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ABSTRACT

The business environment has become extremely ddiwpe and complex.
Organizations must be flexible in order to adapthanges, to compete effectively and
thus prosper and grow. In other words, companiesidhbe willing to change, to renew
their vision, their strategy and structure, to depethe abilities to sense changes, to
become innovative and incorporate their work farcéhe change process, so as to take
advantage of the challenges presented. The resedmelctive of the study was to
determine the strategic responses to the changesxtgrnal environment by tour
operators in Nairobi Kenya. The adopted cross @ealisurvey research design. The
population of the study consisted of all the tatm$ operating in Nairobi. According to
the Kenya Association of Tour Operators (2012) éheere 250 tour firms operating in
Nairobi. The study adopted systematic sampling ictv the researcher obtained the list
of the population and then take a sample in whisérye 4" event was picked for the
research and this resulted in 63 tour companiesa bekected for the study. The study
used primary data which was collected using setfiatstered questionnaires. The data
was analyzed using the Statistical Package forab&xtiences (SPSS) software. The
findings of the study was that the tour operatoasehadopted marketing strategies,
change management, information communication tdoggoleadership and culture and
restructuring in order to respond to environmermtanges. Marketing strategies was
achieved through customer needs identification satisfaction, offering competitive
packages to the tourists, analyzing competitorsts;oprices before fixing prices of its
products, undertaking market research to estatiiistiourist needs, use of diversification
and development of new products, undertaking agyesdvertisement and promotion
to both local and international tourists and essabig relationship marketing. Change
management was undertaken and resulted in impleprenedures and/or technologies
to deal with changes in the environment and toipifodbm changing opportunities,
linking change management with operational chamgeeaery aspect of the organization
in relation to dynamic external environment, essithg a structured methodology for
responding to changes in the business environmedtchange management in the
company being multi-disciplinary, touching all asfseof the organization.

First and foremost the study established thatdhe @perators use different strategies to
respond to the changes in the environment andéciemmended that the management of
the companies should inculcate a practice of cantis review of the state of
competition in the tourism industry so that theyrdu react to the challenges brought
about by the existing or new competitors to avoahip situation which will lead to
adoption of strategies which will not enable therteompany to realize the desired

objectives.
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CHAPTER ONE: INTRODUCTION

1.1 Background of the study

Today’s business environment requires firms to ahibeelationships with other actors
in order to gain access to resources needed. Hadarsd Snehota (2007, p. 17) argue
that “no business is an island” indicating that pames are involved in long-term
relationship and that the atomistic company dodsemest. In order to be successful,
organizations must be strategically aware. Theytmuslerstand how changes in their
competitive environment are unfolding. They shoatdively look for opportunities to
exploit their strategic abilities, adapt and seekrovements in every area of the
business, building on awareness and understandicgreent strategies and successes.

Organizations must be able to act quickly in resga opportunities and barriers.

An organization that decides and acts on plansitese objectives does not do so in a
sterile environment. Its success largely dependshenknowledge and quality of the
relationships it maintains with the external enmiment (systems) and its own internal
environment (systems). To maintain the quality efationships implies that the
organization's management truthfully assess the& sté the relationships with the
external and internal environments, constantly moonihe dynamics that affect the
relationship, and adjust to maintain or improvesthoelationships over time in order to
achieve the organizational goals. This demands tanhsnvironmental scanning to
recognize trends that affect the workplace. Thoseds include the changing face of the
workforce, the technological environment, the legavironment and the economic
environment (Buhler, 2007). Managers must not aMgamine the way in which the
company is competing, but also the basis on whidy tare competing; this includes
assessment of internal strengths and weaknesssllsy and competencies that may

affect systemic growth (Aaker, 2006).

The tour operator business has witnessed changbsifroperational framework that has
arisen from the changing business environment. @&kgansion from the traditional

markets of Western Europe and the movement of feouthe Far East and also the
1



eastern countries has meant that the operatiomeofirtdustry has been changed. In
addition, the number of the tour firms operatingthe country and while this move is

encouraged, it has at the same time lead to inetleesmpetition in the same industry
and coupled with the changing demands of the custotinere has been need for the tour
operators to shift their traditional strategieseBnvorganization therefore need to come
up with appropriate competitive responses to cautite changes in the business

environment.

1.1.1 The concept of Strategy

Hiksenet al., (2006) defines the strategy as the decisions warehrelated to the long
term performance and progress of the organizaBtmtegy is a combination of the set of
decisions and actions which are viewed in the foafn strategy formulation,
implementation and control of plans designed taea&ha corporation’s vision, mission
and long term performance of the organization. t&ais determination of the basic
long term goals, objects and performance of theammption and taking actions,
decisions and allocation of the resources esseitialto carryout goals of the
organizations (Hax and Majluf, 2006).Johnson andbo&xs (2002, P 10) has also defined
strategy as “the direction and scope of an orgépizaover the long-term; which
achieves advantage for the organization througleatdiguration of resources within a
challenging environment, to meet the needs of nsrkend to fulfill stakeholder
expectations”. Quinn (1980) proposes that straieglye pattern or plan that integrates an

organizations major goal, policies and action sagas into cohesive whole.

Johnson and Scholes (2000) define strategy aglftbetion and scope of an organization
over long term, which achieves advantage for tlgamization through its configuration

of resources within a changing environment anduthllfstakeholder expectations”. He

concludes that strategy can be seen as the matohihg resources and activities of an
organization to the environment in which it opesafEhis is sometimes known as search
for strategic fit. The concept of strategy is tliere built around winning. Strategy helps
to achieve success whether in business or otheraiseess in this context refers to the

realization of objectives that are desired. Effextstrategy is formulated around four
2



factors. These are, the goals and objectives arplaj consistent and relate to the long
term, there is profound understanding of the coitipet environment, there is an

objective appraisal of the resources available thatl there is effective implementation
(Ennew and Waite, 2007).

Strategy is the match between an organization’sourees and skills and the
environmental opportunities as well as the riskkades and the purposes it wishes to
accomplish (Hofer and Schendel, 2009). It is méauprovide guidance and direction for
the activities and direction of the organizatiomc® strategic decisions influence the
way organizations respond to their environment, ghgoose of strategy is to provide
directional cues to the organization that permittat achieve its objectives while
responding to the opportunities and threats in géheironment. Strategy is useful in
helping managers tackle the potential problems filiee¢ companies (Aosa 1998). The
manager’s task is to assure success and therefiotigad of the companies they manage.

1.1.2 Strategic Responses

Strategic responses are a set of decisions andnactinat result into formulation and
implementation of plans designed to achieve a frobjectives (Pearce and Robinson,
200). In order to effectively achieve the firm'sjettives, these set of plans and actions
must be strategically fit to the complexities angnaimism of a rapidly shifting
environment. Firms largely are open systems whageetis continuous interaction and
interfaces with the external environment. Strategg8ponses are the strategies that firms
take and largely triggered by continuous changélarenvironment. Environment can be
relatively stable or highly turbulence. Each lew##l environmental turbulence; has
different characteristics, requires different siges and requires different firm
capabilities (Ansoff and McDonell, 1990). Thus #hes need for continuous strategic
diagnosis. Strategic diagnosis is a systematiccgmbr to determining the changes that
have to be made to a firm’s strategy and interaghobility in order to assure the firm’s

success in the future environment.

Timely response is critical to avoid adverse efemt missed opportunities (Beal, 2000).

Considering that performance is the major object¥e@n organization, it is generally
3



accepted that the structure and decision makingninorganization is influenced by
environment complexity and volatility. Furthermorejs argued that the alignment of
strategies of organizations with the requirementtstheir environment outperform
organizations that fail to achieve such an alignn{®enkatraman and Prescott, 2007).
One of the environmental influences to a busingsgafrom competition. Organizations
have to respond strategically to environmental diactin order to be sustainable.
Increased competition threatens the attractiverdssn industry and reduces the
profitability of the players (Hamel and Prahalad93). To succeed in the long term,
organizations must compete effectively and outguenf their rivals in a dynamic
environment. To accomplish this they must find alé ways for creating and adding
value for their customers as competition exertsguree on firms to be proactive and to
formulate successful strategies that facilitateaptive response to anticipated and actual

changes in the environment.

1.1.3 External Environment

All businesses operate as open systems and theyaodly interact with its environment
to survive, are environment dependent and depenehgimonment for survival (Pearce
and Robinson, 2002). Organizations require moneyipeent and human resources
from the environment as input. Resources go throwghsformation process in the
company. The finished products as output go tcetheronment. It is important that the
product has to be accepted in the environment darpany’s success. An organization
should be able to maintain the system, becauseirdasference spells death for the
organization. The firm’s environment consists ofmote environment, industry
environment and operating environment. The orgaisizabught to know how and what
to respond to; know whether the action should bmagtive or reactive in order to
increase market share and safeguard customersréduges new skills to help counter
these challenges in the environment. Failure gnatlne internal capability of the firm to

its environment spells doom for the organizationga, 1992).

Johnson and Scholes (2002) state that environmehtalges shape opportunities and

challenges facing the organization, the paces din@logical change, speed of global

4



communication mean faster change now than neverddhus, the need to constantly
adjust according to these changes to remain sdate3tie operating environment
comprises factors in the competitive situation #@¢ct the firm’s success in acquiring
needed resources or in profitably marketing itsdgoand services. Firms can be more
proactive in dealing operating environment. Theglude competitors, suppliers and
creditors, human resources and customers. Accorttindohnsonet al., (2005), an
organization exists in the context of a complextmall, economic, social, technological,
environmental and legal world. The environment desn and affects different

organizations differently.

1.1.4 Tour Operatorsin Nairobi
The recent past has seen the number of tour opginatdairobi steadily increase, to an

estimated number of about 200 operating within dlaialone. These include Jabulani
Adventure Safaris, Bon Fire Adventure Safaris, A&d®urs and Travel, Pollmans Tour
and Travel among others.The products and servitfesed by these firms include Air
safaris, Incentive travel group safaris, Custonasaffor individual travellers, Camping
safaris(luxury and budget),Indian ocean and coatitldys, Cultural and community
safaris, Golf and Agro safaris, Special interegarss(mountaineering, deep sea fishing,
horse riding),Corporate team building, Car hirenadl as Conference bookings among
others (www.katokenya.org).

The firms operate in a highly competitive enviromneThe competition between
different tour firms operating from the same enmireent is intense in the costing of
services and products as well as in the differeaysmof delivering the products and
services, leading to minimal profit margins. Otlodallenges include the high capital
required to set up a firm, with most of the cosisg to sales and marketing, operational
costs, purchase of assets like vehicles. Pengjrdten marketing is also difficult for new
entrants with customers mostly preferring alreadstallished companies. Other
challenges include the reduced arrivals from tleitional source markets i.e. Europe
and the Americas due to the economic crisis initbst, over exploitation of the tourism
products e.g. the traditional safari is no longeatiractive to the clientele as it once was,

5



the political instability in the region that hasnsetimes led to travel advisories against
travelling to the country by the west, increase@raponal costs that lead to reduced

profitability among other challenges (Mwangi,2010).

Despite the challenges in the industry the oppdiasthere exist many opportunities
that include: a growing middle class in Kenya whe t afford the available products
and services hence a ready market, new source taankthe far east e.g. China, Japan,
Russia, the government has also intensified itketeng strategies through the Kenya
Tourism Board which has gradually had a great inpache number of tourist arriving

in the country, developing of new products and isess e.g. the opening up of new
tourist circuits like Samburu, Laikipia mostly foultural tourism which were previously

unexploited. Conference tourism has also gradudbdyeloped, given the strategic
position of the country in the region as the hulbwdiness. The growth of infrastructure-
roads, airports/airstrips as well the developmentechnology has lead to increased

growth in the industry.

The tour operators are regulated in their operatiby the government through the
Ministry of Tourism which requires the operatorsatmuire operating licences. The main
accrediting body or the tour operators is KATO (K&rassociation of tour operators),
whose mandate is to uphold the good reputation efyld as a tourist destination by
ensuring that Kenyan tour operators maintain tlghdst possible standards of service

and value (www.katokenya.org).

1.2 Research Problem

An organization’s strategy must be appropriate ftg resources, environment
circumstances, and core objectives. The processlvies matching the company’s
strategic advantages to the business environmenbrifjanization faces. Organizations
have to be able to respond effectively to challengeth problems and opportunities as
they arise (Waverman, 2001). The customer has asorg expectations of service
standards and availability. In response, orgaromatishould work towards an outward-
focused view of the way services should be providedundamental shift from the
traditional focus on internal concerns. At the satimee, major opportunities for

6



improvement may arise from developments such aspettive environment, the
changing taste of consumers and the availabilityadditional financial resources. In
many cases the response to the problem or opptytwnil require the continuous
attention of the organization.

The tourism industry in Kenya has been faced byuaber of challenges from
environment which include: competition from otheuit operators, decreased numbers of
foreign visitors from the western countries(the Aives, Europe) due to economic crisis
in these countries, political instability in thegren resulting to travel advisories, stiff
competition from other countries in the region, &xtion of products and services e.g.
the safari experience is no longer as attractiv@raspective clientele as it once was
among other challenges. The competition in theisauindustry has been so intense in
the recent past that the income for the tour opesdtas reduced dramatically. As a result
the operators have to come out with strategic measto reverse the worrying trend

resulting from the changes in the external envirennas well as internal.

Some studies that have been done locally includ#tiaN(2009) who researched on
strategic responses of Kenya commercial bank lotisechanges in the Kenyan banking
industry. The findings were that Kenya commercianlb has responded to the
competitive forces through restructuring, informattechnology, product innovation and
wide range of product, customer care and branclareipn, and aggressive sales and
marketing. On the other hand Murule (2011) worked tbe strategic responses by
manufacturing pharmaceutical firms to changes engharmaceutical industry in Kenya.
The findings of the study indicate that local phaceutical manufacturing firms have
adopted response strategies such as pricing, magkestrategic alliances and
information, communication and technology respossategies. Similarly Ndirangu
(2012) researched on the strategic responses byaKeelevision Network’s broadcast
programming to the changing competitive environmand found out that KTN has
responded relatively well to changes as a resubpdditical influences and regulatory
framework changes. The findings show that KTN hassrasponded well to changes in

the environment and that explains its rating ammmogdcasters in Kenya. KTN has been
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unable to respond strategically to technologicalaades, and changes in the society

which are affecting its operations.

On the other hand Kisienya (2012) studied strateggsponses to competitive
environment by mobile telephony firms in Kenya. &&s indicate that different
companies adopt different strategies namely poitylaf the brand name, reduction of
prices, offering excellent customer care, investing advertisement, increased
expenditure on research, targeting corporate cug®moutsourcing on non-core

functions and developing customized solutions fifeent market segments.

The studies above, indicates that strategic regsohave been undertaken in different
sectors, however no study has been undertakeneoregiponses in the tourism industry
which has undergone numerous challenges in thewrg@est. This study will therefore
seek to determine the strategic responses adogtédub operators in Nairobi to the
changes in the environment. This study will be gdidy the question; what strategic

responses have the tour operators adopted in #rgcig environment?

1.3 Resear ch Objective

To determine the strategic responses by tour aperah Nairobi to the changes in

external environment

1.4 Value of the study

The study will be of value to;

The study will be of academic value to those irgty@ in the tourism industry with an
aim of establishing a business in the tourism itrgusince they will be able to
understand what to do right to succeed and whdbme wrong will bring the business

down.

The study will promote strategic thinking among thanagers of the tour companies
when addressing environmental issues affectingcttmapany. The tour operators will

obtain details on challenges facing the industrg #éime details of responses to the



challenges. In addition the study will provide flstification to the responses adopted

depending on the success obtained.

For academicians, this study will form the foundatiupon which other related and
replicated studies can be based on. Investorslsargain an insight on the company and
its strategic position within the environment, whican assist them in determining their
viability of their investments. The study will algsovide a platform for future research

on competitive responses.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

The chapter gives a critical analysis of relevantlies that have already been done on

the topic, as well as identifies differing argunserheories and approaches.

2.2 Theories Underpinning the Study

The competitive strategy view and the resourcedagew are the two major
perspectives or determinants of strategic posiaiod firm performance (Spanos and
Lioukas, 2001). The competitive strategy view, eabtin industrial organization
literature, maintains an outside-in perspective nehig'm performance is determined
primarily by environmental factors such as industinucture. Companies formulate their
strategic position by finding the best defensiveifan against competitive forces, by
swaying the balance of the forces to enhance thgany’s position, and by choosing a
strategy for competitive balance prior to opponemtsvement (Oliver, 2007). Strategic
positioning is thus the output of a complex underding of market structure and
conditions that determine the sustainability ainfiperformance (Petricit al.,2009).The
competitive strategy view maintains that resourass the results obtained from the
implementation of strategy and/or purchase from #mvironment. Consequently,
resources cannot achieve an independent statuslation to firm performance. The
importance of resources is understood only in amtjon with the capability of those
resources to support the strategy pursued or thest of those resources for a particular
industry structure (Pike and Ryan 2004).When resmufail to support a strategy or

enhance a company’s fit for an industry, they aeless.

In contrast, the more recent resource-based vigwearthat firm-specific resources and

capabilities are the factors determining firm perfance. Industrial organization

literature emphasizes the role of industry striectas the primary determinant of firm

performance so that the unit of analysis is inéWtdhe industry. Porter (1991) relaxes

this condition, allowing firms to choose their $&é@ic position to gain sustainable rents,
10



although individual firms cannot change industryusture. This change in the

assumption allows the firm to be the unit of thalgsis. Thus, the outside-in perspective
represents a view where a firm performance is pilyndetermined by outside factors

such as industry structure and firms can securéi@os to exploit that structure (Fahy

and Hooley, 2004).

The resource based theory suggests that compeditiventage and performance results
are a consequence of firm-specific resources apdhidlities that are costly to copy by
other competitors (Barney, 1991). These resouroek capabilities can be important
factors of sustainable competitive advantage angersar firm performance if they
possess certain special characteristics. They dhmubaluable, increasing efficiency and
effectiveness, rare, imperfectly imitable and nabstitutable (Barney,1991). According
to Day and Wensley (1988) positional and perforreasaperiority is a result of the
relative superiority in the skills and resourcesompany utilizes. The superiority of the
skills and resources is the consequence of formeestments made to improve the
competitive position. And in order to make the posal advantage sustainable, the

company must continue to invest into the sourcesdgintage (Day and Wensley, 1988).

2.3 Factorsin the External Environmental
An organization is environment dependant and hagifgiant influence on its

performance. In determining the future thematicubbof the organization, the various
factors that impact on sustainable delivery of e both core and non-core are
identified as being either external or internaleTénvironment consists of competitors,
employees, management team, economic system,dggf@ms, technologies, social and
ethical factors. Competitor's actions affect thmlity of the business to make profits,
because competitors will continually seek to gam amlvantage over each other, by
differentiating their product and service, and lBeldng to provide better value for
money. Competition from other companies is akindtomestic competition because
similar technologies are accessible and factor scase comparable. In contrast,
companies with less funds lack access to and expmriin the latest technologies but
enjoy significant advantages in factor costs. Ideorto sustain competitive advantage,

11



companies have to consider strategies that focuseonnology- and skill-intensive
products which are not easily imitated by competit@ther than price-based strategies
(Bernard, Jensen, and Schott, 2006).

The social system is the fabric of ideas, attitugled behavior patterns that are involved
in human relationships. In particular businessesrdtuenced by consumer attitudes and
behaviors which depend on such factors as the tagetige of the population, and the
nature of work and leisure. The monetary systentiti#es business exchange. Monetary
activity is based around earning, spending, sawdng borrowing. Money has been
likened to the oil that lubricates the wheel of coence. Monetary activity involves
businesses in a web of relationships involving ritial institutions (e.g. banks and
building societies), creditors, debtors, custonaers suppliers. A key monetary influence
for business is the interest rate. Higher interestiss increase business cost and act as a
break on spending in the economy. The politicallegystem creates the rules and
frameworks within which business operates. Govenirpelicy supports and encourages
some business activities while discouraging othEng. environment system is the natural
system in which life takes place. Increasingly basses have become aware of the
relationship between their economic activity i.eaking goods and services for profits
and the effect that this has on the environmentastesn. Managers are faced with a
myriad of challenges due to an array of environmlefactors when doing business

abroad.

Companies that rely solely on cost reduction/cesdérship strategies in response to
environmental challenges lose market share andh&serelative competitive position
eroded (Eden and Molot, 1996). In contrast, congmrthat respond by exploiting
comparative advantage through various strategiesalle to maintain or even increase
their competitive strength over their rivals (Kumaf06). When facing few challenges
scholars have pointed out that market incumbenésl ie carefully analyze their new
rivals, identify their source of competitive stréimgand adapt their strategies accordingly.
When a low-cost entrant reduces average profit msingithin an industry, companies

respond by differentiating their products, cuttprgces, or doing both at the time.
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2.4 Strategic Responses

Organizations are environment dependent and serfAngoff and McDonell, 1990).
Strategic responses involve changes to organiZatistrategic behavior to assume
success in transforming future environment. Johnaod Scholes (1999) looks at
strategic response on the emphasis on developiatggy on the basis of ‘fit" with the
environment or ‘stretching’ the organization oe thasis of resources and competence
which create opportunities for strategy developm8nime of the strategic responses may
include development of; new products, new marke&sy process, new service, new
strategies for entering the market, restructuringrketing, information technology,
leadership and culture change.

2.4.1 Marketing

Marketing can be defined as a societal process toghwindividuals and groups obtain
what they need and want in through creating, affgrand freely exchanging products
and services of value with others (Kottler, 2000ktan also be defined as the process of
planning and exercising the concept of pricing,nppon and distribution ideas, goods
and services to create exchanges that satisfy ithdi and organizations objectives.
Marketers’ argue that the company assets have W#lue without the existence of
customers. The key company task therefore is tacitand retain customers. Customers
are attracted through competitive superior offeramgl retained through satisfaction. A
marketer’s task is to develop a superior offeringl aleliver customer satisfaction.
Organizations therefore need to embrace marketorgeapts that rest on five pillars

namely; marketing focus, integrated/coordinate ratinky, profits and competition.

The company must define the boundaries of its misrkeshould know those customers
that are members of their market. This can be dibmeugh a process known as
segmentation. The company should determine thesrasdi wants of the customers from
the customers’ point of view but not the compan¥sttler, 2000). Customers’ needs
must be identified and satisfied as these resutitsaustomer loyalty which is a source of
company goodwill. When all company departments wtolgether to achieve the

consumer’s interest, the result is integrated ntargewhich involves; The marketing
13



function, where the various marketing functionshsas advertising, marketing research,
sales and branding must work together. They mustwbl coordinated from the
customer’s point of view and the country wide otaion where marketing must be

embraced by other departments.

The strategic option chosen must be one that whiaace the organizations competitive
position (Ansoff and McDonell, 1990). The companyynchose to employ market
penetration by serving the present market with gaegproducts. The company will
concentrate on protecting and building the marketres. Product development strategy
will entail serving the present market with new quots using existing and new
competencies and diversification. Market penetrasitvategy is used where the company
decides to enter into new markets with present ymtsd It may de identifying mew
product uses, or identifying new segments or newtdees to serve. Diversification
strategy is employed where the company decidesnter enew markets with new
products. This is the most challenging zone folomgany to operate in. Success will
depend on use of both existing and new competencies

Most companies do not embrace the marketing coneepil driven to it by
circumstances. Various events forcing companieadipt the market concept includes
sales decline and slow growth in sales forces smmganies to search for new markets.
Most companies therefore realize they need magetkiils to identify new opportunities
and to address the issue of changing buying pattehere most companies operate in
markets characterized by rapidly changing custoneexds. Such companies need more
marketing know-how if they are to track buyers’ w©bimg values (Kottler, 2000).
Increasing competition also force complacent congsato think about marketing. A
number of strategic marketing variables can be mdaied in response to a changing
competitive situation. They include adjusting ofget market, diversification and
development of new product, distribution changesyedising, promotion and

establishment of relationship market.
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2.4.2 Managing change

Change is part of the daily life within an organiaa. The ability to manage change has
shown to be a core competency for corporations.réatgchallenge within strategy
implementation is to deal with potential barrierd the affected managers.
Implementation efforts often fail when these basiare underestimated and prevention
methods are not adopted at the beginning (Thompsah, 2007). One has to be aware
that barriers against the implementation of thatsetyy can lead to a complete breakdown

of the formulated strategy.

In psychology, much research is done about humamels® The cause for these barriers
is seen in affective and non-logical resistanceasichvare, in a way, incomprehensible
because they come out of the subconscious of hingiags (Donaldson, 1995). Barriers
to implementing a strategy range from delay to ightr rejection. However, this

psychological point of view is often downplayed idgrdiscussions of implementation
issues, even though it is becoming more and morgoob that strategy response
consists, for the most part, of psychological atpdgy changing the way they view and
practice strategic response, senior executiveseffagtively transform change barriers

into gateways for a successful execution (Thompggai.,2007).

2.4.3 Information and Communication Technology

The computer and developments in Telecommunicadi@most important aspects of
Information Technology (IT) that have transformeaginess environment and processes.
Automation of business processes has led to aidiagbrovement in productivity and
reduction in costs while Telecommunications hasrowed the speed with which
information is transmitted thus facilitating speedgcision making. IT has become
indispensable ingredient in organizations in sdveteategic to meet challenges of
change they include internet, intranets that supposiness operations and using it in
BPR. IT is also used to develop new products, sesyiprocesses and capabilities that
give a business a strategic advantage over the etitimp forces it faces in its industry
(O’Brian, 2002).
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According to Chapman (2004), all doors of commutiica are opened as a way of
problem solving and feedback provided immediatelyenhance strategic response.
Development of ICT facilities is pivotal in creagirthe necessary networking to the
whole organization. For the strategic responseetadhieved all the departments need to
work dependently and effective communication isteurucial because it provides
synergy. Information access, sharing and exchargexloited to their full potential. In
practice, policy also allows management to commatei@ company’s mission, major

goals and objectives, and operational domain tmiesnal and external stakeholders.

2.4.4 Leadership and Culture

Organizations should be structured in such a way thcan respond to pressure to
change from the environment and pursue any ap@tepopportunities which are spotted
(Lorsch 1967). Thompson and Strickland (1980) ndtest strategy implementation
involves working with and through other people andtitutions of change. It is
important therefore that in designing the structamd making it operational, key aspects
such as empowerment, employee motivation and reslasdld be considered. Structure
according to Thompson (1997) is the means by wttiehorganization seeks to achieve

its strategic objectives and implement strategressirategic changes.

According to Wanget al., (2007) organizational culture is a set of impar@ssumptions,
often unstated that members of an organizationesimacommon. Organizational culture
similar to an individual’s personality is an intalolg yet ever present theme that provides
meaning, direction and the basis of action. In$ighteaders nurture key themes or
dominant values within organizations that reinfotbe competitive advantages they
posses or seek, such as quality, differentiatiast and speed. Organizational culture
helps in nurturing and dissemination of core valleplementation of new strategy will
be concerned with adjustments in the structure,l@eps, systems and style of doing
things in order to accommodate the perceived nettle strategy (Pearce and Robison,
2007). Weihrich and Koontz (1993) look at cultusethe general pattern of behavior,
shared beliefs and values that members have in comrCulture can be inferred from
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what people may do and think within an organizasetting. It involves the learning and

transmitting of knowledge, beliefs and patternbeliavior over time.

The potential of changing the culture of a govemnims influenced by the beliefs of
strategic leaders and the extent of strategic n&ecbrding to (Kotter, 1990), leadership
is about copying with change. Leadership has becameimportant in recent years due
to businesses becoming more competitive and velaearce and Robinson (2002),
indicates that organizational leadership involvetsoa in first guiding the organization to
deal with constant change by embracing changefyitay strategic intent and shaping
culture to fit with opportunities and challengesittithange afterwards. Also it entails
identifying and supplying the organization with ogteng managers prepared to preside
leadership and vision. An important tool of totalatjty management is bench marking
whose objective is to identify the “best practices’performing an activity to learn how

to lower costs, have fewer defects or other outctmked to excellence are achieved.

2.4.5 Restructuring

Activities within a business value chain are moniéoal to the success of the business
strategy than others. Business process reengigegojpularized by consultants Hammer
(1996) is one popular method. Business procesgmegring is intended to regularize a
company so that it can best create value for custdoy eliminating barriers that create
distance between employees ‘and customers. Itvagofundamental rethinking and

radical redesign of business process to achieveatraimprovements for instance, cost,
guality service and speed. Reengineering and waieatation have led to downsizing,

outsourcing and self management as themes of irding original structure.

Downsizing is eliminating the number of employegirticularly middle level

management. It results to increased self manageiaeger span control and more work
for those that remain. Outsourcing means obtaimvogk that was previously done by
employees inside organization from sources outsideompany who can perform better.
It is a source of competitive advantage. Activitidgmt can be outsourced include;

information processing, various personnel actigjtgecurity among others. According to
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Rugman and Verbeke (2000) restructuring also entaihoval of structural barriers and
creation of learning organizations capable of cardd re-generation from the variety of
knowledge, experience and skills of individuals hwit a culture which encourages

mutual questioning and challenge around a shargzbpe of vision.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

The chapter describes the proposed research désegtarget population, data collection

instruments and the techniques for data analysis.

3.2 Resear ch Design

The research design to be adopted was descriptioss csectional survey design.
According to Cooper and Schindler (2000), a detespresearch design is concerned
with finding out the; who, what, where, when andvhmuch. Furthermore, a research
design is structured, has investigative questiospart of formal studies. The design is
appropriate because the main interest is to explweviable relationship and describe

how the factors support matters under investigation

A cross sectional study looks at data collectedszia whole population to provide a
snapshot of that population at a single point meti This kind of study was used as it
enabled the researcher to have an insight of tlagegic responsedsy tour operators in

Nairobi to the changes in the environment. Desegptdesign method provides
guantitative data from cross section of the chogepulation. This design provided

further insight into research problem by descritiimg variables of interest.

3.3 Target Population

The population of the study consisted of all thertdirms operating in Nairobi.
According to the Kenya Association of Tour Operat(#012) there were 250 tour firms
operating in Nairobi. The selection of the tour pers was necessitated by changes in
the environment that that required strategic respoin addition all the organizations
have their headquarters in Nairobi and thus it e@&sy to collect adequate data by the

researcher.
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3.4 Sample Selection

The study adopted systematic sampling. It is a oteti selecting sample members from
a larger population according to a random starpomt and a fixed, periodic interval.
Typically, every "nth" member is selected from th&al population for inclusion in the
sample population. The advantage of systematic lgaisghat it really fast and easy to
convenient when already a list of the units in gogulation is there. The researcher
obtained the list of the population and then talsmple in which every™event was

picked for the research and this resulted in 68 fioms been selected for the study.

3.5 Data Collection
The study used primary data which was collectedoutin self-administered

guestionnaires. The structured questionnaires weed to collect data on the strategic
responsesby tour operators in Nairobi to the changes in #mvironment. The
guestionnaires consisted of both open and closegdemuestions designed to elicit
specific responses for qualitative and quantitatie@alysis respectively. The
guestionnaire were administered through “drop aoHl later” method. The respondents
for the study were marketing managers or the owirerall the tour operators firms

operating in Nairobi.

3.6 Data Analysis

The data collected was analyzed using descriptatesscs (measures of central tendency
and measures of variations). Once the data wascted, the questionnaires were edited
for accuracy, consistency and completeness. Howelefore final analysis was

performed, data was cleaned to eliminate discreparand thereafter, classified on the
basis of similarity and then tabulated. The respengere then coded into numerical form
to facilitate statistical analysis. Data was anatiyaising statistical package for social
sciences based on the questionnaires. In partjcth& descriptive analysis which

includes averages mean and standard deviations.
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CHAPTER FOUR: DATA ANALYSIS, RESULTSAND DISCUSSION

4.1 Introduction

The research objective was to determine the sitategponses to the changes in external
environment by tour operators in Nairobi Kenya. sTkchapter presents the analysis,
findings and discussion. The findings are presentedercentages and frequency
distributions, mean and standard deviations. Al wit®3 questionnaires were issued out

and only 48 were returned. This represented arssprate of 76%.

4.2 Demographic Characteristics
This section covered the education level, lengthsefvice, duration of tour firm

operation, number of employees and the ownershipeoEompany.

4.2.1 Respondents Characteristics
The results indicate that 75% of the respondentsati@ined university level while 25%

of the respondents said that tertiary college wesr thighest level of education. The

results indicate that majority of the respondengsenuniversity graduate and therefore in
order for the companies to respond adequatelydachiallenges they should be able to
come up with strategies that will deliver the degiresults and this can be crafted by the

employees.

The respondents were asked to indicate the lerfgtlkraice with the tour company and

the results are presented in figure 4.1.

Figure4.1: Length of servicewith thetour firm
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The results show that 43.8% of the respondents terked in the tour firms for less
than five years, 37.5% of the respondents indic#tetl they have worked for 5 to 10
years while 18.8% of the respondents indicatedttiegt have worked with the tour firms
for over 10 years. The results indicate that mgjai the respondents have worked in the
tourism industry for a long time and therefore thegerstand the challenges that face the

industry and the response strategies.

4.2.2 Operator Characteristics

The respondents were requested to indicate theioluia which the tour operators have

been in existence.

Table4.1: Duration of tour operator existence

Years Frequency Percent Cumulative percent
Under 5 11 22.9 22.9

6-10 5 10.4 33.3

11-15 19 39.6 72.9

Over 20 13 27.1 100.0

Total 48 100.0

The findings presented in Table 4.1 indicate ttstridbution of responses on the duration
of tour operator existence. The findings indicdtatta majority (39.6%) of the tour
operators have been in existence for a period twiden 11 to 15 years, 27.1% of the tour
operators have been in existence for over 20 y@ar9% of the respondents indicated
that the tour operators have been in existencefperiod of less than 5 years while
10.4% of the tour operators were indicated to Hasen in existence for 6 to 10 years.
The results indicate that the respondents have ipeexistence for a longer duration of
time and therefore understand the dynamics ofrttlestry and the responses that should

be adopted by the operators in order to be connaetit

The respondents were asked to indicate the numbemployees in their respective

company and the results are presented in figure 4.3
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Figure 4.2: Number of employees
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The results indicate that 93.8% of the tour opesab@ad less than 100 employees while
6.3% of the operators were indicated to have betweg) and 499 employees. The
findings show that majority of the tour operatoavé employed less than 100 employees

and this can be attributed to both high and loveses in the tourism sector.

The respondents were asked to indicate the owmeashihe tour company.

Table4.2: Tour firm owner ship composition

Years Frequency Percent Cumulative percent
Local 26 54.2 54.2

Foreign 9 18.8 73.0

Both local and foreign | 13 27.0 100.0

Total 48 100.0

The results indicate that 54.2% of the tour operatompanies were local, 27% of the
tour firms are both locally and foreign owned whil®.8% of the tour companies were
indicated to be foreign owned. The results indi¢htd the tourism industry in Kenya is
competitive due to the presence of both local am@idgn firms which necessitates

strategic responses in order to remain competitive.

4.3 Strategic Responses
Strategic responses are the strategies that fakesdnd largely triggered by continuous

changes in the environment. In order to effectivadiiieve the firm’s objectives, these set

of plans and actions must be strategically fit te tomplexities and dynamism of a
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rapidly shifting environment. Firms largely are opgystems where there is continuous

interaction and interfaces with the external envinent.

4.3.1 Marketing Strategies
The respondents were requested to indicate thateidevhich marketing strategies was

used as a response to changes in external enviminma five point Likert scale. The
range was ‘strongly disagree (1)’ to ‘strongly agrg). The scores of strongly disagree
have been taken to represent a variable which hadnnscore of 0 to 2.5 on the
continuous Likert scale; f0S.E <2.4). The scores of ‘moderate’ have beenntdke
represent a variable with a mean score of 2.5 4008. the continuous Likert scale:
(2.5M.E. <3.4) and the score of both agree and strolagisee have been taken to
represent a variable which had a mean score ofo3%0 on a continuous Likert scale;
(3.5 L.E. <5.0). A standard deviation of >0.9 impliesignificant difference on the

impact of the variable among respondents. The teau presented in Table 4.3.

Table4.3: Marketing Strategies

Marketing strategies and changes in external enmemnt Mean Std. Deviation
The company undertakes aggressive advertisemen 3.8125 1.1672
promotion to both local and international tourists

The company offers competitive packages to thastsur 4.4375 .6291
The company ensures that customer needs are idd 4.625( .6191
and satisfied as these would result into customgity

The company undertakes market research to estathie 4.1283 1.062¢
tourist needs

The company has established relationship marketing 3.5375 .8139
The company uses diversification and developmemtes 4.0625 .9979
products

The company analyzes competitors’ costs, pricesrs 4.250( .9309

fixing prices of its products

Overall mean 4121

The results in Table 4.3 indicate that the respotsdagreed that the tour operators use
the marketing strategy to respond to the changéseienvironment. The strategy mostly
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used was indicated to be identification of customeeds in order to build customer
loyalty with a mean of 4.6250. The other strategedi was offering competitive

packages after analyzing competitors’ costs anzeprbefore fixing prices of its products
with a mean of 4.4375. The other strategy used veggressive advertisement and
promotion to both local and international touriafter undertaking market research to
establish the tourist needs with a mean of 4.1288 establishment of relationship
marketing with a mean of 3.5375. It can be condiutttiat marketing strategy is used by
the tour operators to respond to changes in th&amaent and this will enable the

operators to know the tourist needs, come up witbcialized packages which they

advertise resulting in customer loyalty.

4.3.2 Change Management Strategy
The respondents were requested to indicate thatesxtenanaging change as a response

strategy to changes in external environment. Thelt®are shown in Table 4.4.

Table 4.4: Change Management Strategy

Managing change and changes in external environment Mean | Std. Deviation

The company link change management with operatiomahgg 4.0625 7719
and every aspect of the organization in relationdymamic
external environment

The company define and ingghent procedures and 4.125( .7188
technologies to deal with changes in the envirorinzard tq
profit from changing opportunities

The tour firm has established a structured methampolfon 3.750( 1.0645
responding to changes in the business environment

Change management in the company is ndisciplinary 3.6871 1.0144
touching all aspects of the organization
Total 3.906!

The findings in Table 4.4 indicate the extent ofnianging change by tour operators in
dealing with changes in the environment. The mostraonly used change management
strategy is defining and implementing procedured/@ntechnologies to deal with
changes in the environment and to profit from cl@ggpportunities, which has the
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highest mean of 4.1250. Linking change manageméhtaperational change and every
aspect of the organization in relation to dynamitemal environment is the second
strategy with a mean of mean 4.0625. The third n@md change management strategy is
establishing a structured methodology for respamdia changes in the business
environment with a mean of 3.7500. From the ang)ysican be concluded that the tour
operators manage change in their firms in orderegpond to the changes in the

environment especially in terms of technology/pthoes.

4.3.3 Information Communication Technology Strategy
The respondents were requested to indicate thentextewhich tour operators use

information communication technology to respond ttee changes in external

environment.

Table4.5: Information Communication Technology Strategy

Information communication technology and changes Std.
external environment Mean Deviation

The company uses latest technology to communicdteits 4.5625 .6291
clients
The company ensurebkadt all departments work depende 4.625( .7188

and effective communication is there to create yne

Automation in the company has led to a drastic oupmen 4.0625 .9979
in productivity and reduction in costs

The adoption of information technologlyas enabled tf 4.4375 1274
company to develop new products, services, prosesse
capabilities that give a business a strategic adganover th
competitive forces it faces in its industry

Technology adoption has allowed management 4.3125 .7041
communicate acompany’s mission, major goals ¢
objectives, and operational domain to its intearad externe
stakeholders

Overall mean 4.400

The results in Table 4.6 indicate the extent tocwhhe tour operators use information

communication technology to respond to changeshe @nvironment. The findings
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indicate that the strategy mostly used by the dpesavith a mean of 4.625 was all the
departments working dependently and creation of esgyn through effective
communication. Use of latest technology which hesuited in drastic improvement in
productivity and reduction in costs to communicatgh its clients was the second
strategy with a mean of 4.5625. The other strateggd was development of new
products, services, processes and capabilitiesgiliata business a strategic advantage
over the competitive forces it faces in its indystrith a mean of 4.4375. The results
further indicate that the use of information tedbogy allowed the management to
communicate a company’s mission, major goals anecties, and operational domain
to its internal and external stakeholders with amé.3125. The findings indicate that
the respondents respond to changes in the envimntin@ugh information technology
that has resulted in synergy among the departmesduced costs, effective

communication with clients and development of neadpcts.

4.3.4 Leadership and culture Strategy
The respondents were asked to indicate the exdemhich tour operators use leadership

and culture to respond to changes in the envirohmen
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Table 4.6: Responseto changesin external environment through of leader ship and
culture

Effect of leadership and culture on changes inrazie
environment Mean Std. Deviatior

The leadersp of the company shape the culture to fit v 4.250( .68313
opportunities and challenges that change afterwards

The company is structured in such a way that it respon 4.125( 1.08781
to competition pressures without delays or withimat many
bureaucracies and red tape

Company leadership nurture key themes or dominalutes 4.114¢ .9826
within  organizations that reinforce the competi
advantages they posses or seek, such as q
differentiation, cost and speed

The culture of the company I in being the best, off 4.375( .7188(
superior quality and service, importance of peoplg
individuals and a faith in their ability to make strong
contribution, importance of details of executiond
customers as being supreme

The top managers @t a climate for the organization : 4.1875 1.10868
their values influence the direction of the firm
Overall 4.210

The findings presented in Table 4.6 indicate tistridhution of responses on the extent to
which the tour operators use leadership and cultareespond to changes in the
environment. The findings indicate that majoritytloé operators uses culture that belief
in being the best, offer superior quality and ssgyvimportance of people as individuals
and a faith in their ability to make a strong cdmition, importance of details of

execution and customers as being supreme with an M&x¥50. The second strategy
mostly used by the operators was found to be Ishgethat shapes the culture to fit with
opportunities and challenges that change afterwaitls a mean 4.2500. The other
strategy used was with a mean of 4.1875 was thdetgers creating a climate for the
organization and their values influence the digectf the firm and ability to respond to

competition pressures without delays or without teany bureaucracies and red tape.

From the findings, it can be concluded that leddprand culture was used by the
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operators to respond to changes in the environanrahthis resulted in the use of culture
that fit with opportunities and challenges, andation of climate that influences the

direction of the firm and respond to the challengébout delays.

4.3.5 Effect of restructuring on changesin external environment

The respondents were requested to indicate thentesdewhich the tour operators use
restructuring to respond to changes in the enviemtnThe results are presented in Table
4.7.

Table 4.7: Effect of restructuring on changesin external environment

Effect of restructuring on changes in external Bsrvinent Mean Std. Deviation

The company employ extra staff during the peak®easc 3.5376 1.5275
layoff during the low season

The company outsource some services like transport 3.9375 9979
The company create value for auster by eliminatin 4.2283 1.087§

barriers that create distance between employees
customers using business process reengineering

The company has created a learning organizatioabta ! 4.125( .7188
continued regeneration from the variety of knowled
experieice and skills of individuals within a culture wh
encourages mutual questioning and challenge ara
shared purpose of vision

Overall mean 3.957]

The results indicate that the tour firms use restming as a response to changes in the
external environment. The results show that the tioons create value for customer by
eliminating barriers that create distance betweerpleyees "and customers using
business process reengineering (mean 4.2283)ecael@arning organization capable of
continued re-generation from the variety of knowled experience and skills of
individuals within a culture which encourages mugusestioning and challenge around a
shared purpose of vision (mean 4.1250), outsousogesservices like transport (mean

3.9375) and that the tour employ extra staff duthgypeak season and layoff during the
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low season (mean 3.5376). The overall mean waddftwiioe 3.9571, an indication that
restructuring was being used by the tour operatorsespond to the changes in the

environment.

4.4 Discussion
The business environment has become extremely ddivpeand complex. These

characteristics impose the need for satisfying rimss stakeholders within a global
market. Organizations must be flexible in order adapt to changes, to compete
effectively and thus prosper and grow. The studsidished that the marketing strategies
was being adopted by the operators and this resuiteanalyzing competitors’ costs,
prices before fixing prices of its products, undkiig market research to establish the
tourist needs, use of diversification and developmef new products, undertaking
aggressive advertisement and promotion to bothl lacd international tourists and
establishing relationship marketing. The resulte aonsistent with Kottler (2000)
findings that customers’ needs must be identified satisfied as these results into
customer loyalty which is a source of company gabdwll company departments’
work together to achieve the consumer’s interéstrésult is integrated marketing which
involves; the marketing function, where the varioomarketing functions such as
advertising, marketing research, sales and branciagt work together. They must be
well coordinated from the customer’s point of viamnd the country wide orientation

where marketing must be embraced by other depatémen

Successful adaptation to change is as crucial nveihi organization as it is in the natural
world. Organizations that have successfully manageahge have been able to link
strategic change with operational change and eagpgct of the organization in relation
to dynamic external environment. In most organ@aj operations are an internal
function that is buffered from the external funoBoby other organization functions.
Change and responses to change are ongoing prec€sgmnizational change enables
the organization to move from its current positaomd state towards some future position
as a way of increasing its overall effectivenesdlgHand Jones, 2001). Change is

inevitable and the manner in which organizatiorspoad to and manage change makes
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the difference between its survival and death.irgethe need for change and having the
resources ready for implementation is one thing the process of actually implementing

the change is another.

Pearce and Robison (2007) notes that implementafiorew strategy will be concerned
with adjustments in the structure, employees, systand style of doing things in order
to accommodate the perceived needs of the strat@gyanizational culture helps in
nurturing and dissemination of core values. The\stfiound out that the operators offer
superior quality and service, importance of peaeindividuals and a faith in their
ability to make a strong contribution, importandeletails of execution and customers as
being supreme, leadership shape the culture toitht opportunities and challenges that
change afterwards, top leaders creating a climatdhie organization and their values
influence the direction of the firm, ability to msnd to competition pressures without
delays or without too many bureaucracies and rpd &nd that the leadership of the
company was able to nurture key themes or domivaltes within organizations that
reinforce the competitive advantages they possegek, such as quality, differentiation
and cost. An important tool of total quality managst is bench marking whose
objective is to identify the best practices in perfing an activity to learn how to lower

costs, have fewer defects or other outcome linkazktellence are achieved.
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CHAPTER FIVE: SUMMARY, CONCLUSION AND
RECOMMENDATIONS

5.1 Introduction
This chapter gives the summary, conclusion andnmeeendations of the study. The

suggestion for further research was also highlghte

5.2 Summary
The findings show that the tour operators used etary strategies in order to respond to

changes in the external environment through customeeds identification and
satisfaction, offering competitive packages to timrists, analyzing competitors’ costs,
prices before fixing prices of its products, undkig market research to establish the
tourist needs, use of diversification and developmef new products, undertaking
aggressive advertisement and promotion to bothl lacd international tourists and
establishing relationship marketing. Change is irtgod to any organization that wishes
to succeed in today's competitive business enviemtmFor an organization, change
management means defining and implementing proesdamnd/or technologies to deal
with changes in the business environment and tht irom changing opportunities. This
change was achieved by the tour operators by ingriemprocedures and/or technologies
to deal with changes in the environment and toipifodbm changing opportunities,
linking change management with operational chamgeearery aspect of the organization
in relation to dynamic external environment, estlidhg a structured methodology for
responding to changes in the business environmeatchange management in the

company being multi-disciplinary, touching all asfgeof the organization.

The findings indicate that information communicatitechnology was used by the
operators to respond to changes in the environniéig.was achieved through ensuring
that all departments work dependently and effectemmunication is there to create
synergy, using latest technology to communicatd witents, developing new products,
services, processes and capabilities that givessnbéss a strategic advantage over the
competitive forces it faces in its industry, alloyi management to communicate a

company’s mission, major goals and objectives, aperational domain to its internal
32



and external stakeholders and that automation éndbmpany has led to a drastic
improvement in productivity and reduction in costfie leadership and culture in the
companies was indicated to have played a key no&suring that the operators respond
effectively to the challenges facing the indusfrize leadership and culture ensured that
the operators offer superior quality and serviggartance of people as individuals and a
faith in their ability to make a strong contributiamportance of details of execution and
customers as being supreme, leadership shape lioeecto fit with opportunities and
challenges that change afterwards, top leadersirnges climate for the organization and
their values influence the direction of the firmbjliy to respond to competition pressures
without delays or without too many bureaucracies @d tape and that the leadership of
the company was able to nurture key themes or damhwvalues within organizations that
reinforce the competitive advantages they possegeak, such as quality, differentiation,

cost and.

The study show that restructuring was used by ¢the operators to create value for
customer by eliminating barriers that create distalpetween employees "and customers
using business process reengineering, createrarlgasrganization capable of continued
re-generation from the variety of knowledge, exgeee and skills of individuals within a
culture which encourages mutual questioning andlesige around a shared purpose of
vision, outsource some services like transportthatithe tour employ extra staff during

the peak season and layoff during the low season.

5.3 Conclusion
An effective response by the company is foundedcontinuous response by the

company to the changing environment. The respomisgegies of a firm play an
important strategic role of creating value and iaverbusiness performance. As such the
competitive advantage of companies in today's eogngtems not from market position,
but from the strategies which they implement anal itaesponds to the challenges they
face. The generated value is the result of an azghaan's ability to manage its business
processes and, on the other hand, the effectiveands efficiency of performing

organizational processes based on organizationapetencies. Management of the
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company will enable an organization to grow andeligy the appropriate response
strategies. Therefore, the fact that organizatioespponses are based on the effective and
efficient management of strategic assets putstheheart of business performance and
value creation. However, there is need to undedstia® processes of creation of response
strategies to avoid a scenario where the strateglepted does not yield the intended

benefits to the organization.

An effective response by an organization to contipetiis founded on continuous
response by the organization to the changing enwiemt. These responses include the
adoption marketing strategies, change managemerfgrmation communication
technology, leadership and culture and restruajuys such the management of the tour
operators should continue marketing their prodsctghat they make it known to the
customers every time of the new development intdlae company which could be the
same products or superior than the competitorss the interaction of these different
types of resources that drives a firm’s competifdeantage and the catalytic effect on
the others and it is this cumulative catalytic iciphat makes an organization develop

sustainable competitive advantage.

5.4 Recommendation
This study makes several recommendations for patiglementation and also suggest

for further research.

5.4.1 Recommendation for Policy and Practice
First and foremost the study established thatdhe ¢perators use different strategies to

respond to the changes in the environment anddéciemmended that the management of
the companies should inculcate a practice of cantis review of the state of
competition in the tourism industry so that theyrdu react to the challenges brought
about by the existing or new competitors to avoahip situation which will lead to
adoption of strategies which will not enable therteompany to realize the desired
objectives.

Secondly the study established that the adoptidheostrategies enables the tour firms to
be competitive. Towards the achievement of this,oaganization should implement
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appropriate process of identifying and harnessingtegies in order to ably face the
challenges from the uncertain business environnfenpart of the organization strategy,
assessment of competitors should form an impodaetcise and the targets set should
bear in mind the capacity of the organization thieee the targets with the available
structures. At the same time, the process of hammgshe organizations strategies should
be backed by the support of the organizations temagement and the staff level of
awareness of strategies is critical to the sucoesaplementing the same strategies in an
organization. To improve on the competitivenestheftour companies, the management
of the companies should ensure that they involseeiiployees on every aspect they

intend to pursue in order to make them to feel phithe process.

Finally the study established that information camimation technology was being used
by the operators to respond to the changes inrttigomment and it is important for the
management of these organizations to increase ftinéormation communication
strategies by more automation in order to speedhapprocesses and also to be more
efficient in meeting the clients need. The studgpakcommends that the management of
these tour operators should be more careful dahagestructuring process especially by
explaining to all the employees on the overall gwddjectives that need to be achieved so
as to avoid anxiety There is need for the poli¢eede followed up once designed to

evaluate the acceptance and applicability at aélle

5.4.2 Suggestions for Further Resear ch
The study confined itself to the tour operators wperate in the tourism industry that is

affected by both internal and external factorssTlesearch therefore should be replicated
in other sectors to establish the response stesteglopted in those sectors. At the same
time more studies need to be done to establishiellationship between businesses the
response strategies and performance of the touatmps. This will go a long way in
ensuring that the strategies point towards the abvérm’s objective as well as the

performance of a firm.
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APPENDICES

Appendix |: Letter of Introduction

University of Nairobi

School of Business Studies

Dear Respondent,

| am a postgraduate student in the School of Bssistudies, University of Nairobi, conducting
a management research paper on strategic respoynsesr operators in Nairobi to the changes
in the external environment. In order to undertdieresearch, you have been selected to form
part of the study. This letter is therefore to ®egfuyour assistance giving me information to the
attached questionnaire. This information will beated with strict confidence and is purely for

academic purposes. A copy of the final report balavailed to you upon request.

Your assistance and co-operation in this exercidoerhighly appreciated.

Yours faithfully,

Ann Njeri Kigoro Dr. J.M Munyoki
MBA student Supervisor



APPENDIX Il: QUESTIONNAIRE

Please give answers in the spaces provided angvtick the box that matches your response to

the questions where applicable.
Section A: Demographic Characteristics of Respondents

1. Name of the tour operators company (Optional)...........c.ccccviiiiiiie i,

2. What is your highest level of education quadifion?

a) Post graduate level ()
b) University ()
c) Tertiary College |

d) Secondary ()

3. Length of continuous service with the tour comga

a) Less than five years ()
b) 5-10 years ()
c) Over 10 years ()
4. How long has your tour company been in opera&tion
a) Under 5 years () b) 6 — 10 years ()
c) 11 — 15 years () d) 16 — 20 gear ()
e) Over 25 years ()
5. How many employees are there in your tour company?
a) Less than 100 ()
b) 100 — 499 ()
c) Above 5000 ()

6. What is the ownership of the tour company?
a) Local ()
b) Foreign ()

c¢) Both local and foreign ()



Section B: Strategic Responses

7. To what extent do you agree with the followitatesment regarding responses by the tour firm
to changes in external environment? Use 1- Strodiglygree, 2-Disagree, 3-Moderately
agree, 4- Agree, 5- Strongly agree

Marketing 12| 3| 4/5

The company undertakes aggressive advertisemergrantbtion to
both local and international tourists

The company offers competitive packages to thagstsur

The company ensures that customer needs are iddrdiid satisfied as
these would result into customer loyalty

The company undertakes market research to estdbégiourist needs

The company has established relationship marketing

The company uses diversification and developmentuwf products

The company analyzes competitors’ costs, pricesrbdixing prices of
its products

Managing Change 12| 3| 4/5

The company link change management with operaticmahge and
every aspect of the organization in relation toaigic external
environment

The company define and implement procedures ameiibnologies to
deal with changes in the environment and to pfadih changing
opportunities

The tour firm has established a structured mettogofor responding to
changes in the business environment

Change management in the company is multi-dis@pjintouching all
aspects of the organization

Information Communication Technology 12| 3| 4|5

The company uses latest technology to communiceleits clients

The company ensures that all departments work digoely and
effective communication is there to create synergy




Automation in the company has led to a drastic owpment in
productivity and reduction in costs

The adoption of information technology has enalbfedcompany to
develop new products, services, processes anditapsalthat give a
business a strategic advantage over the compéiitiges it faces in its
industry

Technology adoption has allowed management to camnvate a
company’s mission, major goals and objectives, @oerational domai
to its internal and external stakeholders

N

L eadership and Culture

The leadership of the company shape the cultufiewoth opportunities
and challenges that change afterwards

The company is structured in such a way that itregpond to
competition pressures without delays or withoutrwmny bureaucracies
and red tape

Company leadership nurture key themes or dominaoes within
organizations that reinforce the competitive adagas they posses or
seek, such as quality, differentiation, cost areksp

The culture of the company belief in being the peffer superior quality
and service, importance of people as individuatsafaith in their
ability to make a strong contribution, importanéeletails of execution
and customers as being supreme

The top managers create a climate for the orgaarzand their values
influence the direction of the firm

Restructuring

The company employ extra staff during the peak@easd layoff
during the low season

The company outsource some services like transport

The company create value for customer by elimigatbarriers tha
create distance between employees ‘and customeng UWsiSiness
process reengineering

[

]

The company has created a learning organizatioabtaf continued
re-generation from the variety of knowledge, exgrece and skills of

individuals within a culture which encourages miity#estioning and
challenge around a shared purpose of vision.




8. Is there anything you would like to add as aggstjon or opinion that you feel was left out in
regard to your tour company response to changésianvironment? Please comment
DBIOWV . .. e

Thank You for Participating in This Study



