
Predictable; Forcastable by Extrapolation; PrebietaThreats and Opportunities;

Partially Predictable Opportunities; and Unpredit@aSurprises. Strebel (1996) proposes

14



weak, moderate and strong environmental forcesewBiibcey (1996) proposes Close to
certainty, and Far from certainty forces in Seddfleming (2006). The above levels of

environmental turbulence translate into variougsypf change in organizations.

Grundy (1993) presents 3 varieties of change: $miocremental change which evolves
slowly in a systematic and predictable way, bummyreémental change characterized by
periods of relative tranquility, punctuated by decation in the pace of change and
discontinuous change which is marked by rapid shiftstrategy, structure or culture or
in all three, for example, the privatization of @yously publicly owned utilities. Other
authors who have contributed to varieties of chaage Strebel (1996), Stacey (2003),
(Senior & Fleming, 2006), Tushman et al (1988) &uohphy & Stacey (1993). Balogun
and Haileys (2004) propose four types of incremerttange divided into Adaptive and
Evolutionary change and Big Bang Change divided Réconstruction and Revolution.
The end result of these varieties is either reatignt or transformation and different
organizations choose the variety that suits théwagon best depending on their

environmental challenges.

Organizational change is said to be revolutionargwwlutionary depending on its force
and the effect on the organizational structure protesses. Revolutionary change is a
radical change that shakes the entire organizatnmhcauses disruption and emotional
trauma. Evolutionary change is implemented in sioigdl and incrementally (Robbins &
Barnwell, 2002). Organizational change can be m@dnar emergent. Planned change

refers to situations in which organizations havecagte time to formulate responses to
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the drivers of change and maintain the viability tbé organization with minimum
disruption and cost. Unplanned or emergent changerges as response to an
unanticipated threat or event. The distinction leetw planned and emergent change is,
however, not clear-cut and there have been cntgi®f the idea that change can be
planned logically and systematically Quinn (1980jison (1992), Stacey (2003) and

Strebel (1996).

Organizational change can be strategic or opemrdti@rganizations undertake strategic
changes to align their business strategies to tharamment, thereby matching the
resources and activities of the organization td #ravironment (Wheelen & Hunger,
2008). Strategic change involves fundamental chaimgéhe business of the organization
and its future direction while operational changesaat efficiency (Armstrong, 2003).
Successful strategic change is built on an ovestaditegic management system of the

organization which legitimizes the change program.

Change management is empowering organizations adividuals for taking over
responsibility for their own future. It is the dadirate and coordinated actions taken to
transform an organization to overcome environmecitallenges in order to achieve its
objectives. This requires tuning into the environmehallenging assumptions, crafting a
vision and using diplomatic skills to get favorabésponses (Johnson & Scholes, 2002).
The way change is managed depends on the typ&) and magnitude of the drivers of
change. Change management is a problem findingpaololem solving activity. The

problem is the future state to be realized, sonmeentistate to be left behind, and some

16



organized process for getting from one state to dtier to ensure efficiency and

effectiveness (Johnson, Scholes & Whittington, 2005

2.3 Change Management Practices

Change in organizations can either be proactiveeactive. Proactive change involves
actively attempting to make alterations to the wtake and its practices. Organizations
that take proactive approach to change are ofteémgtito avoid a potential future threat
or to capitalize on a potential future opportuniBeactive change occurs when an
organization makes changes in its practices aft@esthreat or opportunity has occurred.
Paradigms play an important role in explaining anhar of things. Organizational
change entails understanding what needs to be ddrad, area of expertise is required,

and the knowledge which goes to make the pracBaenéon & Daft, 2005).

Approaches to change management have been headilericed by the changing
paradigms in the field of management of organizetioThere exist broadly two forms of
change: Planned change and Emergent Change. Plaharde is a process of moving
from one fixed state to another through a seriepreplanned steps. Emergent change
approach, which emerged in the 1980s, views chasge continuous, open-ended and
unpredictable process of aligning the organizationits changing environment. It
recognizes the need for organizations to alignrtheernal practices to their external
conditions (Robbins & Barnwell, 2002). The appro&zithange management should be
context-dependent and managers have to balanegediffapproaches to management of

change according to the circumstances they fadeereTare mainly two approaches: the
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Top-down and Bottom-up and it is possible and hglpd combine both approaches
sometimes. Organization-wide perspective of changans considering such factors as
the environmental drivers of change, allocationtasks and the processes adopted to
promote change (Senior & Fleming, 2006). A numbietheoretical models of change
management have been advanced by various peopéeh &tempts to describe the
process through which organizations successfuligr gaheir business practices, their

organizational structure or their organizationaheite.

2.3.1 Models for Managing Planned Change

The first model for managing planned organizatiort@nge is Action Research which
was first coined by Lewin in 1946. It is based onaxtion with a goal of making that
action more effective. It refers to programs artdrventions designed to solve a problem
or improve a condition. It is based on the prentisg an effective approach to solving
problems must involve a rational, systematic anslgé the issues in question. Action
research involves perception of the problem by s@&meindividual, consultation with
experts, systematic data collection about the systerelation to the goal, objective or
need, taking action by altering the selected véegtvithin the system and evaluating the
results by collecting more data and taking actigaira Action research involves the

organization, the people, and a change agent.

The second model is the three-step model advangedewin (1951). He viewed the

organization as a system of interrelated partscamopeting forces or opposing transient

groups. System change engages forces resistamidtigavor of change. The change
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process has three distinct stages: unfreezing,gomgand refreezing, at which stage the
new order is institutionalized, presenting the dkisituation, a process of punctuated
equilibrium according to Balogun & Hailey (2008)hi$ model focuses on behavior

modification and managers have a great role to iplgpsitive reinforcement.

The third model is the 8-Step Change Model advare#otter. To ensure successful
change process, Kotter (1996) proposed eight stefisllows: create urgen@round the
need for change; form a powerful guiding coaliticonvincing people that change is
necessary; create a vision that can help everyonenderstand the need for change;
communicate the visignempowering others to act on the vision; planning dod
creating short term wins; consolidating improverseamid producing still more change;
institutionalizing new approache&otter argues that the eight steps should, howdeer,
treated as a process and not a checklist. Suctetseinge goes through all the eight
steps. Cummings & Worley (2005) have suggestedstags which are part of Kotter’s

eight steps.

The fourth model of change is that of Bullock andttBn (1985) which involves four
broad stages of change: Exploration Phase, Plari®tiage, Action Phase and Integration
Phase. Kanter et al (1992) proposed the Ten Commamd for executing change which
comprises: analyzing the organization and its feedhange, separating from the past,
create a sense of urgency, supporting a strongeieéiding up political sponsorship,
crafting an implementation plan, developing enablistructures, communicating,

involving people and being honest, reinforcing argditutionalize the change.
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2.3.2 Models for Managing Emergent Change

The first one is the Processual Model advanced awdon (1994)In this model, the
temporal aspects of change are used as a mearsasfrig down the complex process of
organizational change into manageable portidine model entail€€onception and the
need for change, Process of organizational tramsitand Operation of new work
practices and procedure. Determinants of changsese as the context of change, the

substance of change and the politics of changdendhey interrelate.

The second model is the Logical incrementalism aded by Quinn (1980 Quinn
criticizes the idea of planned change in orgaroreti and argues that managers
consciously and proactively move forward but inceatally. Quinn’s model involves a
number of organized moves, strategically formulatedproduce the desired results.
Quinn is strongly supported by Stacey (2003), Srgth996), in Senior & Fleming
(2006) who argue that change leaders cannot affieedrisk of blindly applying a
standard change recipe and hope it will work besauscessful change takes place on a

path that is appropriate to the right situation.

The third model is the Learning Organization Moddlanced by Senge (1990). Senge
says that a learning organization does not justraogba sudden adoption of change but
should continually be seeking it. In his view, emarning organization uses learning,
experimentation and communication to renew itselistantly. His view is shared by

Peddler et al (1991) who define a learning orgditnaas one that facilitates the learning

of all its members while simultaneously transforgiitself. Strategy development
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involves knowledge creation which is best undemake groups, developing shared
mental models of issues through group dynamicsig&argues that organizations should
develop a culture of learning at all levels of timganization making change a part of ‘the
business as usual’. He suggests five basic featfreslearning organization: Shared

Vision, Systems Thinking, Mental Models, Team Léagrand Personal Mastery.

Beyond planned and emergent change models, chgegeyaand organizational change
competency approaches have been proposed (SamBarft 005). Proponents of these
approaches argue that irrespective of the naturehahge, change has to be led and
managed. Someone has to take responsibility. Sist@&ills are necessary to manage
the different types of change. The following models change agents have been
proposed: a leadership model, a management modebnsultancy model and team
model which involves a team comprising membershef organization from various
departments. Change competency is the organizaiid&-capability to apply change

management practices successfully and routineljngahange seamless and effortless.

2.3.3 Principles of Change Management

There is no single methodology of change managethantfits every organization but

there are a set of practices, tools and technitju@scan be adapted to a variety of
situations. Change in organizations has two ctitic@ensions: Business dimension and
people dimension. For successful and meaningfulghao be realized, both dimensions
have to be fully managed. Business change eleniecitede; the need for change, the

change strategy, business processes, systems rantiigs, implementation and post-
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implementation. The areas of concern are scale,niuag, duration, and strategic
importance of the change (Senior & Fleming, 200®) people dimension involves the
alignment of the organization’s culture, valuespgle, and behaviors to encourage the
desired results. Helping employees cope with chamgme of the most critical success
factors in change management. This calls for inmmignt at all organizational levels;
ensuring that the change is owned by all; commtinigahe right information at the right

time and conducting a cultural diagnosis to aseaganizational readiness for change.

Prosci Research in 1998 involving 1000 organization59 countries came up with the
ADKAR Model of change management. The model is seen effective in the
management of the people dimension of change atalsethe following five building
blocks: Awareness of the need for change, Desire pfarticipation and support,
Knowledge of what is expected of the people and lloey stand to gain, Ability to
implement the desired change, and Reinforcemenketp the change in place by
motivating the people. The four principles of chamganagement entail urgency, vision,

empowerment and execution (Hiatt, 2006).

2.4 Challenges of Change Management

Implementation of change does not automaticallipolstrategy formulation and neither
does application of the above principles and modethange guarantee success. Despite
its potential positive outcomes, change is oftesisted at both individual and the
organizational levels (Samson & Daft, 2005). As Magelli once said, there is nothing

more difficult to take in hand, more perilous tondact, or more uncertain of success
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than to take a lead in the introduction of a nedeowof things because the innovation has
enemies in all those who have done well under thike conditions and lukewarm
defenders in those who may do well under the newditions (The Prince, 1611) while
Toffler (1970) wrote about the psychological dimensof ‘future shock’ which was
meant to emphasize that people are naturally whchange. Resistance can take many

forms and it is always very difficult to pinpoirite exact reason for the resistance.

There are two types of resistance to change: systeasistance and behavioral
resistance. Systemic or organizational resistarsceaused by among other things
organization design, organizational culture, resedmitations, fixed investments and
inter-organizational agreements. These factors lead/hat is known as the passive
incompetence of the organization which is propodioto the difference between the
capacity required for the new strategic work and tapacity to handle it. It occurs
whenever the development of capacity lags behimdtegly development (Jonson,
Scholes & Whittington, 2005). The forces in the kmace include: ignoring the needs
and expectations of members; when members havéfionsat information about the
nature of change; or if they do not perceive thednfer change; or sabotage the efforts to
implement it (Mullins, 2005). Behavioral resistans caused by individual employees,
managers who share common tasks and coalitions paueer centres within the
organization. Mullins (2005) has given the follogias common reasons for individual
resistance to change within organizations: selegberception, habit, inconvenience or
loss of freedom, economic implications, and seguirt the past. Senior & Fleming

(2006) suggest others as parochial self interesunderstanding and lack of trust of
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those in authority, low tolerance for change, bugaéf work groups and other competing
commitments. It is important for management toassthnd the reason for, and nature of

resistance and to adopt a clearly defined strafi@glyandling it.

Of all the challenges of organizational changetutalchange remains the most daunting.
Defined as the collective programming of the hunmamd that distinguishes the
members of one human group from those of anothdtyre is a system of collectively
held values (Hoftede, 1981). Organizational cultisea powerful determinant of
individual and group behavior. It affects practigalll aspects of organizational life from
the way in which people interact with each othedt parform their work, to the types of
decisions made in a firm, its organizational pelécand strategy consideration. Johnson,
Scholes & Whittington (2005) refer to organizatiboalture as a cultural web because it
appears to bring together the idea of culture agmrent with everything that happens in
an organization. Organizational culture is con®dex major obstacle to change although
it can also be a vital ingredient of organizatiosakcess or failure (Brooks, 2003).
Unfortunately, there is a natural incompatibilitgtiveen strategy and culture which

militates against change effort across the board.

2.5 Dealing with Challenges of Change Management

Managing change is wrought with challenges in spitewhatever approaches and
strategies that are used. This is because changagement cannot be worked out on a
mathematical formula basis with a set of varialilest will yield a fixed answer for

combination, (Kazmi, 2002). Successful change mament is the ability to handle the
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change process and overcome resistance at botidunali and organizational levels.
Resistance to change is a multifaceted phenomeéyetier (1988) suggests three major
problems associated with resistance to changeptbblem of resistance to change,
organizational control and the problem of powemftict, change and political action.
Kotter and Schlesinger (1979) have given the falhgwrecipe for dealing with
behavioral resistance to change: Education and conwation; Participation and
Involvement; Facilitation and support; Negotiatamd agreement; Manipulation and co-
option; Explicit and Implicit coercion. These tastiare useful in different circumstances
and can be used in combination depending on thatgit. Ackoff (1993) in “The Art
and Science of Mess Management” identifies thréferdnt kinds of things that can be

done about problems: they can be resolved, solveiissolved.

The successful implementation of change demandsv@oaction from top management
and a style of transformational leadership in otdegain a commitment to change and
willingness to handle the resultant resistance (i)l 2005). Reducing or overcoming
resistance to change depends on the ability tdtifgdethe sources of resistance and the
leader’s ability to address the more individualizessistance to change. Suggested
leadership qualities for change include: drive,d&ahip motivation, honesty and
integrity, self confidence, cognitive ability andidwledge of the business (Kirkpatrick

and Locke, 1991).

Organizational politics is a useful tactic in ségit change management process.

Conflicts over goals should be settled by compremisargaining and negotiation
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between managers, and coalition of managers bygbtiuse of power (Hill and Jones,
2000). Negotiation leads to some level of comphisig reached, a win-win situation.
Stakeholder analysis is another critical successorfan change management and in
managing any resistance to change. Stakeholdemessdfor change should be both
intellectual and emotional (Johnson & Scholes, 20QBing a process that combines
education and persuasion to bring about attitude, \zalue change with changes in
structures and systems to bring about behaviorgdgrwill help modify organizational
culture which is linked to organizationethange on a broader scale. The management of
cultural change is essential in ensuraugtinuous organizational dynamism but because
culture is so deeply rooted ian organization’s history and collective experience

working to change it requires a majovestment of time and resources.
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CHAPTER THREE
RESEARCH METHODOLOGY

3.1 Introduction

This chapter deals with the description of the mdthapplied in carrying out the
research. The chapter is organized in the folloveections: research design, population,
sampling techniques, research instruments, dataction methods and procedures and

data analysis (Kombo & Tromp, 2009).

3.2 The Research Design

The research design used is a case study. A tabewas adopted because the nature of
data required to address the problem at hand igajuee, not quantitative. A case study
helps in collecting comprehensive, systematic amdepth information about the
particular organization of study and leads to adepth understanding of the problem
that has been identified. This is a method of studgepth rather than breadth; it is
essentially an in-depth investigation into the peabat hand. In a case study, a great deal
can be learned from dealing with a few exampleghef phenomena under study as
opposed to other types of designs (Orodho, 2008)s a very popular and powerful

method of qualitative analysis.

3.3 Data Collection
Data collection involved collecting primary datadhgh personal interviews which are
conducted using a carefully designed interview guithe primary data required for this

study was obtained directly from individual inteswiees through a semi-structured
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interview guide (See Appendix 1). Semi-structuna@nviews are advantageous because
they are flexible. This helps generate more inddapformation through probing the
respondents. The study targeted specific people&KEHDA and the tea farmers’
representatives who are in advantaged positiomesjpond fully and more resourcefully
either due to the nature of their responsibilibegheir designations. The study targeted
those who have been in the organization for thiel@gears or more and have withessed
or have been involved in the changes that haventakel are still taking place in the
organization. These include: the CEO, Heads ofdtegents and other senior managers,
General Managers of various tea factories and Rireof the Board who do not only
represent the farmers interests, but they arefatsers in their own right. In total, there

were six interviewees. All the interviews were cocigd personally.

3.4 Data Analysis

Data analysis involved scrutinizing the acquiretbrimation and making inferences.
Since the data collected was qualitative in nattwatent analysis was the best method of
analysis. Content analysis systematically describesform or content of written or
spoken material. In a content analysis, a clasgitio system is developed to record the

information.
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CHAPTER FOUR
DATA ANALYSIS, FINDINGS AND DISCUSSION

4.1 Introduction

This chapter discusses the findings of the studgthan the analysis and interpretations
of primary data from a carefully selected numberespondents. The findings focused on
three main objectives of the study, namely, changmagement practices adopted,
challenges faced during the change managementgs@rel the measures adopted in
dealing with the challenges of change managemeKITBXA. The qualitative data was

collected using an interview guide designed in Wih the objectives of the study.

4.2 Respondents’ Profiles

The respondents were drawn from senior managenfeKITDA and the tea farmers’
representatives at the board who are well verséd tve changes that have taken place
and are still taking place at the KTDA. The studsgeted six very senior managers who
have been in the organization for the last 10 yearsnore and have not only been
involved in the changes that have taken place d@ATbut have also been part of the
team that has led the change process. They incltideEO of the KTDA Holdings

Limited who has been part of the process throughout

The respondents were interviewed individually ameirtresponses were recorded during

the interview. All of them were willing to answelt ethe questions on the interview guide

and they demonstrated a good understanding of dbige$ under study. They were
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responsive and very resourceful even on mattergecfonal opinion. Their responses

contributed greatly to the quality of the study.

4.3 Change Management Practices

The study sought to establish what change managerestices were adopted at KTDA.
The respondents said that the company adopted @ngiaapproach to change
management to help it move systematically from stage to another through a series of
pre-planned stages which targeted the entire azgion. This was in line with the forces
of change which had a strong bearing on the choicstrategy that the organization
formulated and the change process adopted. Themdspts explained the political
events that preceded the KTDA’s change from thehduty to the Agency. They said
that a wave of privatization, driven by externaittas, had led to the on-going effort by
government to lessen its involvement in marketind pricing issues, a move aimed at
realizing better profitability and less dependeandreasury for support. There was need
for decentralized decision-making and the governm&anted the shareholders to

manage their own affairs if KTDA was going to mgkegress.

Some of the respondents said that outside the gowrt involvement, there was
agitation by farmers who had personal interest& TDA and also some multinational
firms who had a hidden business agenda in termsaobuying and the running of the
factories. The respondents concurred in that sdntleeopersonal interested forces were
looking for management control of the tea busingssugh their powerful political

positions and affiliations. The respondents saad the Ministry of Agriculture proposed
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the changes with approval of KTDA management. Téegiment had argued that since
the factories were limited private companies, theywld be more efficient if they were

on their own without any interference from the gowveent.

The respondents said that following the governnsesatyument in line with their reforms
and privatization strategy, KTDA was fully privagd. The government relinquished its
hold and transferred all its interests, assetsséaitl to the new KTDA. Asked whether in
their opinion the changes were necessary, the melgods concurred that the changes
were necessary to reduce bureaucracy and fast tinecklecision-making process. The
government wanted to delink itself and leave KTArtin the affairs of the farmers
without its involvement. The respondents said théd move saved the industry from

gagging and made KTDA more responsive to enviroriaiéactors.

The respondents explained that on privatizationDKTadopted a new business name,
Kenya Tea Development Agency Limited. The name thiassame except for the word
Agency instead of Authority and the Agency wasmited company, totally delinked
from the government. This meant that KTDA was gotesponsible for the management
of the business and delivering value and satisfadb the stakeholders. The old structure
was dismantled and a new one had to be creatednaster of urgency in line with a new
strategy. There was also need for a well organimedess to deliver the desired results.
The respondents said that the board started bygghainew CEO who would lead the

change process. They stressed that the compantiohadh like a business entity using
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principles that would lead to achievement of ohyed, steer business growth, and

guarantee stakeholder satisfaction.

The respondents said that at the beginning, thanmgtion hired the services of a
consultant who worked closely with the senior mamagnt staff in formulating a five-
year strategic plan with vision, mission statenam core values. The new CEO led the
process together with his senior managers, clefiying the strategy to the staff, going
through the SWOT analysis and effecting the chategp by step. The respondents said
that major changes had been recommended whichdedlvestructuring, retrenchment,
staff rationalization and creation of new subsiésito handle various services to ensure
company growth, profitability and stakeholder dattson. The staff had to own the

process.

Asked how the change was introduced, the resposdand that it was introduced in the
entire organization gradually but steadily in a-tlmwvn fashion. They said that the
company was more responsive to the environmenty 8tvategy formation, structure to
various processes, products and services. Thenmdspts said that most of the change
process was handled by the senior managers whdaseaof@was employee sensitization
on the need for the changes taking place, emplegeeation and training. Their effort
was enhanced by various circulars which were relbasgularly. The respondents said
that Consultants were hired for specific assignsast part of the process consultation.

The Ministry of Agriculture was also involved inettsensitization process in the early
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stages strategically to enhance communication.ciifitiral extension workers were also

used to sensitize the farmers on what this charegntrand how they stood to benefit.

On how the employees were prepared to accommaddatehainges, the respondents said
that a lot of sensitization had to be done on tkednfor change and reasons for
restructuring. This was targeted to all KTDA staffd the farmers. The company had
inherited a bloated staff from the government whigks neither affordable by the new
organization nor supportive to the new businesgesly of survival, success and growth.
The respondents explained that in the early stafjéise process, counselors were used
especially just before retrenchment. This was meanprepare those who would be
affected. Adequate funds had to be availed forvthele exercise as some had to retire
early which meant compensation. The respondentsthat most of the staff had been
seconded from the Ministry of Agriculture and KTDvas given a choice to either retain
them on their own terms or release them back thestny. The respondents said that
though the farmers had agitated for this changeatzation and what had come with it
left them feeling insecure and culpable to exptmtaby the various interested parties

including KTDA whose intentions they were suspicai.

When asked how the process was institutionalizetiramforced, the respondents said
that this was done through concrete policies amtgsses which have been properly
owned through performance management systemseiprapnitoring and evaluation,

regular audits and other measures that can guaraeselts. They added that the senior

management has been leading by example and havitutews proper disciplinary
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systems, all inclusive sensitization and involvetmese of registration, and enhanced
education by technical staff on what is happenilages by stage. The respondents said
that there has also been strict adherence to itiedtavn procedures and practices and

training programmes have been conducted on releraas.

Asked whether in their opinion the process had lseegessful, the respondents said that
it has been a great success and added that thereeba appreciable change in many
aspects as well as culture change among many siakes. On what they consider as the
major milestones of successes in the change mamaggocess, the respondents said
that the new business strategies have led to enrmwth of the company from the
initial 45 factories to 65 and from 3 subsidiarymgzanies to 7 leading to the current
KTDA Holdings Limited. They added that there hasiencreased production due
factory expansion, technological advancement inaaflas of operation including tea
weighing, investment expansion, new markets andebeéeturns which have led to
KTDA charging 2.5 % commission in management festeiad of 5%, improved GDP
(60%), promotion of rural infrastructure, foreignchange earnings, creation of jobs and

better job satisfaction.

On the effects of the changes on the businessrpsfce, the respondents said that the
removal of government controls has made the ingustiore competitive and the

environment more conducive to profitability. Thesmess is more focused and the
increased profitability is more quantifiable in rexr of business segmentation. The

company has embraced new technology and use o&idTthere is automation in areas
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where the organization can now maximize on the tiougantities, quality and cost
reduction. Decisions are made and acted on fastggansion of markets, quality
improvement, value addition and production enharthezito development of alternative
sources of energy, increased production due to reslolcapacity, modernization of
factories, efficient and effective service delivenpore accountability, tremendous
business growth (45 -65 factories and 3-7 subsgidiampanies) within a short time, and

better returns for the stakeholder.

Asked what the effects of change were in the mamage of the organization, the
respondents said that there has been decentrafizzitihe administration. The factories
are now autonomous, board members are electedebyatiners, CEO reports to the
board and the Board is the most powerful manageworgatn in the new structure. They
added that there is easier accessibility to those matter, consultation which leads to
sharing of ideas and empowerment and the currenictste delivers efficiently,
effectively and promptly. There is ownership of fhrocess because the stakeholders are
involved in the management of their own affairswdwer, some of the respondents said
that in some areas the changes are not good arel itheeed for vetting some of the
directors. Politics is involved in their electiondasome of them are not competent. Many
have vested interests which are in conflict wita farmers’. They said that a better and

effective method of electing representatives toabard should be sought.

On the response of the stakeholders to the chanbesrespondents said that the

stakeholders are much happier about the incredsa@lelder earnings, better service
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delivery, prompt response to queries and solutionproblems. The farmers are paid
regularly and on time and their returns are muahdy due to increased production,
improved product quality and enlarged market shdieere is communication and

sensitization at Director level, continuous reguéducation through buying centre
committees, factory boards, alignment of operationsefficiency and effectiveness and
reports are released regularly. There has beerouag information dissemination, and
employees’ issues are addressed much faster. Howsome farmers are unhappy
because dividends paid to them as declared byrfastare divided into abilities which

they do not understand. They also see the creafitmo many subsidiary companies as
pockets KTDA has created to put in money beforefémmer is paid and are unhappy

about recruitment of some new staff who are insimesio customer needs.

When asked what areas of the needed change thatnotajave been exhaustively
handled, the respondents said that farmers needagoln and sensitization on
relationship between the size of the farms andrmstbecause this has created a lot of
problems between the farmers and KTDA; the elecwbnDirectors to the Board;
partnership between KTDA and farmers who are n&# &b run their farms profitably;
more new markets need to be captured; value addstiould be owned by KTDA and
not forced through the Tea Board of Kenya; need fraluation of the
gains/achievements before re-strategizing; somengdsa are haphazard; need for
involvement of the entire staff in change procesallastages. Some of the respondents
said that some of the stakeholders are yet to agpeewhat is going on and what the

company aims to achieve, so there is need for wootis education and sensitization.
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The respondents said that some of the criticalsattest need to be addressed include the
overhaul of the organizational structure, accomrtiodaf people from non-tea growing
areas on the board, fluctuating global tea prigesng costs of production, poor
infrastructure especially the roads in the tea gmgwareas and staff policy on
performance appraisals and remuneration needs tevimwved. The organization needs
to accommodate new people with new thinking andisoehich would lead to a more
dynamic organization. Some of the respondentsteaidwomen representation has to be
considered as per the new constitution as thera@momen on the board currently due
to their social status in the tea growing areasclvhs a factor during elections.
Extension workers are too few per the number ahés represented and more need to
be recruited for efficient and effective dissemimat of information and farmers’

education.

4.4 Challenges of Managing Change

The study sought to know what challenges were fakegthg the change management
process. The respondents said that there was dodivinertia to change and fear of the
unknown especially at the beginning. They addetl ttieissue of retrenchment of staff
was the most difficult one as the morale of thos# behind was very low. The

respondents said that change separated peoplepydsbthe organizational culture and
there was insecurity and suspicion among the st&ity added that it was not easy to
accommodate the new members joining the organizrasthere was hostility towards

them which caused interrelationship challenges.
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The respondents said that resistance to changéogevat all levels of the organization.
Since change is an emotional process, resistameédshe expected and it is natural. On
the challenges of organizational structure, th@aedents said that the organization is
too large. There are too many subsidiary companfash translate into what one of the
respondents called a mongrel of structure. They #dd owing to the number of
companies and boards, interviewing for all the jalas a big challenge. The respondents
said that initially, behavior-centered accountépijuarantee output was inhibitive but
was eventually faced out. The respondents said dtiegr challenges to the change
process had to do with the discipline issues andagiag expectations from various
stakeholders and competition from the multinatiac@hpanies who try to buy green tea
from farmers directly although tea hawking is plited. They added that though the
returns have been higher, factors such as increasemerous levies and taxes reduce the
returns to the farmer; lower management fees cnesecial pressure; slow procurement

system and occasional untimely availability of reses militate against the gains made.

4.5 Measures for Dealing with Challenges

The study sought to know what measures had beegitetion dealing with challenges of
change at KTDA. The respondents said that the bssirthallenges were addressed,
through a number of well planned activities. Thgglained that releasing some staff and
hiring others with specific skills was useful inaththose who left did not feel
discriminated against. There were also regularossemanagement meetings to address
any thorny issues followed by consultation and gegzent in driving behavior change.

The respondents added that introduction of newntagogy and automation of all the
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operations had led to the achievement of qualigndgards. The resources were
adequately availed throughout the change procegshwhade it possible to accomplish

all the planned stages.

The respondents explained that other measureshthet mitigated the challenges of
change management include: involvement of stakenslih the management of the
company; the use of consultants at specific stafse process; major training of staff
especially in customer service delivery; applicatiof the new law on tea hawking;
improved roads in tea growing areas; enhanced leeliieets and improved age of
vehicles for efficiency; continued sensitizatiomgnmuonunication, regular briefings by
senior managers including CEOs of various subsefiaand media involvement to
enhance corporate image. Internalization of mamage fees has been expensive but the

factories have been asked to chip in which haddiggd the financial burden.

On how the cultural challenges were handled, tsparedents said that injection of new
employees mitigated any cultural inhibitions anttarced the change process. The new
employees included the CEO, a new head of markesimggew head of human resources
and other senior managers with the necessary aufispskills. One of the respondents
said that tea plucking schedules in some parthetountry have been affected in areas
where there are Seventh Day Adventists adherentsandagainst working on Saturday.
This has affected the tea quality but the issuddsg addressed. The respondents
concurred that there has been a major new cultdrehwis more businesslike and

generally supportive. They added that the managetmestried to help people through

39



their circumstances so that they move to acceptsapgort the changes. This has been
done through stakeholder analysis which leads werstanding why individuals and
groups are not positively disposed towards chamgk leelps in devising strategies to

overcome their negative reactions.

4.6 Discussion of Findings

The study had three objectives which were: to distabwhat change management
practices were adopted at KTDA, what challengesewkrced during the change
management process and what measures were adopdedling with the challenges of
change management. The study found that strongddrom the external environment
brought about the changes that took place at thBATts privatization was as part of

the government comprehensive Public Enterprise iRefind Privatization Programme.
Most Public Enterprises (PEs) were perceived afficrently managed, overstaffed,

corrupt and archaic which had led to review of oareéd Government participation or

involvement in their affairs.

This is consistent with the findings of Ogwora (3p@Whose study found that parastatals
and nationwide monopolies such as the National &l®rand Produce Board had not
achieved the objectives for which they were set #n&ir performances had remained
poor due to lack of competition and weak manageniéens supported by Nyamache
(2003) who revealed that the need for efficienagern®my, environmental protection,
effectiveness, evaluation, ethics and the markee wiee major forces of change in the

private sector. The study found that due to econaeforms in the country, firms made
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substantial changes in the change management ier dod survive the turbulent

environment.

Change is inevitable with most organizations beedtiss the only constant in today’s

life. The study revealed that managing change tsanoeasy process and requires skill,
support and resources. The change process mustlbenanaged if results are going to
be achieved. Mute (2008) found that organizationdeatake major changes in at least
four general areas: strategy, technology structm@ people. This is partly consistent
with (Senior & Fleming, 2006) who say that changeorganizations has two critical

dimensions: Business dimension and people dimereiohadd that for successful and

meaningful change to be realized, both dimensiave o be fully managed.

There is no single methodology of change managemhentfits every organization but
there are a set of practices, tools and technitjusscan be adapted to a variety of
situations. The study revealed that a planned ehamgnagement was adopted at KTDA.
A top-down approach where change activities weded at the top and led from the
top was used. The study further revealed that Kett®-step model was applied. To
ensure successful change process, Kotter (199@pped eight steps as follows: create
urgency around the need for change; form a powerful guidooglition convincing
people that change is necessary; create a visarc#m help everyone to understand the
need for change; communicate the visi@mpowering others to act on the vision;
planning for and creating short term wins; constlity improvements and producing

still more change; institutionalizing new approash&he findings are consistent with
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other studies that used the same kind of approadhmmdel. These include Mute (2008),

Odundo (2007) and Muhia (2008).

In line with Kotter’s 8-step model, the study inalies that a sense of urgency was evident
after the formation of a new company responsible ife own existence, survival,
profitability and growth, and answerable to thekstelders. A strategic management
process was necessary. According to Thompson &kiind (1993), this process
involves determining the vision and mission; SWOAalgsis; setting the strategic
objectives; implementation of strategy through uese allocation; operationalization and
institutionalization which involves matching of kas people, structure, technologies and
reward systems; evaluating performance and imigatiorrective adjustments. The study
found that the services of a consultant were hioegkt the process started professionally
and to assist in strategic stages during its implgation. This is consistent with the
study by Mute (2008) which found that the newlynied Nairobi City Water and
Sewerage Company which was delinked from the CiyrCil of Nairobi applied the

same sense of urgency in their change manageneoegs:

A powerful guiding coalition of senior managers wasmed and prepared to give
strategic direction to the change process and @weership. This group was led by the
CEO. The vision, mission and objectives were spealtto direct the change process and
to develop strategies for achieving that visioneTieew vision and strategies were
communicated to all the stakeholders using evertyicle possible. The staff were

sensitized on the changes taking place throughaegeports, press notices, consultative
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meetings, workshops and in-house training prograsnifieis is consistent with the study
by Odundo (2007) which found that a powerful caatitof senior managers, including
the CEO, was formed to lead the process of chantie &enya Revenue Authority in its
Reform and Modernization Programme. The findings @so consistent with Kibanga
(2008) who found that for change to take place ladully implemented by the staff,
there was need for senior management interventiaiive both leadership and direction

to the change proceas AON Minet Insurance Brokers Ltd.

Empowering action and overcoming challenges/obstatth change was done through
changing systems and structures that undermingisien and injecting new blood into
the organization which was supportive. Constructeedback was encouraged and so
was recognition and reward of achievement. Shomt-tesins were achieved through
visible performance improvements, consolidatingriompments and still producing more
change, using increased credibility to change systestructures and policies and
instituting new approaches, developing the new mme&ém ensure relationships

development and success.

There was no let up as determination and persistarare encouraged throughout the
change process and there was on-going reportiggogfress to highlight achievements
and future milestones. Change was made to stiakugjtr reinforcement of value of

successful change via recruitment, promotion and cleange leaders. These findings
concur with the findings of Odundo (2007) in herdst of change management practices

adopted by Kenya Revenue Authority in its Reforrd &odernization Programme.
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Resistance to change is always expected in thegehprocess. This is consistent with
(Samson & Daft, 2005) who hold the view that desjitié potential positive outcomes,
change is often resisted at both individual anddfganizational levels. There are two
types of resistance: behavioral and systemic. Resagiwen for behavioural resistance to
change include fear of the unknown, lack of pramefull information on what is going
on, fear of loss of security, fear of loss of powack of resources, no need for change
and bad timing habit. Mullins (2005) adds selecfpegception and inconvenience to the
above reasons while Senior & Fleming (2006) suggéstrs as parochial self interest,
misunderstanding and lack of trust of those in aiyn low tolerance for change,

breakup of work groups and competing commitments.

The study indicates that availability of adequatsources both financial and human
helped in the smooth running of the change proae&STDA and in mitigating some of
the problems caused by resistance. Recruitmenteof staff created tension and
suspicion initially but eased out eventually. Théselings were consistent with the
findings of Mute (2008) in her study of Managingadlge at Nairobi City Water and
Sewerag€€ompany Ltd which found that the old and new statihe City Council in the
newly formed Water and Sewerage Company had irttegrgroblems due to their
diverse backgrounds and salary differences. Howewar study found that there was

systemic resistance to change due to inadequaterces unlike in the case of KTDA.

There are many managerial challenges of changegearent which require specific and

talented type of individual to successfully copghwthem. These require a leader who
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will motivate the different types of people and i&wder in a way that ensures change
management process proceeds as smoothly as pqsuitklenga, 2003). The study found
that the transformational leadership of the CEOhwhiis team of senior managers
contributed a lot to the success of the change gaanant process at KTDA while
continuous communication, sensitization and trgnihelped in institutionalizing and
reinforcing the change process. This is consistgttit the findings of Odundo (2007) in
the case of Kenya Revenue Authority in its Refond Modernization Programme where
the CEO was part of the team of senior managersId¢idathe change process. This

approach of leading by example is bound to succeed.
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CHAPTER FIVE
SUMMARY, CONCLUSION AND RECOMMENDATIONS

5.1 Introduction

This chapter provides a summary of findings in Gaapour and gives a conclusion and
recommendations for policy and practice based @ abjectives of the study. The
objectives of the study were to establish what geamanagement practices were
adopted at KTDA, what challenges were faced dutilgchange management process

and what measures were adopted to deal with tHeeobas of change management.

5.2 Summary of Findings

The first objective of the study was to establidlmtvchange management practices were
adopted at KTDA. Findings reveal that external ésrdrought about KTDA’s change
from a government parastatal to a commerciallygiized company. This was part of the
on-going government comprehensive Public Enterpfidgform and Privatization
Programme. Most Public Enterprises (PEs) were paydeas inefficiently managed,
overstaffed, corrupt and unprofitable. This had ke Government to review its
continued participation or involvement in their af§. The study found out that a
strategic change management approach was adopgt@dat to help the company move
systematically from one state to another througkrges of pre-planned stages. The top-
down approach was dominant. It is based on thengstson that if managers plan things
properly, change can be executed smoothly. Thegdsawere introduced in the whole

company and the process was led by a strategic téamnior managers who included

46



the CEO. Consultants were used at specific stafjeébeoprocess and Kotter's 8-step

model was applied.

From the findings, a lot of sensitization was dém@repare the employees on the need
for change and what they stood to gain. This hetpeth to accommodate and appreciate
the changes. Involvement of senior managers wthdhie process by example helped a
great deal. The process was institutionalized aidarced through concrete policies and
processes which have been properly owned througbrpeance management systems,
proper monitoring and evaluation, regular auditd ather measures that can guarantee
results. Findings further show that proper disoi@ly systems have been instituted, all
inclusive sensitization and involvement, use ofisiegtion, and enhanced education by
technical staff on what is happening stage by stagkstrict adherence to the laid down
procedures and practices and the observation dawheTraining programmes have also
been conducted on relevant areas. The company s rasponsive to the environment

and any necessary action is taken faster as themainnecessary hurdles.

The findings reveal that the process has been at gieccess and major milestones
include: enormous growth, increased productiorhrietogical advancement, investment
expansion, expansion of markets resulting in bet¢urns, higher foreign exchange
earnings, promotion of rural infrastructure, creatof jobs and better job satisfaction.
The business is more focused and the increaseigtibfy is more quantifiable in terms

of business segmentation. Production has been eatidhrough alternative sources of

energy, quality improvement through value additiovhile decentralization of the
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administration has led to decisions being made awcted on faster, increased
accountability and efficient and effective servidelivery. The factories are now
autonomous and representatives of the farmers etbdlard are elected by the farmers
themselves. However, there is need for vetting somthe directors representing the
stakeholders because they are not competent ascpas involved in their election.

Many of them have vested interests which are alwagsnflict with the farmers’.

Results of the study indicated that the stakehsldes much happier about the increased
shareholder earnings, better service delivery, ptaesponse to queries and solutions to
problems, improved information dissemination, amdp®yees’ issues are addressed
much faster. However, the farmers are unhappy atmutdividends declared by the
factories because they are based on abilities wthieit do not fully understand. They
also see the creation of too many subsidiary compaas pockets KTDA has created to
put in money before the farmer is paid. They ase ainhappy about recruitment of some

new staff who are insensitive to customer needs.

As change is a continuous process, findings indithat there is need for continuous
farmers’ education and sensitization on the raetatiip between the size of the farms and
returns and what the company aims to achieve tlrdhg changes that are going on.
Possibility of a partnership between KTDA and farsneho are not able to run their

farms profitably should be explored further; mossvimarkets need to be captured; value

addition should be owned by KTDA instead of beingcéd through the Tea Board of
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Kenya; need for evaluation of the gains/achievemddfore re-strategizing; and the

entire staff need to be involved in change proeg¢sdl stages.

From the findings, critical areas that need to bédressed include the overhaul of the
organizational structure, accommodation of peopdenfnon-tea growing areas on the
board, fluctuating global tea prices, rising cosfs production, poor infrastructure
especially the roads in the tea growing areas aafi golicy on performance and
remuneration needs urgent review. Women partiopatind representation has to be
considered along the lines of the new constitudsrthere are no women on the board
currently due to the criteria used during electiongxtension workers are currently too
few and there is need to recruit more for efficiemd effective dissemination of

information and education of the farmers.

The second objective of the study was to find obatchallenges were faced during the
change management process. Results showed thatwhsrthe usual inertia and fear of
the unknown initially. Retrenchment of staff wae tmost difficult challenge to handle.
Findings indicate that counselors had to be usedhe psychological preparation of
those affected. Change separated people and dedttbg organizational culture. This
created insecurity and suspicion among the stéifbkhind and the morale of was very
low at the beginning. As a result, there wererietationship challenges caused by
hostility towards new members joining the organaatas it was not easy to

accommodate them.
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Findings reveal that other challenges faced rdtatine size of the organization. There
are too many subsidiary companies which translatie what was called a mongrel of
structure and owing to the number of companiestaaids, interviewing for all the jobs
is a big challenge. Modern management practice cates for a lean structure,
coordination and communication. Stephen and Bain(2€l02) say that the more the
levels that exist between top management and dpesatthe greater the potential for
communication distortion, and the more difficultist for top management to vet the
actions of the operatives. Findings indicated tdacipline issues and managing
expectations from various stakeholders also posetialenge. Respondents said that
though the returns are much higher, increased mnumdevies and taxes have reduced
the returns to the farmer and the lower managefeesthave caused financial pressure.
Though availability of resources was not a chakengesource mobilization was

sometimes poor or untimely and procurement systesishow.

The third objective of the study was to establidfativmeasures were adopted in dealing
with challenges of change at KTDA. Results indidd@t the business challenges were
addressed through a number of well planned a@sitReleasing some staff and hiring
others with specific skills was useful. Regulariesemanagement meetings to address
any thorny issues, consultation and engagemenedtietpdriving behavior change. Use
of new technology, automation of all the operaticarsd availability of adequate
resources throughout the change process madesibposo accomplish all the planned
stages. Findings indicate that other measuresniitggated the challenges of change

management included involvement of stakeholdethénmanagement of the company,
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the use of consultants, training of staff espegiai customer service delivery,
application of the new law on tea hawking and a é&her internal measures. Injection of

new employees mitigated any cultural inhibitionsl anhanced the change process.

5.3 Conclusion of the Study

From the above summary of findings, it is cleat tih@ change management process at
the KTDA has been a great success and has achéeladof what was intended to be
achieved. Various factors that contributed to thiscess were the adoption of the
strategic change management process using a top-dpproach with senior managers
leading the process and the involvement of a ctemdistransformational leadership
throughout the change process. The CEO who wad tarkead the change process is still
at the helm of the organization and this has couateid immensely to the success of the
change process. Continuous learning within the rorgéion also encouraged staff
training and development to equip employees witlissko help them achieve the

organizational goals.

However, in spite of this success, a number ofeisslill need to be addressed in order to
consolidate the gains of the change management afid continue making more gains.
These relate to the structure, tea hawking by Hrendrs, the relationship between
farmers and the factory employees and the neefaforers to understand the difference
between the price of green tea and the procesagthtepay for tea in relation to the size

of farm, among other related issues, so that theystop feeling exploited by KTDA.
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5.4 Recommendations for Policy and Practice

Based on the findings and the above conclusionyraber of recommendations have
been made for policy and practice. Firstly, inta@r parts of the country where tea is
grown, sizes of farms have become very small duwsubalivision according to the sizes
of families. Each family member insists on growteg but the returns are affected by the
size of farm. As change is a continuous processgetis need for continuous farmers’
education and sensitization on the relationshigveen the size of the farms and returns.
This effort will help the farmers to understand theria on which dividends declared by
the factories are based and reduce the farmers’pleams. The possibility of a
partnership between KTDA and farmers who are nég & run their farms profitably
should also be explored further as it could boostdains if it worked out. The outcome

would be a win—win situation for both farmers antiD¥A.

Secondly, as it came out clearly, there is need vieiting some of the Directors
representing the farmers on the Board because sbt®se who end up on the Board
are not competent as politics is involved in theection. Many of them are seen as
having their own vested interests which are alwaysonflict with the interests of those
they represent. There is need, therefore, to deaideetter and effective method of
electing representatives to the board to ensutdlbae elected are not only fair but they
also understand the issues being discussed soreprasent the farmers effectively. The
election process should guarantee inclusion of wome the Board as there are no
women on the Board currently. This will be in lingh the current constitution which

safeguards women participation in all spheresadéeship.
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Finally, organizational structures allow us to anga and deploy resources, define job
activities, responsibilities and accountabilitiggrovide for decision making and
information flows, help to establish the power stawes for the organization and
influence the identity and corporate image of thgaaization. There is need for KTDA
to review the current structure with a view to nmakiit smaller, simpler and more
supportive to the business strategies. Creatioto@fmany subsidiary companies for
individual services offered to the farmers may Io@tsustainable in the long run. Some of
the subsidiaries companies should be run as depatrsm There is also need for
evaluation of the gains/achievements made befestragegizing so as to reap maximum

benefits from the change management effort.

5.5 Limitations of the Study

The main limitation was the failure of the studyiticlude views of other levels of staff.
It was concentrated on the top layer of senior gameent only whose views were more
or less the same. Inclusion of views of other neddlel and lower cadre of staff would
have come up with different responses which wowdehenriched the findings of the

study.

The study would also have been much richer if is wiasigned in such a way as to
include the responses of General Managers of warfas who have been with KTDA
for the last 10 years or more and some farmerswadwdd have served as a representative

group of the tea farming community. This inclustonthe study would have brought in
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some comparative information on KTDA as AuthorindaKTDA as Agency in terms of

business practices and the success of the changegeraent.

This being a case study, and the data requiredjlugialitative, organizing for interviews
with the select respondents took unnecessarily thuggto their busy work schedules and
the arrangement that had been put in place forhimegcthem. The study involved
interviewing each respondent and recording thermé&bion given and this took a long
time with each respondent. In view of the fact tihat respondents are very busy people,
this might have affected the quality of the resgenaspecially on the questions towards

the end of each interview.

5.6 Suggestions for Further Research

This study investigated the change managementigeacthat were adopted by KTDA,
the challenges of change that were faced and whasunes were adopted to address the
challenges A further study could be carried out to investigdie performance of KTDA

as compared to other companies within the tea tnguthe factors that influence the
business practices adopted, compare the challelaged and how the challenges are
addressedSuch a study would help various parties in legriitom each other and in the

long run improve their performances in specific ntes.

Another area that would present a rich ground tother research would be on the

regulatory role of the Tea Board of Kenya in thenagement of the tea industry. This

would bring in the views of all the key players time tea industry which would be
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beneficial to all the tea companies, the Tea Badrlenya, those in tea business, the
Government and the various stakeholders. The studwld perhaps improve
relationships among the various players in the sirguand boost individual business

performances and the economy as a whole.
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APPENDICES

Appendix 1: Interview Guide

SECTION A: General Information

Interviewee Name (Optional) ........coooiiiiiii i,
Position/Designation ..

Department e

SECTION B: Questions

1. What structural changes have taken place at KTDi#erlast 10 years?
2. What effects have they had on
(a) The business performance
(b) The management of the organization
(c) The stakeholders?
3. What necessitated the changes? What were the glfiines behind the changes?
4. In your view, were the changes necessary? Elabbrdatesr
5. How was the change introduced and managed in gan@ation? Which
part/section of the organization was it targete@ fo
6. Have all the changes that have taken place at KifrDtAe last 10 years or so

been planned? Explain further
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7. What change management practices have been adogtedling with the
changes?

8. How were the employees prepared to accommodatehtrgges?

9. What has been the response of various stakehdtmére introduced changes?
Elaborate further

10.What have been the major milestones/success ahidneges at KTDA

11.How have the changes been institutionalized/retefd?

12.1s there any aspect of the needed change thatohé&&en exhaustively handled or
addressed? Mention them and give reasons for ymoiom

13.To what extent were the necessary resources addyaatiled to undertake the
changes?

14.How did the organizational culture enhance or iitliflle management of change
at KTDA?

15.What in your view were the major challenges of geamanagement at KTDA in
relation to:
(a) Resources
(b) Organizational structure
(c) Organizational culture

16.What are the critical areas that still need todddressed and how could they be
addressed in your opinion?

17.What measures have been taken to deal with or ssltiie various challenges of
change management?

18.1n your view, is the change management procesg BXA&a success story?
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Appendix 2: Data Collection Letter

P.EBhx 60481 — 00200
City@are NAIROBI
28"May, 2012

The General Manager, Human Resources
Kenya Tea Development Agency Ltd

P.O. Box 30213 — 00100

NAIROBI

Dear Sir,

RE: DATA COLLECTION FOR RESEARCH PROJECT

| am an MBA student at the University of Nairobgh®ol of Business and as a partial
requirement for the award of the degree, | am cotidg a research on Change

Management at the Kenya Tea Development Agency Ltd.

The purpose of this letter is to request permissmrget relevant information from
selected senior members of staff on the change geamant process at your organization
and the kind of experience you have gone throughesthe organization changed its
status from the Authority to Agency. The informatiwill be got through interviewing
the select members personally. Those picked indloel€CEO and others who have been
in the organization for 10 years and above.

| would like to assure you that any informationa®ed will be purely for academic
purposes and will be treated in strict confidenédtached is the letter of introduction
from the University of Nairobi. A copy of the fin&esearch Document will be given to

your company on request.

I look forward to your assistance and support is thatter and thank you in anticipation.

Yours faithfully,

LYDIAH W. WAITHAKA
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