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ABSTRACT

In a business environment where competition isotigler of the day, business entities are
coming up with strategies that will give an edgesroeompetitors at a lower cost.
However, organizations today face major changes riieke strategy implementation
difficult and complex than in the past. Therefotdsi necessary that an organization
comes up with strategies that it can be able tdampnt and also avail resources that
will be able to implement the strategies effectivelhe study sought to establish the
strategy implementation practices at Institute di/&nced Technology as well as identify
the challenges that affect the implementation cdtsgies in the organization. A case
study research design was adopted whereby the rcbseainterviewed six senior
managers at IAT who were involved in the stratgmgmcess of the firm. The data was
collected through the use of the interview guidcs thias prepared to guide the researcher
on the challenges affecting strategy implementadiod the measures taken to overcome
the challenges. Analysis of the data was done usamgent analysis. The findings from
the study suggest that the IAT faces a number alleriges ranging from; slow decision
making process, inadequate resources, culturatfenémce in some instances, lack of
proactive leadership and non involvement of all thtakeholders in strategy
implementation. In addition, other challenges ideld employees not committing
themselves to support a new strategic plan fromsthet to its completion including
review and supporting its recommendation, changiegstrategy mid-stream to suit their
focus. The measures taken to overcome the chalemgéude training employees on
project evaluation and monitoring, involvement df the stakeholders in strategy
formulation and sourcing for additional fundingfiiealize on incomplete projects. Some
of the measures suggested included the need to Him organization culture to its
strategy, motivation of staff to enhance perfornearaccountability of the leaders, and
fast communication of the strategy and team work dentified as yet another measure
to be undertaken by the organization. The studiclodles that strategy implementation
at IAT was affected by the structure adopted, cealtucommunication, the top
management, rewards and the resources. The stcoiyingends that strategy formulation
and implementation process is very vital for thectioning of any organization and the
management of IAT should work to ensure that thalehges which were identified as
affecting strategy implementation are tackled ideorto ensure that the institution remain
competitive in the market.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

The guiding principles in any strategic managenpeatess, whether in the public or
private sector, is about understanding what chaageseeded, how to implement and
manage these changes, and how to create a roadmsystaining improvements that
lead to better performance (Gole, 2005). He asghds the difficulty in strategic
management is the challenge of laying a foundafitonsuccess in the future while
meeting today’s challenges. Strategic planningased on the premise that leaders and
managers of public and nonprofit organizations niesteffective strategists if their
organizations are to fulfill their missions, meleeit mandates, and satisfy constituents

in the years ahead (Bryson, 2004).

While current public policy models have certaintgred to reflect a shift away from

traditional thinking about organizational desigrd gublic management, a systematic
process for creating and sustaining improved peréoice that reflects changes in the
environment is clearly absent. The guiding prinespin any strategic management
process, is the understanding what changes aredeleow to implement and manage
these changes, and how to create a roadmap fa@irsagtimprovements that lead to
better performance (Morgan and Strong, 2003). Thfficdty in strategic

management is the challenge of laying a foundafiionsuccess in the future while



meeting today’s challenges. Organizations are dyriacomplex and are gradually
changing hence need for competitive strategies. ddew excellent the strategies
developed by organizations to counter the challerigéaces, the major hurdle for
success is the effective implementation. In fabe most elegantly conceived,
precisely articulated strategy is virtually wortkde unless it is implemented

successfully, (Sabatier and Weible, 2007).

Johnson and Scholes (2002) assert that the develdmnd implementation of strategies
by an organization or government to chart the fipath to be taken will enhance the
competitiveness of such firms operating in a coitigetenvironment. However, they
observe that many firms develop excellent stragedie counter and adapt to the
environmental challenges but suffer a weaknesshé ilmplementation of the same
strategies. Transforming strategies into actioa f&r more complex and difficult task.
Organizations seem to have problems in strategylemmgntation: such as weak
management roles in implementation, a lack of comigation, lacking a commitment
and misunderstanding of the strategy, unalignedarorgtional resources, poor
organizational structures and uncontrollable emritental factors (Beer and Eisenstat,
2000). Strategy implementation therefore focuseshendistinct relationship between
implementation and other various organizationainelets. The strategy implementation
process is identified by Sabatier and Weible (20@#8) a process being undertaken
through a systematic approach and provides a letkvden strategic consensus and

SUcCcess.



1.1.1 Concept of Strategy

A strategy is a long term plan of action desigreedc¢hieve a particular goal, most often
“winning" (Thompson et al, 2007). Strategy is diffetiated from tactics or immediate
actions with resources at hand by its nature afideitensively premeditated and often
practically rehearsed. According to Johnson and®sh(2002), strategy has to do with
how an organization matches its internal and eateznvironment and the management
process is concerned with how to maintain, stabitiz change that position. Mintzberg
and Quinn (1998) identify four interrelated defionts of strategy as a plan, perspective,
pattern and position. As a plan, it is some soxtarfsciously intended course of action, a
guideline to deal with a situation. As a pattermiegrates an organization’s major goals,
policies and actions sequences into a cohesiveewlstiategy as a position becomes a
mediating force or match between the organizatiand its external and internal
environments. Strategy as a position looks outSideorganization seeking to locate the

organization in the external environment and & icohesive position.

Johnson and Scholes (2000, p. 12) define strategith@ direction and scope of an
organization over long term, which achieves adwgmtor the organization through its
configuration of resources within a changing enwinent and to fulfill stakeholder

expectations”. He concludes that strategy can ba ss the matching of the resources
and activities of an organization to the environmen which it operates. This is

sometimes known as search for strategic fit. Thecept of strategy is therefore built
around winning. Strategy helps to achieve succdssther in business or otherwise,

success in this context refers to the realizatibolgectives that are desired. Effective
3



strategy is formulated around four factors. These the goals and objectives are simple,
consistent and relate to the long term, thereasopind understanding of the competitive
environment, there is an objective appraisal ofrsources available and that there is

effective implementation (H#t al., 2008).

1.1.2 Strategy | mplementation

Strategy implementation is the process of allogatiresources to support an
organization’s chosen strategies. This proceshkides the various includes various
management activities that are necessary to pategly in motion and institute strategic
controls that monitor progress and ultimately aehi®rganizational goals (Okumus,
2003). Strategy implementation is defined as "phecess used to implement specific
firm policies, programs, and action plans across dhganization™™ (Harrington, 2004,
p.321). Effective strategy implementation and execourelies on maintaining a balance
between preventing failures and promoting succéssllmneously. When there is a
proper alignment between strategy, administrativechmnisms and organizational
capabilities, it will be easier to implement anceeute the strategy and to achieve the

desired objectives (Okumus, 2003).

Lippitti (2007) observe that strategy may fail theeve expected results especially when
the strategy execution is flawed. The failure tee@ie is a major concern of executives
because it limits organizational growth, adaptib@ind competitiveness. Executives are
not judged by the brilliance of their strategy, toyt their ability to implement it. The

challenge is how to close the gap between straaegyactual results. Traditionally, it is



believed that strategy implantation and executisnldss glamorous than strategy
formulation, and that anyone can implement and @eea well-formulated strategy.
Therefore, implementation and execution has a#dhatuch less attention than strategy
formulation or strategic planning (Bigler, 2001). hil¢ strategy formation and
implementation are tightly integrated functionsragtgy implementation is the most
complicated and time-consuming part of strategioagament. It cuts across virtually all

facets of managing and needs to be initiated franynpoints inside the organization.

1.1.3 Challenges of Strategy | mplementation

Formulating appropriate strategy is not enoughr dftective strategy implementation,
the strategy must be supported by decisions reggrthe appropriate organization
structure, reward system, organizational cultuespurces and leadership. Just as the
strategy of the organization must be matched te@xternal environment, it must also fit
the multiple factors responsible for its implemeéiota (Bateman and Zeithaml, 1993). As
was further observed by David (2003), successfategy implementation must consider
issues central to its implementation which incluaatching organizational structure to
strategy, creating a supportive organizationaluraliamong other issues.Lippitti (2007)
observe that strategy may fail to achieve expeotsdlts especially when the strategy
execution is flawed. The failure to execute is gomaoncern of executives because it
limits organizational growth, adaptability and catipveness. Executives are not judged
by the brilliance of their strategy, but by thebilay to implement it. The challenge is
how to close the gap between strategy and actsaltse Lepsinger (2006) similarly hold

that true leaders have a clear vision and are 1€&f¥#mitted to pursuing it.



Organizations seem to have difficulties in impletiven their strategies, however.

Researchers have revealed a number of problentisategy implementation. The reasons
for this are varied, but most hinge on the fact #teategy implementation is resource
intensive and challenging (Gurowitz, 2007). None kbss strategic planning remains a
top priority among successful private universitlesed on the fundamental notion that an
effective strategy offers unique opportunities foarket differentiation and long-term

competitive advantage. Based on this, many publicausities are now asking which are
the best tools and methodologies to enable efiedivategy implementation (Beer and

Eisenstant, 2000).

Beer and Eisenstat (2000), there were six fundamheaasons why various strategies
developed by firms were not implemented effectivalrey identified that employees
saw the overall problem being rooted fundamentiallhe process of management issues
of leadership, teamwork and strategic direction moin the commitment of people and
their functional competencies. Poor quality vetticammunication not only hinders
strategy communication but also prevents discussibrthe barriers themselves. Sterling
(2003) identifies challenges to strategy implemeotaas: unanticipated market changes,
effective competitor response to strategy, insigfit resources, failures of buy-in,
understanding and communication by those who ggpaged to implement , strategy not

being timely and unique, lack of strategic focud poorly conceived strategies.



1.1.4 Technical Collegesin Kenya

Technical colleges in Kenya offer academic and wonal preparation of students for
jobs involving applied science and modern technpldgemphasizes the understanding
and practical application of basic principles aleace and mathematics, rather than the
attainment of proficiency in manual skills that psoperly the concern of vocational
education (education.go.ke). Technical educatiatha objective of preparing graduates
for occupations that are classed above the skitladts but below the scientific or
engineering professions. People so employed agedrely called technicians. Technical
education is distinct from professional educatiwhich places major emphasis upon the
theories, understanding, and principles of a widldytof subject matter designed to equip
the graduate to practice authoritatively in suaidB as science, engineering, law, or

medicine.

Technical occupations are vital in a wide rangdiaitls, including agriculture, business
administration, computers and data processing, adu; environmental and resource
management, graphic arts and industrial design, lewlth and medicine; technical
educational curricula are correspondingly speadliz over a broad range
(education.go.ke). Technical education is typicaltiered in post-high-school curricula
that are two years in length, are not designededa Ito a bachelor's degree, and are
offered in a wide variety of institutions, such t&shnical institutes, junior colleges,
vocational schools, and regular colleges and usities. The training industry is rapidly
growing and as a result, a number of technicaltuigins have started. Kenya has been

in a position to promote its Education, through vaeiety Technical colleges that carter



for the Kenyan students. Among the Colleges in kemglude Institute of Technology,
psychology, statistics, business among other fie@ismpetition is in the rise and all
these institutions are aligning their structuredtsat they can attain a competitive edge
and stand out in the competition. Training in Kengeacurrently undergoing changes.
There has been a call of urgency to expand thectagsafor technical colleges and
universities so as a great number of qualified estigl can be absorbed. Under the
training industry there include, Universities, Teal colleges, polytechnics, Secondary

and primary schools.

1.1.5 Institute of Advanced Technology in Kenya

The Institute of Advanced Technology (IAT) is anTICand business learning
organization in Kenya and the East African Regibnvas established in 1991 with its
major focus being on professional courses thatlerabficient use of ICT to the learner.
It has since switched its focus from End User aradeBsional courses to Career Training
and Education to individuals as well as Public Bnigate corporate organization seeking

to develop their personnel. It has also wideneddtgpe from ICT to business courses.

IAT seeks to achieve customer satisfaction andiwootsly expand its market share. It
does this by scanning the environment in ordentprove on its services and to fill the
gap in the industry by introducing new productsT Ikas grown and is well known in the
Kenyan ICT and Business job market for producinghhguality graduates who are

skilled and proficient in their areas of study.hds succeeded in conducting ICT and



Business courses in partnership with distinguishestnational and local partners which
include Maseno University, St' Paul's UniversityC@Gl Education (UK), the European
Business Competence License (EBCL), Internatiormh@uters Driving license ICDL

among others since 1991 and have gained valuapkierce in this area.

1.2 Research Problem

The organization’s strategic plan is expected toabguiding document for the
organization; however, poor implementation of thenpcan result in it becoming an
ineffective document (Pfeffer and Sutton, 2006)wlll not matter how good the
strategic plan is, what will be important is howttansform the documented strategy
to tangible results, a process which will involviéeetive implementation process.
Organizations are often unable to transform e)gstkmowledge into meaningful
action, which creates a gap in implementation. G20€5) assert that one of the main
causes that organizations cite for the knowing-gl@ap is that organizations come to
the belief that if they just talk about doing sohieg, this very action of discussion
will magically lead to execution. It therefore beges important that an organization
gives the implementation phase of its strategic@se due importance and allocate

adequate resources and time that will enable ieaelthe desired objectives.

The Institute of Advanced Studies is one of thenper ICT institutions in Kenya that
during its initials years has been able to opemdiras in major towns and partner
with local and international universities to offble same causes in the country. The

institution witnessed the impressive growth dueatloption and implementation of



effective strategies. However, in the last 5 yetlws,institution has faced high level of
competition from universities and other tertiaryl@ges that have emerged to offer the
same courses and programs has the one offeredstipi@ of advanced technology.
When the same problem is studied keenly, it is evidhat the institution has had
strategies to counter the challenges in the businesket. However, what has been
lacking is an effective implementation in the ingibn. There is need to ensure that
the strategies which they have put in place tofatg implemented so that they can
have a competitive advantage over other institstiobhis therefore calls for the
development of good strategies and appropriatadligement of the organizational
structure, systems, leadership behavior and huesource policies. It is on this basis
that the current study will wish to establish thmleenges facing implementation of

strategies at the Institute of advanced Technology.

Recent local studies undertaken on the challenfjssaiegy implementation include;
Moeva (2007) researched the challenges facing mmgi¢ation of strategy for
revitalizing agriculture at the Ministry of Agridulre and found out that the major
challenges that affected the implementation otegpafor revitalizing agriculture was
lack of awareness and ownership of the strategytH®y various stakeholders,
performance management especially at district amdigional level and resource
mobilization. Nyangweso (2009) on the strategy enpntation challenges at
Cooperative bank who found out that in the cas€mbp bank just like in any other
player in the banking industry, implementation wategies should be fast, consistent

and should be adaptable on many fronts simultamgdkigrop (2009) researched on

10



challenges of strategy implementation at the Katldlife service and identified that
a firm should focus on formal organizational stames and control mechanisms of
employees while implementing its strategy. Akwa@1(0) carried out a research on
challenges of strategy implementation at the Migistf co-operative Development
and marketing and his studies revealed that; orgfon culture, human resource
policies, financial resources policies and procedurinformation and operating
systems and performance incentives were all impewalisnto strategy implementation.
The challenges faced by the educational institstioould be different with other
organizations and therefore this study seeks tabksh the challenges of strategy
implementation at the Institute of Advanced Tecbgygl This problem statement
leads to the following question: what are the @rales of strategy implementation at

the Institute of Advanced Technology?

1.3Resear ch Objectives

1) To establish the strategy implementation practegaployed at the Institute of

Advanced Technology

2) To establish the challenges of strategy implemgmtatt the Institute of

Advanced Technology

1.4 Value of the Study

The study will aid various stakeholders in therdgoy as follows;

The study will be of value to Institute of Advanc&dchnology since it will help them

understand the factors that affect the implemesmadf its strategies and thus put in place

11



mechanisms that will ensure that its strategiesimmemented. In addition, the study
will be an invaluable source of material and infation to other technological

institutions operating in the country since theyl wnderstand the challenges affecting
implementation of strategies in the education seata thus come up with ways of
ensuring that its strategies are fully implemengedthat they can compete effectively
with other firms. Public and private institutiomsthe country will obtain details on how
they can be able to effectively implement theiratggies in the face of numerous

challenges facing them in the professional anaitngiinstitutions in Kenya.

The government and regulators of the fund will dlad invaluable information in how
good strategies can be adopted and as a resduiih pléice policies that will guide and
encourage other organizations within and withoatgbvernment sector in implementing
their strategies. The policy makers will obtain Whedge of the professional and training
institutions and the appropriate factors that afiegplementation of strategies in the
industry; they will therefore obtain guidance frahs study in designing appropriate
policies that will regulate the sector. Future dal®may use the results of this study as a
source of reference. For academicians, this stadyd the foundation upon which other

related and replicated studies can be based on.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter will review the theoretical underpimmihe study, strategy implementation

and strategy implementation challenges.

2.2 Theoretical underpinning the study

The institutional theory recognizes the embedmehtinstitutional actors in an
environment of formal and informal rules. Instiartal theorists suggest that
organizational actions and processes are drivethéyy actors in order to justify and
plausibly explain their actions. According to tperspective, strategy implementation are
rationally accounted for by organizational actonsl @ooted in the normative and social
context that motivates actors to seek legitimaclhvéD et al., 2007). Through various
cognitive, normative and regulative forces orgatnres adopt a standardized set of
practices (Scott, 2001). In other words, an orgation is composed of three pillars: the
cultural-cognitive, normative, and regulative elesethat together with associated
activities and resources provide stability to sbtifa. Companies try to fit in with the
norm by adopting strategy implementation that \@wbd them as part of the
organizational field. In essence, traditional iional theory believes that
organizational fields become structured by powarffiuences among organizations. The
adoption of a system such as strategy implementaibighly dependent on the extent to

which it is institutionalized by legitimacy. Legitacy concerns lead organizations to
13



adopt practices that “conform to the mandate ofitiséitutional environment” (Kraatz

and Zajac, 2006).

The resource-based view of a firm has experienaeghid diffusion throughout strategic
management literature (Priem and Butler, 2001)mBiraim must be to achieve
competitive advantage over its competitors, whithideally derives from valuable
resources that are superior in use, hard to im#ait difficult to substitute. Barney
(1991) posits that resources can be classified ihtee categories: physical capital
resources such as plant and equipment, human Icapgaurces such as training
relationships and experience, and organizatior@talaesources, for example, reporting
structure, formal/informal planning and controllirkgpr firm resources to be the source of
a sustained competitive advantage, they must passvaluable, rare, imperfectly
imitable, (non-)substitutable) test (Barney 199égsources can occur in different forms
such as patents, relationships or processes. B&tA8y) further argues that the contrary
is applicable for strategic implementation. Theatggy implementation can be
characterized as a functional competence in thatedls with distributing a firm’s
resources to fit the strategic alignment of themfirStrategic initiatives need to be

distributed and executed as dictated by the siafggn.

2.3 Strategy Implementation

Implementation of strategy is initiated in threetemelated stages which include
identification of measurable, mutually determinethw@al objectives, development of

specific functional strategies and communication puflicies to guide decisions.

14



Implementing strategies successfully is about magchhe planned and the realizing
strategies, which together aim at reaching therorgéional vision. The components of
strategy implementation — communication, intergreta adoption and action are not
necessarily successive and they cannot be det&cmdne another. Successful strategy
implementation will yield the following benefits B organization: proper utilization of

resources with financial and human and thus enhaagganizational growth,

development of efficient systems that will enhawoerdination that would guarantee
achievement of organizations goal and set targetseased organizational impact due to
improved organizational performance and sustaircatmpetitiveness, the organization
will be able to have a clear focus and directioritengrowth path and in the process

attract competent and resourceful human resourse (Pearce and Robinson, 2007).

Pearce and Robinson (2007) argue that, to ensaoessiof the strategy implementation,
the strategy must be translated into carefully enpnted action this is because the firm
strategy is implemented in a changing environmet therefore the need for strategic
control during the implementation. Implementingatggy is difficult and without proper
implementation, no business strategy can succesglementation of strategy calls for
alteration of existing procedures and policies. fmost organizations, strategy
implementation requires shift in responsibility rfrostrategists to divisional and
functional managers (Kazmi, 2002). It is therefionportant to ensure that there is a shift
in responsibility to ensure successful implemeatatiThe implementers of strategy
should therefore be fully involved in strategy fadation so that they can own the

process. Strategy implementation focuses on theincls relationship between

15



implementation and other various organizationaielets. The implementation process is
identified as being undertaken through a systemagpigroach which provides a link
between strategic consensus and implementatiorssic(Sabatier and Weible, 2007).
While there is no "one-size fits-all* approach tagegy implementation management for
all organizations, Sabatier and Weible, (2007) tpdisat there are three basic and
irrefutable strategy implementation practices fdr kinds of firms. The strategy
implementation practices include business integmnatiuser adoption and technical
implementation. However, successful implementatibistrategies, they suggest that a
holistic viewpoint and comprehensive strategy ageded for high impact results and

long term success.

Under the business integration stage, this stegbles an organization to rethink how it
operates its business and can enhance the valu€. df involves the organization
listening to their stakeholders and work with theamdentify new ways of solving key
business problems and managing their processesn{Ka002). For example, how the
business collaborates internally or with customafiter implementation can be much
different than before when the communication mo@es also different. An organization
should foster the concept of the integration assness tool that is central to the support
and growth of the organization's business planntlieation of a clear, multi-party
governance structure to manage the effort throwegigd, implementation, and ongoing
improvements will also be needed. At a minimum, ¢ihganization should identify an
executive champion, steering group, and workingugraomprising business and

technical members (David, 1997). An organizatiooutth sell the idea at every meeting,
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and at every opportunity. A strategy implementaoocess can take awhile before one
really get traction and there is therefore neethéoword out and focus on the benefits-

solving stakeholders' most pressing business prable

According to Grundy (2004), many organizationststyees get sidetracked by focusing
too many resources on branding, color schemesthandike. Instead, he suggests that
there is need to amortize the traditional look dedl investment by continuously
engaging users throughout production to enhancereeface as they become more
adept with the solution. The strategy adopted shdnd a reflection of organizations
customer needs (internal or external) and not &ugcof the operating model. An
organization should carefully segment ones userap tihem to the organization's
portfolio of services and products, and designaapct to support these relationships. A
cross-cutting enterprise taxonomy and informatiochiéecture that is independent of
organizational boundaries can act as a driver ahgé to support where the business is
headed, not how it currently operates (Chapman4R20Dommunications and change
management activities are vital. A lack of commatians planning and change
management activities (e.g., process redesigminiggietc.) can ruin a technically sound
implementation. Remember, if no one uses the swiugifter it is deployed, you have

failed.

A strategy implementation practice is aimed at roing the impact of the process.
Under this process, an organization is needed irifmwe requirements and deploy

functionality in phases.
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Cummings and Worley (2005) observe that an org#nizashould not try to build
everything at once. Instead, they need to deveiepsblution using a phased approach
that is driven by the demands of the business andhe supply of the organization.
Integration with existing tools may fulfill manyqgairements and combination with other
technologies and commercial may be the best optietead of building functionality

from scratch.

2.4 Challenges of Strategy |mplementation

Formulating appropriate strategy is not enoughr d¥tective strategy implementation,
the strategy must be supported by decisions raggrthe appropriate organization
structure, reward system, organizational cultuesources and leadership. Just as the
strategy of the organization must be matched te#ternal environment, it must also fit

the multiple factors responsible for its impleméiota (David, 1997).

2.4.1 Top Management Commitment

Leadership is the key to effective strategy impletaton. The role of the chief executive

officer is fundamental because a chief executiicaf is seen as a catalyst closely
associated with and ultimately is accountable Fa&r $uccess of a strategy. The chief
executive officer actions and the perceived seriess to a chosen strategy will influence
subordinate managers’ commitment to implementafiére personal goals and values of
a chief executive officer strongly influence a fgnmission, strategy and key long term

objectives. The right managers must also be in rigbt positions for effective

implementation of a new strategy (Jones and H887). Top management goodwill and
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ownership to drive the process is also criticaktfective implementation of strategy.
According to Grundy (2004), an organization showachong others have the top
management be committed to the strategic diredtienfirm is taking. To this end, he
argues, the managers will willingly give their egyerand loyalty to the implementation
process. In addition the senior managers shoulddaathe notion that the lower level
managers have the same perception of strategytandderlying rationale and urgency.
They must not spare any effort in persuading threroemployees in adoption of their

ideas.

Implementing a new strategy also requires leadelmave adept managerial relationship.
This is important because business leaders anduies must be at the forefront of
overcoming disagreements and pockets of doubt. Thest also lead their people in
building a consensus on how to proceed with theowuarinitiatives included in the

strategy being implemented. Strategy implementateeders must also secure the
commitment and cooperation of all concerned pattieget all the implementation pieces
in place. The management of the organization pesvidirection to workers as they
pursue a common mission in implementing strate¢&@sapman, 2004). The leaders
influence their relationship with their followens the attempt of achieving their mission.
Effective leadership is very crucial during strategxecution and can be achieved
through participation by all groups and individuaksptured in strategic plan through
freedom of choice of leaders by team members. Hads to rational leadership styles
for those with good leadership qualities and gigaifons (Chapman, 2004). A good

strategic leader operates without bias, be visignself-confident, has empathy and
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respect to others and is experienced. Strategyemmgmtation calls for efficient and
effective leaders to guide the rest of the empleyheough the strategic plan with a lot of

ease and provide solutions and explanations tean@sues (Chapman, 2004).

Top managers must demonstrate their willingnesgive energy and loyalty to the
implementation process. This commitment becometjeasame time, a positive signal
for all the affected organizational members. To csssfully improve the overall
probability that the strategy is implemented asnded, senior executives must abandon
the notion that lower-level managers have the spemeeptions of the strategy and its
implementation, of its underlying rationale, and irgency (Cummings and Worley,
2005).Instead, they must believe the exact oppesitespare no effort to persuade the
employees of their ideas. By changing the way thésw and practice strategy
implementation, senior executives can effectivetgnsform change barriers into
gateways for a successful execution. Change is phrthe daily life within an
organization. The ability to manage change has shttwbe a core competency for
corporations. A great challenge within strategy lenpentation is to deal with potential

barriers of the affected managers.

2.4.2 Organizational Culture

Culture is a set of assumptions that members afrganization share in common (shared
beliefs and values). Organizational culture hetpsurturing and dissemination of core
values. Implementation of new strategy will be @med with adjustments in the
structure, employees, systems and style of doimggshin order to accommodate the

perceived needs of the strategy (Pearce and RqQi#807).Culture 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 patternsbehaviour over time. This means
organizational culture is fairly stable and does cltange fast. It sets the tone for the
company and establishes rules on how people shalldve. The top managers create a

climate for the organizations and their valuesuefice the direction of the firm.

Johnson and Scholes (2002) note that culture isremgth that can hinder strategy
implementation when important shared beliefs arldesinterfere with the needs of the
business, its strategy and the people working encittmpany’s behalf. A company’s
culture also prevents a company from meeting comneetthreats or adapting to
changing economic and social environments that\asteategy is designed to overcome.
Social processes can also create rigidities if egarozation needs to change their

strategy. Resistance to change may be “legitimizgdthe cultural norms.

2.4.3 Organizational Structure

Successful strategy implementation depends to ge laxtent on the organizations
structure because it is the structure that idestikey activities within the organization
and the manner in which they will be coordinatedathieve the strategy formulated.
Structure also influences how objectives and pediavill be established, how resources
will be allocated and the synergy across the depants. It is necessary for an
organization to rationalize its operational/managenstructures so as to streamline it to
be effective in strategy execution. This would udg transfers, mergers, and creation of
new departments and divisions for effective managgmThe organization structure

therefore should fit with the intended strategiisr{baum, 2000).
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Organizations should be structured in such a watitltan respond to pressure to change
from the environment and pursue any appropriateodppities which are spotted.
Thompson and Strickland (2003) notes that strategylementation involves working
with and through other people and institutions ledirege. It is important therefore that in
designing the structure and making it operatioRaly aspects such as empowerment,
employee motivation and reward should be consideBtdtegies are formulated and
implemented by managers operating within the carstructure. The structure of an
organization is designed to breakdown how work ibé carried out in business units and
functional departments. People work within thesésgbns and units and their actions

take place within a defined framework of objectivalsins, and policies.

2.4.4 Communication and Strategy | mplementation

Guffey and Nienhaus (2002) found a strong link l@stw organizational commitment
(strong belief in the organization’s goals and ealuwillingness to exert effort on behalf
of the organization, and strong desire to maintagmbership in the organization) and
employees’ support of the organization’s strategen. Effective communication of the
strategy and its underlying rationale are alsoicaliy important particularly w hen
reaching out beyond the group directly involvedhea development of the strategic plan.
It is essential both during and after an organizeti change to communicate information
about organizational developments to all levels ithmely fashion. The way in which a
change is presented to employees is of great méki¢o their acceptance of it. To deal
with this critical situation, an integrated comnzations plan must be developed. Such a

plan is an effective vehicle for focusing the enyeles’ attention on the value of the
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selected strategy to be implemented. Therefore,naamcation plans will provide the
appropriate information to market the strategy enpéntation effectively in order to

create and maintain acceptance.

Communication down the organization or across aiffefunctions becomes a challenge.
Making sure that processes throughout the orgaaizatipport strategy execution efforts
can be problematical in a large organization. lngkstrategic objectives with the day to
day objectives at different organizational leveis éocations becomes a challenging task.
The larger he numbers of people involved, the greidite challenge to execute strategy
effectively (McCracken, 2002). Birnbaum (2000) icates that strategy implementation
requires the transfer of information from one parsmanother through specific channels.
Communication allows sharing of ideas, facts, apisi and emotions and above all
provides feedback. In organizational strategy immaetation, information flows in all

directions; downwards, upwards and literally (Chapm2004). The employees freely
communicate their ideas, suggestions, commentsamgplaints to the management on
strategic objectives. These can be done througéreigprs, joint consultative committee,

suggestion schemes, trade unions or grapevine. rbegaal communication is

encouraged through inter-departmental meetingsnutiees and personal consultations.
The management of the organization therefore thafdkait the communication needs that

to be articulated during strategy implementation.

2.4.5 Resour ce Allocation

Resource allocation is a central management actilvdt allows for strategy execution.

Strategic management enables resources to be talfocaccording to priorities
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established by annual objectives. Organizations beagaptured by their resource legacy
or assumptions people make about what resourceit@soreally matter (Johnson and
Scholes, 2002). The causes of breakdown in siyait@glementation relate to the
capabilities, processes and activities that ardetkéo bring the strategy to life. Effective
resource allocation calls for unique, creative Iskihcluding leadership, precision,
attention to detail, breaking down complexity ird@gestible tasks and activities and
communicating in clear and concise ways throughbet organization and to all its
stakeholders. Successful strategy implementatioduis to the design, development,
acquisition, and implementation of resources thavige what is needed to give effect to

the institution’s new strategies (Judson, 1991).

The organization need to have sufficient funds ambugh time to support the
implementation process. True costs include realisthe commitment from staff to
achieve a goal, a clear identification of expersgsociated with a tactic, or unexpected
cost overruns by vendors (Olsen, 2005). Resoutoeadion is important and equitable
resource allocation and sharing is an importantvigcthat enhances strategy execution.
The budgetary resources should be marched withrohegatal operations. Effective
implementation of any organization’s strategic ptiepends on rational and equitable
resource allocation across the organization. Prioples should be developed between the
strategic plan and operational activity at depant@devels in order to necessitate proper
implementation of strategies (Birnbaum, 2000). Res® allocation helps strategic
managers to coordinate operations and facilitabesral of performance. It is important

to have a budget for the whole organization or -
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2.4.6 Reward and Sanctions Systems

The execution of a strategy depends on individuaiivers of organization especially
key managers. Motivating and rewarding good peréorce for individuals and units are
key success factors in effective strategy implewrt#n. According to Cummings and
Worley (2005), organizational rewards are poweinfigentives for improving employee
and work group performance. It can also producé lhegels of employee satisfaction.
Reward systems interventions are used to elicit ammintain desired levels of

performance.

Reward system should align the actions and objestf individuals with objectives and
needs of the firm’s strategy. Financial incentiae important reward mechanisms
because they encourage managerial success wheratbeyirectly linked to specific
activities and results. Intrinsic non-financialveeds such as flexibility and autonomy in
the job are important managerial motivators. Negasianctions such as withholding of
financial and intrinsic rewards for poor performanare necessary to encourage
managers’ efforts (Pearce and Robinson, 2007). igog to Thompsort al.,(2007) the
specific objectives of rewards and punishment afferdnt. Rewards are in principle
intended to encourage the type of behaviour whieltgrles them, while punishment are
intended to prevent a repetition of previous bebtaviFor the management, the criterion
of success for reward policies is that they mo&wamployees to commit high levels of
physical or mental effort towards performing regdirtasks well. Further, Tigeb al.,
(2004), observe that rewards should increase edigiability of employees behaviour so

that they can be depended upon to carry out tHedrgquested of them consistently and
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to reasonable standards, like opportunities foragigg or even promotion will tend to
increase the predictability among employees whaehsme ambition if it is apparent

that certain types of behaviour enhance the prosgeareer development.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter introduces the design of the researuh the data collection and data

analysis technique.

3.2 Research Design

The research design was a case study. A case sty in-depth investigation of an
individual, institution or phenomenon. Case stu@diksw a researcher to collect in-depth
information, more depth than in cross-sectionaldiss with the intention of
understanding situations or phenomenon. It alspshiel reveal the multiplicity of factors,
which have interacted to produce the unique charamf the entity that is subject of
study. The study was used to identify the strat@gplementation practices and
challenges at the Institute of Advanced Technoldthe reason for this choice is based
on the knowledge that case studies are the mosbygte for examining the processes
by which events unfold, as well as exploring causktionships and also they provide a

holistic understanding of the phenomena.

3.3 Data Collection

The study used primary data which was collectedguan interview guide. An interview
guide is a set of questions that the interview&s aghen interviewing. The respondents
to be interviewed were six top managers in charfelanning, corporate, human

resource management and business development. Ereseonsidered to be key

27



informants for this research. The interviews weamisstructured so that some questions
can be omitted or added if some new and usefutnmétion come up through the whole

procedure, which will be face to face interviews.

3.4 Data Analysis

The data obtained from the interview guide wasyaeal using content analysis. Content
analysis is the systematic qualitative descriptaérthe composition of the objects or
materials of the study (Hsieh and Shannon, 20@5hvblves observation and detailed

description of objects, items or things that cosgthe object of study.

Content analysis, as a class of methods at thesedgon of the qualitative and
guantitative traditions, is used for rigorous exatmn of many important but difficult-to-
study issues of interest to management resear@@arkey, 2003). This approach is more
appropriate for the study because it allows fopgdesense, detailed accounts in changing
conditions. Thus the qualitative method is suitdblethis research because this research

was conducted within the environment where the @m@ntation initiatives occurred.
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CHAPTER FOUR

DATA ANALY SIS, RESULTSAND DISCUSSION

4.1 Introduction
The research objective was to establish the syataglementation practices employed

at the Institute of Advanced Technology and als@al#ish the challenges of strategy
implementation at the Institute of Advanced Tecbggl This chapter presents the

analysis and findings with regard to the objectivd discussion of the same.

4.2 Demogr aphic Data

The respondents comprised the middle and the to@agement of Institute of Advanced

Technology. In total, the researcher interviewedrespondents out of the eight that had
been intended to be interview in the research dedigio of the respondents were not
available during the interview. Despite a new empéhaving been recruited to hold the
position, the researcher felt that she had not aikng enough in the organization to
provide adequate information for the attainmenthef organizations objectives. As a
result the response rate was around 75% and theiew was made possible because all
the respondents interviewed had worked in thepeesve positions for at least 4 years
within IAT and other training institutions. All thespondents held managerial position in
the institution and therefore considered to be nvarsed with the subject matter of the

study.

Academically, the respondents had all attained arsity education with three of them

having undertaken a master’'s degree in their réispetields. In addition two of the
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interviewees had risen through the ranks in thditut®n to occupy the present
management position over 25 years of employment tiael worked. With their solid
academic and work life background in the affairstted organisation, the respondents
were found to be knowledgeable on the subject mattthe research and thus capable to

help in the realization of the research objective.

4.3 Strategy | mplementation at |AT

This section of the interview guide sought to elsalfrom the respondents whether they
understand the strategic process at the IAT. Thiosecovered question on the strategic
process period, persons involved in the organimatiostrategic process and staff

involvement in the strategic process.

On the question of whether the respondents wereeagfahe organizations strategic, all
the respondents answered to the affirmative anidatet that the organizations strategic
plans cover a five year period. The uniform ansviems the respondents indicated that
all of them understand the organizations stratpipn as to the period it covers. The
officers involved in the strategic process wereathe. The respondents indicated that the
Chief Accountant, Human resource manager and theagmag director are the key
persons involved in the development of the strategiSectional heads as well as staff
from the five campuses spread in Mombasa, KisunygriNEldoret and Kakamega were
are involved in the strategy development and implatation. In particular, the
involvement of section heads — the smallest unibrgfanizations management- in the
strategic process ensured that the views of all dte&#f are incorporated in the

organizations overall strategies.
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The strategy implementation process of organizatishould be a whole involving
process where all important stakeholders are ieOne of these important internal
stakeholders is organizational employees becawsedte the ones who are tasked with
the actual duty of implementing the strategies. IAT, it was found out that the
organization appreciates the role played by emggyi@ process of developing and
eventually implementing the strategy. The orgamrat employees are involved during
the preparation of the work plans, budgets andhggpterformance targets and then later
on during performance of their duties to achiewe gbt targets. They argued that since
the staff is involved in the strategy developmehtge, there will be less level of
resistance during the implementation period ans will therefore increase the rate of
success. IAT being an IT based firm, the role ddnmation technology in the strategic
process was highlighted as contributing greatlythe strategic process. Many of the
strategy development process is carried out throkghT interface and it is only during
the plan moderation phase that the various sedtiesds meet together under the

direction of the manager business development tlapat.

The strategy implementation phase in the orgamimatequires that individual section
heads in consultation with all the staff in the tgets monitors the activities being
undertaken on weekly basis to establish whetherdbelts are in line with the budget
expectation. come up with their task that are acbke as well as measurable. This
process will facilitate detection of any variancedaany unfavorable variance is

investigated with the aim of remedying it. The ¢ostenue and trainee enrolment forms

31



some of the key parameters that is investigatedwiat factors is considered to affect
the success or failure of the strategic implementah the organization, the respondents
pointed that enhanced communication, prudent atibn of the available resources,
committed staff, teamwork and partnerships, tramspsy and accountability, and
commitment to meeting deadlines/timelines are sofke key factors that influence the
organizations success. The respondents also apg@dhat the top leadership of the
organization affect the strategy implementationcpss. They pointed that leadership of
the firm should support the process through dingcboth human and material support
towards the strategy implementation process. Tageleship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken. It was appreciated that the majorityhef organizations strategies requires
collaboration with other government agencies antermational partners who are
concerned with administering examinations, coureatent and other support. The
respondents pointed that in dealing with theserpatestakeholders, the leadership of the

organization are the ones to perform this task.

4.4 Challenges of Strategy | mplementation Processat |AT

The objective of the study was to establish thdlehges facing strategy implementation
at the Institute of Advanced Technology. It was axpded by the respondents that the
development of an organizations strategy is notughoif the same cannot be
implemented and it is therefore necessary thatrganization employs an appropriate
implementation strategy to actualize the plan. Hewein many organizations, the

implementation phase is faced by a number of angdls. The challenges faced by the
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organization in implementing its strategies wereegarized into; commitment of the top
management to the strategies, organizational @jltstructure, management, resources

and capacity.

4.4.1 Top Management Commitment

The researcher sought to identify from the respotdi¢ leadership was a challenge that
affects the process of strategy implementationhm @rganization. To this extent the
respondents pointed out that indeed the manageatetAT was a challenge in the

effective implementation of strategies in the oigaton. They supported this by

pointing out the various kinds of challenges fabgdhe organization that resulted from
the leadership side of the organization. Firstidiig and bureaucracy together with the
failure to embrace new ideas and innovational teldgy in business was noted as a
challenge. An example was given whereby the institotroduced degree programs in
computer science and business courses. Howeveg gbthe managers did not embrace

the strategy fully and this diversification stratdtas not successfully picked up.

In addition, differences in opinion, forced rembwd project leadership, disputes in
project leadership selection were pointed out dgators of the existence of leadership
and management problems in the implementation efsthategies at IAT. Management
resistance to change and new ideas, lack of visjolemdership together with poor
leadership skills and knowledge are still additloclaallenges facing the organisation.
Some of these leadership skills were found to keetdwa lack of proper training and this

could be remedied through the process of trainfribase in the management positions.
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The respondents were in agreement on the measubestaken in overcoming some of
the leadership and management challenges in ttemiaajion. They noted that some of
these challenges are as a result of poor commuoncaiverworking of some workers

due to disproportionate allocation of work. It weasommended a number of ways of
addressing these challenges, among them engaginm@rhuesource specialists and
business units in harmonizing all roles in the @cocommittees, communication of roles
and responsibilities at an early state and invobminof middle line managers at the early
stages of strategy development because eventhalwill be the ones to implement the
same projects. The management of the organizatias &lso pointed out to cause
ineffective implementation of strategies due to @mm of improper communication

channels in the institution. In some cases, it Yoamd that the use of paper works in
communication slowed down the phase of communicadioe to the resultant time lag

especially in the organizations units that are thaseside the headquarters in Nairobi.

The employee morale and motivation was also naidaetlow due to the organizations
leadership not coming up with an appropriate rewsystem to boast the employees’
motivation. It was also highlighted that the topdership has not been keen in cutting
deals at the corporate level. Instead, the respusd®ted that cases have been noted
where the top management have delegated suchtiastito junior officers who in turn
have ended up not being successful in lobbyingteh projects because of the nature of

complexity involved.
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4.4.2 Organizational Culture

On the question posed to the respondents on whttberfelt the organization and the
management culture established affected the syratggementation at IAT. It was noted
that the organization staff attitude was not ind&n with present day market conditions
where ones opportunities are identified, there eednfor a fast decision making to
capture the same, otherwise the opportunity wilchptured by other competitors. The
institution has been associating high prices taesgnt high quality which with the
increase in the number of colleges offering simeoducts might not necessarily be the
case. The institution was found to have maintaitiexl high pricing strategy and not
being flexible enough to embrace market demands diiture negatively affected the
institution in terms of student enrolment. The spaé which decision making is made
was found to be slow in the organization and teicempounded due to the vertical
organizational structure that exists presentlyhi@ organization. There has been also a
high staff turnover in the recent past especialbyrf staff who is handling several of the
firm’'s projects that are being carried out. It whasrefore appreciated that such staff
turnover results to the rate at which the projacescompleted to lag which consequently

results to lost opportunities.

A number of senior staff members have been knowdoiog things in a certain way and
whenever new changes are introduced or changerategy is required to capture a
certain opportunity or counter a given threat, laene group will be slow in decision

making which in turn will lead to the loss of oppoiity. This view is found to be in
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tandem with that made by Pearce and Robinson (2@0én they noted that since
implementation of strategies will affect in someses the “way things are done in the
organization’, then the employees in the establestitmvill tend to resist such changes.
Thus the implementation strategy should be concdewith the necessary adjustment in

order to accommodate the perceived needs of thegir.

The researcher also wished to get from the respdsdeow they overcame the
challenges posed by the values and beliefs sharédaeb AT employees and community
at large and still ensure the maintenance of tharozation culture. Towards this end, the
respondents indicate that the involvement of theraployees in strategy implementation
and incorporating their views together with effeetcommunication of the benefits to be
derived from the implementation of various straéegwas an important step. It is
observed that changes in culture be made gradsialkkg changes to how people operate
need not be drastic and if made so, the resistevet will be high. This point was in
tandem with that of Ohmae (2003) in which he ndted organizational culture is fairly
stable and does change fast and consequently ngicltathe same, the changes should

be gradual.

4.4.3 Organizational Structure

The nature of the organizations structure affetts level of communication and
implementation of the strategies. The respondeigislighted in the case of IAT, the
organization structure is vertical meaning thatases where the communication need to
be hastened, it becomes slowed down due to the mhacigion makers involved. The

respondents on whether the organization structwts as a hindrance to the
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implementation process was varied. Some of theorefgnts pointed that in some cases
the organization structure has remained statice@ustof evolving with the market
demands. They noted that when the company needgftetonew products, there is need
for the structure to be realigned to capture eiffett the opportunities arising in the
market. An example they gave was when the orgaaizaentified computer application
training market in the government and though th& Kot the contract, they did not
delink this opportunity from the normal training pdgtment and with the increased
workload, it became a challenge to effectively oftee service and this lead to
unsatisfactory project results. There was needstabéish a dedicated staff that will
handle the task without combining with other norrteedk. Another instance cited was
when the institution collaborated with Maseno andPauls Universities to offer degree
courses. IAT was found not to have adjusted thewctire to easily counter the
challenges that come with this collaboration. Thas made it difficult for the institution

to compete with other universities.

The vertical organization structure that existspragly was noted to be the same one that
was put in place when the organization was forrméere is need to change it to reflect
the present operating environment in which theestalders require prompt guidance and
decisions from the management of the institutioth @hich can only be achieved with a
much flatter structure to facilitate faster deamsimaking. Like any other corporate
organization, it was found that communication confiesn the top and this may

sometimes come with bureaucratic challenges. Trainfgs are consistent with Ongoya
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and Lumallas (2005) who noted that majority of time person or partnership structures

were an impediment to the development and impleati@nt of the strategies.

4.4.4 Communication

There are various means used by organizations nrumemicate any strategic process
information. The selection of the appropriate meafrsommunication will depend on the
sector, coverage, sensitivity of the informationdamlso the urgency of the
communicating the same. The findings of the studyewthat communication affects
strategy implementation process of the companyak pointed out that information has
to be passed from top to bottom since developmahesaluation of the strategies occurs
at the top level of the management and there id tiesrefore for passing the same to the
middle and lower levels of the employees. Effecteenmunication is a requirement by
ISO hence its mandatory communication for the samdée effective and since the
organisation is 1ISO 14001 certified, it has endeasddo adopt an effective system of
communicating the same. They noted that an inéffleccommunication causes
confusion and people pulling in opposite directespecially if adoption of a particular

strategy results in uncertainty on the job secwstigus of the employees.

An organization can employ different modes of comioation to employees. The mode
chosen in the organization depends on the natarsitiity, speed required as well as
the distance between the sender and receipt. Itfowasd that email, face -to- face,
verbally and through the mission and vision chartérwas also found that the
organization gives its employees opportunitieshars their ideas, facts, opinions and

emotions. It was noted that IAT has established@en door policy and competition on
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business ideas where various decentralized unitiseobrganization compete to generate
different business ideas. The feedback on the pssgof the work done is usually passed

during the interdepartmental meetings which ard hebnthly.

4.4.5 Resource Allocation

The respondents agreed unanimously that resourtgramts hindered implantation of
the organizations projects. They pointed out thatnein resource capacity in terms of
qualifications, competence and numbers was a magmistraint while financial
limitations made some of the projects not to be meted in time. As an IT based
company, it was pointed that availability of neeggshardware was in some cases found
to be adequate, while modern infrastructure andiigenSoftware was also identified as
limiting resource. A lack of adequate resource wlasitified as a major inhibitor to the
actualization of all the projects, loss of busingge to low skill level and in some cases,

the staff may not give their all since there mayhbeenough ownership of projects.

In order to mitigate the challenges to implementatof projects, financial resources,
proper planning and prioritizing on the policiesaskey factor to consider in order
avoiding wastage. It was also pointed out by tlepeoadents that it is important to set
aside enough finances for the project while engutimat staff are motivated and
recognized i.e. through reward and appreciationemes. The staff with adequate
training in their roles in strategy implementatianthe nerve centre in boosting the
organisation competence and qualification to ham@#manding tasks. As a result, the

respondents noted that when the institution isrgptbudgets, it ought to incorporate
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adequate resources to ensure the realization ofséftegoals and putting in place
mechanism of addressing the issue of resourcealiimit in their role.

Ineffective coordination and sharing of respongibd among the staff came out as
another factor that affects the success of impleimgstrategies at IAT. Overlapping of
activities during the implementation phase was tbtm create confusion among the
implementers and therefore leading to delays inlempntation and unnecessary
bureaucracies. In some cases, the respondentaa@kst that conflicts/mistrust amongst
relevant stakeholders and those implementing thetegly have created unnecessary
tension between the institution and members std#et® such as the parents and
students. Implementers of the strategies need ambeerable to their actions. However,
it was found that in some instances, there has bekgk of accountability within the
institution especially for some actions and thisdrmees a source of discouragement to
the other staff members whom by themselves arectsgdo be accountable. Another
challenge that was faced by the organization ham ke lack of morale amongst
implementers, misinterpretation of the organizastmategy, lack of proper reporting and
therefore no feedback. Proper monitoring of strategplementation was also found to

be lacking.

4.5 Discussion

Successful implementation of a strategy is ascatitand difficult as the strategic choice.
A firm needs to consider its resources to be ubed)an resources requirements, the
structure systems and other changes in order teach successful implementation of a

project. Competency in implementation and the ghit put ideas into actions can be an
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organization’s source of competitive advantage.aiBse the implementers of a strategy
in most cases are the lower level staff, the pcegquires a shift in responsibility from
strategist to divisional and functional managergnsure effective implementation. The
findings of the study were that those actively imed in the strategy implementation
should also be actively involved in the strategynfolation to ensure ownership of the
process. This position is found to be consistetit Wiat David (2003) who observes that
the human element of strategic implementation playskey role in successful
implementation and involves both managers and eyapkof the organization and more

particularly the need to incorporate the viewshaf tniddle and lower cadre of staff.

Leadership is the key to effective strategy impletagon in an organization and this
point came out strongly during the research. Thpaedents pointed that the leadership
of the firm should support the process throughatiing both human and material support
towards the strategy implementation process. Tagelship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken and seek their support in realizatiothefsame strategies. As Hill and Jones
(1997) noted the right managers must also be in ritjlet positions for effective
implementation of a new strategy since the top mament goodwill and ownership to
drive the process is also critical to effective iempentation of strategy. To finding was
also supported by Thompson (1997) when he obsehatch strategic leader must direct
the organization by ensuring that long term obyesi and strategies have been
determined and are understood and supported bygaenwithin the organizations who

will be responsible for implementing them.
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Alghambi (1998) argues that, failure to keep tirpepr coordination, and distraction
from competing activities, tasks not well definedlanadequate information systems to
support strategy implementation as barriers. $ame position was found to exist in the
organization since the finding from the study waet there existed lack of coordination
of various projects and coupled with ineffective meounication structure, the
performance of the strategy implementation proeessnot optimal. Beer and Eistenstat
(2002) identified six killers to strategy implematibn as : top down approach, unclear
strategy and conflicting priorities, ineffective pto management, poor vertical
communication, weak coordination and inadequatendine line leadership skills. Some

of these challenges still face IAT.
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CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

5.1 Summary

In summary, the study shows that the intervieweesaware of the strategic process of
the IAT and the challenges that affect the sucodsss strategy implementation. The
organization strategy covers a 5 year period andlesar and concise and can be
understood by the staff though the organisationped@ top-down approach in its
strategy development. The study established tretdp leadership of the organization
affects the strategy implementation process thradigbcting both human and material
support towards the strategy implementation procEse organizations’ leadership also
liaises with other stakeholders outside the orgdimn that will affect the success of the
strategies being undertaken. A number of instaneese pointed as a case of
unsatisfactory leadership qualities including; dateon of meeting to junior officers who

are incapable to strike such deals, lack of regpiitg with delegation of duty and

arbitrary transfers of staff in the middle of implenting projects.

In a competitive and chaotic environment, one dgderontribution of a strategic leader
is to provide and share a clear vision, directiod aurpose for the organization. The
culture of the organization was found to be an idipent to strategy implementation as
the employees have not embraced the new changieyasire used to doing things in
certain ways and this has resulted in the institutnaintaining the high pricing strategy

and not being flexible enough to embrace marketashels, low student enrolment, slow
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decision making and staff turnover. IAT organizatistructure was an impediment to
successful implementation of the strategy. Thectire creates a perception that strategy
implementation is a preserve of the top manageraspécially when there is lack of

communication with the rest of the staff.

The study found out that communication in IAT was challenge to strategy
implementation as information has to be passed figmto bottom since development
and evaluation of the strategies occurs at theldopl of the management and there is
need therefore for passing the same to the midaldaver levels of the employees. This
ineffective communication causes confusion and lge@uplling in opposite direction
especially if adoption of a particular strategyutes in uncertainty on the job security
status of the employees. The resources availabteetmrganization was found to be a
challenge to implementation of strategy in IAT asnan resource capacity in terms of
qualifications, competence and numbers was a magistraint while financial
limitations made some of the projects not to be meted in time. This resulted
inactualization of all the projects, loss of busimealue to low skill level and in some

cases, staff not giving their all since there maybt enough ownership of projects.

A number of measures were identified that will helpeducing the factors that affect the
success of strategy implementation in the IAT. 8aiithe measures suggested included
the need to alignment the organization culturetsosirategy, motivation of staff to
enhance performance, accountability of the leadast,communication of the strategy
and team work was identified as yet another measar be undertaken by the

organization. The strategic process of the IAT wated to require participatory and
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consultative approach. Other respondents suggestiné organization that they should
embrace an all inclusive, participatory consul@tind informative stakeholder analysis,
in strategy implementation to enhance ownershipl, famally, embrace public private

partnership in resource mobilization.

5.2 Conclusion

From the research findings and the answers toebearch questions, some conclusions

can be made about the study:

Strategy formulation and implementation procesegeiy vital for the functioning of any
organization. From the findings, it was establiskizat the strategy formulation process
in the organization follows a top-down approach levinplementation process adopts a
bottom up approach. These disconnect in the syrdtrgulation and implementation
has in some cases brought about challenges inubeess of implementing the set
strategies. The organization team consists of fiplieam that has been able to steer the
projects amid the challenges that come with implgateon. This therefore means that
for an effective handling of the challenges of iempéntation, the managers should be
empowered through adequate training and developpregtams to carry such projects.
In addition, it is important that the organisatibas in place adequate mechanism of
incorporating the views of all the stakeholdersha development of the strategies for a
successful implementation of the same strategiesspile the position that the
organization has been able to realise succesgnmifisant components of its projects, it

has there is room for improvement to increasentsial success.
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Another important conclusion from the study is thatthe present day operating
environment, in which the actions of an organizatisill affect and be affected by
stakeholders, it is important that an organizatistrategic process be an all inclusive
where the junior staff, community and non-governtakrorganizations views are
accommodated for in order to realize reduced @si&t during the implementation
phase. Further, effective monitoring and evaluatioh the strategies during
implementation was found to be critical. The orgation should be able to put in place
measures for tracking down progress and faciligatéarning and decision making in a
quick manner and therefore increase the chanceshiéving the same strategies. In an
effort to improve M & E, external consultant willebrecommended that will give

independent opinions and guidance towards the @ament of the same objectives.

5.3 Recommendation for Policy and Practice

The study established that the top management fwAs found to be a challenge to
successful implementation of strategies in the mimgdion and it therefore recommended
that the management should be at the forefrontnsumng that there is effective
coordination and sharing of responsibilities in thganization. There should be adequate
and regular communication to the employees by ttmmamgement on the extent of
strategy implementation so that they understangtbgress of implementation while at

the same time employees should be rewarded foessfud implementation of strategy.

The study established that strategy implementatiitnence the successful achievement

of the institution and it is recommended that itwabbe prudent to include a human
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resource audit to assess the capacity of the tstdfé involved in implementing the new
strategy and give recommendations. The basis afgdtiis lies on the principle of
having the right people on board, then the probtdnmanaging and directing them
largely goes away. To improve on human resourceagement, IAT needs to institute a
modern performance management system and train kégistaff on administration of
the system, review the job descriptions and pemsopolicies in order to have the

workforce motivated.

In order to implement the strategy more efficientlye measuring system should be
developed so that it can better measure the aetwvhich are in accordance with the
strategy. Middle managers should bring up strategiages more when talking with their
subordinates. They should go through together Wiehpersonnel on what actions and
why they are expected to be taken and how theselated to the new strategy. It would
also be profitable to offer middle managers opputies to improve their management
and leadership skills and those skills should d&eoemphasized in the future when

choosing new managers.

Results from the present study add to the undeaistgrof a much-debated topic in the
field. It contributes to the strategy implementatiderature by focusing on challenges
faced by organizations in strategy implementatioactices. The finding provides an
important reference and new insight for practitisnen understanding how strategy
implementation is managed through the provisiorthef foundation of the study. As
middle and higher education institutions are inooaped or elevated to offer degree,

results from the present study offer some implaragifor both research and practice. As
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for practical implications, the findings from presestudy offer important insights for

executives in formulating effective strategies.

5.4 Limitation of the Study

One of the limitations of this research is the paesbiasness on the part of the
respondents because for any study making use iotenview guide, there is a possibility
that the answers from the respondents for all gquestare not true; this study is no
exception. Because a personal interview was caddbtie questionnaire questions were
personally administered and all questions askedewmslated to the strategy
implementation strategies facing IAT and as subk, respondents might not give the
correct position for fear of exposing their strésgresearcher reserves the right to
believe that the responses were true and hondsiet@xtent of the knowledge of the

respondent and contain minimum level of biasness.

The second limitation, the number of respondengs finalized based on the number of
the interviewees available. Only six of the resprid were available out of the targeted
eight respondents interview guide was carriedoousix respondents that were submitted
to the respondents and not all of them were redeivehich therefore limited the total
number of respondents involved in the research. évew it is assumed that their

responses are representative of that what will lhaes given by the other respondents.
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5.5 Recommendation for Further Resear ch

The study confined itself to the Institute of Adead Technology. This research
therefore should be replicated in other educatiarglanizations and the results be
compared so as to establish whether there is ¢ensisamong the organizations in their

strategy implementation process.
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APPENDIX: INTERVIEW GUIDE

The interview guide will seek to achieve the follog/objectives;

1. To determine the challenges of strategy implemgmtait the institute of Advanced

Technology (IAT) Kenya.

Part A: Demographic Data

1. For how long have you been holding the currenttjmys?
2. For how long have you worked in the company?
3. What is the highest level of education you haveed?

Part B: Strategy | mplementation at AT

4. Does the organization have a strategy? If yes, whedtion does the organization
strategy cover?

5. What level of employee involvement does the strategplementation take?

6. What implementation process does your organizatiategy take?

7. What measures are taken by the organization toremdhat the actual strategy
conform to the planned strategy?

8. Does the organization optimize resources duringinigementation phase? How is
the same achieved?

Part C: Challenges of Strategy | mplementation

A) Top management commitment
a) Is leadership a challenge to the process of styateglementation?

b) What kind of challenges do you face with leaderghip
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Are the top managers at the forefront in providifgpdership in strategy
implementation?
How does ineffective coordination and poor shaohgesponsibilities affect strategy

implementation in the company?

How does the conflict in leadership whereby theduwrs’ vision is not shared by all
affect strategy implementation in the company?

Organizational culture

Has the organizational culture affected implemeéonadf strategies in the company?

How do the shared beliefs and values that intenigtie the needs of the business, its
strategy and the people working on the organizatidrehalf hinder strategy

implementation?

Is there a coordinating committee to ensure tHadwdktanding issues regarding the
implementation of the strategy are resolved and the activities of the various
directorates are properly coordinated?

Organizational structure

How does the structure in your organization posechallenge to strategy
implementation?

Is the organizational structure of the company redy with strategies being
implemented?

Does the company structure respond to pressureatoge from the environment and

pursue any appropriate opportunities which aretedat

Does the structure of the company affect how theatives and policies will be
established and implemented?

How does the company structure affect communicdtiom the management to the
employees and vice versa?
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D) Communication

a)

b)

E)

d)

Does communication affect strategy implementatiostasgy in the company?

How often is feedback on strategy implementatiomrwinicated to the employees?

What means of communication does the managementtaissommunicate the

awareness of change at company?

Is there adequate communication of the strategyitandhderlying rationale to all the
staff in the company for their understanding anceptance?

Do the top managers link strategic objectives witk day to day objectives at
different organizational levels and locations?

Does the company gives an opportunity to its engegyshare their ideas, facts,
opinions and emotions and above all provides feddltiarough inter-departmental

meetings, committees and personal consultations?

Resour ce allocation

Do you have any resource constraints hinderingegfyamplementation? If yes, what

kind of resources in particular?
In your opinion, were the available resources adegjfor strategy implementation?

Does rational and equitable resource allocatiorosgcrthe organization affect

effective implementation of any organization’s tsac plan?

How does lack of sufficient capabilities, procesaad activities that are needed to

bring the strategy to life causes breakdown inagyaimplementation?
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Reward and sanctions

Are your reward systems in any way tied to abitiyimplement strategies? Please
explain.

Does the management motivate and reward good pmafare for individuals and
units for effective strategy implementation?

What measures have been taken to ensure that ieas@rdied to ability to implement

strategies?
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ABSTRACT

In a business environment where competition isotigler of the day, business entities are
coming up with strategies that will give an edgesroeompetitors at a lower cost.
However, organizations today face major changes riieke strategy implementation
difficult and complex than in the past. Therefotdsi necessary that an organization
comes up with strategies that it can be able tdampnt and also avail resources that
will be able to implement the strategies effectivelhe study sought to establish the
strategy implementation practices at Institute di/&nced Technology as well as identify
the challenges that affect the implementation cdtsgies in the organization. A case
study research design was adopted whereby the rcbseainterviewed six senior
managers at IAT who were involved in the stratgmgmcess of the firm. The data was
collected through the use of the interview guidcs thias prepared to guide the researcher
on the challenges affecting strategy implementadiod the measures taken to overcome
the challenges. Analysis of the data was done usamgent analysis. The findings from
the study suggest that the IAT faces a number alleriges ranging from; slow decision
making process, inadequate resources, culturatfenémce in some instances, lack of
proactive leadership and non involvement of all thtakeholders in strategy
implementation. In addition, other challenges ideld employees not committing
themselves to support a new strategic plan fromsthet to its completion including
review and supporting its recommendation, changiegstrategy mid-stream to suit their
focus. The measures taken to overcome the chalemgéude training employees on
project evaluation and monitoring, involvement df the stakeholders in strategy
formulation and sourcing for additional fundingfiiealize on incomplete projects. Some
of the measures suggested included the need to Him organization culture to its
strategy, motivation of staff to enhance perfornearaccountability of the leaders, and
fast communication of the strategy and team work dentified as yet another measure
to be undertaken by the organization. The studiclodles that strategy implementation
at IAT was affected by the structure adopted, cealtucommunication, the top
management, rewards and the resources. The stcoiyingends that strategy formulation
and implementation process is very vital for thectioning of any organization and the
management of IAT should work to ensure that thalehges which were identified as
affecting strategy implementation are tackled ideorto ensure that the institution remain
competitive in the market.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

The guiding principles in any strategic managenpeatess, whether in the public or
private sector, is about understanding what chaageseeded, how to implement and
manage these changes, and how to create a roadmsystaining improvements that
lead to better performance (Gole, 2005). He asghds the difficulty in strategic
management is the challenge of laying a foundafitonsuccess in the future while
meeting today’s challenges. Strategic planningased on the premise that leaders and
managers of public and nonprofit organizations niesteffective strategists if their
organizations are to fulfill their missions, meleeit mandates, and satisfy constituents

in the years ahead (Bryson, 2004).

While current public policy models have certaintgred to reflect a shift away from

traditional thinking about organizational desigrd gublic management, a systematic
process for creating and sustaining improved peréoice that reflects changes in the
environment is clearly absent. The guiding prinespin any strategic management
process, is the understanding what changes aredeleow to implement and manage
these changes, and how to create a roadmap fa@irsagtimprovements that lead to
better performance (Morgan and Strong, 2003). Thfficdty in strategic

management is the challenge of laying a foundafiionsuccess in the future while



meeting today’s challenges. Organizations are dyriacomplex and are gradually
changing hence need for competitive strategies. ddew excellent the strategies
developed by organizations to counter the challerigéaces, the major hurdle for
success is the effective implementation. In fabe most elegantly conceived,
precisely articulated strategy is virtually wortkde unless it is implemented

successfully, (Sabatier and Weible, 2007).

Johnson and Scholes (2002) assert that the develdmnd implementation of strategies
by an organization or government to chart the fipath to be taken will enhance the
competitiveness of such firms operating in a coitigetenvironment. However, they
observe that many firms develop excellent stragedie counter and adapt to the
environmental challenges but suffer a weaknesshé ilmplementation of the same
strategies. Transforming strategies into actioa f&r more complex and difficult task.
Organizations seem to have problems in strategylemmgntation: such as weak
management roles in implementation, a lack of comigation, lacking a commitment
and misunderstanding of the strategy, unalignedarorgtional resources, poor
organizational structures and uncontrollable emritental factors (Beer and Eisenstat,
2000). Strategy implementation therefore focuseshendistinct relationship between
implementation and other various organizationainelets. The strategy implementation
process is identified by Sabatier and Weible (20@#8) a process being undertaken
through a systematic approach and provides a letkvden strategic consensus and

SUcCcess.



1.1.1 Concept of Strategy

A strategy is a long term plan of action desigreedc¢hieve a particular goal, most often
“winning" (Thompson et al, 2007). Strategy is diffetiated from tactics or immediate
actions with resources at hand by its nature afideitensively premeditated and often
practically rehearsed. According to Johnson and®sh(2002), strategy has to do with
how an organization matches its internal and eateznvironment and the management
process is concerned with how to maintain, stabitiz change that position. Mintzberg
and Quinn (1998) identify four interrelated defionts of strategy as a plan, perspective,
pattern and position. As a plan, it is some soxtarfsciously intended course of action, a
guideline to deal with a situation. As a pattermiegrates an organization’s major goals,
policies and actions sequences into a cohesiveewlstiategy as a position becomes a
mediating force or match between the organizatiand its external and internal
environments. Strategy as a position looks outSideorganization seeking to locate the

organization in the external environment and & icohesive position.

Johnson and Scholes (2000, p. 12) define strategith@ direction and scope of an
organization over long term, which achieves adwgmtor the organization through its
configuration of resources within a changing enwinent and to fulfill stakeholder

expectations”. He concludes that strategy can ba ss the matching of the resources
and activities of an organization to the environmen which it operates. This is

sometimes known as search for strategic fit. Thecept of strategy is therefore built
around winning. Strategy helps to achieve succdssther in business or otherwise,

success in this context refers to the realizatibolgectives that are desired. Effective
3



strategy is formulated around four factors. These the goals and objectives are simple,
consistent and relate to the long term, thereasopind understanding of the competitive
environment, there is an objective appraisal ofrsources available and that there is

effective implementation (H#t al., 2008).

1.1.2 Strategy | mplementation

Strategy implementation is the process of allogatiresources to support an
organization’s chosen strategies. This proceshkides the various includes various
management activities that are necessary to pategly in motion and institute strategic
controls that monitor progress and ultimately aehi®rganizational goals (Okumus,
2003). Strategy implementation is defined as "phecess used to implement specific
firm policies, programs, and action plans across dhganization™™ (Harrington, 2004,
p.321). Effective strategy implementation and execourelies on maintaining a balance
between preventing failures and promoting succéssllmneously. When there is a
proper alignment between strategy, administrativechmnisms and organizational
capabilities, it will be easier to implement anceeute the strategy and to achieve the

desired objectives (Okumus, 2003).

Lippitti (2007) observe that strategy may fail theeve expected results especially when
the strategy execution is flawed. The failure tee@ie is a major concern of executives
because it limits organizational growth, adaptib@ind competitiveness. Executives are
not judged by the brilliance of their strategy, toyt their ability to implement it. The

challenge is how to close the gap between straaegyactual results. Traditionally, it is



believed that strategy implantation and executisnldss glamorous than strategy
formulation, and that anyone can implement and @eea well-formulated strategy.
Therefore, implementation and execution has a#dhatuch less attention than strategy
formulation or strategic planning (Bigler, 2001). hil¢ strategy formation and
implementation are tightly integrated functionsragtgy implementation is the most
complicated and time-consuming part of strategioagament. It cuts across virtually all

facets of managing and needs to be initiated franynpoints inside the organization.

1.1.3 Challenges of Strategy | mplementation

Formulating appropriate strategy is not enoughr dftective strategy implementation,
the strategy must be supported by decisions reggrthe appropriate organization
structure, reward system, organizational cultuespurces and leadership. Just as the
strategy of the organization must be matched te@xternal environment, it must also fit
the multiple factors responsible for its implemeéiota (Bateman and Zeithaml, 1993). As
was further observed by David (2003), successfategy implementation must consider
issues central to its implementation which incluaatching organizational structure to
strategy, creating a supportive organizationaluraliamong other issues.Lippitti (2007)
observe that strategy may fail to achieve expeotsdlts especially when the strategy
execution is flawed. The failure to execute is gomaoncern of executives because it
limits organizational growth, adaptability and catipveness. Executives are not judged
by the brilliance of their strategy, but by thebilay to implement it. The challenge is
how to close the gap between strategy and actsaltse Lepsinger (2006) similarly hold

that true leaders have a clear vision and are 1€&f¥#mitted to pursuing it.



Organizations seem to have difficulties in impletiven their strategies, however.

Researchers have revealed a number of problentisategy implementation. The reasons
for this are varied, but most hinge on the fact #teategy implementation is resource
intensive and challenging (Gurowitz, 2007). None kbss strategic planning remains a
top priority among successful private universitlesed on the fundamental notion that an
effective strategy offers unique opportunities foarket differentiation and long-term

competitive advantage. Based on this, many publicausities are now asking which are
the best tools and methodologies to enable efiedivategy implementation (Beer and

Eisenstant, 2000).

Beer and Eisenstat (2000), there were six fundamheaasons why various strategies
developed by firms were not implemented effectivalrey identified that employees
saw the overall problem being rooted fundamentiallhe process of management issues
of leadership, teamwork and strategic direction moin the commitment of people and
their functional competencies. Poor quality vetticammunication not only hinders
strategy communication but also prevents discussibrthe barriers themselves. Sterling
(2003) identifies challenges to strategy implemeotaas: unanticipated market changes,
effective competitor response to strategy, insigfit resources, failures of buy-in,
understanding and communication by those who ggpaged to implement , strategy not

being timely and unique, lack of strategic focud poorly conceived strategies.



1.1.4 Technical Collegesin Kenya

Technical colleges in Kenya offer academic and wonal preparation of students for
jobs involving applied science and modern technpldgemphasizes the understanding
and practical application of basic principles aleace and mathematics, rather than the
attainment of proficiency in manual skills that psoperly the concern of vocational
education (education.go.ke). Technical educatiatha objective of preparing graduates
for occupations that are classed above the skitladts but below the scientific or
engineering professions. People so employed agedrely called technicians. Technical
education is distinct from professional educatiwhich places major emphasis upon the
theories, understanding, and principles of a widldytof subject matter designed to equip
the graduate to practice authoritatively in suaidB as science, engineering, law, or

medicine.

Technical occupations are vital in a wide rangdiaitls, including agriculture, business
administration, computers and data processing, adu; environmental and resource
management, graphic arts and industrial design, lewlth and medicine; technical
educational curricula are correspondingly speadliz over a broad range
(education.go.ke). Technical education is typicaltiered in post-high-school curricula
that are two years in length, are not designededa Ito a bachelor's degree, and are
offered in a wide variety of institutions, such t&shnical institutes, junior colleges,
vocational schools, and regular colleges and usities. The training industry is rapidly
growing and as a result, a number of technicaltuigins have started. Kenya has been

in a position to promote its Education, through vaeiety Technical colleges that carter



for the Kenyan students. Among the Colleges in kemglude Institute of Technology,
psychology, statistics, business among other fie@ismpetition is in the rise and all
these institutions are aligning their structuredtsat they can attain a competitive edge
and stand out in the competition. Training in Kengeacurrently undergoing changes.
There has been a call of urgency to expand thectagsafor technical colleges and
universities so as a great number of qualified estigl can be absorbed. Under the
training industry there include, Universities, Teal colleges, polytechnics, Secondary

and primary schools.

1.1.5 Institute of Advanced Technology in Kenya

The Institute of Advanced Technology (IAT) is anTICand business learning
organization in Kenya and the East African Regibnvas established in 1991 with its
major focus being on professional courses thatlerabficient use of ICT to the learner.
It has since switched its focus from End User aradeBsional courses to Career Training
and Education to individuals as well as Public Bnigate corporate organization seeking

to develop their personnel. It has also wideneddtgpe from ICT to business courses.

IAT seeks to achieve customer satisfaction andiwootsly expand its market share. It
does this by scanning the environment in ordentprove on its services and to fill the
gap in the industry by introducing new productsT Ikas grown and is well known in the
Kenyan ICT and Business job market for producinghhguality graduates who are

skilled and proficient in their areas of study.hds succeeded in conducting ICT and



Business courses in partnership with distinguishestnational and local partners which
include Maseno University, St' Paul's UniversityC@Gl Education (UK), the European
Business Competence License (EBCL), Internatiormh@uters Driving license ICDL

among others since 1991 and have gained valuapkierce in this area.

1.2 Research Problem

The organization’s strategic plan is expected toabguiding document for the
organization; however, poor implementation of thenpcan result in it becoming an
ineffective document (Pfeffer and Sutton, 2006)wlll not matter how good the
strategic plan is, what will be important is howttansform the documented strategy
to tangible results, a process which will involviéeetive implementation process.
Organizations are often unable to transform e)gstkmowledge into meaningful
action, which creates a gap in implementation. G20€5) assert that one of the main
causes that organizations cite for the knowing-gl@ap is that organizations come to
the belief that if they just talk about doing sohieg, this very action of discussion
will magically lead to execution. It therefore beges important that an organization
gives the implementation phase of its strategic@se due importance and allocate

adequate resources and time that will enable ieaelthe desired objectives.

The Institute of Advanced Studies is one of thenper ICT institutions in Kenya that
during its initials years has been able to opemdiras in major towns and partner
with local and international universities to offble same causes in the country. The

institution witnessed the impressive growth dueatloption and implementation of



effective strategies. However, in the last 5 yetlws,institution has faced high level of
competition from universities and other tertiaryl@ges that have emerged to offer the
same courses and programs has the one offeredstipi@ of advanced technology.
When the same problem is studied keenly, it is evidhat the institution has had
strategies to counter the challenges in the businesket. However, what has been
lacking is an effective implementation in the ingibn. There is need to ensure that
the strategies which they have put in place tofatg implemented so that they can
have a competitive advantage over other institstiobhis therefore calls for the
development of good strategies and appropriatadligement of the organizational
structure, systems, leadership behavior and huesource policies. It is on this basis
that the current study will wish to establish thmleenges facing implementation of

strategies at the Institute of advanced Technology.

Recent local studies undertaken on the challenfjssaiegy implementation include;
Moeva (2007) researched the challenges facing mmgi¢ation of strategy for
revitalizing agriculture at the Ministry of Agridulre and found out that the major
challenges that affected the implementation otegpafor revitalizing agriculture was
lack of awareness and ownership of the strategytH®y various stakeholders,
performance management especially at district amdigional level and resource
mobilization. Nyangweso (2009) on the strategy enpntation challenges at
Cooperative bank who found out that in the cas€mbp bank just like in any other
player in the banking industry, implementation wategies should be fast, consistent

and should be adaptable on many fronts simultamgdkigrop (2009) researched on
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challenges of strategy implementation at the Katldlife service and identified that
a firm should focus on formal organizational stames and control mechanisms of
employees while implementing its strategy. Akwa@1(0) carried out a research on
challenges of strategy implementation at the Migistf co-operative Development
and marketing and his studies revealed that; orgfon culture, human resource
policies, financial resources policies and procedurinformation and operating
systems and performance incentives were all impewalisnto strategy implementation.
The challenges faced by the educational institstioould be different with other
organizations and therefore this study seeks tabksh the challenges of strategy
implementation at the Institute of Advanced Tecbgygl This problem statement
leads to the following question: what are the @rales of strategy implementation at

the Institute of Advanced Technology?

1.3Resear ch Objectives

1) To establish the strategy implementation practegaployed at the Institute of

Advanced Technology

2) To establish the challenges of strategy implemgmtatt the Institute of

Advanced Technology

1.4 Value of the Study

The study will aid various stakeholders in therdgoy as follows;

The study will be of value to Institute of Advanc&dchnology since it will help them

understand the factors that affect the implemesmadf its strategies and thus put in place

11



mechanisms that will ensure that its strategiesimmemented. In addition, the study
will be an invaluable source of material and infation to other technological

institutions operating in the country since theyl wnderstand the challenges affecting
implementation of strategies in the education seata thus come up with ways of
ensuring that its strategies are fully implemengedthat they can compete effectively
with other firms. Public and private institutiomsthe country will obtain details on how
they can be able to effectively implement theiratggies in the face of numerous

challenges facing them in the professional anaitngiinstitutions in Kenya.

The government and regulators of the fund will dlad invaluable information in how
good strategies can be adopted and as a resduiih pléice policies that will guide and
encourage other organizations within and withoatgbvernment sector in implementing
their strategies. The policy makers will obtain Whedge of the professional and training
institutions and the appropriate factors that afiegplementation of strategies in the
industry; they will therefore obtain guidance frahs study in designing appropriate
policies that will regulate the sector. Future dal®may use the results of this study as a
source of reference. For academicians, this stadyd the foundation upon which other

related and replicated studies can be based on.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter will review the theoretical underpimmihe study, strategy implementation

and strategy implementation challenges.

2.2 Theoretical underpinning the study

The institutional theory recognizes the embedmehtinstitutional actors in an
environment of formal and informal rules. Instiartal theorists suggest that
organizational actions and processes are drivethéyy actors in order to justify and
plausibly explain their actions. According to tperspective, strategy implementation are
rationally accounted for by organizational actonsl @ooted in the normative and social
context that motivates actors to seek legitimaclhvéD et al., 2007). Through various
cognitive, normative and regulative forces orgatnres adopt a standardized set of
practices (Scott, 2001). In other words, an orgation is composed of three pillars: the
cultural-cognitive, normative, and regulative elesethat together with associated
activities and resources provide stability to sbtifa. Companies try to fit in with the
norm by adopting strategy implementation that \@wbd them as part of the
organizational field. In essence, traditional iional theory believes that
organizational fields become structured by powarffiuences among organizations. The
adoption of a system such as strategy implementaibighly dependent on the extent to

which it is institutionalized by legitimacy. Legitacy concerns lead organizations to
13



adopt practices that “conform to the mandate ofitiséitutional environment” (Kraatz

and Zajac, 2006).

The resource-based view of a firm has experienaeghid diffusion throughout strategic
management literature (Priem and Butler, 2001)mBiraim must be to achieve
competitive advantage over its competitors, whithideally derives from valuable
resources that are superior in use, hard to im#ait difficult to substitute. Barney
(1991) posits that resources can be classified ihtee categories: physical capital
resources such as plant and equipment, human Icapgaurces such as training
relationships and experience, and organizatior@talaesources, for example, reporting
structure, formal/informal planning and controllirkgpr firm resources to be the source of
a sustained competitive advantage, they must passvaluable, rare, imperfectly
imitable, (non-)substitutable) test (Barney 199égsources can occur in different forms
such as patents, relationships or processes. B&tA8y) further argues that the contrary
is applicable for strategic implementation. Theatggy implementation can be
characterized as a functional competence in thatedls with distributing a firm’s
resources to fit the strategic alignment of themfirStrategic initiatives need to be

distributed and executed as dictated by the siafggn.

2.3 Strategy Implementation

Implementation of strategy is initiated in threetemelated stages which include
identification of measurable, mutually determinethw@al objectives, development of

specific functional strategies and communication puflicies to guide decisions.
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Implementing strategies successfully is about magchhe planned and the realizing
strategies, which together aim at reaching therorgéional vision. The components of
strategy implementation — communication, intergreta adoption and action are not
necessarily successive and they cannot be det&cmdne another. Successful strategy
implementation will yield the following benefits B organization: proper utilization of

resources with financial and human and thus enhaagganizational growth,

development of efficient systems that will enhawoerdination that would guarantee
achievement of organizations goal and set targetseased organizational impact due to
improved organizational performance and sustaircatmpetitiveness, the organization
will be able to have a clear focus and directioritengrowth path and in the process

attract competent and resourceful human resourse (Pearce and Robinson, 2007).

Pearce and Robinson (2007) argue that, to ensaoessiof the strategy implementation,
the strategy must be translated into carefully enpnted action this is because the firm
strategy is implemented in a changing environmet therefore the need for strategic
control during the implementation. Implementingatggy is difficult and without proper
implementation, no business strategy can succesglementation of strategy calls for
alteration of existing procedures and policies. fmost organizations, strategy
implementation requires shift in responsibility rfrostrategists to divisional and
functional managers (Kazmi, 2002). It is therefionportant to ensure that there is a shift
in responsibility to ensure successful implemeatatiThe implementers of strategy
should therefore be fully involved in strategy fadation so that they can own the

process. Strategy implementation focuses on theincls relationship between
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implementation and other various organizationaielets. The implementation process is
identified as being undertaken through a systemagpigroach which provides a link
between strategic consensus and implementatiorssic(Sabatier and Weible, 2007).
While there is no "one-size fits-all* approach tagegy implementation management for
all organizations, Sabatier and Weible, (2007) tpdisat there are three basic and
irrefutable strategy implementation practices fdr kinds of firms. The strategy
implementation practices include business integmnatiuser adoption and technical
implementation. However, successful implementatibistrategies, they suggest that a
holistic viewpoint and comprehensive strategy ageded for high impact results and

long term success.

Under the business integration stage, this stegbles an organization to rethink how it
operates its business and can enhance the valu€. df involves the organization
listening to their stakeholders and work with theamdentify new ways of solving key
business problems and managing their processesn{Ka002). For example, how the
business collaborates internally or with customafiter implementation can be much
different than before when the communication mo@es also different. An organization
should foster the concept of the integration assness tool that is central to the support
and growth of the organization's business planntlieation of a clear, multi-party
governance structure to manage the effort throwegigd, implementation, and ongoing
improvements will also be needed. At a minimum, ¢ihganization should identify an
executive champion, steering group, and workingugraomprising business and

technical members (David, 1997). An organizatiooutth sell the idea at every meeting,
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and at every opportunity. A strategy implementaoocess can take awhile before one
really get traction and there is therefore neethéoword out and focus on the benefits-

solving stakeholders' most pressing business prable

According to Grundy (2004), many organizationststyees get sidetracked by focusing
too many resources on branding, color schemesthandike. Instead, he suggests that
there is need to amortize the traditional look dedl investment by continuously
engaging users throughout production to enhancereeface as they become more
adept with the solution. The strategy adopted shdnd a reflection of organizations
customer needs (internal or external) and not &ugcof the operating model. An
organization should carefully segment ones userap tihem to the organization's
portfolio of services and products, and designaapct to support these relationships. A
cross-cutting enterprise taxonomy and informatiochiéecture that is independent of
organizational boundaries can act as a driver ahgé to support where the business is
headed, not how it currently operates (Chapman4R20Dommunications and change
management activities are vital. A lack of commatians planning and change
management activities (e.g., process redesigminiggietc.) can ruin a technically sound
implementation. Remember, if no one uses the swiugifter it is deployed, you have

failed.

A strategy implementation practice is aimed at roing the impact of the process.
Under this process, an organization is needed irifmwe requirements and deploy

functionality in phases.
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Cummings and Worley (2005) observe that an org#nizashould not try to build
everything at once. Instead, they need to deveiepsblution using a phased approach
that is driven by the demands of the business andhe supply of the organization.
Integration with existing tools may fulfill manyqgairements and combination with other
technologies and commercial may be the best optietead of building functionality

from scratch.

2.4 Challenges of Strategy |mplementation

Formulating appropriate strategy is not enoughr d¥tective strategy implementation,
the strategy must be supported by decisions raggrthe appropriate organization
structure, reward system, organizational cultuesources and leadership. Just as the
strategy of the organization must be matched te#ternal environment, it must also fit

the multiple factors responsible for its impleméiota (David, 1997).

2.4.1 Top Management Commitment

Leadership is the key to effective strategy impletaton. The role of the chief executive

officer is fundamental because a chief executiicaf is seen as a catalyst closely
associated with and ultimately is accountable Fa&r $uccess of a strategy. The chief
executive officer actions and the perceived seriess to a chosen strategy will influence
subordinate managers’ commitment to implementafiére personal goals and values of
a chief executive officer strongly influence a fgnmission, strategy and key long term

objectives. The right managers must also be in rigbt positions for effective

implementation of a new strategy (Jones and H887). Top management goodwill and
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ownership to drive the process is also criticaktfective implementation of strategy.
According to Grundy (2004), an organization showachong others have the top
management be committed to the strategic diredtienfirm is taking. To this end, he
argues, the managers will willingly give their egyerand loyalty to the implementation
process. In addition the senior managers shoulddaathe notion that the lower level
managers have the same perception of strategytandderlying rationale and urgency.
They must not spare any effort in persuading threroemployees in adoption of their

ideas.

Implementing a new strategy also requires leadelmave adept managerial relationship.
This is important because business leaders anduies must be at the forefront of
overcoming disagreements and pockets of doubt. Thest also lead their people in
building a consensus on how to proceed with theowuarinitiatives included in the

strategy being implemented. Strategy implementateeders must also secure the
commitment and cooperation of all concerned pattieget all the implementation pieces
in place. The management of the organization pesvidirection to workers as they
pursue a common mission in implementing strate¢&@sapman, 2004). The leaders
influence their relationship with their followens the attempt of achieving their mission.
Effective leadership is very crucial during strategxecution and can be achieved
through participation by all groups and individuaksptured in strategic plan through
freedom of choice of leaders by team members. Hads to rational leadership styles
for those with good leadership qualities and gigaifons (Chapman, 2004). A good

strategic leader operates without bias, be visignself-confident, has empathy and
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respect to others and is experienced. Strategyemmgmtation calls for efficient and
effective leaders to guide the rest of the empleyheough the strategic plan with a lot of

ease and provide solutions and explanations tean@sues (Chapman, 2004).

Top managers must demonstrate their willingnesgive energy and loyalty to the
implementation process. This commitment becometjeasame time, a positive signal
for all the affected organizational members. To csssfully improve the overall
probability that the strategy is implemented asnded, senior executives must abandon
the notion that lower-level managers have the spemeeptions of the strategy and its
implementation, of its underlying rationale, and irgency (Cummings and Worley,
2005).Instead, they must believe the exact oppesitespare no effort to persuade the
employees of their ideas. By changing the way thésw and practice strategy
implementation, senior executives can effectivetgnsform change barriers into
gateways for a successful execution. Change is phrthe daily life within an
organization. The ability to manage change has shttwbe a core competency for
corporations. A great challenge within strategy lenpentation is to deal with potential

barriers of the affected managers.

2.4.2 Organizational Culture

Culture is a set of assumptions that members afrganization share in common (shared
beliefs and values). Organizational culture hetpsurturing and dissemination of core
values. Implementation of new strategy will be @med with adjustments in the
structure, employees, systems and style of doimggshin order to accommodate the

perceived needs of the strategy (Pearce and RqQi#807).Culture 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 patternsbehaviour over time. This means
organizational culture is fairly stable and does cltange fast. It sets the tone for the
company and establishes rules on how people shalldve. The top managers create a

climate for the organizations and their valuesuefice the direction of the firm.

Johnson and Scholes (2002) note that culture isremgth that can hinder strategy
implementation when important shared beliefs arldesinterfere with the needs of the
business, its strategy and the people working encittmpany’s behalf. A company’s
culture also prevents a company from meeting comneetthreats or adapting to
changing economic and social environments that\asteategy is designed to overcome.
Social processes can also create rigidities if egarozation needs to change their

strategy. Resistance to change may be “legitimizgdthe cultural norms.

2.4.3 Organizational Structure

Successful strategy implementation depends to ge laxtent on the organizations
structure because it is the structure that idestikey activities within the organization
and the manner in which they will be coordinatedathieve the strategy formulated.
Structure also influences how objectives and pediavill be established, how resources
will be allocated and the synergy across the depants. It is necessary for an
organization to rationalize its operational/managenstructures so as to streamline it to
be effective in strategy execution. This would udg transfers, mergers, and creation of
new departments and divisions for effective managgmThe organization structure

therefore should fit with the intended strategiisr{baum, 2000).
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Organizations should be structured in such a watitltan respond to pressure to change
from the environment and pursue any appropriateodppities which are spotted.
Thompson and Strickland (2003) notes that strategylementation involves working
with and through other people and institutions ledirege. It is important therefore that in
designing the structure and making it operatioRaly aspects such as empowerment,
employee motivation and reward should be consideBtdtegies are formulated and
implemented by managers operating within the carstructure. The structure of an
organization is designed to breakdown how work ibé carried out in business units and
functional departments. People work within thesésgbns and units and their actions

take place within a defined framework of objectivalsins, and policies.

2.4.4 Communication and Strategy | mplementation

Guffey and Nienhaus (2002) found a strong link l@stw organizational commitment
(strong belief in the organization’s goals and ealuwillingness to exert effort on behalf
of the organization, and strong desire to maintagmbership in the organization) and
employees’ support of the organization’s strategen. Effective communication of the
strategy and its underlying rationale are alsoicaliy important particularly w hen
reaching out beyond the group directly involvedhea development of the strategic plan.
It is essential both during and after an organizeti change to communicate information
about organizational developments to all levels ithmely fashion. The way in which a
change is presented to employees is of great méki¢o their acceptance of it. To deal
with this critical situation, an integrated comnzations plan must be developed. Such a

plan is an effective vehicle for focusing the enyeles’ attention on the value of the
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selected strategy to be implemented. Therefore,naamcation plans will provide the
appropriate information to market the strategy enpéntation effectively in order to

create and maintain acceptance.

Communication down the organization or across aiffefunctions becomes a challenge.
Making sure that processes throughout the orgaaizatipport strategy execution efforts
can be problematical in a large organization. lngkstrategic objectives with the day to
day objectives at different organizational leveis éocations becomes a challenging task.
The larger he numbers of people involved, the greidite challenge to execute strategy
effectively (McCracken, 2002). Birnbaum (2000) icates that strategy implementation
requires the transfer of information from one parsmanother through specific channels.
Communication allows sharing of ideas, facts, apisi and emotions and above all
provides feedback. In organizational strategy immaetation, information flows in all

directions; downwards, upwards and literally (Chapm2004). The employees freely
communicate their ideas, suggestions, commentsamgplaints to the management on
strategic objectives. These can be done througéreigprs, joint consultative committee,

suggestion schemes, trade unions or grapevine. rbegaal communication is

encouraged through inter-departmental meetingsnutiees and personal consultations.
The management of the organization therefore thafdkait the communication needs that

to be articulated during strategy implementation.

2.4.5 Resour ce Allocation

Resource allocation is a central management actilvdt allows for strategy execution.

Strategic management enables resources to be talfocaccording to priorities
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established by annual objectives. Organizations beagaptured by their resource legacy
or assumptions people make about what resourceit@soreally matter (Johnson and
Scholes, 2002). The causes of breakdown in siyait@glementation relate to the
capabilities, processes and activities that ardetkéo bring the strategy to life. Effective
resource allocation calls for unique, creative Iskihcluding leadership, precision,
attention to detail, breaking down complexity ird@gestible tasks and activities and
communicating in clear and concise ways throughbet organization and to all its
stakeholders. Successful strategy implementatioduis to the design, development,
acquisition, and implementation of resources thavige what is needed to give effect to

the institution’s new strategies (Judson, 1991).

The organization need to have sufficient funds ambugh time to support the
implementation process. True costs include realisthe commitment from staff to
achieve a goal, a clear identification of expersgsociated with a tactic, or unexpected
cost overruns by vendors (Olsen, 2005). Resoutoeadion is important and equitable
resource allocation and sharing is an importantvigcthat enhances strategy execution.
The budgetary resources should be marched withrohegatal operations. Effective
implementation of any organization’s strategic ptiepends on rational and equitable
resource allocation across the organization. Prioples should be developed between the
strategic plan and operational activity at depant@devels in order to necessitate proper
implementation of strategies (Birnbaum, 2000). Res® allocation helps strategic
managers to coordinate operations and facilitabesral of performance. It is important

to have a budget for the whole organization or -
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2.4.6 Reward and Sanctions Systems

The execution of a strategy depends on individuaiivers of organization especially
key managers. Motivating and rewarding good peréorce for individuals and units are
key success factors in effective strategy implewrt#n. According to Cummings and
Worley (2005), organizational rewards are poweinfigentives for improving employee
and work group performance. It can also producé lhegels of employee satisfaction.
Reward systems interventions are used to elicit ammintain desired levels of

performance.

Reward system should align the actions and objestf individuals with objectives and
needs of the firm’s strategy. Financial incentiae important reward mechanisms
because they encourage managerial success wheratbeyirectly linked to specific
activities and results. Intrinsic non-financialveeds such as flexibility and autonomy in
the job are important managerial motivators. Negasianctions such as withholding of
financial and intrinsic rewards for poor performanare necessary to encourage
managers’ efforts (Pearce and Robinson, 2007). igog to Thompsort al.,(2007) the
specific objectives of rewards and punishment afferdnt. Rewards are in principle
intended to encourage the type of behaviour whieltgrles them, while punishment are
intended to prevent a repetition of previous bebtaviFor the management, the criterion
of success for reward policies is that they mo&wamployees to commit high levels of
physical or mental effort towards performing regdirtasks well. Further, Tigeb al.,
(2004), observe that rewards should increase edigiability of employees behaviour so

that they can be depended upon to carry out tHedrgquested of them consistently and
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to reasonable standards, like opportunities foragigg or even promotion will tend to
increase the predictability among employees whaehsme ambition if it is apparent

that certain types of behaviour enhance the prosgeareer development.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter introduces the design of the researuh the data collection and data

analysis technique.

3.2 Research Design

The research design was a case study. A case sty in-depth investigation of an
individual, institution or phenomenon. Case stu@diksw a researcher to collect in-depth
information, more depth than in cross-sectionaldiss with the intention of
understanding situations or phenomenon. It alspshiel reveal the multiplicity of factors,
which have interacted to produce the unique charamf the entity that is subject of
study. The study was used to identify the strat@gplementation practices and
challenges at the Institute of Advanced Technoldthe reason for this choice is based
on the knowledge that case studies are the mosbygte for examining the processes
by which events unfold, as well as exploring causktionships and also they provide a

holistic understanding of the phenomena.

3.3 Data Collection

The study used primary data which was collectedguan interview guide. An interview
guide is a set of questions that the interview&s aghen interviewing. The respondents
to be interviewed were six top managers in charfelanning, corporate, human

resource management and business development. Ereseonsidered to be key
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informants for this research. The interviews weamisstructured so that some questions
can be omitted or added if some new and usefutnmétion come up through the whole

procedure, which will be face to face interviews.

3.4 Data Analysis

The data obtained from the interview guide wasyaeal using content analysis. Content
analysis is the systematic qualitative descriptaérthe composition of the objects or
materials of the study (Hsieh and Shannon, 20@5hvblves observation and detailed

description of objects, items or things that cosgthe object of study.

Content analysis, as a class of methods at thesedgon of the qualitative and
guantitative traditions, is used for rigorous exatmn of many important but difficult-to-
study issues of interest to management resear@@arkey, 2003). This approach is more
appropriate for the study because it allows fopgdesense, detailed accounts in changing
conditions. Thus the qualitative method is suitdblethis research because this research

was conducted within the environment where the @m@ntation initiatives occurred.
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CHAPTER FOUR

DATA ANALY SIS, RESULTSAND DISCUSSION

4.1 Introduction
The research objective was to establish the syataglementation practices employed

at the Institute of Advanced Technology and als@al#ish the challenges of strategy
implementation at the Institute of Advanced Tecbggl This chapter presents the

analysis and findings with regard to the objectivd discussion of the same.

4.2 Demogr aphic Data

The respondents comprised the middle and the to@agement of Institute of Advanced

Technology. In total, the researcher interviewedrespondents out of the eight that had
been intended to be interview in the research dedigio of the respondents were not
available during the interview. Despite a new empéhaving been recruited to hold the
position, the researcher felt that she had not aikng enough in the organization to
provide adequate information for the attainmenthef organizations objectives. As a
result the response rate was around 75% and theiew was made possible because all
the respondents interviewed had worked in thepeesve positions for at least 4 years
within IAT and other training institutions. All thespondents held managerial position in
the institution and therefore considered to be nvarsed with the subject matter of the

study.

Academically, the respondents had all attained arsity education with three of them

having undertaken a master’'s degree in their réispetields. In addition two of the
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interviewees had risen through the ranks in thditut®n to occupy the present
management position over 25 years of employment tiael worked. With their solid
academic and work life background in the affairstted organisation, the respondents
were found to be knowledgeable on the subject mattthe research and thus capable to

help in the realization of the research objective.

4.3 Strategy | mplementation at |AT

This section of the interview guide sought to elsalfrom the respondents whether they
understand the strategic process at the IAT. Thiosecovered question on the strategic
process period, persons involved in the organimatiostrategic process and staff

involvement in the strategic process.

On the question of whether the respondents wereeagfahe organizations strategic, all
the respondents answered to the affirmative anidatet that the organizations strategic
plans cover a five year period. The uniform ansviems the respondents indicated that
all of them understand the organizations stratpipn as to the period it covers. The
officers involved in the strategic process wereathe. The respondents indicated that the
Chief Accountant, Human resource manager and theagmag director are the key
persons involved in the development of the strategiSectional heads as well as staff
from the five campuses spread in Mombasa, KisunygriNEldoret and Kakamega were
are involved in the strategy development and implatation. In particular, the
involvement of section heads — the smallest unibrgfanizations management- in the
strategic process ensured that the views of all dte&#f are incorporated in the

organizations overall strategies.
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The strategy implementation process of organizatishould be a whole involving
process where all important stakeholders are ieOne of these important internal
stakeholders is organizational employees becawsedte the ones who are tasked with
the actual duty of implementing the strategies. IAT, it was found out that the
organization appreciates the role played by emggyi@ process of developing and
eventually implementing the strategy. The orgamrat employees are involved during
the preparation of the work plans, budgets andhggpterformance targets and then later
on during performance of their duties to achiewe gbt targets. They argued that since
the staff is involved in the strategy developmehtge, there will be less level of
resistance during the implementation period ans will therefore increase the rate of
success. IAT being an IT based firm, the role ddnmation technology in the strategic
process was highlighted as contributing greatlythe strategic process. Many of the
strategy development process is carried out throkghT interface and it is only during
the plan moderation phase that the various sedtiesds meet together under the

direction of the manager business development tlapat.

The strategy implementation phase in the orgamimatequires that individual section
heads in consultation with all the staff in the tgets monitors the activities being
undertaken on weekly basis to establish whetherdbelts are in line with the budget
expectation. come up with their task that are acbke as well as measurable. This
process will facilitate detection of any variancedaany unfavorable variance is

investigated with the aim of remedying it. The ¢ostenue and trainee enrolment forms
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some of the key parameters that is investigatedwiat factors is considered to affect
the success or failure of the strategic implementah the organization, the respondents
pointed that enhanced communication, prudent atibn of the available resources,
committed staff, teamwork and partnerships, tramspsy and accountability, and
commitment to meeting deadlines/timelines are sofke key factors that influence the
organizations success. The respondents also apg@dhat the top leadership of the
organization affect the strategy implementationcpss. They pointed that leadership of
the firm should support the process through dingcboth human and material support
towards the strategy implementation process. Tageleship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken. It was appreciated that the majorityhef organizations strategies requires
collaboration with other government agencies antermational partners who are
concerned with administering examinations, coureatent and other support. The
respondents pointed that in dealing with theserpatestakeholders, the leadership of the

organization are the ones to perform this task.

4.4 Challenges of Strategy | mplementation Processat |AT

The objective of the study was to establish thdlehges facing strategy implementation
at the Institute of Advanced Technology. It was axpded by the respondents that the
development of an organizations strategy is notughoif the same cannot be
implemented and it is therefore necessary thatrganization employs an appropriate
implementation strategy to actualize the plan. Hewein many organizations, the

implementation phase is faced by a number of angdls. The challenges faced by the
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organization in implementing its strategies wereegarized into; commitment of the top
management to the strategies, organizational @jltstructure, management, resources

and capacity.

4.4.1 Top Management Commitment

The researcher sought to identify from the respotdi¢ leadership was a challenge that
affects the process of strategy implementationhm @rganization. To this extent the
respondents pointed out that indeed the manageatetAT was a challenge in the

effective implementation of strategies in the oigaton. They supported this by

pointing out the various kinds of challenges fabgdhe organization that resulted from
the leadership side of the organization. Firstidiig and bureaucracy together with the
failure to embrace new ideas and innovational teldgy in business was noted as a
challenge. An example was given whereby the institotroduced degree programs in
computer science and business courses. Howeveg gbthe managers did not embrace

the strategy fully and this diversification stratdtas not successfully picked up.

In addition, differences in opinion, forced rembwd project leadership, disputes in
project leadership selection were pointed out dgators of the existence of leadership
and management problems in the implementation efsthategies at IAT. Management
resistance to change and new ideas, lack of visjolemdership together with poor
leadership skills and knowledge are still additloclaallenges facing the organisation.
Some of these leadership skills were found to keetdwa lack of proper training and this

could be remedied through the process of trainfribase in the management positions.
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The respondents were in agreement on the measubestaken in overcoming some of
the leadership and management challenges in ttemiaajion. They noted that some of
these challenges are as a result of poor commuoncaiverworking of some workers

due to disproportionate allocation of work. It weasommended a number of ways of
addressing these challenges, among them engaginm@rhuesource specialists and
business units in harmonizing all roles in the @cocommittees, communication of roles
and responsibilities at an early state and invobminof middle line managers at the early
stages of strategy development because eventhalwill be the ones to implement the
same projects. The management of the organizatias &lso pointed out to cause
ineffective implementation of strategies due to @mm of improper communication

channels in the institution. In some cases, it Yoamd that the use of paper works in
communication slowed down the phase of communicadioe to the resultant time lag

especially in the organizations units that are thaseside the headquarters in Nairobi.

The employee morale and motivation was also naidaetlow due to the organizations
leadership not coming up with an appropriate rewsystem to boast the employees’
motivation. It was also highlighted that the topdership has not been keen in cutting
deals at the corporate level. Instead, the respusd®ted that cases have been noted
where the top management have delegated suchtiastito junior officers who in turn
have ended up not being successful in lobbyingteh projects because of the nature of

complexity involved.
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4.4.2 Organizational Culture

On the question posed to the respondents on whttberfelt the organization and the
management culture established affected the syratggementation at IAT. It was noted
that the organization staff attitude was not ind&n with present day market conditions
where ones opportunities are identified, there eednfor a fast decision making to
capture the same, otherwise the opportunity wilchptured by other competitors. The
institution has been associating high prices taesgnt high quality which with the
increase in the number of colleges offering simeoducts might not necessarily be the
case. The institution was found to have maintaitiexl high pricing strategy and not
being flexible enough to embrace market demands diiture negatively affected the
institution in terms of student enrolment. The spaé which decision making is made
was found to be slow in the organization and teicempounded due to the vertical
organizational structure that exists presentlyhi@ organization. There has been also a
high staff turnover in the recent past especialbyrf staff who is handling several of the
firm’'s projects that are being carried out. It whasrefore appreciated that such staff
turnover results to the rate at which the projacescompleted to lag which consequently

results to lost opportunities.

A number of senior staff members have been knowdoiog things in a certain way and
whenever new changes are introduced or changerategy is required to capture a
certain opportunity or counter a given threat, laene group will be slow in decision

making which in turn will lead to the loss of oppoiity. This view is found to be in
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tandem with that made by Pearce and Robinson (2@0én they noted that since
implementation of strategies will affect in someses the “way things are done in the
organization’, then the employees in the establestitmvill tend to resist such changes.
Thus the implementation strategy should be concdewith the necessary adjustment in

order to accommodate the perceived needs of thegir.

The researcher also wished to get from the respdsdeow they overcame the
challenges posed by the values and beliefs sharédaeb AT employees and community
at large and still ensure the maintenance of tharozation culture. Towards this end, the
respondents indicate that the involvement of theraployees in strategy implementation
and incorporating their views together with effeetcommunication of the benefits to be
derived from the implementation of various straéegwas an important step. It is
observed that changes in culture be made gradsialkkg changes to how people operate
need not be drastic and if made so, the resistevet will be high. This point was in
tandem with that of Ohmae (2003) in which he ndted organizational culture is fairly
stable and does change fast and consequently ngicltathe same, the changes should

be gradual.

4.4.3 Organizational Structure

The nature of the organizations structure affetts level of communication and
implementation of the strategies. The respondeigislighted in the case of IAT, the
organization structure is vertical meaning thatases where the communication need to
be hastened, it becomes slowed down due to the mhacigion makers involved. The

respondents on whether the organization structwts as a hindrance to the
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implementation process was varied. Some of theorefgnts pointed that in some cases
the organization structure has remained statice@ustof evolving with the market
demands. They noted that when the company needgftetonew products, there is need
for the structure to be realigned to capture eiffett the opportunities arising in the
market. An example they gave was when the orgaaizaentified computer application
training market in the government and though th& Kot the contract, they did not
delink this opportunity from the normal training pdgtment and with the increased
workload, it became a challenge to effectively oftee service and this lead to
unsatisfactory project results. There was needstabéish a dedicated staff that will
handle the task without combining with other norrteedk. Another instance cited was
when the institution collaborated with Maseno andPauls Universities to offer degree
courses. IAT was found not to have adjusted thewctire to easily counter the
challenges that come with this collaboration. Thas made it difficult for the institution

to compete with other universities.

The vertical organization structure that existspragly was noted to be the same one that
was put in place when the organization was forrméere is need to change it to reflect
the present operating environment in which theestalders require prompt guidance and
decisions from the management of the institutioth @hich can only be achieved with a
much flatter structure to facilitate faster deamsimaking. Like any other corporate
organization, it was found that communication confiesn the top and this may

sometimes come with bureaucratic challenges. Trainfgs are consistent with Ongoya
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and Lumallas (2005) who noted that majority of time person or partnership structures

were an impediment to the development and impleati@nt of the strategies.

4.4.4 Communication

There are various means used by organizations nrumemicate any strategic process
information. The selection of the appropriate meafrsommunication will depend on the
sector, coverage, sensitivity of the informationdamlso the urgency of the
communicating the same. The findings of the studyewthat communication affects
strategy implementation process of the companyak pointed out that information has
to be passed from top to bottom since developmahesaluation of the strategies occurs
at the top level of the management and there id tiesrefore for passing the same to the
middle and lower levels of the employees. Effecteenmunication is a requirement by
ISO hence its mandatory communication for the samdée effective and since the
organisation is 1ISO 14001 certified, it has endeasddo adopt an effective system of
communicating the same. They noted that an inéffleccommunication causes
confusion and people pulling in opposite directespecially if adoption of a particular

strategy results in uncertainty on the job secwstigus of the employees.

An organization can employ different modes of comioation to employees. The mode
chosen in the organization depends on the natarsitiity, speed required as well as
the distance between the sender and receipt. Itfowasd that email, face -to- face,
verbally and through the mission and vision chartérwas also found that the
organization gives its employees opportunitieshars their ideas, facts, opinions and

emotions. It was noted that IAT has established@en door policy and competition on

38



business ideas where various decentralized unitiseobrganization compete to generate
different business ideas. The feedback on the pssgof the work done is usually passed

during the interdepartmental meetings which ard hebnthly.

4.4.5 Resource Allocation

The respondents agreed unanimously that resourtgramts hindered implantation of
the organizations projects. They pointed out thatnein resource capacity in terms of
qualifications, competence and numbers was a magmistraint while financial
limitations made some of the projects not to be meted in time. As an IT based
company, it was pointed that availability of neeggshardware was in some cases found
to be adequate, while modern infrastructure andiigenSoftware was also identified as
limiting resource. A lack of adequate resource wlasitified as a major inhibitor to the
actualization of all the projects, loss of busingge to low skill level and in some cases,

the staff may not give their all since there mayhbeenough ownership of projects.

In order to mitigate the challenges to implementatof projects, financial resources,
proper planning and prioritizing on the policiesaskey factor to consider in order
avoiding wastage. It was also pointed out by tlepeoadents that it is important to set
aside enough finances for the project while engutimat staff are motivated and
recognized i.e. through reward and appreciationemes. The staff with adequate
training in their roles in strategy implementatianthe nerve centre in boosting the
organisation competence and qualification to ham@#manding tasks. As a result, the

respondents noted that when the institution isrgptbudgets, it ought to incorporate
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adequate resources to ensure the realization ofséftegoals and putting in place
mechanism of addressing the issue of resourcealiimit in their role.

Ineffective coordination and sharing of respongibd among the staff came out as
another factor that affects the success of impleimgstrategies at IAT. Overlapping of
activities during the implementation phase was tbtm create confusion among the
implementers and therefore leading to delays inlempntation and unnecessary
bureaucracies. In some cases, the respondentaa@kst that conflicts/mistrust amongst
relevant stakeholders and those implementing thetegly have created unnecessary
tension between the institution and members std#et® such as the parents and
students. Implementers of the strategies need ambeerable to their actions. However,
it was found that in some instances, there has bekgk of accountability within the
institution especially for some actions and thisdrmees a source of discouragement to
the other staff members whom by themselves arectsgdo be accountable. Another
challenge that was faced by the organization ham ke lack of morale amongst
implementers, misinterpretation of the organizastmategy, lack of proper reporting and
therefore no feedback. Proper monitoring of strategplementation was also found to

be lacking.

4.5 Discussion

Successful implementation of a strategy is ascatitand difficult as the strategic choice.
A firm needs to consider its resources to be ubed)an resources requirements, the
structure systems and other changes in order teach successful implementation of a

project. Competency in implementation and the ghit put ideas into actions can be an
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organization’s source of competitive advantage.aiBse the implementers of a strategy
in most cases are the lower level staff, the pcegquires a shift in responsibility from
strategist to divisional and functional managergnsure effective implementation. The
findings of the study were that those actively imed in the strategy implementation
should also be actively involved in the strategynfolation to ensure ownership of the
process. This position is found to be consistetit Wiat David (2003) who observes that
the human element of strategic implementation playskey role in successful
implementation and involves both managers and eyapkof the organization and more

particularly the need to incorporate the viewshaf tniddle and lower cadre of staff.

Leadership is the key to effective strategy impletagon in an organization and this
point came out strongly during the research. Thpaedents pointed that the leadership
of the firm should support the process throughatiing both human and material support
towards the strategy implementation process. Tagelship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken and seek their support in realizatiothefsame strategies. As Hill and Jones
(1997) noted the right managers must also be in ritjlet positions for effective
implementation of a new strategy since the top mament goodwill and ownership to
drive the process is also critical to effective iempentation of strategy. To finding was
also supported by Thompson (1997) when he obsehatch strategic leader must direct
the organization by ensuring that long term obyesi and strategies have been
determined and are understood and supported bygaenwithin the organizations who

will be responsible for implementing them.
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Alghambi (1998) argues that, failure to keep tirpepr coordination, and distraction
from competing activities, tasks not well definedlanadequate information systems to
support strategy implementation as barriers. $ame position was found to exist in the
organization since the finding from the study waet there existed lack of coordination
of various projects and coupled with ineffective meounication structure, the
performance of the strategy implementation proeessnot optimal. Beer and Eistenstat
(2002) identified six killers to strategy implematibn as : top down approach, unclear
strategy and conflicting priorities, ineffective pto management, poor vertical
communication, weak coordination and inadequatendine line leadership skills. Some

of these challenges still face IAT.
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CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

5.1 Summary

In summary, the study shows that the intervieweesaware of the strategic process of
the IAT and the challenges that affect the sucodsss strategy implementation. The
organization strategy covers a 5 year period andlesar and concise and can be
understood by the staff though the organisationped@ top-down approach in its
strategy development. The study established tretdp leadership of the organization
affects the strategy implementation process thradigbcting both human and material
support towards the strategy implementation procEse organizations’ leadership also
liaises with other stakeholders outside the orgdimn that will affect the success of the
strategies being undertaken. A number of instaneese pointed as a case of
unsatisfactory leadership qualities including; dateon of meeting to junior officers who

are incapable to strike such deals, lack of regpiitg with delegation of duty and

arbitrary transfers of staff in the middle of implenting projects.

In a competitive and chaotic environment, one dgderontribution of a strategic leader
is to provide and share a clear vision, directiod aurpose for the organization. The
culture of the organization was found to be an idipent to strategy implementation as
the employees have not embraced the new changieyasire used to doing things in
certain ways and this has resulted in the institutnaintaining the high pricing strategy

and not being flexible enough to embrace marketashels, low student enrolment, slow
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decision making and staff turnover. IAT organizatistructure was an impediment to
successful implementation of the strategy. Thectire creates a perception that strategy
implementation is a preserve of the top manageraspécially when there is lack of

communication with the rest of the staff.

The study found out that communication in IAT was challenge to strategy
implementation as information has to be passed figmto bottom since development
and evaluation of the strategies occurs at theldopl of the management and there is
need therefore for passing the same to the midaldaver levels of the employees. This
ineffective communication causes confusion and lge@uplling in opposite direction
especially if adoption of a particular strategyutes in uncertainty on the job security
status of the employees. The resources availabteetmrganization was found to be a
challenge to implementation of strategy in IAT asnan resource capacity in terms of
qualifications, competence and numbers was a magistraint while financial
limitations made some of the projects not to be meted in time. This resulted
inactualization of all the projects, loss of busimealue to low skill level and in some

cases, staff not giving their all since there maybt enough ownership of projects.

A number of measures were identified that will helpeducing the factors that affect the
success of strategy implementation in the IAT. 8aiithe measures suggested included
the need to alignment the organization culturetsosirategy, motivation of staff to
enhance performance, accountability of the leadast,communication of the strategy
and team work was identified as yet another measar be undertaken by the

organization. The strategic process of the IAT wated to require participatory and
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consultative approach. Other respondents suggestiné organization that they should
embrace an all inclusive, participatory consul@tind informative stakeholder analysis,
in strategy implementation to enhance ownershipl, famally, embrace public private

partnership in resource mobilization.

5.2 Conclusion

From the research findings and the answers toebearch questions, some conclusions

can be made about the study:

Strategy formulation and implementation procesegeiy vital for the functioning of any
organization. From the findings, it was establiskizat the strategy formulation process
in the organization follows a top-down approach levinplementation process adopts a
bottom up approach. These disconnect in the syrdtrgulation and implementation
has in some cases brought about challenges inubeess of implementing the set
strategies. The organization team consists of fiplieam that has been able to steer the
projects amid the challenges that come with implgateon. This therefore means that
for an effective handling of the challenges of iempéntation, the managers should be
empowered through adequate training and developpregtams to carry such projects.
In addition, it is important that the organisatibas in place adequate mechanism of
incorporating the views of all the stakeholdersha development of the strategies for a
successful implementation of the same strategiesspile the position that the
organization has been able to realise succesgnmifisant components of its projects, it

has there is room for improvement to increasentsial success.
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Another important conclusion from the study is thatthe present day operating
environment, in which the actions of an organizatisill affect and be affected by
stakeholders, it is important that an organizatistrategic process be an all inclusive
where the junior staff, community and non-governtakrorganizations views are
accommodated for in order to realize reduced @si&t during the implementation
phase. Further, effective monitoring and evaluatioh the strategies during
implementation was found to be critical. The orgation should be able to put in place
measures for tracking down progress and faciligatéarning and decision making in a
quick manner and therefore increase the chanceshiéving the same strategies. In an
effort to improve M & E, external consultant willebrecommended that will give

independent opinions and guidance towards the @ament of the same objectives.

5.3 Recommendation for Policy and Practice

The study established that the top management fwAs found to be a challenge to
successful implementation of strategies in the mimgdion and it therefore recommended
that the management should be at the forefrontnsumng that there is effective
coordination and sharing of responsibilities in thganization. There should be adequate
and regular communication to the employees by ttmmamgement on the extent of
strategy implementation so that they understangtbgress of implementation while at

the same time employees should be rewarded foessfud implementation of strategy.

The study established that strategy implementatiitnence the successful achievement

of the institution and it is recommended that itwabbe prudent to include a human
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resource audit to assess the capacity of the tstdfé involved in implementing the new
strategy and give recommendations. The basis afgdtiis lies on the principle of
having the right people on board, then the probtdnmanaging and directing them
largely goes away. To improve on human resourceagement, IAT needs to institute a
modern performance management system and train kégistaff on administration of
the system, review the job descriptions and pemsopolicies in order to have the

workforce motivated.

In order to implement the strategy more efficientlye measuring system should be
developed so that it can better measure the aetwvhich are in accordance with the
strategy. Middle managers should bring up strategiages more when talking with their
subordinates. They should go through together Wiehpersonnel on what actions and
why they are expected to be taken and how theselated to the new strategy. It would
also be profitable to offer middle managers opputies to improve their management
and leadership skills and those skills should d&eoemphasized in the future when

choosing new managers.

Results from the present study add to the undeaistgrof a much-debated topic in the
field. It contributes to the strategy implementatiderature by focusing on challenges
faced by organizations in strategy implementatioactices. The finding provides an
important reference and new insight for practitisnen understanding how strategy
implementation is managed through the provisiorthef foundation of the study. As
middle and higher education institutions are inooaped or elevated to offer degree,

results from the present study offer some implaragifor both research and practice. As
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for practical implications, the findings from presestudy offer important insights for

executives in formulating effective strategies.

5.4 Limitation of the Study

One of the limitations of this research is the paesbiasness on the part of the
respondents because for any study making use iotenview guide, there is a possibility
that the answers from the respondents for all gquestare not true; this study is no
exception. Because a personal interview was caddbtie questionnaire questions were
personally administered and all questions askedewmslated to the strategy
implementation strategies facing IAT and as subk, respondents might not give the
correct position for fear of exposing their strésgresearcher reserves the right to
believe that the responses were true and hondsiet@xtent of the knowledge of the

respondent and contain minimum level of biasness.

The second limitation, the number of respondengs finalized based on the number of
the interviewees available. Only six of the resprid were available out of the targeted
eight respondents interview guide was carriedoousix respondents that were submitted
to the respondents and not all of them were redeivehich therefore limited the total
number of respondents involved in the research. évew it is assumed that their

responses are representative of that what will lhaes given by the other respondents.
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5.5 Recommendation for Further Resear ch

The study confined itself to the Institute of Adead Technology. This research
therefore should be replicated in other educatiarglanizations and the results be
compared so as to establish whether there is ¢ensisamong the organizations in their

strategy implementation process.
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APPENDIX: INTERVIEW GUIDE

The interview guide will seek to achieve the follog/objectives;

1. To determine the challenges of strategy implemgmtait the institute of Advanced

Technology (IAT) Kenya.

Part A: Demographic Data

1. For how long have you been holding the currenttjmys?
2. For how long have you worked in the company?
3. What is the highest level of education you haveed?

Part B: Strategy | mplementation at AT

4. Does the organization have a strategy? If yes, whedtion does the organization
strategy cover?

5. What level of employee involvement does the strategplementation take?

6. What implementation process does your organizatiategy take?

7. What measures are taken by the organization toremdhat the actual strategy
conform to the planned strategy?

8. Does the organization optimize resources duringinigementation phase? How is
the same achieved?

Part C: Challenges of Strategy | mplementation

A) Top management commitment
a) Is leadership a challenge to the process of styateglementation?

b) What kind of challenges do you face with leaderghip
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Are the top managers at the forefront in providifgpdership in strategy
implementation?
How does ineffective coordination and poor shaohgesponsibilities affect strategy

implementation in the company?

How does the conflict in leadership whereby theduwrs’ vision is not shared by all
affect strategy implementation in the company?

Organizational culture

Has the organizational culture affected implemeéonadf strategies in the company?

How do the shared beliefs and values that intenigtie the needs of the business, its
strategy and the people working on the organizatidrehalf hinder strategy

implementation?

Is there a coordinating committee to ensure tHadwdktanding issues regarding the
implementation of the strategy are resolved and the activities of the various
directorates are properly coordinated?

Organizational structure

How does the structure in your organization posechallenge to strategy
implementation?

Is the organizational structure of the company redy with strategies being
implemented?

Does the company structure respond to pressureatoge from the environment and

pursue any appropriate opportunities which aretedat

Does the structure of the company affect how theatives and policies will be
established and implemented?

How does the company structure affect communicdtiom the management to the
employees and vice versa?
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D) Communication

a)

b)

E)

d)

Does communication affect strategy implementatiostasgy in the company?

How often is feedback on strategy implementatiomrwinicated to the employees?

What means of communication does the managementtaissommunicate the

awareness of change at company?

Is there adequate communication of the strategyitandhderlying rationale to all the
staff in the company for their understanding anceptance?

Do the top managers link strategic objectives witk day to day objectives at
different organizational levels and locations?

Does the company gives an opportunity to its engegyshare their ideas, facts,
opinions and emotions and above all provides feddltiarough inter-departmental

meetings, committees and personal consultations?

Resour ce allocation

Do you have any resource constraints hinderingegfyamplementation? If yes, what

kind of resources in particular?
In your opinion, were the available resources adegjfor strategy implementation?

Does rational and equitable resource allocatiorosgcrthe organization affect

effective implementation of any organization’s tsac plan?

How does lack of sufficient capabilities, procesaad activities that are needed to

bring the strategy to life causes breakdown inagyaimplementation?
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Reward and sanctions

Are your reward systems in any way tied to abitiyimplement strategies? Please
explain.

Does the management motivate and reward good pmafare for individuals and
units for effective strategy implementation?

What measures have been taken to ensure that ieas@rdied to ability to implement

strategies?

56



CHALLENGESOF STRATEGY IMPLEMENTATION AT THE
INSTITUTE OF ADVANCED TECHNOLOGY (IAT) KENYA

MOGENI JESCAH MORAA

A RESEARCH PROJECT SUBMITTED IN PARTIAL FULFILMENT

OF THE REQUIREMENT FOR THE AWARD OF THE MASTER OF

BUSINESS ADMINISTRATION DEGREE, SCHOOL OF BUSINESS,
UNIVERSITY OF NAIROBI

NOVEMBER, 2013



DECLARATION

This project is my original work and has not beaespnted to any university or
institution of higher learning and that all the sms | have used or quoted have been

indicated and acknowledged by means of completzertes.

MOGENI JESCAH MORAA

D61/60166/2011

This research project has been submitted with ppyaval as the university supervisor.

FLORENCE MUINDI

Lecturer, School of business,

University of Nairobi



DEDICATION

| dedicate this work to my husband Hillary Mainyedamy son Kayden-sam Mainye.
Their continuous support, prayers and encouragemerd a source of strength during

my study.



ACKNOWLEDGEMENTS

First, | thank the Almighty God for giving me gobeéalth and strength to conduct this
research project. Secondly, | wish to thank my supers Florence Muindi and Dr. Zack
B. Awino, for their guidance and assistance pradide helping me to achieve my
educational goals. | cannot forget to thank both dbademic and non-academic staff at
the University of Nairobi, for their invaluable sagot in the course of my study. | am
also greatly indebted to my student colleagueshatUniversity of Nairobi. Special
thanks to my employer Institute of Advanced Tecbgglfor allowing me to go through
the course and for allowing me to conduct my redegroject at the head office. |
would like to sincerely thank all those who avaikbeir time to be interviewed, thus

making it possible to complete my project.



IAT

ICDL

ICT

EBCL

UK

NCC

SPSS

LIST OF ABBREVIATIONS

Institute of Advanced Technology
International Computer Driving License
Information and Communication Technology
European Business Competence License
United Kingdom

National Computing Centre

Statistical Package for Social Scientists



ABSTRACT

In a business environment where competition isotigler of the day, business entities are
coming up with strategies that will give an edgesroeompetitors at a lower cost.
However, organizations today face major changes riieke strategy implementation
difficult and complex than in the past. Therefotdsi necessary that an organization
comes up with strategies that it can be able tdampnt and also avail resources that
will be able to implement the strategies effectivelhe study sought to establish the
strategy implementation practices at Institute di/&nced Technology as well as identify
the challenges that affect the implementation cdtsgies in the organization. A case
study research design was adopted whereby the rcbseainterviewed six senior
managers at IAT who were involved in the stratgmgmcess of the firm. The data was
collected through the use of the interview guidcs thias prepared to guide the researcher
on the challenges affecting strategy implementadiod the measures taken to overcome
the challenges. Analysis of the data was done usamgent analysis. The findings from
the study suggest that the IAT faces a number alleriges ranging from; slow decision
making process, inadequate resources, culturatfenémce in some instances, lack of
proactive leadership and non involvement of all thtakeholders in strategy
implementation. In addition, other challenges ideld employees not committing
themselves to support a new strategic plan fromsthet to its completion including
review and supporting its recommendation, changiegstrategy mid-stream to suit their
focus. The measures taken to overcome the chalemgéude training employees on
project evaluation and monitoring, involvement df the stakeholders in strategy
formulation and sourcing for additional fundingfiiealize on incomplete projects. Some
of the measures suggested included the need to Him organization culture to its
strategy, motivation of staff to enhance perfornearaccountability of the leaders, and
fast communication of the strategy and team work dentified as yet another measure
to be undertaken by the organization. The studiclodles that strategy implementation
at IAT was affected by the structure adopted, cealtucommunication, the top
management, rewards and the resources. The stcoiyingends that strategy formulation
and implementation process is very vital for thectioning of any organization and the
management of IAT should work to ensure that thalehges which were identified as
affecting strategy implementation are tackled ideorto ensure that the institution remain
competitive in the market.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

The guiding principles in any strategic managenpeatess, whether in the public or
private sector, is about understanding what chaageseeded, how to implement and
manage these changes, and how to create a roadmsystaining improvements that
lead to better performance (Gole, 2005). He asghds the difficulty in strategic
management is the challenge of laying a foundafitonsuccess in the future while
meeting today’s challenges. Strategic planningased on the premise that leaders and
managers of public and nonprofit organizations niesteffective strategists if their
organizations are to fulfill their missions, meleeit mandates, and satisfy constituents

in the years ahead (Bryson, 2004).

While current public policy models have certaintgred to reflect a shift away from

traditional thinking about organizational desigrd gublic management, a systematic
process for creating and sustaining improved peréoice that reflects changes in the
environment is clearly absent. The guiding prinespin any strategic management
process, is the understanding what changes aredeleow to implement and manage
these changes, and how to create a roadmap fa@irsagtimprovements that lead to
better performance (Morgan and Strong, 2003). Thfficdty in strategic

management is the challenge of laying a foundafiionsuccess in the future while



meeting today’s challenges. Organizations are dyriacomplex and are gradually
changing hence need for competitive strategies. ddew excellent the strategies
developed by organizations to counter the challerigéaces, the major hurdle for
success is the effective implementation. In fabe most elegantly conceived,
precisely articulated strategy is virtually wortkde unless it is implemented

successfully, (Sabatier and Weible, 2007).

Johnson and Scholes (2002) assert that the develdmnd implementation of strategies
by an organization or government to chart the fipath to be taken will enhance the
competitiveness of such firms operating in a coitigetenvironment. However, they
observe that many firms develop excellent stragedie counter and adapt to the
environmental challenges but suffer a weaknesshé ilmplementation of the same
strategies. Transforming strategies into actioa f&r more complex and difficult task.
Organizations seem to have problems in strategylemmgntation: such as weak
management roles in implementation, a lack of comigation, lacking a commitment
and misunderstanding of the strategy, unalignedarorgtional resources, poor
organizational structures and uncontrollable emritental factors (Beer and Eisenstat,
2000). Strategy implementation therefore focuseshendistinct relationship between
implementation and other various organizationainelets. The strategy implementation
process is identified by Sabatier and Weible (20@#8) a process being undertaken
through a systematic approach and provides a letkvden strategic consensus and

SUcCcess.



1.1.1 Concept of Strategy

A strategy is a long term plan of action desigreedc¢hieve a particular goal, most often
“winning" (Thompson et al, 2007). Strategy is diffetiated from tactics or immediate
actions with resources at hand by its nature afideitensively premeditated and often
practically rehearsed. According to Johnson and®sh(2002), strategy has to do with
how an organization matches its internal and eateznvironment and the management
process is concerned with how to maintain, stabitiz change that position. Mintzberg
and Quinn (1998) identify four interrelated defionts of strategy as a plan, perspective,
pattern and position. As a plan, it is some soxtarfsciously intended course of action, a
guideline to deal with a situation. As a pattermiegrates an organization’s major goals,
policies and actions sequences into a cohesiveewlstiategy as a position becomes a
mediating force or match between the organizatiand its external and internal
environments. Strategy as a position looks outSideorganization seeking to locate the

organization in the external environment and & icohesive position.

Johnson and Scholes (2000, p. 12) define strategith@ direction and scope of an
organization over long term, which achieves adwgmtor the organization through its
configuration of resources within a changing enwinent and to fulfill stakeholder

expectations”. He concludes that strategy can ba ss the matching of the resources
and activities of an organization to the environmen which it operates. This is

sometimes known as search for strategic fit. Thecept of strategy is therefore built
around winning. Strategy helps to achieve succdssther in business or otherwise,

success in this context refers to the realizatibolgectives that are desired. Effective
3



strategy is formulated around four factors. These the goals and objectives are simple,
consistent and relate to the long term, thereasopind understanding of the competitive
environment, there is an objective appraisal ofrsources available and that there is

effective implementation (H#t al., 2008).

1.1.2 Strategy | mplementation

Strategy implementation is the process of allogatiresources to support an
organization’s chosen strategies. This proceshkides the various includes various
management activities that are necessary to pategly in motion and institute strategic
controls that monitor progress and ultimately aehi®rganizational goals (Okumus,
2003). Strategy implementation is defined as "phecess used to implement specific
firm policies, programs, and action plans across dhganization™™ (Harrington, 2004,
p.321). Effective strategy implementation and execourelies on maintaining a balance
between preventing failures and promoting succéssllmneously. When there is a
proper alignment between strategy, administrativechmnisms and organizational
capabilities, it will be easier to implement anceeute the strategy and to achieve the

desired objectives (Okumus, 2003).

Lippitti (2007) observe that strategy may fail theeve expected results especially when
the strategy execution is flawed. The failure tee@ie is a major concern of executives
because it limits organizational growth, adaptib@ind competitiveness. Executives are
not judged by the brilliance of their strategy, toyt their ability to implement it. The

challenge is how to close the gap between straaegyactual results. Traditionally, it is



believed that strategy implantation and executisnldss glamorous than strategy
formulation, and that anyone can implement and @eea well-formulated strategy.
Therefore, implementation and execution has a#dhatuch less attention than strategy
formulation or strategic planning (Bigler, 2001). hil¢ strategy formation and
implementation are tightly integrated functionsragtgy implementation is the most
complicated and time-consuming part of strategioagament. It cuts across virtually all

facets of managing and needs to be initiated franynpoints inside the organization.

1.1.3 Challenges of Strategy | mplementation

Formulating appropriate strategy is not enoughr dftective strategy implementation,
the strategy must be supported by decisions reggrthe appropriate organization
structure, reward system, organizational cultuespurces and leadership. Just as the
strategy of the organization must be matched te@xternal environment, it must also fit
the multiple factors responsible for its implemeéiota (Bateman and Zeithaml, 1993). As
was further observed by David (2003), successfategy implementation must consider
issues central to its implementation which incluaatching organizational structure to
strategy, creating a supportive organizationaluraliamong other issues.Lippitti (2007)
observe that strategy may fail to achieve expeotsdlts especially when the strategy
execution is flawed. The failure to execute is gomaoncern of executives because it
limits organizational growth, adaptability and catipveness. Executives are not judged
by the brilliance of their strategy, but by thebilay to implement it. The challenge is
how to close the gap between strategy and actsaltse Lepsinger (2006) similarly hold

that true leaders have a clear vision and are 1€&f¥#mitted to pursuing it.



Organizations seem to have difficulties in impletiven their strategies, however.

Researchers have revealed a number of problentisategy implementation. The reasons
for this are varied, but most hinge on the fact #teategy implementation is resource
intensive and challenging (Gurowitz, 2007). None kbss strategic planning remains a
top priority among successful private universitlesed on the fundamental notion that an
effective strategy offers unique opportunities foarket differentiation and long-term

competitive advantage. Based on this, many publicausities are now asking which are
the best tools and methodologies to enable efiedivategy implementation (Beer and

Eisenstant, 2000).

Beer and Eisenstat (2000), there were six fundamheaasons why various strategies
developed by firms were not implemented effectivalrey identified that employees
saw the overall problem being rooted fundamentiallhe process of management issues
of leadership, teamwork and strategic direction moin the commitment of people and
their functional competencies. Poor quality vetticammunication not only hinders
strategy communication but also prevents discussibrthe barriers themselves. Sterling
(2003) identifies challenges to strategy implemeotaas: unanticipated market changes,
effective competitor response to strategy, insigfit resources, failures of buy-in,
understanding and communication by those who ggpaged to implement , strategy not

being timely and unique, lack of strategic focud poorly conceived strategies.



1.1.4 Technical Collegesin Kenya

Technical colleges in Kenya offer academic and wonal preparation of students for
jobs involving applied science and modern technpldgemphasizes the understanding
and practical application of basic principles aleace and mathematics, rather than the
attainment of proficiency in manual skills that psoperly the concern of vocational
education (education.go.ke). Technical educatiatha objective of preparing graduates
for occupations that are classed above the skitladts but below the scientific or
engineering professions. People so employed agedrely called technicians. Technical
education is distinct from professional educatiwhich places major emphasis upon the
theories, understanding, and principles of a widldytof subject matter designed to equip
the graduate to practice authoritatively in suaidB as science, engineering, law, or

medicine.

Technical occupations are vital in a wide rangdiaitls, including agriculture, business
administration, computers and data processing, adu; environmental and resource
management, graphic arts and industrial design, lewlth and medicine; technical
educational curricula are correspondingly speadliz over a broad range
(education.go.ke). Technical education is typicaltiered in post-high-school curricula
that are two years in length, are not designededa Ito a bachelor's degree, and are
offered in a wide variety of institutions, such t&shnical institutes, junior colleges,
vocational schools, and regular colleges and usities. The training industry is rapidly
growing and as a result, a number of technicaltuigins have started. Kenya has been

in a position to promote its Education, through vaeiety Technical colleges that carter



for the Kenyan students. Among the Colleges in kemglude Institute of Technology,
psychology, statistics, business among other fie@ismpetition is in the rise and all
these institutions are aligning their structuredtsat they can attain a competitive edge
and stand out in the competition. Training in Kengeacurrently undergoing changes.
There has been a call of urgency to expand thectagsafor technical colleges and
universities so as a great number of qualified estigl can be absorbed. Under the
training industry there include, Universities, Teal colleges, polytechnics, Secondary

and primary schools.

1.1.5 Institute of Advanced Technology in Kenya

The Institute of Advanced Technology (IAT) is anTICand business learning
organization in Kenya and the East African Regibnvas established in 1991 with its
major focus being on professional courses thatlerabficient use of ICT to the learner.
It has since switched its focus from End User aradeBsional courses to Career Training
and Education to individuals as well as Public Bnigate corporate organization seeking

to develop their personnel. It has also wideneddtgpe from ICT to business courses.

IAT seeks to achieve customer satisfaction andiwootsly expand its market share. It
does this by scanning the environment in ordentprove on its services and to fill the
gap in the industry by introducing new productsT Ikas grown and is well known in the
Kenyan ICT and Business job market for producinghhguality graduates who are

skilled and proficient in their areas of study.hds succeeded in conducting ICT and



Business courses in partnership with distinguishestnational and local partners which
include Maseno University, St' Paul's UniversityC@Gl Education (UK), the European
Business Competence License (EBCL), Internatiormh@uters Driving license ICDL

among others since 1991 and have gained valuapkierce in this area.

1.2 Research Problem

The organization’s strategic plan is expected toabguiding document for the
organization; however, poor implementation of thenpcan result in it becoming an
ineffective document (Pfeffer and Sutton, 2006)wlll not matter how good the
strategic plan is, what will be important is howttansform the documented strategy
to tangible results, a process which will involviéeetive implementation process.
Organizations are often unable to transform e)gstkmowledge into meaningful
action, which creates a gap in implementation. G20€5) assert that one of the main
causes that organizations cite for the knowing-gl@ap is that organizations come to
the belief that if they just talk about doing sohieg, this very action of discussion
will magically lead to execution. It therefore beges important that an organization
gives the implementation phase of its strategic@se due importance and allocate

adequate resources and time that will enable ieaelthe desired objectives.

The Institute of Advanced Studies is one of thenper ICT institutions in Kenya that
during its initials years has been able to opemdiras in major towns and partner
with local and international universities to offble same causes in the country. The

institution witnessed the impressive growth dueatloption and implementation of



effective strategies. However, in the last 5 yetlws,institution has faced high level of
competition from universities and other tertiaryl@ges that have emerged to offer the
same courses and programs has the one offeredstipi@ of advanced technology.
When the same problem is studied keenly, it is evidhat the institution has had
strategies to counter the challenges in the businesket. However, what has been
lacking is an effective implementation in the ingibn. There is need to ensure that
the strategies which they have put in place tofatg implemented so that they can
have a competitive advantage over other institstiobhis therefore calls for the
development of good strategies and appropriatadligement of the organizational
structure, systems, leadership behavior and huesource policies. It is on this basis
that the current study will wish to establish thmleenges facing implementation of

strategies at the Institute of advanced Technology.

Recent local studies undertaken on the challenfjssaiegy implementation include;
Moeva (2007) researched the challenges facing mmgi¢ation of strategy for
revitalizing agriculture at the Ministry of Agridulre and found out that the major
challenges that affected the implementation otegpafor revitalizing agriculture was
lack of awareness and ownership of the strategytH®y various stakeholders,
performance management especially at district amdigional level and resource
mobilization. Nyangweso (2009) on the strategy enpntation challenges at
Cooperative bank who found out that in the cas€mbp bank just like in any other
player in the banking industry, implementation wategies should be fast, consistent

and should be adaptable on many fronts simultamgdkigrop (2009) researched on
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challenges of strategy implementation at the Katldlife service and identified that
a firm should focus on formal organizational stames and control mechanisms of
employees while implementing its strategy. Akwa@1(0) carried out a research on
challenges of strategy implementation at the Migistf co-operative Development
and marketing and his studies revealed that; orgfon culture, human resource
policies, financial resources policies and procedurinformation and operating
systems and performance incentives were all impewalisnto strategy implementation.
The challenges faced by the educational institstioould be different with other
organizations and therefore this study seeks tabksh the challenges of strategy
implementation at the Institute of Advanced Tecbgygl This problem statement
leads to the following question: what are the @rales of strategy implementation at

the Institute of Advanced Technology?

1.3Resear ch Objectives

1) To establish the strategy implementation practegaployed at the Institute of

Advanced Technology

2) To establish the challenges of strategy implemgmtatt the Institute of

Advanced Technology

1.4 Value of the Study

The study will aid various stakeholders in therdgoy as follows;

The study will be of value to Institute of Advanc&dchnology since it will help them

understand the factors that affect the implemesmadf its strategies and thus put in place

11



mechanisms that will ensure that its strategiesimmemented. In addition, the study
will be an invaluable source of material and infation to other technological

institutions operating in the country since theyl wnderstand the challenges affecting
implementation of strategies in the education seata thus come up with ways of
ensuring that its strategies are fully implemengedthat they can compete effectively
with other firms. Public and private institutiomsthe country will obtain details on how
they can be able to effectively implement theiratggies in the face of numerous

challenges facing them in the professional anaitngiinstitutions in Kenya.

The government and regulators of the fund will dlad invaluable information in how
good strategies can be adopted and as a resduiih pléice policies that will guide and
encourage other organizations within and withoatgbvernment sector in implementing
their strategies. The policy makers will obtain Whedge of the professional and training
institutions and the appropriate factors that afiegplementation of strategies in the
industry; they will therefore obtain guidance frahs study in designing appropriate
policies that will regulate the sector. Future dal®may use the results of this study as a
source of reference. For academicians, this stadyd the foundation upon which other

related and replicated studies can be based on.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter will review the theoretical underpimmihe study, strategy implementation

and strategy implementation challenges.

2.2 Theoretical underpinning the study

The institutional theory recognizes the embedmehtinstitutional actors in an
environment of formal and informal rules. Instiartal theorists suggest that
organizational actions and processes are drivethéyy actors in order to justify and
plausibly explain their actions. According to tperspective, strategy implementation are
rationally accounted for by organizational actonsl @ooted in the normative and social
context that motivates actors to seek legitimaclhvéD et al., 2007). Through various
cognitive, normative and regulative forces orgatnres adopt a standardized set of
practices (Scott, 2001). In other words, an orgation is composed of three pillars: the
cultural-cognitive, normative, and regulative elesethat together with associated
activities and resources provide stability to sbtifa. Companies try to fit in with the
norm by adopting strategy implementation that \@wbd them as part of the
organizational field. In essence, traditional iional theory believes that
organizational fields become structured by powarffiuences among organizations. The
adoption of a system such as strategy implementaibighly dependent on the extent to

which it is institutionalized by legitimacy. Legitacy concerns lead organizations to
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adopt practices that “conform to the mandate ofitiséitutional environment” (Kraatz

and Zajac, 2006).

The resource-based view of a firm has experienaeghid diffusion throughout strategic
management literature (Priem and Butler, 2001)mBiraim must be to achieve
competitive advantage over its competitors, whithideally derives from valuable
resources that are superior in use, hard to im#ait difficult to substitute. Barney
(1991) posits that resources can be classified ihtee categories: physical capital
resources such as plant and equipment, human Icapgaurces such as training
relationships and experience, and organizatior@talaesources, for example, reporting
structure, formal/informal planning and controllirkgpr firm resources to be the source of
a sustained competitive advantage, they must passvaluable, rare, imperfectly
imitable, (non-)substitutable) test (Barney 199égsources can occur in different forms
such as patents, relationships or processes. B&tA8y) further argues that the contrary
is applicable for strategic implementation. Theatggy implementation can be
characterized as a functional competence in thatedls with distributing a firm’s
resources to fit the strategic alignment of themfirStrategic initiatives need to be

distributed and executed as dictated by the siafggn.

2.3 Strategy Implementation

Implementation of strategy is initiated in threetemelated stages which include
identification of measurable, mutually determinethw@al objectives, development of

specific functional strategies and communication puflicies to guide decisions.
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Implementing strategies successfully is about magchhe planned and the realizing
strategies, which together aim at reaching therorgéional vision. The components of
strategy implementation — communication, intergreta adoption and action are not
necessarily successive and they cannot be det&cmdne another. Successful strategy
implementation will yield the following benefits B organization: proper utilization of

resources with financial and human and thus enhaagganizational growth,

development of efficient systems that will enhawoerdination that would guarantee
achievement of organizations goal and set targetseased organizational impact due to
improved organizational performance and sustaircatmpetitiveness, the organization
will be able to have a clear focus and directioritengrowth path and in the process

attract competent and resourceful human resourse (Pearce and Robinson, 2007).

Pearce and Robinson (2007) argue that, to ensaoessiof the strategy implementation,
the strategy must be translated into carefully enpnted action this is because the firm
strategy is implemented in a changing environmet therefore the need for strategic
control during the implementation. Implementingatggy is difficult and without proper
implementation, no business strategy can succesglementation of strategy calls for
alteration of existing procedures and policies. fmost organizations, strategy
implementation requires shift in responsibility rfrostrategists to divisional and
functional managers (Kazmi, 2002). It is therefionportant to ensure that there is a shift
in responsibility to ensure successful implemeatatiThe implementers of strategy
should therefore be fully involved in strategy fadation so that they can own the

process. Strategy implementation focuses on theincls relationship between
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implementation and other various organizationaielets. The implementation process is
identified as being undertaken through a systemagpigroach which provides a link
between strategic consensus and implementatiorssic(Sabatier and Weible, 2007).
While there is no "one-size fits-all* approach tagegy implementation management for
all organizations, Sabatier and Weible, (2007) tpdisat there are three basic and
irrefutable strategy implementation practices fdr kinds of firms. The strategy
implementation practices include business integmnatiuser adoption and technical
implementation. However, successful implementatibistrategies, they suggest that a
holistic viewpoint and comprehensive strategy ageded for high impact results and

long term success.

Under the business integration stage, this stegbles an organization to rethink how it
operates its business and can enhance the valu€. df involves the organization
listening to their stakeholders and work with theamdentify new ways of solving key
business problems and managing their processesn{Ka002). For example, how the
business collaborates internally or with customafiter implementation can be much
different than before when the communication mo@es also different. An organization
should foster the concept of the integration assness tool that is central to the support
and growth of the organization's business planntlieation of a clear, multi-party
governance structure to manage the effort throwegigd, implementation, and ongoing
improvements will also be needed. At a minimum, ¢ihganization should identify an
executive champion, steering group, and workingugraomprising business and

technical members (David, 1997). An organizatiooutth sell the idea at every meeting,
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and at every opportunity. A strategy implementaoocess can take awhile before one
really get traction and there is therefore neethéoword out and focus on the benefits-

solving stakeholders' most pressing business prable

According to Grundy (2004), many organizationststyees get sidetracked by focusing
too many resources on branding, color schemesthandike. Instead, he suggests that
there is need to amortize the traditional look dedl investment by continuously
engaging users throughout production to enhancereeface as they become more
adept with the solution. The strategy adopted shdnd a reflection of organizations
customer needs (internal or external) and not &ugcof the operating model. An
organization should carefully segment ones userap tihem to the organization's
portfolio of services and products, and designaapct to support these relationships. A
cross-cutting enterprise taxonomy and informatiochiéecture that is independent of
organizational boundaries can act as a driver ahgé to support where the business is
headed, not how it currently operates (Chapman4R20Dommunications and change
management activities are vital. A lack of commatians planning and change
management activities (e.g., process redesigminiggietc.) can ruin a technically sound
implementation. Remember, if no one uses the swiugifter it is deployed, you have

failed.

A strategy implementation practice is aimed at roing the impact of the process.
Under this process, an organization is needed irifmwe requirements and deploy

functionality in phases.
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Cummings and Worley (2005) observe that an org#nizashould not try to build
everything at once. Instead, they need to deveiepsblution using a phased approach
that is driven by the demands of the business andhe supply of the organization.
Integration with existing tools may fulfill manyqgairements and combination with other
technologies and commercial may be the best optietead of building functionality

from scratch.

2.4 Challenges of Strategy |mplementation

Formulating appropriate strategy is not enoughr d¥tective strategy implementation,
the strategy must be supported by decisions raggrthe appropriate organization
structure, reward system, organizational cultuesources and leadership. Just as the
strategy of the organization must be matched te#ternal environment, it must also fit

the multiple factors responsible for its impleméiota (David, 1997).

2.4.1 Top Management Commitment

Leadership is the key to effective strategy impletaton. The role of the chief executive

officer is fundamental because a chief executiicaf is seen as a catalyst closely
associated with and ultimately is accountable Fa&r $uccess of a strategy. The chief
executive officer actions and the perceived seriess to a chosen strategy will influence
subordinate managers’ commitment to implementafiére personal goals and values of
a chief executive officer strongly influence a fgnmission, strategy and key long term

objectives. The right managers must also be in rigbt positions for effective

implementation of a new strategy (Jones and H887). Top management goodwill and
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ownership to drive the process is also criticaktfective implementation of strategy.
According to Grundy (2004), an organization showachong others have the top
management be committed to the strategic diredtienfirm is taking. To this end, he
argues, the managers will willingly give their egyerand loyalty to the implementation
process. In addition the senior managers shoulddaathe notion that the lower level
managers have the same perception of strategytandderlying rationale and urgency.
They must not spare any effort in persuading threroemployees in adoption of their

ideas.

Implementing a new strategy also requires leadelmave adept managerial relationship.
This is important because business leaders anduies must be at the forefront of
overcoming disagreements and pockets of doubt. Thest also lead their people in
building a consensus on how to proceed with theowuarinitiatives included in the

strategy being implemented. Strategy implementateeders must also secure the
commitment and cooperation of all concerned pattieget all the implementation pieces
in place. The management of the organization pesvidirection to workers as they
pursue a common mission in implementing strate¢&@sapman, 2004). The leaders
influence their relationship with their followens the attempt of achieving their mission.
Effective leadership is very crucial during strategxecution and can be achieved
through participation by all groups and individuaksptured in strategic plan through
freedom of choice of leaders by team members. Hads to rational leadership styles
for those with good leadership qualities and gigaifons (Chapman, 2004). A good

strategic leader operates without bias, be visignself-confident, has empathy and
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respect to others and is experienced. Strategyemmgmtation calls for efficient and
effective leaders to guide the rest of the empleyheough the strategic plan with a lot of

ease and provide solutions and explanations tean@sues (Chapman, 2004).

Top managers must demonstrate their willingnesgive energy and loyalty to the
implementation process. This commitment becometjeasame time, a positive signal
for all the affected organizational members. To csssfully improve the overall
probability that the strategy is implemented asnded, senior executives must abandon
the notion that lower-level managers have the spemeeptions of the strategy and its
implementation, of its underlying rationale, and irgency (Cummings and Worley,
2005).Instead, they must believe the exact oppesitespare no effort to persuade the
employees of their ideas. By changing the way thésw and practice strategy
implementation, senior executives can effectivetgnsform change barriers into
gateways for a successful execution. Change is phrthe daily life within an
organization. The ability to manage change has shttwbe a core competency for
corporations. A great challenge within strategy lenpentation is to deal with potential

barriers of the affected managers.

2.4.2 Organizational Culture

Culture is a set of assumptions that members afrganization share in common (shared
beliefs and values). Organizational culture hetpsurturing and dissemination of core
values. Implementation of new strategy will be @med with adjustments in the
structure, employees, systems and style of doimggshin order to accommodate the

perceived needs of the strategy (Pearce and RqQi#807).Culture 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 patternsbehaviour over time. This means
organizational culture is fairly stable and does cltange fast. It sets the tone for the
company and establishes rules on how people shalldve. The top managers create a

climate for the organizations and their valuesuefice the direction of the firm.

Johnson and Scholes (2002) note that culture isremgth that can hinder strategy
implementation when important shared beliefs arldesinterfere with the needs of the
business, its strategy and the people working encittmpany’s behalf. A company’s
culture also prevents a company from meeting comneetthreats or adapting to
changing economic and social environments that\asteategy is designed to overcome.
Social processes can also create rigidities if egarozation needs to change their

strategy. Resistance to change may be “legitimizgdthe cultural norms.

2.4.3 Organizational Structure

Successful strategy implementation depends to ge laxtent on the organizations
structure because it is the structure that idestikey activities within the organization
and the manner in which they will be coordinatedathieve the strategy formulated.
Structure also influences how objectives and pediavill be established, how resources
will be allocated and the synergy across the depants. It is necessary for an
organization to rationalize its operational/managenstructures so as to streamline it to
be effective in strategy execution. This would udg transfers, mergers, and creation of
new departments and divisions for effective managgmThe organization structure

therefore should fit with the intended strategiisr{baum, 2000).
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Organizations should be structured in such a watitltan respond to pressure to change
from the environment and pursue any appropriateodppities which are spotted.
Thompson and Strickland (2003) notes that strategylementation involves working
with and through other people and institutions ledirege. It is important therefore that in
designing the structure and making it operatioRaly aspects such as empowerment,
employee motivation and reward should be consideBtdtegies are formulated and
implemented by managers operating within the carstructure. The structure of an
organization is designed to breakdown how work ibé carried out in business units and
functional departments. People work within thesésgbns and units and their actions

take place within a defined framework of objectivalsins, and policies.

2.4.4 Communication and Strategy | mplementation

Guffey and Nienhaus (2002) found a strong link l@stw organizational commitment
(strong belief in the organization’s goals and ealuwillingness to exert effort on behalf
of the organization, and strong desire to maintagmbership in the organization) and
employees’ support of the organization’s strategen. Effective communication of the
strategy and its underlying rationale are alsoicaliy important particularly w hen
reaching out beyond the group directly involvedhea development of the strategic plan.
It is essential both during and after an organizeti change to communicate information
about organizational developments to all levels ithmely fashion. The way in which a
change is presented to employees is of great méki¢o their acceptance of it. To deal
with this critical situation, an integrated comnzations plan must be developed. Such a

plan is an effective vehicle for focusing the enyeles’ attention on the value of the
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selected strategy to be implemented. Therefore,naamcation plans will provide the
appropriate information to market the strategy enpéntation effectively in order to

create and maintain acceptance.

Communication down the organization or across aiffefunctions becomes a challenge.
Making sure that processes throughout the orgaaizatipport strategy execution efforts
can be problematical in a large organization. lngkstrategic objectives with the day to
day objectives at different organizational leveis éocations becomes a challenging task.
The larger he numbers of people involved, the greidite challenge to execute strategy
effectively (McCracken, 2002). Birnbaum (2000) icates that strategy implementation
requires the transfer of information from one parsmanother through specific channels.
Communication allows sharing of ideas, facts, apisi and emotions and above all
provides feedback. In organizational strategy immaetation, information flows in all

directions; downwards, upwards and literally (Chapm2004). The employees freely
communicate their ideas, suggestions, commentsamgplaints to the management on
strategic objectives. These can be done througéreigprs, joint consultative committee,

suggestion schemes, trade unions or grapevine. rbegaal communication is

encouraged through inter-departmental meetingsnutiees and personal consultations.
The management of the organization therefore thafdkait the communication needs that

to be articulated during strategy implementation.

2.4.5 Resour ce Allocation

Resource allocation is a central management actilvdt allows for strategy execution.

Strategic management enables resources to be talfocaccording to priorities
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established by annual objectives. Organizations beagaptured by their resource legacy
or assumptions people make about what resourceit@soreally matter (Johnson and
Scholes, 2002). The causes of breakdown in siyait@glementation relate to the
capabilities, processes and activities that ardetkéo bring the strategy to life. Effective
resource allocation calls for unique, creative Iskihcluding leadership, precision,
attention to detail, breaking down complexity ird@gestible tasks and activities and
communicating in clear and concise ways throughbet organization and to all its
stakeholders. Successful strategy implementatioduis to the design, development,
acquisition, and implementation of resources thavige what is needed to give effect to

the institution’s new strategies (Judson, 1991).

The organization need to have sufficient funds ambugh time to support the
implementation process. True costs include realisthe commitment from staff to
achieve a goal, a clear identification of expersgsociated with a tactic, or unexpected
cost overruns by vendors (Olsen, 2005). Resoutoeadion is important and equitable
resource allocation and sharing is an importantvigcthat enhances strategy execution.
The budgetary resources should be marched withrohegatal operations. Effective
implementation of any organization’s strategic ptiepends on rational and equitable
resource allocation across the organization. Prioples should be developed between the
strategic plan and operational activity at depant@devels in order to necessitate proper
implementation of strategies (Birnbaum, 2000). Res® allocation helps strategic
managers to coordinate operations and facilitabesral of performance. It is important

to have a budget for the whole organization or -
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2.4.6 Reward and Sanctions Systems

The execution of a strategy depends on individuaiivers of organization especially
key managers. Motivating and rewarding good peréorce for individuals and units are
key success factors in effective strategy implewrt#n. According to Cummings and
Worley (2005), organizational rewards are poweinfigentives for improving employee
and work group performance. It can also producé lhegels of employee satisfaction.
Reward systems interventions are used to elicit ammintain desired levels of

performance.

Reward system should align the actions and objestf individuals with objectives and
needs of the firm’s strategy. Financial incentiae important reward mechanisms
because they encourage managerial success wheratbeyirectly linked to specific
activities and results. Intrinsic non-financialveeds such as flexibility and autonomy in
the job are important managerial motivators. Negasianctions such as withholding of
financial and intrinsic rewards for poor performanare necessary to encourage
managers’ efforts (Pearce and Robinson, 2007). igog to Thompsort al.,(2007) the
specific objectives of rewards and punishment afferdnt. Rewards are in principle
intended to encourage the type of behaviour whieltgrles them, while punishment are
intended to prevent a repetition of previous bebtaviFor the management, the criterion
of success for reward policies is that they mo&wamployees to commit high levels of
physical or mental effort towards performing regdirtasks well. Further, Tigeb al.,
(2004), observe that rewards should increase edigiability of employees behaviour so

that they can be depended upon to carry out tHedrgquested of them consistently and
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to reasonable standards, like opportunities foragigg or even promotion will tend to
increase the predictability among employees whaehsme ambition if it is apparent

that certain types of behaviour enhance the prosgeareer development.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter introduces the design of the researuh the data collection and data

analysis technique.

3.2 Research Design

The research design was a case study. A case sty in-depth investigation of an
individual, institution or phenomenon. Case stu@diksw a researcher to collect in-depth
information, more depth than in cross-sectionaldiss with the intention of
understanding situations or phenomenon. It alspshiel reveal the multiplicity of factors,
which have interacted to produce the unique charamf the entity that is subject of
study. The study was used to identify the strat@gplementation practices and
challenges at the Institute of Advanced Technoldthe reason for this choice is based
on the knowledge that case studies are the mosbygte for examining the processes
by which events unfold, as well as exploring causktionships and also they provide a

holistic understanding of the phenomena.

3.3 Data Collection

The study used primary data which was collectedguan interview guide. An interview
guide is a set of questions that the interview&s aghen interviewing. The respondents
to be interviewed were six top managers in charfelanning, corporate, human

resource management and business development. Ereseonsidered to be key
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informants for this research. The interviews weamisstructured so that some questions
can be omitted or added if some new and usefutnmétion come up through the whole

procedure, which will be face to face interviews.

3.4 Data Analysis

The data obtained from the interview guide wasyaeal using content analysis. Content
analysis is the systematic qualitative descriptaérthe composition of the objects or
materials of the study (Hsieh and Shannon, 20@5hvblves observation and detailed

description of objects, items or things that cosgthe object of study.

Content analysis, as a class of methods at thesedgon of the qualitative and
guantitative traditions, is used for rigorous exatmn of many important but difficult-to-
study issues of interest to management resear@@arkey, 2003). This approach is more
appropriate for the study because it allows fopgdesense, detailed accounts in changing
conditions. Thus the qualitative method is suitdblethis research because this research

was conducted within the environment where the @m@ntation initiatives occurred.
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CHAPTER FOUR

DATA ANALY SIS, RESULTSAND DISCUSSION

4.1 Introduction
The research objective was to establish the syataglementation practices employed

at the Institute of Advanced Technology and als@al#ish the challenges of strategy
implementation at the Institute of Advanced Tecbggl This chapter presents the

analysis and findings with regard to the objectivd discussion of the same.

4.2 Demogr aphic Data

The respondents comprised the middle and the to@agement of Institute of Advanced

Technology. In total, the researcher interviewedrespondents out of the eight that had
been intended to be interview in the research dedigio of the respondents were not
available during the interview. Despite a new empéhaving been recruited to hold the
position, the researcher felt that she had not aikng enough in the organization to
provide adequate information for the attainmenthef organizations objectives. As a
result the response rate was around 75% and theiew was made possible because all
the respondents interviewed had worked in thepeesve positions for at least 4 years
within IAT and other training institutions. All thespondents held managerial position in
the institution and therefore considered to be nvarsed with the subject matter of the

study.

Academically, the respondents had all attained arsity education with three of them

having undertaken a master’'s degree in their réispetields. In addition two of the
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interviewees had risen through the ranks in thditut®n to occupy the present
management position over 25 years of employment tiael worked. With their solid
academic and work life background in the affairstted organisation, the respondents
were found to be knowledgeable on the subject mattthe research and thus capable to

help in the realization of the research objective.

4.3 Strategy | mplementation at |AT

This section of the interview guide sought to elsalfrom the respondents whether they
understand the strategic process at the IAT. Thiosecovered question on the strategic
process period, persons involved in the organimatiostrategic process and staff

involvement in the strategic process.

On the question of whether the respondents wereeagfahe organizations strategic, all
the respondents answered to the affirmative anidatet that the organizations strategic
plans cover a five year period. The uniform ansviems the respondents indicated that
all of them understand the organizations stratpipn as to the period it covers. The
officers involved in the strategic process wereathe. The respondents indicated that the
Chief Accountant, Human resource manager and theagmag director are the key
persons involved in the development of the strategiSectional heads as well as staff
from the five campuses spread in Mombasa, KisunygriNEldoret and Kakamega were
are involved in the strategy development and implatation. In particular, the
involvement of section heads — the smallest unibrgfanizations management- in the
strategic process ensured that the views of all dte&#f are incorporated in the

organizations overall strategies.
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The strategy implementation process of organizatishould be a whole involving
process where all important stakeholders are ieOne of these important internal
stakeholders is organizational employees becawsedte the ones who are tasked with
the actual duty of implementing the strategies. IAT, it was found out that the
organization appreciates the role played by emggyi@ process of developing and
eventually implementing the strategy. The orgamrat employees are involved during
the preparation of the work plans, budgets andhggpterformance targets and then later
on during performance of their duties to achiewe gbt targets. They argued that since
the staff is involved in the strategy developmehtge, there will be less level of
resistance during the implementation period ans will therefore increase the rate of
success. IAT being an IT based firm, the role ddnmation technology in the strategic
process was highlighted as contributing greatlythe strategic process. Many of the
strategy development process is carried out throkghT interface and it is only during
the plan moderation phase that the various sedtiesds meet together under the

direction of the manager business development tlapat.

The strategy implementation phase in the orgamimatequires that individual section
heads in consultation with all the staff in the tgets monitors the activities being
undertaken on weekly basis to establish whetherdbelts are in line with the budget
expectation. come up with their task that are acbke as well as measurable. This
process will facilitate detection of any variancedaany unfavorable variance is

investigated with the aim of remedying it. The ¢ostenue and trainee enrolment forms
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some of the key parameters that is investigatedwiat factors is considered to affect
the success or failure of the strategic implementah the organization, the respondents
pointed that enhanced communication, prudent atibn of the available resources,
committed staff, teamwork and partnerships, tramspsy and accountability, and
commitment to meeting deadlines/timelines are sofke key factors that influence the
organizations success. The respondents also apg@dhat the top leadership of the
organization affect the strategy implementationcpss. They pointed that leadership of
the firm should support the process through dingcboth human and material support
towards the strategy implementation process. Tageleship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken. It was appreciated that the majorityhef organizations strategies requires
collaboration with other government agencies antermational partners who are
concerned with administering examinations, coureatent and other support. The
respondents pointed that in dealing with theserpatestakeholders, the leadership of the

organization are the ones to perform this task.

4.4 Challenges of Strategy | mplementation Processat |AT

The objective of the study was to establish thdlehges facing strategy implementation
at the Institute of Advanced Technology. It was axpded by the respondents that the
development of an organizations strategy is notughoif the same cannot be
implemented and it is therefore necessary thatrganization employs an appropriate
implementation strategy to actualize the plan. Hewein many organizations, the

implementation phase is faced by a number of angdls. The challenges faced by the
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organization in implementing its strategies wereegarized into; commitment of the top
management to the strategies, organizational @jltstructure, management, resources

and capacity.

4.4.1 Top Management Commitment

The researcher sought to identify from the respotdi¢ leadership was a challenge that
affects the process of strategy implementationhm @rganization. To this extent the
respondents pointed out that indeed the manageatetAT was a challenge in the

effective implementation of strategies in the oigaton. They supported this by

pointing out the various kinds of challenges fabgdhe organization that resulted from
the leadership side of the organization. Firstidiig and bureaucracy together with the
failure to embrace new ideas and innovational teldgy in business was noted as a
challenge. An example was given whereby the institotroduced degree programs in
computer science and business courses. Howeveg gbthe managers did not embrace

the strategy fully and this diversification stratdtas not successfully picked up.

In addition, differences in opinion, forced rembwd project leadership, disputes in
project leadership selection were pointed out dgators of the existence of leadership
and management problems in the implementation efsthategies at IAT. Management
resistance to change and new ideas, lack of visjolemdership together with poor
leadership skills and knowledge are still additloclaallenges facing the organisation.
Some of these leadership skills were found to keetdwa lack of proper training and this

could be remedied through the process of trainfribase in the management positions.
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The respondents were in agreement on the measubestaken in overcoming some of
the leadership and management challenges in ttemiaajion. They noted that some of
these challenges are as a result of poor commuoncaiverworking of some workers

due to disproportionate allocation of work. It weasommended a number of ways of
addressing these challenges, among them engaginm@rhuesource specialists and
business units in harmonizing all roles in the @cocommittees, communication of roles
and responsibilities at an early state and invobminof middle line managers at the early
stages of strategy development because eventhalwill be the ones to implement the
same projects. The management of the organizatias &lso pointed out to cause
ineffective implementation of strategies due to @mm of improper communication

channels in the institution. In some cases, it Yoamd that the use of paper works in
communication slowed down the phase of communicadioe to the resultant time lag

especially in the organizations units that are thaseside the headquarters in Nairobi.

The employee morale and motivation was also naidaetlow due to the organizations
leadership not coming up with an appropriate rewsystem to boast the employees’
motivation. It was also highlighted that the topdership has not been keen in cutting
deals at the corporate level. Instead, the respusd®ted that cases have been noted
where the top management have delegated suchtiastito junior officers who in turn
have ended up not being successful in lobbyingteh projects because of the nature of

complexity involved.
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4.4.2 Organizational Culture

On the question posed to the respondents on whttberfelt the organization and the
management culture established affected the syratggementation at IAT. It was noted
that the organization staff attitude was not ind&n with present day market conditions
where ones opportunities are identified, there eednfor a fast decision making to
capture the same, otherwise the opportunity wilchptured by other competitors. The
institution has been associating high prices taesgnt high quality which with the
increase in the number of colleges offering simeoducts might not necessarily be the
case. The institution was found to have maintaitiexl high pricing strategy and not
being flexible enough to embrace market demands diiture negatively affected the
institution in terms of student enrolment. The spaé which decision making is made
was found to be slow in the organization and teicempounded due to the vertical
organizational structure that exists presentlyhi@ organization. There has been also a
high staff turnover in the recent past especialbyrf staff who is handling several of the
firm’'s projects that are being carried out. It whasrefore appreciated that such staff
turnover results to the rate at which the projacescompleted to lag which consequently

results to lost opportunities.

A number of senior staff members have been knowdoiog things in a certain way and
whenever new changes are introduced or changerategy is required to capture a
certain opportunity or counter a given threat, laene group will be slow in decision

making which in turn will lead to the loss of oppoiity. This view is found to be in
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tandem with that made by Pearce and Robinson (2@0én they noted that since
implementation of strategies will affect in someses the “way things are done in the
organization’, then the employees in the establestitmvill tend to resist such changes.
Thus the implementation strategy should be concdewith the necessary adjustment in

order to accommodate the perceived needs of thegir.

The researcher also wished to get from the respdsdeow they overcame the
challenges posed by the values and beliefs sharédaeb AT employees and community
at large and still ensure the maintenance of tharozation culture. Towards this end, the
respondents indicate that the involvement of theraployees in strategy implementation
and incorporating their views together with effeetcommunication of the benefits to be
derived from the implementation of various straéegwas an important step. It is
observed that changes in culture be made gradsialkkg changes to how people operate
need not be drastic and if made so, the resistevet will be high. This point was in
tandem with that of Ohmae (2003) in which he ndted organizational culture is fairly
stable and does change fast and consequently ngicltathe same, the changes should

be gradual.

4.4.3 Organizational Structure

The nature of the organizations structure affetts level of communication and
implementation of the strategies. The respondeigislighted in the case of IAT, the
organization structure is vertical meaning thatases where the communication need to
be hastened, it becomes slowed down due to the mhacigion makers involved. The

respondents on whether the organization structwts as a hindrance to the
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implementation process was varied. Some of theorefgnts pointed that in some cases
the organization structure has remained statice@ustof evolving with the market
demands. They noted that when the company needgftetonew products, there is need
for the structure to be realigned to capture eiffett the opportunities arising in the
market. An example they gave was when the orgaaizaentified computer application
training market in the government and though th& Kot the contract, they did not
delink this opportunity from the normal training pdgtment and with the increased
workload, it became a challenge to effectively oftee service and this lead to
unsatisfactory project results. There was needstabéish a dedicated staff that will
handle the task without combining with other norrteedk. Another instance cited was
when the institution collaborated with Maseno andPauls Universities to offer degree
courses. IAT was found not to have adjusted thewctire to easily counter the
challenges that come with this collaboration. Thas made it difficult for the institution

to compete with other universities.

The vertical organization structure that existspragly was noted to be the same one that
was put in place when the organization was forrméere is need to change it to reflect
the present operating environment in which theestalders require prompt guidance and
decisions from the management of the institutioth @hich can only be achieved with a
much flatter structure to facilitate faster deamsimaking. Like any other corporate
organization, it was found that communication confiesn the top and this may

sometimes come with bureaucratic challenges. Trainfgs are consistent with Ongoya
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and Lumallas (2005) who noted that majority of time person or partnership structures

were an impediment to the development and impleati@nt of the strategies.

4.4.4 Communication

There are various means used by organizations nrumemicate any strategic process
information. The selection of the appropriate meafrsommunication will depend on the
sector, coverage, sensitivity of the informationdamlso the urgency of the
communicating the same. The findings of the studyewthat communication affects
strategy implementation process of the companyak pointed out that information has
to be passed from top to bottom since developmahesaluation of the strategies occurs
at the top level of the management and there id tiesrefore for passing the same to the
middle and lower levels of the employees. Effecteenmunication is a requirement by
ISO hence its mandatory communication for the samdée effective and since the
organisation is 1ISO 14001 certified, it has endeasddo adopt an effective system of
communicating the same. They noted that an inéffleccommunication causes
confusion and people pulling in opposite directespecially if adoption of a particular

strategy results in uncertainty on the job secwstigus of the employees.

An organization can employ different modes of comioation to employees. The mode
chosen in the organization depends on the natarsitiity, speed required as well as
the distance between the sender and receipt. Itfowasd that email, face -to- face,
verbally and through the mission and vision chartérwas also found that the
organization gives its employees opportunitieshars their ideas, facts, opinions and

emotions. It was noted that IAT has established@en door policy and competition on
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business ideas where various decentralized unitiseobrganization compete to generate
different business ideas. The feedback on the pssgof the work done is usually passed

during the interdepartmental meetings which ard hebnthly.

4.4.5 Resource Allocation

The respondents agreed unanimously that resourtgramts hindered implantation of
the organizations projects. They pointed out thatnein resource capacity in terms of
qualifications, competence and numbers was a magmistraint while financial
limitations made some of the projects not to be meted in time. As an IT based
company, it was pointed that availability of neeggshardware was in some cases found
to be adequate, while modern infrastructure andiigenSoftware was also identified as
limiting resource. A lack of adequate resource wlasitified as a major inhibitor to the
actualization of all the projects, loss of busingge to low skill level and in some cases,

the staff may not give their all since there mayhbeenough ownership of projects.

In order to mitigate the challenges to implementatof projects, financial resources,
proper planning and prioritizing on the policiesaskey factor to consider in order
avoiding wastage. It was also pointed out by tlepeoadents that it is important to set
aside enough finances for the project while engutimat staff are motivated and
recognized i.e. through reward and appreciationemes. The staff with adequate
training in their roles in strategy implementatianthe nerve centre in boosting the
organisation competence and qualification to ham@#manding tasks. As a result, the

respondents noted that when the institution isrgptbudgets, it ought to incorporate
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adequate resources to ensure the realization ofséftegoals and putting in place
mechanism of addressing the issue of resourcealiimit in their role.

Ineffective coordination and sharing of respongibd among the staff came out as
another factor that affects the success of impleimgstrategies at IAT. Overlapping of
activities during the implementation phase was tbtm create confusion among the
implementers and therefore leading to delays inlempntation and unnecessary
bureaucracies. In some cases, the respondentaa@kst that conflicts/mistrust amongst
relevant stakeholders and those implementing thetegly have created unnecessary
tension between the institution and members std#et® such as the parents and
students. Implementers of the strategies need ambeerable to their actions. However,
it was found that in some instances, there has bekgk of accountability within the
institution especially for some actions and thisdrmees a source of discouragement to
the other staff members whom by themselves arectsgdo be accountable. Another
challenge that was faced by the organization ham ke lack of morale amongst
implementers, misinterpretation of the organizastmategy, lack of proper reporting and
therefore no feedback. Proper monitoring of strategplementation was also found to

be lacking.

4.5 Discussion

Successful implementation of a strategy is ascatitand difficult as the strategic choice.
A firm needs to consider its resources to be ubed)an resources requirements, the
structure systems and other changes in order teach successful implementation of a

project. Competency in implementation and the ghit put ideas into actions can be an
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organization’s source of competitive advantage.aiBse the implementers of a strategy
in most cases are the lower level staff, the pcegquires a shift in responsibility from
strategist to divisional and functional managergnsure effective implementation. The
findings of the study were that those actively imed in the strategy implementation
should also be actively involved in the strategynfolation to ensure ownership of the
process. This position is found to be consistetit Wiat David (2003) who observes that
the human element of strategic implementation playskey role in successful
implementation and involves both managers and eyapkof the organization and more

particularly the need to incorporate the viewshaf tniddle and lower cadre of staff.

Leadership is the key to effective strategy impletagon in an organization and this
point came out strongly during the research. Thpaedents pointed that the leadership
of the firm should support the process throughatiing both human and material support
towards the strategy implementation process. Tagelship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken and seek their support in realizatiothefsame strategies. As Hill and Jones
(1997) noted the right managers must also be in ritjlet positions for effective
implementation of a new strategy since the top mament goodwill and ownership to
drive the process is also critical to effective iempentation of strategy. To finding was
also supported by Thompson (1997) when he obsehatch strategic leader must direct
the organization by ensuring that long term obyesi and strategies have been
determined and are understood and supported bygaenwithin the organizations who

will be responsible for implementing them.
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Alghambi (1998) argues that, failure to keep tirpepr coordination, and distraction
from competing activities, tasks not well definedlanadequate information systems to
support strategy implementation as barriers. $ame position was found to exist in the
organization since the finding from the study waet there existed lack of coordination
of various projects and coupled with ineffective meounication structure, the
performance of the strategy implementation proeessnot optimal. Beer and Eistenstat
(2002) identified six killers to strategy implematibn as : top down approach, unclear
strategy and conflicting priorities, ineffective pto management, poor vertical
communication, weak coordination and inadequatendine line leadership skills. Some

of these challenges still face IAT.
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CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

5.1 Summary

In summary, the study shows that the intervieweesaware of the strategic process of
the IAT and the challenges that affect the sucodsss strategy implementation. The
organization strategy covers a 5 year period andlesar and concise and can be
understood by the staff though the organisationped@ top-down approach in its
strategy development. The study established tretdp leadership of the organization
affects the strategy implementation process thradigbcting both human and material
support towards the strategy implementation procEse organizations’ leadership also
liaises with other stakeholders outside the orgdimn that will affect the success of the
strategies being undertaken. A number of instaneese pointed as a case of
unsatisfactory leadership qualities including; dateon of meeting to junior officers who

are incapable to strike such deals, lack of regpiitg with delegation of duty and

arbitrary transfers of staff in the middle of implenting projects.

In a competitive and chaotic environment, one dgderontribution of a strategic leader
is to provide and share a clear vision, directiod aurpose for the organization. The
culture of the organization was found to be an idipent to strategy implementation as
the employees have not embraced the new changieyasire used to doing things in
certain ways and this has resulted in the institutnaintaining the high pricing strategy

and not being flexible enough to embrace marketashels, low student enrolment, slow
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decision making and staff turnover. IAT organizatistructure was an impediment to
successful implementation of the strategy. Thectire creates a perception that strategy
implementation is a preserve of the top manageraspécially when there is lack of

communication with the rest of the staff.

The study found out that communication in IAT was challenge to strategy
implementation as information has to be passed figmto bottom since development
and evaluation of the strategies occurs at theldopl of the management and there is
need therefore for passing the same to the midaldaver levels of the employees. This
ineffective communication causes confusion and lge@uplling in opposite direction
especially if adoption of a particular strategyutes in uncertainty on the job security
status of the employees. The resources availabteetmrganization was found to be a
challenge to implementation of strategy in IAT asnan resource capacity in terms of
qualifications, competence and numbers was a magistraint while financial
limitations made some of the projects not to be meted in time. This resulted
inactualization of all the projects, loss of busimealue to low skill level and in some

cases, staff not giving their all since there maybt enough ownership of projects.

A number of measures were identified that will helpeducing the factors that affect the
success of strategy implementation in the IAT. 8aiithe measures suggested included
the need to alignment the organization culturetsosirategy, motivation of staff to
enhance performance, accountability of the leadast,communication of the strategy
and team work was identified as yet another measar be undertaken by the

organization. The strategic process of the IAT wated to require participatory and
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consultative approach. Other respondents suggestiné organization that they should
embrace an all inclusive, participatory consul@tind informative stakeholder analysis,
in strategy implementation to enhance ownershipl, famally, embrace public private

partnership in resource mobilization.

5.2 Conclusion

From the research findings and the answers toebearch questions, some conclusions

can be made about the study:

Strategy formulation and implementation procesegeiy vital for the functioning of any
organization. From the findings, it was establiskizat the strategy formulation process
in the organization follows a top-down approach levinplementation process adopts a
bottom up approach. These disconnect in the syrdtrgulation and implementation
has in some cases brought about challenges inubeess of implementing the set
strategies. The organization team consists of fiplieam that has been able to steer the
projects amid the challenges that come with implgateon. This therefore means that
for an effective handling of the challenges of iempéntation, the managers should be
empowered through adequate training and developpregtams to carry such projects.
In addition, it is important that the organisatibas in place adequate mechanism of
incorporating the views of all the stakeholdersha development of the strategies for a
successful implementation of the same strategiesspile the position that the
organization has been able to realise succesgnmifisant components of its projects, it

has there is room for improvement to increasentsial success.
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Another important conclusion from the study is thatthe present day operating
environment, in which the actions of an organizatisill affect and be affected by
stakeholders, it is important that an organizatistrategic process be an all inclusive
where the junior staff, community and non-governtakrorganizations views are
accommodated for in order to realize reduced @si&t during the implementation
phase. Further, effective monitoring and evaluatioh the strategies during
implementation was found to be critical. The orgation should be able to put in place
measures for tracking down progress and faciligatéarning and decision making in a
quick manner and therefore increase the chanceshiéving the same strategies. In an
effort to improve M & E, external consultant willebrecommended that will give

independent opinions and guidance towards the @ament of the same objectives.

5.3 Recommendation for Policy and Practice

The study established that the top management fwAs found to be a challenge to
successful implementation of strategies in the mimgdion and it therefore recommended
that the management should be at the forefrontnsumng that there is effective
coordination and sharing of responsibilities in thganization. There should be adequate
and regular communication to the employees by ttmmamgement on the extent of
strategy implementation so that they understangtbgress of implementation while at

the same time employees should be rewarded foessfud implementation of strategy.

The study established that strategy implementatiitnence the successful achievement

of the institution and it is recommended that itwabbe prudent to include a human
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resource audit to assess the capacity of the tstdfé involved in implementing the new
strategy and give recommendations. The basis afgdtiis lies on the principle of
having the right people on board, then the probtdnmanaging and directing them
largely goes away. To improve on human resourceagement, IAT needs to institute a
modern performance management system and train kégistaff on administration of
the system, review the job descriptions and pemsopolicies in order to have the

workforce motivated.

In order to implement the strategy more efficientlye measuring system should be
developed so that it can better measure the aetwvhich are in accordance with the
strategy. Middle managers should bring up strategiages more when talking with their
subordinates. They should go through together Wiehpersonnel on what actions and
why they are expected to be taken and how theselated to the new strategy. It would
also be profitable to offer middle managers opputies to improve their management
and leadership skills and those skills should d&eoemphasized in the future when

choosing new managers.

Results from the present study add to the undeaistgrof a much-debated topic in the
field. It contributes to the strategy implementatiderature by focusing on challenges
faced by organizations in strategy implementatioactices. The finding provides an
important reference and new insight for practitisnen understanding how strategy
implementation is managed through the provisiorthef foundation of the study. As
middle and higher education institutions are inooaped or elevated to offer degree,

results from the present study offer some implaragifor both research and practice. As
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for practical implications, the findings from presestudy offer important insights for

executives in formulating effective strategies.

5.4 Limitation of the Study

One of the limitations of this research is the paesbiasness on the part of the
respondents because for any study making use iotenview guide, there is a possibility
that the answers from the respondents for all gquestare not true; this study is no
exception. Because a personal interview was caddbtie questionnaire questions were
personally administered and all questions askedewmslated to the strategy
implementation strategies facing IAT and as subk, respondents might not give the
correct position for fear of exposing their strésgresearcher reserves the right to
believe that the responses were true and hondsiet@xtent of the knowledge of the

respondent and contain minimum level of biasness.

The second limitation, the number of respondengs finalized based on the number of
the interviewees available. Only six of the resprid were available out of the targeted
eight respondents interview guide was carriedoousix respondents that were submitted
to the respondents and not all of them were redeivehich therefore limited the total
number of respondents involved in the research. évew it is assumed that their

responses are representative of that what will lhaes given by the other respondents.
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5.5 Recommendation for Further Resear ch

The study confined itself to the Institute of Adead Technology. This research
therefore should be replicated in other educatiarglanizations and the results be
compared so as to establish whether there is ¢ensisamong the organizations in their

strategy implementation process.
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APPENDIX: INTERVIEW GUIDE

The interview guide will seek to achieve the follog/objectives;

1. To determine the challenges of strategy implemgmtait the institute of Advanced

Technology (IAT) Kenya.

Part A: Demographic Data

1. For how long have you been holding the currenttjmys?
2. For how long have you worked in the company?
3. What is the highest level of education you haveed?

Part B: Strategy | mplementation at AT

4. Does the organization have a strategy? If yes, whedtion does the organization
strategy cover?

5. What level of employee involvement does the strategplementation take?

6. What implementation process does your organizatiategy take?

7. What measures are taken by the organization toremdhat the actual strategy
conform to the planned strategy?

8. Does the organization optimize resources duringinigementation phase? How is
the same achieved?

Part C: Challenges of Strategy | mplementation

A) Top management commitment
a) Is leadership a challenge to the process of styateglementation?

b) What kind of challenges do you face with leaderghip
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Are the top managers at the forefront in providifgpdership in strategy
implementation?
How does ineffective coordination and poor shaohgesponsibilities affect strategy

implementation in the company?

How does the conflict in leadership whereby theduwrs’ vision is not shared by all
affect strategy implementation in the company?

Organizational culture

Has the organizational culture affected implemeéonadf strategies in the company?

How do the shared beliefs and values that intenigtie the needs of the business, its
strategy and the people working on the organizatidrehalf hinder strategy

implementation?

Is there a coordinating committee to ensure tHadwdktanding issues regarding the
implementation of the strategy are resolved and the activities of the various
directorates are properly coordinated?

Organizational structure

How does the structure in your organization posechallenge to strategy
implementation?

Is the organizational structure of the company redy with strategies being
implemented?

Does the company structure respond to pressureatoge from the environment and

pursue any appropriate opportunities which aretedat

Does the structure of the company affect how theatives and policies will be
established and implemented?

How does the company structure affect communicdtiom the management to the
employees and vice versa?
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D) Communication

a)

b)

E)

d)

Does communication affect strategy implementatiostasgy in the company?

How often is feedback on strategy implementatiomrwinicated to the employees?

What means of communication does the managementtaissommunicate the

awareness of change at company?

Is there adequate communication of the strategyitandhderlying rationale to all the
staff in the company for their understanding anceptance?

Do the top managers link strategic objectives witk day to day objectives at
different organizational levels and locations?

Does the company gives an opportunity to its engegyshare their ideas, facts,
opinions and emotions and above all provides feddltiarough inter-departmental

meetings, committees and personal consultations?

Resour ce allocation

Do you have any resource constraints hinderingegfyamplementation? If yes, what

kind of resources in particular?
In your opinion, were the available resources adegjfor strategy implementation?

Does rational and equitable resource allocatiorosgcrthe organization affect

effective implementation of any organization’s tsac plan?

How does lack of sufficient capabilities, procesaad activities that are needed to

bring the strategy to life causes breakdown inagyaimplementation?
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Reward and sanctions

Are your reward systems in any way tied to abitiyimplement strategies? Please
explain.

Does the management motivate and reward good pmafare for individuals and
units for effective strategy implementation?

What measures have been taken to ensure that ieas@rdied to ability to implement

strategies?
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ABSTRACT

In a business environment where competition isotigler of the day, business entities are
coming up with strategies that will give an edgesroeompetitors at a lower cost.
However, organizations today face major changes riieke strategy implementation
difficult and complex than in the past. Therefotdsi necessary that an organization
comes up with strategies that it can be able tdampnt and also avail resources that
will be able to implement the strategies effectivelhe study sought to establish the
strategy implementation practices at Institute di/&nced Technology as well as identify
the challenges that affect the implementation cdtsgies in the organization. A case
study research design was adopted whereby the rcbseainterviewed six senior
managers at IAT who were involved in the stratgmgmcess of the firm. The data was
collected through the use of the interview guidcs thias prepared to guide the researcher
on the challenges affecting strategy implementadiod the measures taken to overcome
the challenges. Analysis of the data was done usamgent analysis. The findings from
the study suggest that the IAT faces a number alleriges ranging from; slow decision
making process, inadequate resources, culturatfenémce in some instances, lack of
proactive leadership and non involvement of all thtakeholders in strategy
implementation. In addition, other challenges ideld employees not committing
themselves to support a new strategic plan fromsthet to its completion including
review and supporting its recommendation, changiegstrategy mid-stream to suit their
focus. The measures taken to overcome the chalemgéude training employees on
project evaluation and monitoring, involvement df the stakeholders in strategy
formulation and sourcing for additional fundingfiiealize on incomplete projects. Some
of the measures suggested included the need to Him organization culture to its
strategy, motivation of staff to enhance perfornearaccountability of the leaders, and
fast communication of the strategy and team work dentified as yet another measure
to be undertaken by the organization. The studiclodles that strategy implementation
at IAT was affected by the structure adopted, cealtucommunication, the top
management, rewards and the resources. The stcoiyingends that strategy formulation
and implementation process is very vital for thectioning of any organization and the
management of IAT should work to ensure that thalehges which were identified as
affecting strategy implementation are tackled ideorto ensure that the institution remain
competitive in the market.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

The guiding principles in any strategic managenpeatess, whether in the public or
private sector, is about understanding what chaageseeded, how to implement and
manage these changes, and how to create a roadmsystaining improvements that
lead to better performance (Gole, 2005). He asghds the difficulty in strategic
management is the challenge of laying a foundafitonsuccess in the future while
meeting today’s challenges. Strategic planningased on the premise that leaders and
managers of public and nonprofit organizations niesteffective strategists if their
organizations are to fulfill their missions, meleeit mandates, and satisfy constituents

in the years ahead (Bryson, 2004).

While current public policy models have certaintgred to reflect a shift away from

traditional thinking about organizational desigrd gublic management, a systematic
process for creating and sustaining improved peréoice that reflects changes in the
environment is clearly absent. The guiding prinespin any strategic management
process, is the understanding what changes aredeleow to implement and manage
these changes, and how to create a roadmap fa@irsagtimprovements that lead to
better performance (Morgan and Strong, 2003). Thfficdty in strategic

management is the challenge of laying a foundafiionsuccess in the future while



meeting today’s challenges. Organizations are dyriacomplex and are gradually
changing hence need for competitive strategies. ddew excellent the strategies
developed by organizations to counter the challerigéaces, the major hurdle for
success is the effective implementation. In fabe most elegantly conceived,
precisely articulated strategy is virtually wortkde unless it is implemented

successfully, (Sabatier and Weible, 2007).

Johnson and Scholes (2002) assert that the develdmnd implementation of strategies
by an organization or government to chart the fipath to be taken will enhance the
competitiveness of such firms operating in a coitigetenvironment. However, they
observe that many firms develop excellent stragedie counter and adapt to the
environmental challenges but suffer a weaknesshé ilmplementation of the same
strategies. Transforming strategies into actioa f&r more complex and difficult task.
Organizations seem to have problems in strategylemmgntation: such as weak
management roles in implementation, a lack of comigation, lacking a commitment
and misunderstanding of the strategy, unalignedarorgtional resources, poor
organizational structures and uncontrollable emritental factors (Beer and Eisenstat,
2000). Strategy implementation therefore focuseshendistinct relationship between
implementation and other various organizationainelets. The strategy implementation
process is identified by Sabatier and Weible (20@#8) a process being undertaken
through a systematic approach and provides a letkvden strategic consensus and

SUcCcess.



1.1.1 Concept of Strategy

A strategy is a long term plan of action desigreedc¢hieve a particular goal, most often
“winning" (Thompson et al, 2007). Strategy is diffetiated from tactics or immediate
actions with resources at hand by its nature afideitensively premeditated and often
practically rehearsed. According to Johnson and®sh(2002), strategy has to do with
how an organization matches its internal and eateznvironment and the management
process is concerned with how to maintain, stabitiz change that position. Mintzberg
and Quinn (1998) identify four interrelated defionts of strategy as a plan, perspective,
pattern and position. As a plan, it is some soxtarfsciously intended course of action, a
guideline to deal with a situation. As a pattermiegrates an organization’s major goals,
policies and actions sequences into a cohesiveewlstiategy as a position becomes a
mediating force or match between the organizatiand its external and internal
environments. Strategy as a position looks outSideorganization seeking to locate the

organization in the external environment and & icohesive position.

Johnson and Scholes (2000, p. 12) define strategith@ direction and scope of an
organization over long term, which achieves adwgmtor the organization through its
configuration of resources within a changing enwinent and to fulfill stakeholder

expectations”. He concludes that strategy can ba ss the matching of the resources
and activities of an organization to the environmen which it operates. This is

sometimes known as search for strategic fit. Thecept of strategy is therefore built
around winning. Strategy helps to achieve succdssther in business or otherwise,

success in this context refers to the realizatibolgectives that are desired. Effective
3



strategy is formulated around four factors. These the goals and objectives are simple,
consistent and relate to the long term, thereasopind understanding of the competitive
environment, there is an objective appraisal ofrsources available and that there is

effective implementation (H#t al., 2008).

1.1.2 Strategy | mplementation

Strategy implementation is the process of allogatiresources to support an
organization’s chosen strategies. This proceshkides the various includes various
management activities that are necessary to pategly in motion and institute strategic
controls that monitor progress and ultimately aehi®rganizational goals (Okumus,
2003). Strategy implementation is defined as "phecess used to implement specific
firm policies, programs, and action plans across dhganization™™ (Harrington, 2004,
p.321). Effective strategy implementation and execourelies on maintaining a balance
between preventing failures and promoting succéssllmneously. When there is a
proper alignment between strategy, administrativechmnisms and organizational
capabilities, it will be easier to implement anceeute the strategy and to achieve the

desired objectives (Okumus, 2003).

Lippitti (2007) observe that strategy may fail theeve expected results especially when
the strategy execution is flawed. The failure tee@ie is a major concern of executives
because it limits organizational growth, adaptib@ind competitiveness. Executives are
not judged by the brilliance of their strategy, toyt their ability to implement it. The

challenge is how to close the gap between straaegyactual results. Traditionally, it is



believed that strategy implantation and executisnldss glamorous than strategy
formulation, and that anyone can implement and @eea well-formulated strategy.
Therefore, implementation and execution has a#dhatuch less attention than strategy
formulation or strategic planning (Bigler, 2001). hil¢ strategy formation and
implementation are tightly integrated functionsragtgy implementation is the most
complicated and time-consuming part of strategioagament. It cuts across virtually all

facets of managing and needs to be initiated franynpoints inside the organization.

1.1.3 Challenges of Strategy | mplementation

Formulating appropriate strategy is not enoughr dftective strategy implementation,
the strategy must be supported by decisions reggrthe appropriate organization
structure, reward system, organizational cultuespurces and leadership. Just as the
strategy of the organization must be matched te@xternal environment, it must also fit
the multiple factors responsible for its implemeéiota (Bateman and Zeithaml, 1993). As
was further observed by David (2003), successfategy implementation must consider
issues central to its implementation which incluaatching organizational structure to
strategy, creating a supportive organizationaluraliamong other issues.Lippitti (2007)
observe that strategy may fail to achieve expeotsdlts especially when the strategy
execution is flawed. The failure to execute is gomaoncern of executives because it
limits organizational growth, adaptability and catipveness. Executives are not judged
by the brilliance of their strategy, but by thebilay to implement it. The challenge is
how to close the gap between strategy and actsaltse Lepsinger (2006) similarly hold

that true leaders have a clear vision and are 1€&f¥#mitted to pursuing it.



Organizations seem to have difficulties in impletiven their strategies, however.

Researchers have revealed a number of problentisategy implementation. The reasons
for this are varied, but most hinge on the fact #teategy implementation is resource
intensive and challenging (Gurowitz, 2007). None kbss strategic planning remains a
top priority among successful private universitlesed on the fundamental notion that an
effective strategy offers unique opportunities foarket differentiation and long-term

competitive advantage. Based on this, many publicausities are now asking which are
the best tools and methodologies to enable efiedivategy implementation (Beer and

Eisenstant, 2000).

Beer and Eisenstat (2000), there were six fundamheaasons why various strategies
developed by firms were not implemented effectivalrey identified that employees
saw the overall problem being rooted fundamentiallhe process of management issues
of leadership, teamwork and strategic direction moin the commitment of people and
their functional competencies. Poor quality vetticammunication not only hinders
strategy communication but also prevents discussibrthe barriers themselves. Sterling
(2003) identifies challenges to strategy implemeotaas: unanticipated market changes,
effective competitor response to strategy, insigfit resources, failures of buy-in,
understanding and communication by those who ggpaged to implement , strategy not

being timely and unique, lack of strategic focud poorly conceived strategies.



1.1.4 Technical Collegesin Kenya

Technical colleges in Kenya offer academic and wonal preparation of students for
jobs involving applied science and modern technpldgemphasizes the understanding
and practical application of basic principles aleace and mathematics, rather than the
attainment of proficiency in manual skills that psoperly the concern of vocational
education (education.go.ke). Technical educatiatha objective of preparing graduates
for occupations that are classed above the skitladts but below the scientific or
engineering professions. People so employed agedrely called technicians. Technical
education is distinct from professional educatiwhich places major emphasis upon the
theories, understanding, and principles of a widldytof subject matter designed to equip
the graduate to practice authoritatively in suaidB as science, engineering, law, or

medicine.

Technical occupations are vital in a wide rangdiaitls, including agriculture, business
administration, computers and data processing, adu; environmental and resource
management, graphic arts and industrial design, lewlth and medicine; technical
educational curricula are correspondingly speadliz over a broad range
(education.go.ke). Technical education is typicaltiered in post-high-school curricula
that are two years in length, are not designededa Ito a bachelor's degree, and are
offered in a wide variety of institutions, such t&shnical institutes, junior colleges,
vocational schools, and regular colleges and usities. The training industry is rapidly
growing and as a result, a number of technicaltuigins have started. Kenya has been

in a position to promote its Education, through vaeiety Technical colleges that carter



for the Kenyan students. Among the Colleges in kemglude Institute of Technology,
psychology, statistics, business among other fie@ismpetition is in the rise and all
these institutions are aligning their structuredtsat they can attain a competitive edge
and stand out in the competition. Training in Kengeacurrently undergoing changes.
There has been a call of urgency to expand thectagsafor technical colleges and
universities so as a great number of qualified estigl can be absorbed. Under the
training industry there include, Universities, Teal colleges, polytechnics, Secondary

and primary schools.

1.1.5 Institute of Advanced Technology in Kenya

The Institute of Advanced Technology (IAT) is anTICand business learning
organization in Kenya and the East African Regibnvas established in 1991 with its
major focus being on professional courses thatlerabficient use of ICT to the learner.
It has since switched its focus from End User aradeBsional courses to Career Training
and Education to individuals as well as Public Bnigate corporate organization seeking

to develop their personnel. It has also wideneddtgpe from ICT to business courses.

IAT seeks to achieve customer satisfaction andiwootsly expand its market share. It
does this by scanning the environment in ordentprove on its services and to fill the
gap in the industry by introducing new productsT Ikas grown and is well known in the
Kenyan ICT and Business job market for producinghhguality graduates who are

skilled and proficient in their areas of study.hds succeeded in conducting ICT and



Business courses in partnership with distinguishestnational and local partners which
include Maseno University, St' Paul's UniversityC@Gl Education (UK), the European
Business Competence License (EBCL), Internatiormh@uters Driving license ICDL

among others since 1991 and have gained valuapkierce in this area.

1.2 Research Problem

The organization’s strategic plan is expected toabguiding document for the
organization; however, poor implementation of thenpcan result in it becoming an
ineffective document (Pfeffer and Sutton, 2006)wlll not matter how good the
strategic plan is, what will be important is howttansform the documented strategy
to tangible results, a process which will involviéeetive implementation process.
Organizations are often unable to transform e)gstkmowledge into meaningful
action, which creates a gap in implementation. G20€5) assert that one of the main
causes that organizations cite for the knowing-gl@ap is that organizations come to
the belief that if they just talk about doing sohieg, this very action of discussion
will magically lead to execution. It therefore beges important that an organization
gives the implementation phase of its strategic@se due importance and allocate

adequate resources and time that will enable ieaelthe desired objectives.

The Institute of Advanced Studies is one of thenper ICT institutions in Kenya that
during its initials years has been able to opemdiras in major towns and partner
with local and international universities to offble same causes in the country. The

institution witnessed the impressive growth dueatloption and implementation of



effective strategies. However, in the last 5 yetlws,institution has faced high level of
competition from universities and other tertiaryl@ges that have emerged to offer the
same courses and programs has the one offeredstipi@ of advanced technology.
When the same problem is studied keenly, it is evidhat the institution has had
strategies to counter the challenges in the businesket. However, what has been
lacking is an effective implementation in the ingibn. There is need to ensure that
the strategies which they have put in place tofatg implemented so that they can
have a competitive advantage over other institstiobhis therefore calls for the
development of good strategies and appropriatadligement of the organizational
structure, systems, leadership behavior and huesource policies. It is on this basis
that the current study will wish to establish thmleenges facing implementation of

strategies at the Institute of advanced Technology.

Recent local studies undertaken on the challenfjssaiegy implementation include;
Moeva (2007) researched the challenges facing mmgi¢ation of strategy for
revitalizing agriculture at the Ministry of Agridulre and found out that the major
challenges that affected the implementation otegpafor revitalizing agriculture was
lack of awareness and ownership of the strategytH®y various stakeholders,
performance management especially at district amdigional level and resource
mobilization. Nyangweso (2009) on the strategy enpntation challenges at
Cooperative bank who found out that in the cas€mbp bank just like in any other
player in the banking industry, implementation wategies should be fast, consistent

and should be adaptable on many fronts simultamgdkigrop (2009) researched on

10



challenges of strategy implementation at the Katldlife service and identified that
a firm should focus on formal organizational stames and control mechanisms of
employees while implementing its strategy. Akwa@1(0) carried out a research on
challenges of strategy implementation at the Migistf co-operative Development
and marketing and his studies revealed that; orgfon culture, human resource
policies, financial resources policies and procedurinformation and operating
systems and performance incentives were all impewalisnto strategy implementation.
The challenges faced by the educational institstioould be different with other
organizations and therefore this study seeks tabksh the challenges of strategy
implementation at the Institute of Advanced Tecbgygl This problem statement
leads to the following question: what are the @rales of strategy implementation at

the Institute of Advanced Technology?

1.3Resear ch Objectives

1) To establish the strategy implementation practegaployed at the Institute of

Advanced Technology

2) To establish the challenges of strategy implemgmtatt the Institute of

Advanced Technology

1.4 Value of the Study

The study will aid various stakeholders in therdgoy as follows;

The study will be of value to Institute of Advanc&dchnology since it will help them

understand the factors that affect the implemesmadf its strategies and thus put in place

11



mechanisms that will ensure that its strategiesimmemented. In addition, the study
will be an invaluable source of material and infation to other technological

institutions operating in the country since theyl wnderstand the challenges affecting
implementation of strategies in the education seata thus come up with ways of
ensuring that its strategies are fully implemengedthat they can compete effectively
with other firms. Public and private institutiomsthe country will obtain details on how
they can be able to effectively implement theiratggies in the face of numerous

challenges facing them in the professional anaitngiinstitutions in Kenya.

The government and regulators of the fund will dlad invaluable information in how
good strategies can be adopted and as a resduiih pléice policies that will guide and
encourage other organizations within and withoatgbvernment sector in implementing
their strategies. The policy makers will obtain Whedge of the professional and training
institutions and the appropriate factors that afiegplementation of strategies in the
industry; they will therefore obtain guidance frahs study in designing appropriate
policies that will regulate the sector. Future dal®may use the results of this study as a
source of reference. For academicians, this stadyd the foundation upon which other

related and replicated studies can be based on.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter will review the theoretical underpimmihe study, strategy implementation

and strategy implementation challenges.

2.2 Theoretical underpinning the study

The institutional theory recognizes the embedmehtinstitutional actors in an
environment of formal and informal rules. Instiartal theorists suggest that
organizational actions and processes are drivethéyy actors in order to justify and
plausibly explain their actions. According to tperspective, strategy implementation are
rationally accounted for by organizational actonsl @ooted in the normative and social
context that motivates actors to seek legitimaclhvéD et al., 2007). Through various
cognitive, normative and regulative forces orgatnres adopt a standardized set of
practices (Scott, 2001). In other words, an orgation is composed of three pillars: the
cultural-cognitive, normative, and regulative elesethat together with associated
activities and resources provide stability to sbtifa. Companies try to fit in with the
norm by adopting strategy implementation that \@wbd them as part of the
organizational field. In essence, traditional iional theory believes that
organizational fields become structured by powarffiuences among organizations. The
adoption of a system such as strategy implementaibighly dependent on the extent to

which it is institutionalized by legitimacy. Legitacy concerns lead organizations to
13



adopt practices that “conform to the mandate ofitiséitutional environment” (Kraatz

and Zajac, 2006).

The resource-based view of a firm has experienaeghid diffusion throughout strategic
management literature (Priem and Butler, 2001)mBiraim must be to achieve
competitive advantage over its competitors, whithideally derives from valuable
resources that are superior in use, hard to im#ait difficult to substitute. Barney
(1991) posits that resources can be classified ihtee categories: physical capital
resources such as plant and equipment, human Icapgaurces such as training
relationships and experience, and organizatior@talaesources, for example, reporting
structure, formal/informal planning and controllirkgpr firm resources to be the source of
a sustained competitive advantage, they must passvaluable, rare, imperfectly
imitable, (non-)substitutable) test (Barney 199égsources can occur in different forms
such as patents, relationships or processes. B&tA8y) further argues that the contrary
is applicable for strategic implementation. Theatggy implementation can be
characterized as a functional competence in thatedls with distributing a firm’s
resources to fit the strategic alignment of themfirStrategic initiatives need to be

distributed and executed as dictated by the siafggn.

2.3 Strategy Implementation

Implementation of strategy is initiated in threetemelated stages which include
identification of measurable, mutually determinethw@al objectives, development of

specific functional strategies and communication puflicies to guide decisions.

14



Implementing strategies successfully is about magchhe planned and the realizing
strategies, which together aim at reaching therorgéional vision. The components of
strategy implementation — communication, intergreta adoption and action are not
necessarily successive and they cannot be det&cmdne another. Successful strategy
implementation will yield the following benefits B organization: proper utilization of

resources with financial and human and thus enhaagganizational growth,

development of efficient systems that will enhawoerdination that would guarantee
achievement of organizations goal and set targetseased organizational impact due to
improved organizational performance and sustaircatmpetitiveness, the organization
will be able to have a clear focus and directioritengrowth path and in the process

attract competent and resourceful human resourse (Pearce and Robinson, 2007).

Pearce and Robinson (2007) argue that, to ensaoessiof the strategy implementation,
the strategy must be translated into carefully enpnted action this is because the firm
strategy is implemented in a changing environmet therefore the need for strategic
control during the implementation. Implementingatggy is difficult and without proper
implementation, no business strategy can succesglementation of strategy calls for
alteration of existing procedures and policies. fmost organizations, strategy
implementation requires shift in responsibility rfrostrategists to divisional and
functional managers (Kazmi, 2002). It is therefionportant to ensure that there is a shift
in responsibility to ensure successful implemeatatiThe implementers of strategy
should therefore be fully involved in strategy fadation so that they can own the

process. Strategy implementation focuses on theincls relationship between

15



implementation and other various organizationaielets. The implementation process is
identified as being undertaken through a systemagpigroach which provides a link
between strategic consensus and implementatiorssic(Sabatier and Weible, 2007).
While there is no "one-size fits-all* approach tagegy implementation management for
all organizations, Sabatier and Weible, (2007) tpdisat there are three basic and
irrefutable strategy implementation practices fdr kinds of firms. The strategy
implementation practices include business integmnatiuser adoption and technical
implementation. However, successful implementatibistrategies, they suggest that a
holistic viewpoint and comprehensive strategy ageded for high impact results and

long term success.

Under the business integration stage, this stegbles an organization to rethink how it
operates its business and can enhance the valu€. df involves the organization
listening to their stakeholders and work with theamdentify new ways of solving key
business problems and managing their processesn{Ka002). For example, how the
business collaborates internally or with customafiter implementation can be much
different than before when the communication mo@es also different. An organization
should foster the concept of the integration assness tool that is central to the support
and growth of the organization's business planntlieation of a clear, multi-party
governance structure to manage the effort throwegigd, implementation, and ongoing
improvements will also be needed. At a minimum, ¢ihganization should identify an
executive champion, steering group, and workingugraomprising business and

technical members (David, 1997). An organizatiooutth sell the idea at every meeting,

16



and at every opportunity. A strategy implementaoocess can take awhile before one
really get traction and there is therefore neethéoword out and focus on the benefits-

solving stakeholders' most pressing business prable

According to Grundy (2004), many organizationststyees get sidetracked by focusing
too many resources on branding, color schemesthandike. Instead, he suggests that
there is need to amortize the traditional look dedl investment by continuously
engaging users throughout production to enhancereeface as they become more
adept with the solution. The strategy adopted shdnd a reflection of organizations
customer needs (internal or external) and not &ugcof the operating model. An
organization should carefully segment ones userap tihem to the organization's
portfolio of services and products, and designaapct to support these relationships. A
cross-cutting enterprise taxonomy and informatiochiéecture that is independent of
organizational boundaries can act as a driver ahgé to support where the business is
headed, not how it currently operates (Chapman4R20Dommunications and change
management activities are vital. A lack of commatians planning and change
management activities (e.g., process redesigminiggietc.) can ruin a technically sound
implementation. Remember, if no one uses the swiugifter it is deployed, you have

failed.

A strategy implementation practice is aimed at roing the impact of the process.
Under this process, an organization is needed irifmwe requirements and deploy

functionality in phases.
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Cummings and Worley (2005) observe that an org#nizashould not try to build
everything at once. Instead, they need to deveiepsblution using a phased approach
that is driven by the demands of the business andhe supply of the organization.
Integration with existing tools may fulfill manyqgairements and combination with other
technologies and commercial may be the best optietead of building functionality

from scratch.

2.4 Challenges of Strategy |mplementation

Formulating appropriate strategy is not enoughr d¥tective strategy implementation,
the strategy must be supported by decisions raggrthe appropriate organization
structure, reward system, organizational cultuesources and leadership. Just as the
strategy of the organization must be matched te#ternal environment, it must also fit

the multiple factors responsible for its impleméiota (David, 1997).

2.4.1 Top Management Commitment

Leadership is the key to effective strategy impletaton. The role of the chief executive

officer is fundamental because a chief executiicaf is seen as a catalyst closely
associated with and ultimately is accountable Fa&r $uccess of a strategy. The chief
executive officer actions and the perceived seriess to a chosen strategy will influence
subordinate managers’ commitment to implementafiére personal goals and values of
a chief executive officer strongly influence a fgnmission, strategy and key long term

objectives. The right managers must also be in rigbt positions for effective

implementation of a new strategy (Jones and H887). Top management goodwill and
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ownership to drive the process is also criticaktfective implementation of strategy.
According to Grundy (2004), an organization showachong others have the top
management be committed to the strategic diredtienfirm is taking. To this end, he
argues, the managers will willingly give their egyerand loyalty to the implementation
process. In addition the senior managers shoulddaathe notion that the lower level
managers have the same perception of strategytandderlying rationale and urgency.
They must not spare any effort in persuading threroemployees in adoption of their

ideas.

Implementing a new strategy also requires leadelmave adept managerial relationship.
This is important because business leaders anduies must be at the forefront of
overcoming disagreements and pockets of doubt. Thest also lead their people in
building a consensus on how to proceed with theowuarinitiatives included in the

strategy being implemented. Strategy implementateeders must also secure the
commitment and cooperation of all concerned pattieget all the implementation pieces
in place. The management of the organization pesvidirection to workers as they
pursue a common mission in implementing strate¢&@sapman, 2004). The leaders
influence their relationship with their followens the attempt of achieving their mission.
Effective leadership is very crucial during strategxecution and can be achieved
through participation by all groups and individuaksptured in strategic plan through
freedom of choice of leaders by team members. Hads to rational leadership styles
for those with good leadership qualities and gigaifons (Chapman, 2004). A good

strategic leader operates without bias, be visignself-confident, has empathy and
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respect to others and is experienced. Strategyemmgmtation calls for efficient and
effective leaders to guide the rest of the empleyheough the strategic plan with a lot of

ease and provide solutions and explanations tean@sues (Chapman, 2004).

Top managers must demonstrate their willingnesgive energy and loyalty to the
implementation process. This commitment becometjeasame time, a positive signal
for all the affected organizational members. To csssfully improve the overall
probability that the strategy is implemented asnded, senior executives must abandon
the notion that lower-level managers have the spemeeptions of the strategy and its
implementation, of its underlying rationale, and irgency (Cummings and Worley,
2005).Instead, they must believe the exact oppesitespare no effort to persuade the
employees of their ideas. By changing the way thésw and practice strategy
implementation, senior executives can effectivetgnsform change barriers into
gateways for a successful execution. Change is phrthe daily life within an
organization. The ability to manage change has shttwbe a core competency for
corporations. A great challenge within strategy lenpentation is to deal with potential

barriers of the affected managers.

2.4.2 Organizational Culture

Culture is a set of assumptions that members afrganization share in common (shared
beliefs and values). Organizational culture hetpsurturing and dissemination of core
values. Implementation of new strategy will be @med with adjustments in the
structure, employees, systems and style of doimggshin order to accommodate the

perceived needs of the strategy (Pearce and RqQi#807).Culture 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 patternsbehaviour over time. This means
organizational culture is fairly stable and does cltange fast. It sets the tone for the
company and establishes rules on how people shalldve. The top managers create a

climate for the organizations and their valuesuefice the direction of the firm.

Johnson and Scholes (2002) note that culture isremgth that can hinder strategy
implementation when important shared beliefs arldesinterfere with the needs of the
business, its strategy and the people working encittmpany’s behalf. A company’s
culture also prevents a company from meeting comneetthreats or adapting to
changing economic and social environments that\asteategy is designed to overcome.
Social processes can also create rigidities if egarozation needs to change their

strategy. Resistance to change may be “legitimizgdthe cultural norms.

2.4.3 Organizational Structure

Successful strategy implementation depends to ge laxtent on the organizations
structure because it is the structure that idestikey activities within the organization
and the manner in which they will be coordinatedathieve the strategy formulated.
Structure also influences how objectives and pediavill be established, how resources
will be allocated and the synergy across the depants. It is necessary for an
organization to rationalize its operational/managenstructures so as to streamline it to
be effective in strategy execution. This would udg transfers, mergers, and creation of
new departments and divisions for effective managgmThe organization structure

therefore should fit with the intended strategiisr{baum, 2000).
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Organizations should be structured in such a watitltan respond to pressure to change
from the environment and pursue any appropriateodppities which are spotted.
Thompson and Strickland (2003) notes that strategylementation involves working
with and through other people and institutions ledirege. It is important therefore that in
designing the structure and making it operatioRaly aspects such as empowerment,
employee motivation and reward should be consideBtdtegies are formulated and
implemented by managers operating within the carstructure. The structure of an
organization is designed to breakdown how work ibé carried out in business units and
functional departments. People work within thesésgbns and units and their actions

take place within a defined framework of objectivalsins, and policies.

2.4.4 Communication and Strategy | mplementation

Guffey and Nienhaus (2002) found a strong link l@stw organizational commitment
(strong belief in the organization’s goals and ealuwillingness to exert effort on behalf
of the organization, and strong desire to maintagmbership in the organization) and
employees’ support of the organization’s strategen. Effective communication of the
strategy and its underlying rationale are alsoicaliy important particularly w hen
reaching out beyond the group directly involvedhea development of the strategic plan.
It is essential both during and after an organizeti change to communicate information
about organizational developments to all levels ithmely fashion. The way in which a
change is presented to employees is of great méki¢o their acceptance of it. To deal
with this critical situation, an integrated comnzations plan must be developed. Such a

plan is an effective vehicle for focusing the enyeles’ attention on the value of the
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selected strategy to be implemented. Therefore,naamcation plans will provide the
appropriate information to market the strategy enpéntation effectively in order to

create and maintain acceptance.

Communication down the organization or across aiffefunctions becomes a challenge.
Making sure that processes throughout the orgaaizatipport strategy execution efforts
can be problematical in a large organization. lngkstrategic objectives with the day to
day objectives at different organizational leveis éocations becomes a challenging task.
The larger he numbers of people involved, the greidite challenge to execute strategy
effectively (McCracken, 2002). Birnbaum (2000) icates that strategy implementation
requires the transfer of information from one parsmanother through specific channels.
Communication allows sharing of ideas, facts, apisi and emotions and above all
provides feedback. In organizational strategy immaetation, information flows in all

directions; downwards, upwards and literally (Chapm2004). The employees freely
communicate their ideas, suggestions, commentsamgplaints to the management on
strategic objectives. These can be done througéreigprs, joint consultative committee,

suggestion schemes, trade unions or grapevine. rbegaal communication is

encouraged through inter-departmental meetingsnutiees and personal consultations.
The management of the organization therefore thafdkait the communication needs that

to be articulated during strategy implementation.

2.4.5 Resour ce Allocation

Resource allocation is a central management actilvdt allows for strategy execution.

Strategic management enables resources to be talfocaccording to priorities
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established by annual objectives. Organizations beagaptured by their resource legacy
or assumptions people make about what resourceit@soreally matter (Johnson and
Scholes, 2002). The causes of breakdown in siyait@glementation relate to the
capabilities, processes and activities that ardetkéo bring the strategy to life. Effective
resource allocation calls for unique, creative Iskihcluding leadership, precision,
attention to detail, breaking down complexity ird@gestible tasks and activities and
communicating in clear and concise ways throughbet organization and to all its
stakeholders. Successful strategy implementatioduis to the design, development,
acquisition, and implementation of resources thavige what is needed to give effect to

the institution’s new strategies (Judson, 1991).

The organization need to have sufficient funds ambugh time to support the
implementation process. True costs include realisthe commitment from staff to
achieve a goal, a clear identification of expersgsociated with a tactic, or unexpected
cost overruns by vendors (Olsen, 2005). Resoutoeadion is important and equitable
resource allocation and sharing is an importantvigcthat enhances strategy execution.
The budgetary resources should be marched withrohegatal operations. Effective
implementation of any organization’s strategic ptiepends on rational and equitable
resource allocation across the organization. Prioples should be developed between the
strategic plan and operational activity at depant@devels in order to necessitate proper
implementation of strategies (Birnbaum, 2000). Res® allocation helps strategic
managers to coordinate operations and facilitabesral of performance. It is important

to have a budget for the whole organization or -
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2.4.6 Reward and Sanctions Systems

The execution of a strategy depends on individuaiivers of organization especially
key managers. Motivating and rewarding good peréorce for individuals and units are
key success factors in effective strategy implewrt#n. According to Cummings and
Worley (2005), organizational rewards are poweinfigentives for improving employee
and work group performance. It can also producé lhegels of employee satisfaction.
Reward systems interventions are used to elicit ammintain desired levels of

performance.

Reward system should align the actions and objestf individuals with objectives and
needs of the firm’s strategy. Financial incentiae important reward mechanisms
because they encourage managerial success wheratbeyirectly linked to specific
activities and results. Intrinsic non-financialveeds such as flexibility and autonomy in
the job are important managerial motivators. Negasianctions such as withholding of
financial and intrinsic rewards for poor performanare necessary to encourage
managers’ efforts (Pearce and Robinson, 2007). igog to Thompsort al.,(2007) the
specific objectives of rewards and punishment afferdnt. Rewards are in principle
intended to encourage the type of behaviour whieltgrles them, while punishment are
intended to prevent a repetition of previous bebtaviFor the management, the criterion
of success for reward policies is that they mo&wamployees to commit high levels of
physical or mental effort towards performing regdirtasks well. Further, Tigeb al.,
(2004), observe that rewards should increase edigiability of employees behaviour so

that they can be depended upon to carry out tHedrgquested of them consistently and
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to reasonable standards, like opportunities foragigg or even promotion will tend to
increase the predictability among employees whaehsme ambition if it is apparent

that certain types of behaviour enhance the prosgeareer development.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter introduces the design of the researuh the data collection and data

analysis technique.

3.2 Research Design

The research design was a case study. A case sty in-depth investigation of an
individual, institution or phenomenon. Case stu@diksw a researcher to collect in-depth
information, more depth than in cross-sectionaldiss with the intention of
understanding situations or phenomenon. It alspshiel reveal the multiplicity of factors,
which have interacted to produce the unique charamf the entity that is subject of
study. The study was used to identify the strat@gplementation practices and
challenges at the Institute of Advanced Technoldthe reason for this choice is based
on the knowledge that case studies are the mosbygte for examining the processes
by which events unfold, as well as exploring causktionships and also they provide a

holistic understanding of the phenomena.

3.3 Data Collection

The study used primary data which was collectedguan interview guide. An interview
guide is a set of questions that the interview&s aghen interviewing. The respondents
to be interviewed were six top managers in charfelanning, corporate, human

resource management and business development. Ereseonsidered to be key
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informants for this research. The interviews weamisstructured so that some questions
can be omitted or added if some new and usefutnmétion come up through the whole

procedure, which will be face to face interviews.

3.4 Data Analysis

The data obtained from the interview guide wasyaeal using content analysis. Content
analysis is the systematic qualitative descriptaérthe composition of the objects or
materials of the study (Hsieh and Shannon, 20@5hvblves observation and detailed

description of objects, items or things that cosgthe object of study.

Content analysis, as a class of methods at thesedgon of the qualitative and
guantitative traditions, is used for rigorous exatmn of many important but difficult-to-
study issues of interest to management resear@@arkey, 2003). This approach is more
appropriate for the study because it allows fopgdesense, detailed accounts in changing
conditions. Thus the qualitative method is suitdblethis research because this research

was conducted within the environment where the @m@ntation initiatives occurred.
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CHAPTER FOUR

DATA ANALY SIS, RESULTSAND DISCUSSION

4.1 Introduction
The research objective was to establish the syataglementation practices employed

at the Institute of Advanced Technology and als@al#ish the challenges of strategy
implementation at the Institute of Advanced Tecbggl This chapter presents the

analysis and findings with regard to the objectivd discussion of the same.

4.2 Demogr aphic Data

The respondents comprised the middle and the to@agement of Institute of Advanced

Technology. In total, the researcher interviewedrespondents out of the eight that had
been intended to be interview in the research dedigio of the respondents were not
available during the interview. Despite a new empéhaving been recruited to hold the
position, the researcher felt that she had not aikng enough in the organization to
provide adequate information for the attainmenthef organizations objectives. As a
result the response rate was around 75% and theiew was made possible because all
the respondents interviewed had worked in thepeesve positions for at least 4 years
within IAT and other training institutions. All thespondents held managerial position in
the institution and therefore considered to be nvarsed with the subject matter of the

study.

Academically, the respondents had all attained arsity education with three of them

having undertaken a master’'s degree in their réispetields. In addition two of the
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interviewees had risen through the ranks in thditut®n to occupy the present
management position over 25 years of employment tiael worked. With their solid
academic and work life background in the affairstted organisation, the respondents
were found to be knowledgeable on the subject mattthe research and thus capable to

help in the realization of the research objective.

4.3 Strategy | mplementation at |AT

This section of the interview guide sought to elsalfrom the respondents whether they
understand the strategic process at the IAT. Thiosecovered question on the strategic
process period, persons involved in the organimatiostrategic process and staff

involvement in the strategic process.

On the question of whether the respondents wereeagfahe organizations strategic, all
the respondents answered to the affirmative anidatet that the organizations strategic
plans cover a five year period. The uniform ansviems the respondents indicated that
all of them understand the organizations stratpipn as to the period it covers. The
officers involved in the strategic process wereathe. The respondents indicated that the
Chief Accountant, Human resource manager and theagmag director are the key
persons involved in the development of the strategiSectional heads as well as staff
from the five campuses spread in Mombasa, KisunygriNEldoret and Kakamega were
are involved in the strategy development and implatation. In particular, the
involvement of section heads — the smallest unibrgfanizations management- in the
strategic process ensured that the views of all dte&#f are incorporated in the

organizations overall strategies.
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The strategy implementation process of organizatishould be a whole involving
process where all important stakeholders are ieOne of these important internal
stakeholders is organizational employees becawsedte the ones who are tasked with
the actual duty of implementing the strategies. IAT, it was found out that the
organization appreciates the role played by emggyi@ process of developing and
eventually implementing the strategy. The orgamrat employees are involved during
the preparation of the work plans, budgets andhggpterformance targets and then later
on during performance of their duties to achiewe gbt targets. They argued that since
the staff is involved in the strategy developmehtge, there will be less level of
resistance during the implementation period ans will therefore increase the rate of
success. IAT being an IT based firm, the role ddnmation technology in the strategic
process was highlighted as contributing greatlythe strategic process. Many of the
strategy development process is carried out throkghT interface and it is only during
the plan moderation phase that the various sedtiesds meet together under the

direction of the manager business development tlapat.

The strategy implementation phase in the orgamimatequires that individual section
heads in consultation with all the staff in the tgets monitors the activities being
undertaken on weekly basis to establish whetherdbelts are in line with the budget
expectation. come up with their task that are acbke as well as measurable. This
process will facilitate detection of any variancedaany unfavorable variance is

investigated with the aim of remedying it. The ¢ostenue and trainee enrolment forms
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some of the key parameters that is investigatedwiat factors is considered to affect
the success or failure of the strategic implementah the organization, the respondents
pointed that enhanced communication, prudent atibn of the available resources,
committed staff, teamwork and partnerships, tramspsy and accountability, and
commitment to meeting deadlines/timelines are sofke key factors that influence the
organizations success. The respondents also apg@dhat the top leadership of the
organization affect the strategy implementationcpss. They pointed that leadership of
the firm should support the process through dingcboth human and material support
towards the strategy implementation process. Tageleship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken. It was appreciated that the majorityhef organizations strategies requires
collaboration with other government agencies antermational partners who are
concerned with administering examinations, coureatent and other support. The
respondents pointed that in dealing with theserpatestakeholders, the leadership of the

organization are the ones to perform this task.

4.4 Challenges of Strategy | mplementation Processat |AT

The objective of the study was to establish thdlehges facing strategy implementation
at the Institute of Advanced Technology. It was axpded by the respondents that the
development of an organizations strategy is notughoif the same cannot be
implemented and it is therefore necessary thatrganization employs an appropriate
implementation strategy to actualize the plan. Hewein many organizations, the

implementation phase is faced by a number of angdls. The challenges faced by the
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organization in implementing its strategies wereegarized into; commitment of the top
management to the strategies, organizational @jltstructure, management, resources

and capacity.

4.4.1 Top Management Commitment

The researcher sought to identify from the respotdi¢ leadership was a challenge that
affects the process of strategy implementationhm @rganization. To this extent the
respondents pointed out that indeed the manageatetAT was a challenge in the

effective implementation of strategies in the oigaton. They supported this by

pointing out the various kinds of challenges fabgdhe organization that resulted from
the leadership side of the organization. Firstidiig and bureaucracy together with the
failure to embrace new ideas and innovational teldgy in business was noted as a
challenge. An example was given whereby the institotroduced degree programs in
computer science and business courses. Howeveg gbthe managers did not embrace

the strategy fully and this diversification stratdtas not successfully picked up.

In addition, differences in opinion, forced rembwd project leadership, disputes in
project leadership selection were pointed out dgators of the existence of leadership
and management problems in the implementation efsthategies at IAT. Management
resistance to change and new ideas, lack of visjolemdership together with poor
leadership skills and knowledge are still additloclaallenges facing the organisation.
Some of these leadership skills were found to keetdwa lack of proper training and this

could be remedied through the process of trainfribase in the management positions.
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The respondents were in agreement on the measubestaken in overcoming some of
the leadership and management challenges in ttemiaajion. They noted that some of
these challenges are as a result of poor commuoncaiverworking of some workers

due to disproportionate allocation of work. It weasommended a number of ways of
addressing these challenges, among them engaginm@rhuesource specialists and
business units in harmonizing all roles in the @cocommittees, communication of roles
and responsibilities at an early state and invobminof middle line managers at the early
stages of strategy development because eventhalwill be the ones to implement the
same projects. The management of the organizatias &lso pointed out to cause
ineffective implementation of strategies due to @mm of improper communication

channels in the institution. In some cases, it Yoamd that the use of paper works in
communication slowed down the phase of communicadioe to the resultant time lag

especially in the organizations units that are thaseside the headquarters in Nairobi.

The employee morale and motivation was also naidaetlow due to the organizations
leadership not coming up with an appropriate rewsystem to boast the employees’
motivation. It was also highlighted that the topdership has not been keen in cutting
deals at the corporate level. Instead, the respusd®ted that cases have been noted
where the top management have delegated suchtiastito junior officers who in turn
have ended up not being successful in lobbyingteh projects because of the nature of

complexity involved.
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4.4.2 Organizational Culture

On the question posed to the respondents on whttberfelt the organization and the
management culture established affected the syratggementation at IAT. It was noted
that the organization staff attitude was not ind&n with present day market conditions
where ones opportunities are identified, there eednfor a fast decision making to
capture the same, otherwise the opportunity wilchptured by other competitors. The
institution has been associating high prices taesgnt high quality which with the
increase in the number of colleges offering simeoducts might not necessarily be the
case. The institution was found to have maintaitiexl high pricing strategy and not
being flexible enough to embrace market demands diiture negatively affected the
institution in terms of student enrolment. The spaé which decision making is made
was found to be slow in the organization and teicempounded due to the vertical
organizational structure that exists presentlyhi@ organization. There has been also a
high staff turnover in the recent past especialbyrf staff who is handling several of the
firm’'s projects that are being carried out. It whasrefore appreciated that such staff
turnover results to the rate at which the projacescompleted to lag which consequently

results to lost opportunities.

A number of senior staff members have been knowdoiog things in a certain way and
whenever new changes are introduced or changerategy is required to capture a
certain opportunity or counter a given threat, laene group will be slow in decision

making which in turn will lead to the loss of oppoiity. This view is found to be in
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tandem with that made by Pearce and Robinson (2@0én they noted that since
implementation of strategies will affect in someses the “way things are done in the
organization’, then the employees in the establestitmvill tend to resist such changes.
Thus the implementation strategy should be concdewith the necessary adjustment in

order to accommodate the perceived needs of thegir.

The researcher also wished to get from the respdsdeow they overcame the
challenges posed by the values and beliefs sharédaeb AT employees and community
at large and still ensure the maintenance of tharozation culture. Towards this end, the
respondents indicate that the involvement of theraployees in strategy implementation
and incorporating their views together with effeetcommunication of the benefits to be
derived from the implementation of various straéegwas an important step. It is
observed that changes in culture be made gradsialkkg changes to how people operate
need not be drastic and if made so, the resistevet will be high. This point was in
tandem with that of Ohmae (2003) in which he ndted organizational culture is fairly
stable and does change fast and consequently ngicltathe same, the changes should

be gradual.

4.4.3 Organizational Structure

The nature of the organizations structure affetts level of communication and
implementation of the strategies. The respondeigislighted in the case of IAT, the
organization structure is vertical meaning thatases where the communication need to
be hastened, it becomes slowed down due to the mhacigion makers involved. The

respondents on whether the organization structwts as a hindrance to the
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implementation process was varied. Some of theorefgnts pointed that in some cases
the organization structure has remained statice@ustof evolving with the market
demands. They noted that when the company needgftetonew products, there is need
for the structure to be realigned to capture eiffett the opportunities arising in the
market. An example they gave was when the orgaaizaentified computer application
training market in the government and though th& Kot the contract, they did not
delink this opportunity from the normal training pdgtment and with the increased
workload, it became a challenge to effectively oftee service and this lead to
unsatisfactory project results. There was needstabéish a dedicated staff that will
handle the task without combining with other norrteedk. Another instance cited was
when the institution collaborated with Maseno andPauls Universities to offer degree
courses. IAT was found not to have adjusted thewctire to easily counter the
challenges that come with this collaboration. Thas made it difficult for the institution

to compete with other universities.

The vertical organization structure that existspragly was noted to be the same one that
was put in place when the organization was forrméere is need to change it to reflect
the present operating environment in which theestalders require prompt guidance and
decisions from the management of the institutioth @hich can only be achieved with a
much flatter structure to facilitate faster deamsimaking. Like any other corporate
organization, it was found that communication confiesn the top and this may

sometimes come with bureaucratic challenges. Trainfgs are consistent with Ongoya
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and Lumallas (2005) who noted that majority of time person or partnership structures

were an impediment to the development and impleati@nt of the strategies.

4.4.4 Communication

There are various means used by organizations nrumemicate any strategic process
information. The selection of the appropriate meafrsommunication will depend on the
sector, coverage, sensitivity of the informationdamlso the urgency of the
communicating the same. The findings of the studyewthat communication affects
strategy implementation process of the companyak pointed out that information has
to be passed from top to bottom since developmahesaluation of the strategies occurs
at the top level of the management and there id tiesrefore for passing the same to the
middle and lower levels of the employees. Effecteenmunication is a requirement by
ISO hence its mandatory communication for the samdée effective and since the
organisation is 1ISO 14001 certified, it has endeasddo adopt an effective system of
communicating the same. They noted that an inéffleccommunication causes
confusion and people pulling in opposite directespecially if adoption of a particular

strategy results in uncertainty on the job secwstigus of the employees.

An organization can employ different modes of comioation to employees. The mode
chosen in the organization depends on the natarsitiity, speed required as well as
the distance between the sender and receipt. Itfowasd that email, face -to- face,
verbally and through the mission and vision chartérwas also found that the
organization gives its employees opportunitieshars their ideas, facts, opinions and

emotions. It was noted that IAT has established@en door policy and competition on
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business ideas where various decentralized unitiseobrganization compete to generate
different business ideas. The feedback on the pssgof the work done is usually passed

during the interdepartmental meetings which ard hebnthly.

4.4.5 Resource Allocation

The respondents agreed unanimously that resourtgramts hindered implantation of
the organizations projects. They pointed out thatnein resource capacity in terms of
qualifications, competence and numbers was a magmistraint while financial
limitations made some of the projects not to be meted in time. As an IT based
company, it was pointed that availability of neeggshardware was in some cases found
to be adequate, while modern infrastructure andiigenSoftware was also identified as
limiting resource. A lack of adequate resource wlasitified as a major inhibitor to the
actualization of all the projects, loss of busingge to low skill level and in some cases,

the staff may not give their all since there mayhbeenough ownership of projects.

In order to mitigate the challenges to implementatof projects, financial resources,
proper planning and prioritizing on the policiesaskey factor to consider in order
avoiding wastage. It was also pointed out by tlepeoadents that it is important to set
aside enough finances for the project while engutimat staff are motivated and
recognized i.e. through reward and appreciationemes. The staff with adequate
training in their roles in strategy implementatianthe nerve centre in boosting the
organisation competence and qualification to ham@#manding tasks. As a result, the

respondents noted that when the institution isrgptbudgets, it ought to incorporate
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adequate resources to ensure the realization ofséftegoals and putting in place
mechanism of addressing the issue of resourcealiimit in their role.

Ineffective coordination and sharing of respongibd among the staff came out as
another factor that affects the success of impleimgstrategies at IAT. Overlapping of
activities during the implementation phase was tbtm create confusion among the
implementers and therefore leading to delays inlempntation and unnecessary
bureaucracies. In some cases, the respondentaa@kst that conflicts/mistrust amongst
relevant stakeholders and those implementing thetegly have created unnecessary
tension between the institution and members std#et® such as the parents and
students. Implementers of the strategies need ambeerable to their actions. However,
it was found that in some instances, there has bekgk of accountability within the
institution especially for some actions and thisdrmees a source of discouragement to
the other staff members whom by themselves arectsgdo be accountable. Another
challenge that was faced by the organization ham ke lack of morale amongst
implementers, misinterpretation of the organizastmategy, lack of proper reporting and
therefore no feedback. Proper monitoring of strategplementation was also found to

be lacking.

4.5 Discussion

Successful implementation of a strategy is ascatitand difficult as the strategic choice.
A firm needs to consider its resources to be ubed)an resources requirements, the
structure systems and other changes in order teach successful implementation of a

project. Competency in implementation and the ghit put ideas into actions can be an
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organization’s source of competitive advantage.aiBse the implementers of a strategy
in most cases are the lower level staff, the pcegquires a shift in responsibility from
strategist to divisional and functional managergnsure effective implementation. The
findings of the study were that those actively imed in the strategy implementation
should also be actively involved in the strategynfolation to ensure ownership of the
process. This position is found to be consistetit Wiat David (2003) who observes that
the human element of strategic implementation playskey role in successful
implementation and involves both managers and eyapkof the organization and more

particularly the need to incorporate the viewshaf tniddle and lower cadre of staff.

Leadership is the key to effective strategy impletagon in an organization and this
point came out strongly during the research. Thpaedents pointed that the leadership
of the firm should support the process throughatiing both human and material support
towards the strategy implementation process. Tagelship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken and seek their support in realizatiothefsame strategies. As Hill and Jones
(1997) noted the right managers must also be in ritjlet positions for effective
implementation of a new strategy since the top mament goodwill and ownership to
drive the process is also critical to effective iempentation of strategy. To finding was
also supported by Thompson (1997) when he obsehatch strategic leader must direct
the organization by ensuring that long term obyesi and strategies have been
determined and are understood and supported bygaenwithin the organizations who

will be responsible for implementing them.
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Alghambi (1998) argues that, failure to keep tirpepr coordination, and distraction
from competing activities, tasks not well definedlanadequate information systems to
support strategy implementation as barriers. $ame position was found to exist in the
organization since the finding from the study waet there existed lack of coordination
of various projects and coupled with ineffective meounication structure, the
performance of the strategy implementation proeessnot optimal. Beer and Eistenstat
(2002) identified six killers to strategy implematibn as : top down approach, unclear
strategy and conflicting priorities, ineffective pto management, poor vertical
communication, weak coordination and inadequatendine line leadership skills. Some

of these challenges still face IAT.
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CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

5.1 Summary

In summary, the study shows that the intervieweesaware of the strategic process of
the IAT and the challenges that affect the sucodsss strategy implementation. The
organization strategy covers a 5 year period andlesar and concise and can be
understood by the staff though the organisationped@ top-down approach in its
strategy development. The study established tretdp leadership of the organization
affects the strategy implementation process thradigbcting both human and material
support towards the strategy implementation procEse organizations’ leadership also
liaises with other stakeholders outside the orgdimn that will affect the success of the
strategies being undertaken. A number of instaneese pointed as a case of
unsatisfactory leadership qualities including; dateon of meeting to junior officers who

are incapable to strike such deals, lack of regpiitg with delegation of duty and

arbitrary transfers of staff in the middle of implenting projects.

In a competitive and chaotic environment, one dgderontribution of a strategic leader
is to provide and share a clear vision, directiod aurpose for the organization. The
culture of the organization was found to be an idipent to strategy implementation as
the employees have not embraced the new changieyasire used to doing things in
certain ways and this has resulted in the institutnaintaining the high pricing strategy

and not being flexible enough to embrace marketashels, low student enrolment, slow
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decision making and staff turnover. IAT organizatistructure was an impediment to
successful implementation of the strategy. Thectire creates a perception that strategy
implementation is a preserve of the top manageraspécially when there is lack of

communication with the rest of the staff.

The study found out that communication in IAT was challenge to strategy
implementation as information has to be passed figmto bottom since development
and evaluation of the strategies occurs at theldopl of the management and there is
need therefore for passing the same to the midaldaver levels of the employees. This
ineffective communication causes confusion and lge@uplling in opposite direction
especially if adoption of a particular strategyutes in uncertainty on the job security
status of the employees. The resources availabteetmrganization was found to be a
challenge to implementation of strategy in IAT asnan resource capacity in terms of
qualifications, competence and numbers was a magistraint while financial
limitations made some of the projects not to be meted in time. This resulted
inactualization of all the projects, loss of busimealue to low skill level and in some

cases, staff not giving their all since there maybt enough ownership of projects.

A number of measures were identified that will helpeducing the factors that affect the
success of strategy implementation in the IAT. 8aiithe measures suggested included
the need to alignment the organization culturetsosirategy, motivation of staff to
enhance performance, accountability of the leadast,communication of the strategy
and team work was identified as yet another measar be undertaken by the

organization. The strategic process of the IAT wated to require participatory and
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consultative approach. Other respondents suggestiné organization that they should
embrace an all inclusive, participatory consul@tind informative stakeholder analysis,
in strategy implementation to enhance ownershipl, famally, embrace public private

partnership in resource mobilization.

5.2 Conclusion

From the research findings and the answers toebearch questions, some conclusions

can be made about the study:

Strategy formulation and implementation procesegeiy vital for the functioning of any
organization. From the findings, it was establiskizat the strategy formulation process
in the organization follows a top-down approach levinplementation process adopts a
bottom up approach. These disconnect in the syrdtrgulation and implementation
has in some cases brought about challenges inubeess of implementing the set
strategies. The organization team consists of fiplieam that has been able to steer the
projects amid the challenges that come with implgateon. This therefore means that
for an effective handling of the challenges of iempéntation, the managers should be
empowered through adequate training and developpregtams to carry such projects.
In addition, it is important that the organisatibas in place adequate mechanism of
incorporating the views of all the stakeholdersha development of the strategies for a
successful implementation of the same strategiesspile the position that the
organization has been able to realise succesgnmifisant components of its projects, it

has there is room for improvement to increasentsial success.
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Another important conclusion from the study is thatthe present day operating
environment, in which the actions of an organizatisill affect and be affected by
stakeholders, it is important that an organizatistrategic process be an all inclusive
where the junior staff, community and non-governtakrorganizations views are
accommodated for in order to realize reduced @si&t during the implementation
phase. Further, effective monitoring and evaluatioh the strategies during
implementation was found to be critical. The orgation should be able to put in place
measures for tracking down progress and faciligatéarning and decision making in a
quick manner and therefore increase the chanceshiéving the same strategies. In an
effort to improve M & E, external consultant willebrecommended that will give

independent opinions and guidance towards the @ament of the same objectives.

5.3 Recommendation for Policy and Practice

The study established that the top management fwAs found to be a challenge to
successful implementation of strategies in the mimgdion and it therefore recommended
that the management should be at the forefrontnsumng that there is effective
coordination and sharing of responsibilities in thganization. There should be adequate
and regular communication to the employees by ttmmamgement on the extent of
strategy implementation so that they understangtbgress of implementation while at

the same time employees should be rewarded foessfud implementation of strategy.

The study established that strategy implementatiitnence the successful achievement

of the institution and it is recommended that itwabbe prudent to include a human
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resource audit to assess the capacity of the tstdfé involved in implementing the new
strategy and give recommendations. The basis afgdtiis lies on the principle of
having the right people on board, then the probtdnmanaging and directing them
largely goes away. To improve on human resourceagement, IAT needs to institute a
modern performance management system and train kégistaff on administration of
the system, review the job descriptions and pemsopolicies in order to have the

workforce motivated.

In order to implement the strategy more efficientlye measuring system should be
developed so that it can better measure the aetwvhich are in accordance with the
strategy. Middle managers should bring up strategiages more when talking with their
subordinates. They should go through together Wiehpersonnel on what actions and
why they are expected to be taken and how theselated to the new strategy. It would
also be profitable to offer middle managers opputies to improve their management
and leadership skills and those skills should d&eoemphasized in the future when

choosing new managers.

Results from the present study add to the undeaistgrof a much-debated topic in the
field. It contributes to the strategy implementatiderature by focusing on challenges
faced by organizations in strategy implementatioactices. The finding provides an
important reference and new insight for practitisnen understanding how strategy
implementation is managed through the provisiorthef foundation of the study. As
middle and higher education institutions are inooaped or elevated to offer degree,

results from the present study offer some implaragifor both research and practice. As
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for practical implications, the findings from presestudy offer important insights for

executives in formulating effective strategies.

5.4 Limitation of the Study

One of the limitations of this research is the paesbiasness on the part of the
respondents because for any study making use iotenview guide, there is a possibility
that the answers from the respondents for all gquestare not true; this study is no
exception. Because a personal interview was caddbtie questionnaire questions were
personally administered and all questions askedewmslated to the strategy
implementation strategies facing IAT and as subk, respondents might not give the
correct position for fear of exposing their strésgresearcher reserves the right to
believe that the responses were true and hondsiet@xtent of the knowledge of the

respondent and contain minimum level of biasness.

The second limitation, the number of respondengs finalized based on the number of
the interviewees available. Only six of the resprid were available out of the targeted
eight respondents interview guide was carriedoousix respondents that were submitted
to the respondents and not all of them were redeivehich therefore limited the total
number of respondents involved in the research. évew it is assumed that their

responses are representative of that what will lhaes given by the other respondents.
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5.5 Recommendation for Further Resear ch

The study confined itself to the Institute of Adead Technology. This research
therefore should be replicated in other educatiarglanizations and the results be
compared so as to establish whether there is ¢ensisamong the organizations in their

strategy implementation process.
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APPENDIX: INTERVIEW GUIDE

The interview guide will seek to achieve the follog/objectives;

1. To determine the challenges of strategy implemgmtait the institute of Advanced

Technology (IAT) Kenya.

Part A: Demographic Data

1. For how long have you been holding the currenttjmys?
2. For how long have you worked in the company?
3. What is the highest level of education you haveed?

Part B: Strategy | mplementation at AT

4. Does the organization have a strategy? If yes, whedtion does the organization
strategy cover?

5. What level of employee involvement does the strategplementation take?

6. What implementation process does your organizatiategy take?

7. What measures are taken by the organization toremdhat the actual strategy
conform to the planned strategy?

8. Does the organization optimize resources duringinigementation phase? How is
the same achieved?

Part C: Challenges of Strategy | mplementation

A) Top management commitment
a) Is leadership a challenge to the process of styateglementation?

b) What kind of challenges do you face with leaderghip
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Are the top managers at the forefront in providifgpdership in strategy
implementation?
How does ineffective coordination and poor shaohgesponsibilities affect strategy

implementation in the company?

How does the conflict in leadership whereby theduwrs’ vision is not shared by all
affect strategy implementation in the company?

Organizational culture

Has the organizational culture affected implemeéonadf strategies in the company?

How do the shared beliefs and values that intenigtie the needs of the business, its
strategy and the people working on the organizatidrehalf hinder strategy

implementation?

Is there a coordinating committee to ensure tHadwdktanding issues regarding the
implementation of the strategy are resolved and the activities of the various
directorates are properly coordinated?

Organizational structure

How does the structure in your organization posechallenge to strategy
implementation?

Is the organizational structure of the company redy with strategies being
implemented?

Does the company structure respond to pressureatoge from the environment and

pursue any appropriate opportunities which aretedat

Does the structure of the company affect how theatives and policies will be
established and implemented?

How does the company structure affect communicdtiom the management to the
employees and vice versa?
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D) Communication

a)

b)

E)

d)

Does communication affect strategy implementatiostasgy in the company?

How often is feedback on strategy implementatiomrwinicated to the employees?

What means of communication does the managementtaissommunicate the

awareness of change at company?

Is there adequate communication of the strategyitandhderlying rationale to all the
staff in the company for their understanding anceptance?

Do the top managers link strategic objectives witk day to day objectives at
different organizational levels and locations?

Does the company gives an opportunity to its engegyshare their ideas, facts,
opinions and emotions and above all provides feddltiarough inter-departmental

meetings, committees and personal consultations?

Resour ce allocation

Do you have any resource constraints hinderingegfyamplementation? If yes, what

kind of resources in particular?
In your opinion, were the available resources adegjfor strategy implementation?

Does rational and equitable resource allocatiorosgcrthe organization affect

effective implementation of any organization’s tsac plan?

How does lack of sufficient capabilities, procesaad activities that are needed to

bring the strategy to life causes breakdown inagyaimplementation?

55



Reward and sanctions

Are your reward systems in any way tied to abitiyimplement strategies? Please
explain.

Does the management motivate and reward good pmafare for individuals and
units for effective strategy implementation?

What measures have been taken to ensure that ieas@rdied to ability to implement

strategies?
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ABSTRACT

In a business environment where competition isotigler of the day, business entities are
coming up with strategies that will give an edgesroeompetitors at a lower cost.
However, organizations today face major changes riieke strategy implementation
difficult and complex than in the past. Therefotdsi necessary that an organization
comes up with strategies that it can be able tdampnt and also avail resources that
will be able to implement the strategies effectivelhe study sought to establish the
strategy implementation practices at Institute di/&nced Technology as well as identify
the challenges that affect the implementation cdtsgies in the organization. A case
study research design was adopted whereby the rcbseainterviewed six senior
managers at IAT who were involved in the stratgmgmcess of the firm. The data was
collected through the use of the interview guidcs thias prepared to guide the researcher
on the challenges affecting strategy implementadiod the measures taken to overcome
the challenges. Analysis of the data was done usamgent analysis. The findings from
the study suggest that the IAT faces a number alleriges ranging from; slow decision
making process, inadequate resources, culturatfenémce in some instances, lack of
proactive leadership and non involvement of all thtakeholders in strategy
implementation. In addition, other challenges ideld employees not committing
themselves to support a new strategic plan fromsthet to its completion including
review and supporting its recommendation, changiegstrategy mid-stream to suit their
focus. The measures taken to overcome the chalemgéude training employees on
project evaluation and monitoring, involvement df the stakeholders in strategy
formulation and sourcing for additional fundingfiiealize on incomplete projects. Some
of the measures suggested included the need to Him organization culture to its
strategy, motivation of staff to enhance perfornearaccountability of the leaders, and
fast communication of the strategy and team work dentified as yet another measure
to be undertaken by the organization. The studiclodles that strategy implementation
at IAT was affected by the structure adopted, cealtucommunication, the top
management, rewards and the resources. The stcoiyingends that strategy formulation
and implementation process is very vital for thectioning of any organization and the
management of IAT should work to ensure that thalehges which were identified as
affecting strategy implementation are tackled ideorto ensure that the institution remain
competitive in the market.
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CHAPTER ONE

INTRODUCTION

1.1 Background of the Study

The guiding principles in any strategic managenpeatess, whether in the public or
private sector, is about understanding what chaageseeded, how to implement and
manage these changes, and how to create a roadmsystaining improvements that
lead to better performance (Gole, 2005). He asghds the difficulty in strategic
management is the challenge of laying a foundafitonsuccess in the future while
meeting today’s challenges. Strategic planningased on the premise that leaders and
managers of public and nonprofit organizations niesteffective strategists if their
organizations are to fulfill their missions, meleeit mandates, and satisfy constituents

in the years ahead (Bryson, 2004).

While current public policy models have certaintgred to reflect a shift away from

traditional thinking about organizational desigrd gublic management, a systematic
process for creating and sustaining improved peréoice that reflects changes in the
environment is clearly absent. The guiding prinespin any strategic management
process, is the understanding what changes aredeleow to implement and manage
these changes, and how to create a roadmap fa@irsagtimprovements that lead to
better performance (Morgan and Strong, 2003). Thfficdty in strategic

management is the challenge of laying a foundafiionsuccess in the future while



meeting today’s challenges. Organizations are dyriacomplex and are gradually
changing hence need for competitive strategies. ddew excellent the strategies
developed by organizations to counter the challerigéaces, the major hurdle for
success is the effective implementation. In fabe most elegantly conceived,
precisely articulated strategy is virtually wortkde unless it is implemented

successfully, (Sabatier and Weible, 2007).

Johnson and Scholes (2002) assert that the develdmnd implementation of strategies
by an organization or government to chart the fipath to be taken will enhance the
competitiveness of such firms operating in a coitigetenvironment. However, they
observe that many firms develop excellent stragedie counter and adapt to the
environmental challenges but suffer a weaknesshé ilmplementation of the same
strategies. Transforming strategies into actioa f&r more complex and difficult task.
Organizations seem to have problems in strategylemmgntation: such as weak
management roles in implementation, a lack of comigation, lacking a commitment
and misunderstanding of the strategy, unalignedarorgtional resources, poor
organizational structures and uncontrollable emritental factors (Beer and Eisenstat,
2000). Strategy implementation therefore focuseshendistinct relationship between
implementation and other various organizationainelets. The strategy implementation
process is identified by Sabatier and Weible (20@#8) a process being undertaken
through a systematic approach and provides a letkvden strategic consensus and

SUcCcess.



1.1.1 Concept of Strategy

A strategy is a long term plan of action desigreedc¢hieve a particular goal, most often
“winning" (Thompson et al, 2007). Strategy is diffetiated from tactics or immediate
actions with resources at hand by its nature afideitensively premeditated and often
practically rehearsed. According to Johnson and®sh(2002), strategy has to do with
how an organization matches its internal and eateznvironment and the management
process is concerned with how to maintain, stabitiz change that position. Mintzberg
and Quinn (1998) identify four interrelated defionts of strategy as a plan, perspective,
pattern and position. As a plan, it is some soxtarfsciously intended course of action, a
guideline to deal with a situation. As a pattermiegrates an organization’s major goals,
policies and actions sequences into a cohesiveewlstiategy as a position becomes a
mediating force or match between the organizatiand its external and internal
environments. Strategy as a position looks outSideorganization seeking to locate the

organization in the external environment and & icohesive position.

Johnson and Scholes (2000, p. 12) define strategith@ direction and scope of an
organization over long term, which achieves adwgmtor the organization through its
configuration of resources within a changing enwinent and to fulfill stakeholder

expectations”. He concludes that strategy can ba ss the matching of the resources
and activities of an organization to the environmen which it operates. This is

sometimes known as search for strategic fit. Thecept of strategy is therefore built
around winning. Strategy helps to achieve succdssther in business or otherwise,

success in this context refers to the realizatibolgectives that are desired. Effective
3



strategy is formulated around four factors. These the goals and objectives are simple,
consistent and relate to the long term, thereasopind understanding of the competitive
environment, there is an objective appraisal ofrsources available and that there is

effective implementation (H#t al., 2008).

1.1.2 Strategy | mplementation

Strategy implementation is the process of allogatiresources to support an
organization’s chosen strategies. This proceshkides the various includes various
management activities that are necessary to pategly in motion and institute strategic
controls that monitor progress and ultimately aehi®rganizational goals (Okumus,
2003). Strategy implementation is defined as "phecess used to implement specific
firm policies, programs, and action plans across dhganization™™ (Harrington, 2004,
p.321). Effective strategy implementation and execourelies on maintaining a balance
between preventing failures and promoting succéssllmneously. When there is a
proper alignment between strategy, administrativechmnisms and organizational
capabilities, it will be easier to implement anceeute the strategy and to achieve the

desired objectives (Okumus, 2003).

Lippitti (2007) observe that strategy may fail theeve expected results especially when
the strategy execution is flawed. The failure tee@ie is a major concern of executives
because it limits organizational growth, adaptib@ind competitiveness. Executives are
not judged by the brilliance of their strategy, toyt their ability to implement it. The

challenge is how to close the gap between straaegyactual results. Traditionally, it is



believed that strategy implantation and executisnldss glamorous than strategy
formulation, and that anyone can implement and @eea well-formulated strategy.
Therefore, implementation and execution has a#dhatuch less attention than strategy
formulation or strategic planning (Bigler, 2001). hil¢ strategy formation and
implementation are tightly integrated functionsragtgy implementation is the most
complicated and time-consuming part of strategioagament. It cuts across virtually all

facets of managing and needs to be initiated franynpoints inside the organization.

1.1.3 Challenges of Strategy | mplementation

Formulating appropriate strategy is not enoughr dftective strategy implementation,
the strategy must be supported by decisions reggrthe appropriate organization
structure, reward system, organizational cultuespurces and leadership. Just as the
strategy of the organization must be matched te@xternal environment, it must also fit
the multiple factors responsible for its implemeéiota (Bateman and Zeithaml, 1993). As
was further observed by David (2003), successfategy implementation must consider
issues central to its implementation which incluaatching organizational structure to
strategy, creating a supportive organizationaluraliamong other issues.Lippitti (2007)
observe that strategy may fail to achieve expeotsdlts especially when the strategy
execution is flawed. The failure to execute is gomaoncern of executives because it
limits organizational growth, adaptability and catipveness. Executives are not judged
by the brilliance of their strategy, but by thebilay to implement it. The challenge is
how to close the gap between strategy and actsaltse Lepsinger (2006) similarly hold

that true leaders have a clear vision and are 1€&f¥#mitted to pursuing it.



Organizations seem to have difficulties in impletiven their strategies, however.

Researchers have revealed a number of problentisategy implementation. The reasons
for this are varied, but most hinge on the fact #teategy implementation is resource
intensive and challenging (Gurowitz, 2007). None kbss strategic planning remains a
top priority among successful private universitlesed on the fundamental notion that an
effective strategy offers unique opportunities foarket differentiation and long-term

competitive advantage. Based on this, many publicausities are now asking which are
the best tools and methodologies to enable efiedivategy implementation (Beer and

Eisenstant, 2000).

Beer and Eisenstat (2000), there were six fundamheaasons why various strategies
developed by firms were not implemented effectivalrey identified that employees
saw the overall problem being rooted fundamentiallhe process of management issues
of leadership, teamwork and strategic direction moin the commitment of people and
their functional competencies. Poor quality vetticammunication not only hinders
strategy communication but also prevents discussibrthe barriers themselves. Sterling
(2003) identifies challenges to strategy implemeotaas: unanticipated market changes,
effective competitor response to strategy, insigfit resources, failures of buy-in,
understanding and communication by those who ggpaged to implement , strategy not

being timely and unique, lack of strategic focud poorly conceived strategies.



1.1.4 Technical Collegesin Kenya

Technical colleges in Kenya offer academic and wonal preparation of students for
jobs involving applied science and modern technpldgemphasizes the understanding
and practical application of basic principles aleace and mathematics, rather than the
attainment of proficiency in manual skills that psoperly the concern of vocational
education (education.go.ke). Technical educatiatha objective of preparing graduates
for occupations that are classed above the skitladts but below the scientific or
engineering professions. People so employed agedrely called technicians. Technical
education is distinct from professional educatiwhich places major emphasis upon the
theories, understanding, and principles of a widldytof subject matter designed to equip
the graduate to practice authoritatively in suaidB as science, engineering, law, or

medicine.

Technical occupations are vital in a wide rangdiaitls, including agriculture, business
administration, computers and data processing, adu; environmental and resource
management, graphic arts and industrial design, lewlth and medicine; technical
educational curricula are correspondingly speadliz over a broad range
(education.go.ke). Technical education is typicaltiered in post-high-school curricula
that are two years in length, are not designededa Ito a bachelor's degree, and are
offered in a wide variety of institutions, such t&shnical institutes, junior colleges,
vocational schools, and regular colleges and usities. The training industry is rapidly
growing and as a result, a number of technicaltuigins have started. Kenya has been

in a position to promote its Education, through vaeiety Technical colleges that carter



for the Kenyan students. Among the Colleges in kemglude Institute of Technology,
psychology, statistics, business among other fie@ismpetition is in the rise and all
these institutions are aligning their structuredtsat they can attain a competitive edge
and stand out in the competition. Training in Kengeacurrently undergoing changes.
There has been a call of urgency to expand thectagsafor technical colleges and
universities so as a great number of qualified estigl can be absorbed. Under the
training industry there include, Universities, Teal colleges, polytechnics, Secondary

and primary schools.

1.1.5 Institute of Advanced Technology in Kenya

The Institute of Advanced Technology (IAT) is anTICand business learning
organization in Kenya and the East African Regibnvas established in 1991 with its
major focus being on professional courses thatlerabficient use of ICT to the learner.
It has since switched its focus from End User aradeBsional courses to Career Training
and Education to individuals as well as Public Bnigate corporate organization seeking

to develop their personnel. It has also wideneddtgpe from ICT to business courses.

IAT seeks to achieve customer satisfaction andiwootsly expand its market share. It
does this by scanning the environment in ordentprove on its services and to fill the
gap in the industry by introducing new productsT Ikas grown and is well known in the
Kenyan ICT and Business job market for producinghhguality graduates who are

skilled and proficient in their areas of study.hds succeeded in conducting ICT and



Business courses in partnership with distinguishestnational and local partners which
include Maseno University, St' Paul's UniversityC@Gl Education (UK), the European
Business Competence License (EBCL), Internatiormh@uters Driving license ICDL

among others since 1991 and have gained valuapkierce in this area.

1.2 Research Problem

The organization’s strategic plan is expected toabguiding document for the
organization; however, poor implementation of thenpcan result in it becoming an
ineffective document (Pfeffer and Sutton, 2006)wlll not matter how good the
strategic plan is, what will be important is howttansform the documented strategy
to tangible results, a process which will involviéeetive implementation process.
Organizations are often unable to transform e)gstkmowledge into meaningful
action, which creates a gap in implementation. G20€5) assert that one of the main
causes that organizations cite for the knowing-gl@ap is that organizations come to
the belief that if they just talk about doing sohieg, this very action of discussion
will magically lead to execution. It therefore beges important that an organization
gives the implementation phase of its strategic@se due importance and allocate

adequate resources and time that will enable ieaelthe desired objectives.

The Institute of Advanced Studies is one of thenper ICT institutions in Kenya that
during its initials years has been able to opemdiras in major towns and partner
with local and international universities to offble same causes in the country. The

institution witnessed the impressive growth dueatloption and implementation of



effective strategies. However, in the last 5 yetlws,institution has faced high level of
competition from universities and other tertiaryl@ges that have emerged to offer the
same courses and programs has the one offeredstipi@ of advanced technology.
When the same problem is studied keenly, it is evidhat the institution has had
strategies to counter the challenges in the businesket. However, what has been
lacking is an effective implementation in the ingibn. There is need to ensure that
the strategies which they have put in place tofatg implemented so that they can
have a competitive advantage over other institstiobhis therefore calls for the
development of good strategies and appropriatadligement of the organizational
structure, systems, leadership behavior and huesource policies. It is on this basis
that the current study will wish to establish thmleenges facing implementation of

strategies at the Institute of advanced Technology.

Recent local studies undertaken on the challenfjssaiegy implementation include;
Moeva (2007) researched the challenges facing mmgi¢ation of strategy for
revitalizing agriculture at the Ministry of Agridulre and found out that the major
challenges that affected the implementation otegpafor revitalizing agriculture was
lack of awareness and ownership of the strategytH®y various stakeholders,
performance management especially at district amdigional level and resource
mobilization. Nyangweso (2009) on the strategy enpntation challenges at
Cooperative bank who found out that in the cas€mbp bank just like in any other
player in the banking industry, implementation wategies should be fast, consistent

and should be adaptable on many fronts simultamgdkigrop (2009) researched on

10



challenges of strategy implementation at the Katldlife service and identified that
a firm should focus on formal organizational stames and control mechanisms of
employees while implementing its strategy. Akwa@1(0) carried out a research on
challenges of strategy implementation at the Migistf co-operative Development
and marketing and his studies revealed that; orgfon culture, human resource
policies, financial resources policies and procedurinformation and operating
systems and performance incentives were all impewalisnto strategy implementation.
The challenges faced by the educational institstioould be different with other
organizations and therefore this study seeks tabksh the challenges of strategy
implementation at the Institute of Advanced Tecbgygl This problem statement
leads to the following question: what are the @rales of strategy implementation at

the Institute of Advanced Technology?

1.3Resear ch Objectives

1) To establish the strategy implementation practegaployed at the Institute of

Advanced Technology

2) To establish the challenges of strategy implemgmtatt the Institute of

Advanced Technology

1.4 Value of the Study

The study will aid various stakeholders in therdgoy as follows;

The study will be of value to Institute of Advanc&dchnology since it will help them

understand the factors that affect the implemesmadf its strategies and thus put in place

11



mechanisms that will ensure that its strategiesimmemented. In addition, the study
will be an invaluable source of material and infation to other technological

institutions operating in the country since theyl wnderstand the challenges affecting
implementation of strategies in the education seata thus come up with ways of
ensuring that its strategies are fully implemengedthat they can compete effectively
with other firms. Public and private institutiomsthe country will obtain details on how
they can be able to effectively implement theiratggies in the face of numerous

challenges facing them in the professional anaitngiinstitutions in Kenya.

The government and regulators of the fund will dlad invaluable information in how
good strategies can be adopted and as a resduiih pléice policies that will guide and
encourage other organizations within and withoatgbvernment sector in implementing
their strategies. The policy makers will obtain Whedge of the professional and training
institutions and the appropriate factors that afiegplementation of strategies in the
industry; they will therefore obtain guidance frahs study in designing appropriate
policies that will regulate the sector. Future dal®may use the results of this study as a
source of reference. For academicians, this stadyd the foundation upon which other

related and replicated studies can be based on.
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CHAPTER TWO

LITERATURE REVIEW

2.1 Introduction

This chapter will review the theoretical underpimmihe study, strategy implementation

and strategy implementation challenges.

2.2 Theoretical underpinning the study

The institutional theory recognizes the embedmehtinstitutional actors in an
environment of formal and informal rules. Instiartal theorists suggest that
organizational actions and processes are drivethéyy actors in order to justify and
plausibly explain their actions. According to tperspective, strategy implementation are
rationally accounted for by organizational actonsl @ooted in the normative and social
context that motivates actors to seek legitimaclhvéD et al., 2007). Through various
cognitive, normative and regulative forces orgatnres adopt a standardized set of
practices (Scott, 2001). In other words, an orgation is composed of three pillars: the
cultural-cognitive, normative, and regulative elesethat together with associated
activities and resources provide stability to sbtifa. Companies try to fit in with the
norm by adopting strategy implementation that \@wbd them as part of the
organizational field. In essence, traditional iional theory believes that
organizational fields become structured by powarffiuences among organizations. The
adoption of a system such as strategy implementaibighly dependent on the extent to

which it is institutionalized by legitimacy. Legitacy concerns lead organizations to
13



adopt practices that “conform to the mandate ofitiséitutional environment” (Kraatz

and Zajac, 2006).

The resource-based view of a firm has experienaeghid diffusion throughout strategic
management literature (Priem and Butler, 2001)mBiraim must be to achieve
competitive advantage over its competitors, whithideally derives from valuable
resources that are superior in use, hard to im#ait difficult to substitute. Barney
(1991) posits that resources can be classified ihtee categories: physical capital
resources such as plant and equipment, human Icapgaurces such as training
relationships and experience, and organizatior@talaesources, for example, reporting
structure, formal/informal planning and controllirkgpr firm resources to be the source of
a sustained competitive advantage, they must passvaluable, rare, imperfectly
imitable, (non-)substitutable) test (Barney 199égsources can occur in different forms
such as patents, relationships or processes. B&tA8y) further argues that the contrary
is applicable for strategic implementation. Theatggy implementation can be
characterized as a functional competence in thatedls with distributing a firm’s
resources to fit the strategic alignment of themfirStrategic initiatives need to be

distributed and executed as dictated by the siafggn.

2.3 Strategy Implementation

Implementation of strategy is initiated in threetemelated stages which include
identification of measurable, mutually determinethw@al objectives, development of

specific functional strategies and communication puflicies to guide decisions.
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Implementing strategies successfully is about magchhe planned and the realizing
strategies, which together aim at reaching therorgéional vision. The components of
strategy implementation — communication, intergreta adoption and action are not
necessarily successive and they cannot be det&cmdne another. Successful strategy
implementation will yield the following benefits B organization: proper utilization of

resources with financial and human and thus enhaagganizational growth,

development of efficient systems that will enhawoerdination that would guarantee
achievement of organizations goal and set targetseased organizational impact due to
improved organizational performance and sustaircatmpetitiveness, the organization
will be able to have a clear focus and directioritengrowth path and in the process

attract competent and resourceful human resourse (Pearce and Robinson, 2007).

Pearce and Robinson (2007) argue that, to ensaoessiof the strategy implementation,
the strategy must be translated into carefully enpnted action this is because the firm
strategy is implemented in a changing environmet therefore the need for strategic
control during the implementation. Implementingatggy is difficult and without proper
implementation, no business strategy can succesglementation of strategy calls for
alteration of existing procedures and policies. fmost organizations, strategy
implementation requires shift in responsibility rfrostrategists to divisional and
functional managers (Kazmi, 2002). It is therefionportant to ensure that there is a shift
in responsibility to ensure successful implemeatatiThe implementers of strategy
should therefore be fully involved in strategy fadation so that they can own the

process. Strategy implementation focuses on theincls relationship between
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implementation and other various organizationaielets. The implementation process is
identified as being undertaken through a systemagpigroach which provides a link
between strategic consensus and implementatiorssic(Sabatier and Weible, 2007).
While there is no "one-size fits-all* approach tagegy implementation management for
all organizations, Sabatier and Weible, (2007) tpdisat there are three basic and
irrefutable strategy implementation practices fdr kinds of firms. The strategy
implementation practices include business integmnatiuser adoption and technical
implementation. However, successful implementatibistrategies, they suggest that a
holistic viewpoint and comprehensive strategy ageded for high impact results and

long term success.

Under the business integration stage, this stegbles an organization to rethink how it
operates its business and can enhance the valu€. df involves the organization
listening to their stakeholders and work with theamdentify new ways of solving key
business problems and managing their processesn{Ka002). For example, how the
business collaborates internally or with customafiter implementation can be much
different than before when the communication mo@es also different. An organization
should foster the concept of the integration assness tool that is central to the support
and growth of the organization's business planntlieation of a clear, multi-party
governance structure to manage the effort throwegigd, implementation, and ongoing
improvements will also be needed. At a minimum, ¢ihganization should identify an
executive champion, steering group, and workingugraomprising business and

technical members (David, 1997). An organizatiooutth sell the idea at every meeting,
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and at every opportunity. A strategy implementaoocess can take awhile before one
really get traction and there is therefore neethéoword out and focus on the benefits-

solving stakeholders' most pressing business prable

According to Grundy (2004), many organizationststyees get sidetracked by focusing
too many resources on branding, color schemesthandike. Instead, he suggests that
there is need to amortize the traditional look dedl investment by continuously
engaging users throughout production to enhancereeface as they become more
adept with the solution. The strategy adopted shdnd a reflection of organizations
customer needs (internal or external) and not &ugcof the operating model. An
organization should carefully segment ones userap tihem to the organization's
portfolio of services and products, and designaapct to support these relationships. A
cross-cutting enterprise taxonomy and informatiochiéecture that is independent of
organizational boundaries can act as a driver ahgé to support where the business is
headed, not how it currently operates (Chapman4R20Dommunications and change
management activities are vital. A lack of commatians planning and change
management activities (e.g., process redesigminiggietc.) can ruin a technically sound
implementation. Remember, if no one uses the swiugifter it is deployed, you have

failed.

A strategy implementation practice is aimed at roing the impact of the process.
Under this process, an organization is needed irifmwe requirements and deploy

functionality in phases.
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Cummings and Worley (2005) observe that an org#nizashould not try to build
everything at once. Instead, they need to deveiepsblution using a phased approach
that is driven by the demands of the business andhe supply of the organization.
Integration with existing tools may fulfill manyqgairements and combination with other
technologies and commercial may be the best optietead of building functionality

from scratch.

2.4 Challenges of Strategy |mplementation

Formulating appropriate strategy is not enoughr d¥tective strategy implementation,
the strategy must be supported by decisions raggrthe appropriate organization
structure, reward system, organizational cultuesources and leadership. Just as the
strategy of the organization must be matched te#ternal environment, it must also fit

the multiple factors responsible for its impleméiota (David, 1997).

2.4.1 Top Management Commitment

Leadership is the key to effective strategy impletaton. The role of the chief executive

officer is fundamental because a chief executiicaf is seen as a catalyst closely
associated with and ultimately is accountable Fa&r $uccess of a strategy. The chief
executive officer actions and the perceived seriess to a chosen strategy will influence
subordinate managers’ commitment to implementafiére personal goals and values of
a chief executive officer strongly influence a fgnmission, strategy and key long term

objectives. The right managers must also be in rigbt positions for effective

implementation of a new strategy (Jones and H887). Top management goodwill and
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ownership to drive the process is also criticaktfective implementation of strategy.
According to Grundy (2004), an organization showachong others have the top
management be committed to the strategic diredtienfirm is taking. To this end, he
argues, the managers will willingly give their egyerand loyalty to the implementation
process. In addition the senior managers shoulddaathe notion that the lower level
managers have the same perception of strategytandderlying rationale and urgency.
They must not spare any effort in persuading threroemployees in adoption of their

ideas.

Implementing a new strategy also requires leadelmave adept managerial relationship.
This is important because business leaders anduies must be at the forefront of
overcoming disagreements and pockets of doubt. Thest also lead their people in
building a consensus on how to proceed with theowuarinitiatives included in the

strategy being implemented. Strategy implementateeders must also secure the
commitment and cooperation of all concerned pattieget all the implementation pieces
in place. The management of the organization pesvidirection to workers as they
pursue a common mission in implementing strate¢&@sapman, 2004). The leaders
influence their relationship with their followens the attempt of achieving their mission.
Effective leadership is very crucial during strategxecution and can be achieved
through participation by all groups and individuaksptured in strategic plan through
freedom of choice of leaders by team members. Hads to rational leadership styles
for those with good leadership qualities and gigaifons (Chapman, 2004). A good

strategic leader operates without bias, be visignself-confident, has empathy and
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respect to others and is experienced. Strategyemmgmtation calls for efficient and
effective leaders to guide the rest of the empleyheough the strategic plan with a lot of

ease and provide solutions and explanations tean@sues (Chapman, 2004).

Top managers must demonstrate their willingnesgive energy and loyalty to the
implementation process. This commitment becometjeasame time, a positive signal
for all the affected organizational members. To csssfully improve the overall
probability that the strategy is implemented asnded, senior executives must abandon
the notion that lower-level managers have the spemeeptions of the strategy and its
implementation, of its underlying rationale, and irgency (Cummings and Worley,
2005).Instead, they must believe the exact oppesitespare no effort to persuade the
employees of their ideas. By changing the way thésw and practice strategy
implementation, senior executives can effectivetgnsform change barriers into
gateways for a successful execution. Change is phrthe daily life within an
organization. The ability to manage change has shttwbe a core competency for
corporations. A great challenge within strategy lenpentation is to deal with potential

barriers of the affected managers.

2.4.2 Organizational Culture

Culture is a set of assumptions that members afrganization share in common (shared
beliefs and values). Organizational culture hetpsurturing and dissemination of core
values. Implementation of new strategy will be @med with adjustments in the
structure, employees, systems and style of doimggshin order to accommodate the

perceived needs of the strategy (Pearce and RqQi#807).Culture 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 patternsbehaviour over time. This means
organizational culture is fairly stable and does cltange fast. It sets the tone for the
company and establishes rules on how people shalldve. The top managers create a

climate for the organizations and their valuesuefice the direction of the firm.

Johnson and Scholes (2002) note that culture isremgth that can hinder strategy
implementation when important shared beliefs arldesinterfere with the needs of the
business, its strategy and the people working encittmpany’s behalf. A company’s
culture also prevents a company from meeting comneetthreats or adapting to
changing economic and social environments that\asteategy is designed to overcome.
Social processes can also create rigidities if egarozation needs to change their

strategy. Resistance to change may be “legitimizgdthe cultural norms.

2.4.3 Organizational Structure

Successful strategy implementation depends to ge laxtent on the organizations
structure because it is the structure that idestikey activities within the organization
and the manner in which they will be coordinatedathieve the strategy formulated.
Structure also influences how objectives and pediavill be established, how resources
will be allocated and the synergy across the depants. It is necessary for an
organization to rationalize its operational/managenstructures so as to streamline it to
be effective in strategy execution. This would udg transfers, mergers, and creation of
new departments and divisions for effective managgmThe organization structure

therefore should fit with the intended strategiisr{baum, 2000).
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Organizations should be structured in such a watitltan respond to pressure to change
from the environment and pursue any appropriateodppities which are spotted.
Thompson and Strickland (2003) notes that strategylementation involves working
with and through other people and institutions ledirege. It is important therefore that in
designing the structure and making it operatioRaly aspects such as empowerment,
employee motivation and reward should be consideBtdtegies are formulated and
implemented by managers operating within the carstructure. The structure of an
organization is designed to breakdown how work ibé carried out in business units and
functional departments. People work within thesésgbns and units and their actions

take place within a defined framework of objectivalsins, and policies.

2.4.4 Communication and Strategy | mplementation

Guffey and Nienhaus (2002) found a strong link l@stw organizational commitment
(strong belief in the organization’s goals and ealuwillingness to exert effort on behalf
of the organization, and strong desire to maintagmbership in the organization) and
employees’ support of the organization’s strategen. Effective communication of the
strategy and its underlying rationale are alsoicaliy important particularly w hen
reaching out beyond the group directly involvedhea development of the strategic plan.
It is essential both during and after an organizeti change to communicate information
about organizational developments to all levels ithmely fashion. The way in which a
change is presented to employees is of great méki¢o their acceptance of it. To deal
with this critical situation, an integrated comnzations plan must be developed. Such a

plan is an effective vehicle for focusing the enyeles’ attention on the value of the
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selected strategy to be implemented. Therefore,naamcation plans will provide the
appropriate information to market the strategy enpéntation effectively in order to

create and maintain acceptance.

Communication down the organization or across aiffefunctions becomes a challenge.
Making sure that processes throughout the orgaaizatipport strategy execution efforts
can be problematical in a large organization. lngkstrategic objectives with the day to
day objectives at different organizational leveis éocations becomes a challenging task.
The larger he numbers of people involved, the greidite challenge to execute strategy
effectively (McCracken, 2002). Birnbaum (2000) icates that strategy implementation
requires the transfer of information from one parsmanother through specific channels.
Communication allows sharing of ideas, facts, apisi and emotions and above all
provides feedback. In organizational strategy immaetation, information flows in all

directions; downwards, upwards and literally (Chapm2004). The employees freely
communicate their ideas, suggestions, commentsamgplaints to the management on
strategic objectives. These can be done througéreigprs, joint consultative committee,

suggestion schemes, trade unions or grapevine. rbegaal communication is

encouraged through inter-departmental meetingsnutiees and personal consultations.
The management of the organization therefore thafdkait the communication needs that

to be articulated during strategy implementation.

2.4.5 Resour ce Allocation

Resource allocation is a central management actilvdt allows for strategy execution.

Strategic management enables resources to be talfocaccording to priorities
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established by annual objectives. Organizations beagaptured by their resource legacy
or assumptions people make about what resourceit@soreally matter (Johnson and
Scholes, 2002). The causes of breakdown in siyait@glementation relate to the
capabilities, processes and activities that ardetkéo bring the strategy to life. Effective
resource allocation calls for unique, creative Iskihcluding leadership, precision,
attention to detail, breaking down complexity ird@gestible tasks and activities and
communicating in clear and concise ways throughbet organization and to all its
stakeholders. Successful strategy implementatioduis to the design, development,
acquisition, and implementation of resources thavige what is needed to give effect to

the institution’s new strategies (Judson, 1991).

The organization need to have sufficient funds ambugh time to support the
implementation process. True costs include realisthe commitment from staff to
achieve a goal, a clear identification of expersgsociated with a tactic, or unexpected
cost overruns by vendors (Olsen, 2005). Resoutoeadion is important and equitable
resource allocation and sharing is an importantvigcthat enhances strategy execution.
The budgetary resources should be marched withrohegatal operations. Effective
implementation of any organization’s strategic ptiepends on rational and equitable
resource allocation across the organization. Prioples should be developed between the
strategic plan and operational activity at depant@devels in order to necessitate proper
implementation of strategies (Birnbaum, 2000). Res® allocation helps strategic
managers to coordinate operations and facilitabesral of performance. It is important

to have a budget for the whole organization or -
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2.4.6 Reward and Sanctions Systems

The execution of a strategy depends on individuaiivers of organization especially
key managers. Motivating and rewarding good peréorce for individuals and units are
key success factors in effective strategy implewrt#n. According to Cummings and
Worley (2005), organizational rewards are poweinfigentives for improving employee
and work group performance. It can also producé lhegels of employee satisfaction.
Reward systems interventions are used to elicit ammintain desired levels of

performance.

Reward system should align the actions and objestf individuals with objectives and
needs of the firm’s strategy. Financial incentiae important reward mechanisms
because they encourage managerial success wheratbeyirectly linked to specific
activities and results. Intrinsic non-financialveeds such as flexibility and autonomy in
the job are important managerial motivators. Negasianctions such as withholding of
financial and intrinsic rewards for poor performanare necessary to encourage
managers’ efforts (Pearce and Robinson, 2007). igog to Thompsort al.,(2007) the
specific objectives of rewards and punishment afferdnt. Rewards are in principle
intended to encourage the type of behaviour whieltgrles them, while punishment are
intended to prevent a repetition of previous bebtaviFor the management, the criterion
of success for reward policies is that they mo&wamployees to commit high levels of
physical or mental effort towards performing regdirtasks well. Further, Tigeb al.,
(2004), observe that rewards should increase edigiability of employees behaviour so

that they can be depended upon to carry out tHedrgquested of them consistently and
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to reasonable standards, like opportunities foragigg or even promotion will tend to
increase the predictability among employees whaehsme ambition if it is apparent

that certain types of behaviour enhance the prosgeareer development.
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CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Introduction

This chapter introduces the design of the researuh the data collection and data

analysis technique.

3.2 Research Design

The research design was a case study. A case sty in-depth investigation of an
individual, institution or phenomenon. Case stu@diksw a researcher to collect in-depth
information, more depth than in cross-sectionaldiss with the intention of
understanding situations or phenomenon. It alspshiel reveal the multiplicity of factors,
which have interacted to produce the unique charamf the entity that is subject of
study. The study was used to identify the strat@gplementation practices and
challenges at the Institute of Advanced Technoldthe reason for this choice is based
on the knowledge that case studies are the mosbygte for examining the processes
by which events unfold, as well as exploring causktionships and also they provide a

holistic understanding of the phenomena.

3.3 Data Collection

The study used primary data which was collectedguan interview guide. An interview
guide is a set of questions that the interview&s aghen interviewing. The respondents
to be interviewed were six top managers in charfelanning, corporate, human

resource management and business development. Ereseonsidered to be key
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informants for this research. The interviews weamisstructured so that some questions
can be omitted or added if some new and usefutnmétion come up through the whole

procedure, which will be face to face interviews.

3.4 Data Analysis

The data obtained from the interview guide wasyaeal using content analysis. Content
analysis is the systematic qualitative descriptaérthe composition of the objects or
materials of the study (Hsieh and Shannon, 20@5hvblves observation and detailed

description of objects, items or things that cosgthe object of study.

Content analysis, as a class of methods at thesedgon of the qualitative and
guantitative traditions, is used for rigorous exatmn of many important but difficult-to-
study issues of interest to management resear@@arkey, 2003). This approach is more
appropriate for the study because it allows fopgdesense, detailed accounts in changing
conditions. Thus the qualitative method is suitdblethis research because this research

was conducted within the environment where the @m@ntation initiatives occurred.
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CHAPTER FOUR

DATA ANALY SIS, RESULTSAND DISCUSSION

4.1 Introduction
The research objective was to establish the syataglementation practices employed

at the Institute of Advanced Technology and als@al#ish the challenges of strategy
implementation at the Institute of Advanced Tecbggl This chapter presents the

analysis and findings with regard to the objectivd discussion of the same.

4.2 Demogr aphic Data

The respondents comprised the middle and the to@agement of Institute of Advanced

Technology. In total, the researcher interviewedrespondents out of the eight that had
been intended to be interview in the research dedigio of the respondents were not
available during the interview. Despite a new empéhaving been recruited to hold the
position, the researcher felt that she had not aikng enough in the organization to
provide adequate information for the attainmenthef organizations objectives. As a
result the response rate was around 75% and theiew was made possible because all
the respondents interviewed had worked in thepeesve positions for at least 4 years
within IAT and other training institutions. All thespondents held managerial position in
the institution and therefore considered to be nvarsed with the subject matter of the

study.

Academically, the respondents had all attained arsity education with three of them

having undertaken a master’'s degree in their réispetields. In addition two of the
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interviewees had risen through the ranks in thditut®n to occupy the present
management position over 25 years of employment tiael worked. With their solid
academic and work life background in the affairstted organisation, the respondents
were found to be knowledgeable on the subject mattthe research and thus capable to

help in the realization of the research objective.

4.3 Strategy | mplementation at |AT

This section of the interview guide sought to elsalfrom the respondents whether they
understand the strategic process at the IAT. Thiosecovered question on the strategic
process period, persons involved in the organimatiostrategic process and staff

involvement in the strategic process.

On the question of whether the respondents wereeagfahe organizations strategic, all
the respondents answered to the affirmative anidatet that the organizations strategic
plans cover a five year period. The uniform ansviems the respondents indicated that
all of them understand the organizations stratpipn as to the period it covers. The
officers involved in the strategic process wereathe. The respondents indicated that the
Chief Accountant, Human resource manager and theagmag director are the key
persons involved in the development of the strategiSectional heads as well as staff
from the five campuses spread in Mombasa, KisunygriNEldoret and Kakamega were
are involved in the strategy development and implatation. In particular, the
involvement of section heads — the smallest unibrgfanizations management- in the
strategic process ensured that the views of all dte&#f are incorporated in the

organizations overall strategies.
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The strategy implementation process of organizatishould be a whole involving
process where all important stakeholders are ieOne of these important internal
stakeholders is organizational employees becawsedte the ones who are tasked with
the actual duty of implementing the strategies. IAT, it was found out that the
organization appreciates the role played by emggyi@ process of developing and
eventually implementing the strategy. The orgamrat employees are involved during
the preparation of the work plans, budgets andhggpterformance targets and then later
on during performance of their duties to achiewe gbt targets. They argued that since
the staff is involved in the strategy developmehtge, there will be less level of
resistance during the implementation period ans will therefore increase the rate of
success. IAT being an IT based firm, the role ddnmation technology in the strategic
process was highlighted as contributing greatlythe strategic process. Many of the
strategy development process is carried out throkghT interface and it is only during
the plan moderation phase that the various sedtiesds meet together under the

direction of the manager business development tlapat.

The strategy implementation phase in the orgamimatequires that individual section
heads in consultation with all the staff in the tgets monitors the activities being
undertaken on weekly basis to establish whetherdbelts are in line with the budget
expectation. come up with their task that are acbke as well as measurable. This
process will facilitate detection of any variancedaany unfavorable variance is

investigated with the aim of remedying it. The ¢ostenue and trainee enrolment forms
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some of the key parameters that is investigatedwiat factors is considered to affect
the success or failure of the strategic implementah the organization, the respondents
pointed that enhanced communication, prudent atibn of the available resources,
committed staff, teamwork and partnerships, tramspsy and accountability, and
commitment to meeting deadlines/timelines are sofke key factors that influence the
organizations success. The respondents also apg@dhat the top leadership of the
organization affect the strategy implementationcpss. They pointed that leadership of
the firm should support the process through dingcboth human and material support
towards the strategy implementation process. Tageleship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken. It was appreciated that the majorityhef organizations strategies requires
collaboration with other government agencies antermational partners who are
concerned with administering examinations, coureatent and other support. The
respondents pointed that in dealing with theserpatestakeholders, the leadership of the

organization are the ones to perform this task.

4.4 Challenges of Strategy | mplementation Processat |AT

The objective of the study was to establish thdlehges facing strategy implementation
at the Institute of Advanced Technology. It was axpded by the respondents that the
development of an organizations strategy is notughoif the same cannot be
implemented and it is therefore necessary thatrganization employs an appropriate
implementation strategy to actualize the plan. Hewein many organizations, the

implementation phase is faced by a number of angdls. The challenges faced by the
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organization in implementing its strategies wereegarized into; commitment of the top
management to the strategies, organizational @jltstructure, management, resources

and capacity.

4.4.1 Top Management Commitment

The researcher sought to identify from the respotdi¢ leadership was a challenge that
affects the process of strategy implementationhm @rganization. To this extent the
respondents pointed out that indeed the manageatetAT was a challenge in the

effective implementation of strategies in the oigaton. They supported this by

pointing out the various kinds of challenges fabgdhe organization that resulted from
the leadership side of the organization. Firstidiig and bureaucracy together with the
failure to embrace new ideas and innovational teldgy in business was noted as a
challenge. An example was given whereby the institotroduced degree programs in
computer science and business courses. Howeveg gbthe managers did not embrace

the strategy fully and this diversification stratdtas not successfully picked up.

In addition, differences in opinion, forced rembwd project leadership, disputes in
project leadership selection were pointed out dgators of the existence of leadership
and management problems in the implementation efsthategies at IAT. Management
resistance to change and new ideas, lack of visjolemdership together with poor
leadership skills and knowledge are still additloclaallenges facing the organisation.
Some of these leadership skills were found to keetdwa lack of proper training and this

could be remedied through the process of trainfribase in the management positions.
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The respondents were in agreement on the measubestaken in overcoming some of
the leadership and management challenges in ttemiaajion. They noted that some of
these challenges are as a result of poor commuoncaiverworking of some workers

due to disproportionate allocation of work. It weasommended a number of ways of
addressing these challenges, among them engaginm@rhuesource specialists and
business units in harmonizing all roles in the @cocommittees, communication of roles
and responsibilities at an early state and invobminof middle line managers at the early
stages of strategy development because eventhalwill be the ones to implement the
same projects. The management of the organizatias &lso pointed out to cause
ineffective implementation of strategies due to @mm of improper communication

channels in the institution. In some cases, it Yoamd that the use of paper works in
communication slowed down the phase of communicadioe to the resultant time lag

especially in the organizations units that are thaseside the headquarters in Nairobi.

The employee morale and motivation was also naidaetlow due to the organizations
leadership not coming up with an appropriate rewsystem to boast the employees’
motivation. It was also highlighted that the topdership has not been keen in cutting
deals at the corporate level. Instead, the respusd®ted that cases have been noted
where the top management have delegated suchtiastito junior officers who in turn
have ended up not being successful in lobbyingteh projects because of the nature of

complexity involved.
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4.4.2 Organizational Culture

On the question posed to the respondents on whttberfelt the organization and the
management culture established affected the syratggementation at IAT. It was noted
that the organization staff attitude was not ind&n with present day market conditions
where ones opportunities are identified, there eednfor a fast decision making to
capture the same, otherwise the opportunity wilchptured by other competitors. The
institution has been associating high prices taesgnt high quality which with the
increase in the number of colleges offering simeoducts might not necessarily be the
case. The institution was found to have maintaitiexl high pricing strategy and not
being flexible enough to embrace market demands diiture negatively affected the
institution in terms of student enrolment. The spaé which decision making is made
was found to be slow in the organization and teicempounded due to the vertical
organizational structure that exists presentlyhi@ organization. There has been also a
high staff turnover in the recent past especialbyrf staff who is handling several of the
firm’'s projects that are being carried out. It whasrefore appreciated that such staff
turnover results to the rate at which the projacescompleted to lag which consequently

results to lost opportunities.

A number of senior staff members have been knowdoiog things in a certain way and
whenever new changes are introduced or changerategy is required to capture a
certain opportunity or counter a given threat, laene group will be slow in decision

making which in turn will lead to the loss of oppoiity. This view is found to be in
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tandem with that made by Pearce and Robinson (2@0én they noted that since
implementation of strategies will affect in someses the “way things are done in the
organization’, then the employees in the establestitmvill tend to resist such changes.
Thus the implementation strategy should be concdewith the necessary adjustment in

order to accommodate the perceived needs of thegir.

The researcher also wished to get from the respdsdeow they overcame the
challenges posed by the values and beliefs sharédaeb AT employees and community
at large and still ensure the maintenance of tharozation culture. Towards this end, the
respondents indicate that the involvement of theraployees in strategy implementation
and incorporating their views together with effeetcommunication of the benefits to be
derived from the implementation of various straéegwas an important step. It is
observed that changes in culture be made gradsialkkg changes to how people operate
need not be drastic and if made so, the resistevet will be high. This point was in
tandem with that of Ohmae (2003) in which he ndted organizational culture is fairly
stable and does change fast and consequently ngicltathe same, the changes should

be gradual.

4.4.3 Organizational Structure

The nature of the organizations structure affetts level of communication and
implementation of the strategies. The respondeigislighted in the case of IAT, the
organization structure is vertical meaning thatases where the communication need to
be hastened, it becomes slowed down due to the mhacigion makers involved. The

respondents on whether the organization structwts as a hindrance to the
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implementation process was varied. Some of theorefgnts pointed that in some cases
the organization structure has remained statice@ustof evolving with the market
demands. They noted that when the company needgftetonew products, there is need
for the structure to be realigned to capture eiffett the opportunities arising in the
market. An example they gave was when the orgaaizaentified computer application
training market in the government and though th& Kot the contract, they did not
delink this opportunity from the normal training pdgtment and with the increased
workload, it became a challenge to effectively oftee service and this lead to
unsatisfactory project results. There was needstabéish a dedicated staff that will
handle the task without combining with other norrteedk. Another instance cited was
when the institution collaborated with Maseno andPauls Universities to offer degree
courses. IAT was found not to have adjusted thewctire to easily counter the
challenges that come with this collaboration. Thas made it difficult for the institution

to compete with other universities.

The vertical organization structure that existspragly was noted to be the same one that
was put in place when the organization was forrméere is need to change it to reflect
the present operating environment in which theestalders require prompt guidance and
decisions from the management of the institutioth @hich can only be achieved with a
much flatter structure to facilitate faster deamsimaking. Like any other corporate
organization, it was found that communication confiesn the top and this may

sometimes come with bureaucratic challenges. Trainfgs are consistent with Ongoya
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and Lumallas (2005) who noted that majority of time person or partnership structures

were an impediment to the development and impleati@nt of the strategies.

4.4.4 Communication

There are various means used by organizations nrumemicate any strategic process
information. The selection of the appropriate meafrsommunication will depend on the
sector, coverage, sensitivity of the informationdamlso the urgency of the
communicating the same. The findings of the studyewthat communication affects
strategy implementation process of the companyak pointed out that information has
to be passed from top to bottom since developmahesaluation of the strategies occurs
at the top level of the management and there id tiesrefore for passing the same to the
middle and lower levels of the employees. Effecteenmunication is a requirement by
ISO hence its mandatory communication for the samdée effective and since the
organisation is 1ISO 14001 certified, it has endeasddo adopt an effective system of
communicating the same. They noted that an inéffleccommunication causes
confusion and people pulling in opposite directespecially if adoption of a particular

strategy results in uncertainty on the job secwstigus of the employees.

An organization can employ different modes of comioation to employees. The mode
chosen in the organization depends on the natarsitiity, speed required as well as
the distance between the sender and receipt. Itfowasd that email, face -to- face,
verbally and through the mission and vision chartérwas also found that the
organization gives its employees opportunitieshars their ideas, facts, opinions and

emotions. It was noted that IAT has established@en door policy and competition on
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business ideas where various decentralized unitiseobrganization compete to generate
different business ideas. The feedback on the pssgof the work done is usually passed

during the interdepartmental meetings which ard hebnthly.

4.4.5 Resource Allocation

The respondents agreed unanimously that resourtgramts hindered implantation of
the organizations projects. They pointed out thatnein resource capacity in terms of
qualifications, competence and numbers was a magmistraint while financial
limitations made some of the projects not to be meted in time. As an IT based
company, it was pointed that availability of neeggshardware was in some cases found
to be adequate, while modern infrastructure andiigenSoftware was also identified as
limiting resource. A lack of adequate resource wlasitified as a major inhibitor to the
actualization of all the projects, loss of busingge to low skill level and in some cases,

the staff may not give their all since there mayhbeenough ownership of projects.

In order to mitigate the challenges to implementatof projects, financial resources,
proper planning and prioritizing on the policiesaskey factor to consider in order
avoiding wastage. It was also pointed out by tlepeoadents that it is important to set
aside enough finances for the project while engutimat staff are motivated and
recognized i.e. through reward and appreciationemes. The staff with adequate
training in their roles in strategy implementatianthe nerve centre in boosting the
organisation competence and qualification to ham@#manding tasks. As a result, the

respondents noted that when the institution isrgptbudgets, it ought to incorporate
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adequate resources to ensure the realization ofséftegoals and putting in place
mechanism of addressing the issue of resourcealiimit in their role.

Ineffective coordination and sharing of respongibd among the staff came out as
another factor that affects the success of impleimgstrategies at IAT. Overlapping of
activities during the implementation phase was tbtm create confusion among the
implementers and therefore leading to delays inlempntation and unnecessary
bureaucracies. In some cases, the respondentaa@kst that conflicts/mistrust amongst
relevant stakeholders and those implementing thetegly have created unnecessary
tension between the institution and members std#et® such as the parents and
students. Implementers of the strategies need ambeerable to their actions. However,
it was found that in some instances, there has bekgk of accountability within the
institution especially for some actions and thisdrmees a source of discouragement to
the other staff members whom by themselves arectsgdo be accountable. Another
challenge that was faced by the organization ham ke lack of morale amongst
implementers, misinterpretation of the organizastmategy, lack of proper reporting and
therefore no feedback. Proper monitoring of strategplementation was also found to

be lacking.

4.5 Discussion

Successful implementation of a strategy is ascatitand difficult as the strategic choice.
A firm needs to consider its resources to be ubed)an resources requirements, the
structure systems and other changes in order teach successful implementation of a

project. Competency in implementation and the ghit put ideas into actions can be an
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organization’s source of competitive advantage.aiBse the implementers of a strategy
in most cases are the lower level staff, the pcegquires a shift in responsibility from
strategist to divisional and functional managergnsure effective implementation. The
findings of the study were that those actively imed in the strategy implementation
should also be actively involved in the strategynfolation to ensure ownership of the
process. This position is found to be consistetit Wiat David (2003) who observes that
the human element of strategic implementation playskey role in successful
implementation and involves both managers and eyapkof the organization and more

particularly the need to incorporate the viewshaf tniddle and lower cadre of staff.

Leadership is the key to effective strategy impletagon in an organization and this
point came out strongly during the research. Thpaedents pointed that the leadership
of the firm should support the process throughatiing both human and material support
towards the strategy implementation process. Tagelship should also liaise with other
stakeholders outside the organization that wileetffthe success of the strategies being
undertaken and seek their support in realizatiothefsame strategies. As Hill and Jones
(1997) noted the right managers must also be in ritjlet positions for effective
implementation of a new strategy since the top mament goodwill and ownership to
drive the process is also critical to effective iempentation of strategy. To finding was
also supported by Thompson (1997) when he obsehatch strategic leader must direct
the organization by ensuring that long term obyesi and strategies have been
determined and are understood and supported bygaenwithin the organizations who

will be responsible for implementing them.
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Alghambi (1998) argues that, failure to keep tirpepr coordination, and distraction
from competing activities, tasks not well definedlanadequate information systems to
support strategy implementation as barriers. $ame position was found to exist in the
organization since the finding from the study waet there existed lack of coordination
of various projects and coupled with ineffective meounication structure, the
performance of the strategy implementation proeessnot optimal. Beer and Eistenstat
(2002) identified six killers to strategy implematibn as : top down approach, unclear
strategy and conflicting priorities, ineffective pto management, poor vertical
communication, weak coordination and inadequatendine line leadership skills. Some

of these challenges still face IAT.
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CHAPTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

5.1 Summary

In summary, the study shows that the intervieweesaware of the strategic process of
the IAT and the challenges that affect the sucodsss strategy implementation. The
organization strategy covers a 5 year period andlesar and concise and can be
understood by the staff though the organisationped@ top-down approach in its
strategy development. The study established tretdp leadership of the organization
affects the strategy implementation process thradigbcting both human and material
support towards the strategy implementation procEse organizations’ leadership also
liaises with other stakeholders outside the orgdimn that will affect the success of the
strategies being undertaken. A number of instaneese pointed as a case of
unsatisfactory leadership qualities including; dateon of meeting to junior officers who

are incapable to strike such deals, lack of regpiitg with delegation of duty and

arbitrary transfers of staff in the middle of implenting projects.

In a competitive and chaotic environment, one dgderontribution of a strategic leader
is to provide and share a clear vision, directiod aurpose for the organization. The
culture of the organization was found to be an idipent to strategy implementation as
the employees have not embraced the new changieyasire used to doing things in
certain ways and this has resulted in the institutnaintaining the high pricing strategy

and not being flexible enough to embrace marketashels, low student enrolment, slow
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decision making and staff turnover. IAT organizatistructure was an impediment to
successful implementation of the strategy. Thectire creates a perception that strategy
implementation is a preserve of the top manageraspécially when there is lack of

communication with the rest of the staff.

The study found out that communication in IAT was challenge to strategy
implementation as information has to be passed figmto bottom since development
and evaluation of the strategies occurs at theldopl of the management and there is
need therefore for passing the same to the midaldaver levels of the employees. This
ineffective communication causes confusion and lge@uplling in opposite direction
especially if adoption of a particular strategyutes in uncertainty on the job security
status of the employees. The resources availabteetmrganization was found to be a
challenge to implementation of strategy in IAT asnan resource capacity in terms of
qualifications, competence and numbers was a magistraint while financial
limitations made some of the projects not to be meted in time. This resulted
inactualization of all the projects, loss of busimealue to low skill level and in some

cases, staff not giving their all since there maybt enough ownership of projects.

A number of measures were identified that will helpeducing the factors that affect the
success of strategy implementation in the IAT. 8aiithe measures suggested included
the need to alignment the organization culturetsosirategy, motivation of staff to
enhance performance, accountability of the leadast,communication of the strategy
and team work was identified as yet another measar be undertaken by the

organization. The strategic process of the IAT wated to require participatory and
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consultative approach. Other respondents suggestiné organization that they should
embrace an all inclusive, participatory consul@tind informative stakeholder analysis,
in strategy implementation to enhance ownershipl, famally, embrace public private

partnership in resource mobilization.

5.2 Conclusion

From the research findings and the answers toebearch questions, some conclusions

can be made about the study:

Strategy formulation and implementation procesegeiy vital for the functioning of any
organization. From the findings, it was establiskizat the strategy formulation process
in the organization follows a top-down approach levinplementation process adopts a
bottom up approach. These disconnect in the syrdtrgulation and implementation
has in some cases brought about challenges inubeess of implementing the set
strategies. The organization team consists of fiplieam that has been able to steer the
projects amid the challenges that come with implgateon. This therefore means that
for an effective handling of the challenges of iempéntation, the managers should be
empowered through adequate training and developpregtams to carry such projects.
In addition, it is important that the organisatibas in place adequate mechanism of
incorporating the views of all the stakeholdersha development of the strategies for a
successful implementation of the same strategiesspile the position that the
organization has been able to realise succesgnmifisant components of its projects, it

has there is room for improvement to increasentsial success.
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Another important conclusion from the study is thatthe present day operating
environment, in which the actions of an organizatisill affect and be affected by
stakeholders, it is important that an organizatistrategic process be an all inclusive
where the junior staff, community and non-governtakrorganizations views are
accommodated for in order to realize reduced @si&t during the implementation
phase. Further, effective monitoring and evaluatioh the strategies during
implementation was found to be critical. The orgation should be able to put in place
measures for tracking down progress and faciligatéarning and decision making in a
quick manner and therefore increase the chanceshiéving the same strategies. In an
effort to improve M & E, external consultant willebrecommended that will give

independent opinions and guidance towards the @ament of the same objectives.

5.3 Recommendation for Policy and Practice

The study established that the top management fwAs found to be a challenge to
successful implementation of strategies in the mimgdion and it therefore recommended
that the management should be at the forefrontnsumng that there is effective
coordination and sharing of responsibilities in thganization. There should be adequate
and regular communication to the employees by ttmmamgement on the extent of
strategy implementation so that they understangtbgress of implementation while at

the same time employees should be rewarded foessfud implementation of strategy.

The study established that strategy implementatiitnence the successful achievement

of the institution and it is recommended that itwabbe prudent to include a human
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resource audit to assess the capacity of the tstdfé involved in implementing the new
strategy and give recommendations. The basis afgdtiis lies on the principle of
having the right people on board, then the probtdnmanaging and directing them
largely goes away. To improve on human resourceagement, IAT needs to institute a
modern performance management system and train kégistaff on administration of
the system, review the job descriptions and pemsopolicies in order to have the

workforce motivated.

In order to implement the strategy more efficientlye measuring system should be
developed so that it can better measure the aetwvhich are in accordance with the
strategy. Middle managers should bring up strategiages more when talking with their
subordinates. They should go through together Wiehpersonnel on what actions and
why they are expected to be taken and how theselated to the new strategy. It would
also be profitable to offer middle managers opputies to improve their management
and leadership skills and those skills should d&eoemphasized in the future when

choosing new managers.

Results from the present study add to the undeaistgrof a much-debated topic in the
field. It contributes to the strategy implementatiderature by focusing on challenges
faced by organizations in strategy implementatioactices. The finding provides an
important reference and new insight for practitisnen understanding how strategy
implementation is managed through the provisiorthef foundation of the study. As
middle and higher education institutions are inooaped or elevated to offer degree,

results from the present study offer some implaragifor both research and practice. As
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for practical implications, the findings from presestudy offer important insights for

executives in formulating effective strategies.

5.4 Limitation of the Study

One of the limitations of this research is the paesbiasness on the part of the
respondents because for any study making use iotenview guide, there is a possibility
that the answers from the respondents for all gquestare not true; this study is no
exception. Because a personal interview was caddbtie questionnaire questions were
personally administered and all questions askedewmslated to the strategy
implementation strategies facing IAT and as subk, respondents might not give the
correct position for fear of exposing their strésgresearcher reserves the right to
believe that the responses were true and hondsiet@xtent of the knowledge of the

respondent and contain minimum level of biasness.

The second limitation, the number of respondengs finalized based on the number of
the interviewees available. Only six of the resprid were available out of the targeted
eight respondents interview guide was carriedoousix respondents that were submitted
to the respondents and not all of them were redeivehich therefore limited the total
number of respondents involved in the research. évew it is assumed that their

responses are representative of that what will lhaes given by the other respondents.
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5.5 Recommendation for Further Resear ch

The study confined itself to the Institute of Adead Technology. This research
therefore should be replicated in other educatiarglanizations and the results be
compared so as to establish whether there is ¢ensisamong the organizations in their

strategy implementation process.
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APPENDIX: INTERVIEW GUIDE

The interview guide will seek to achieve the follog/objectives;

1. To determine the challenges of strategy implemgmtait the institute of Advanced

Technology (IAT) Kenya.

Part A: Demographic Data

1. For how long have you been holding the currenttjmys?
2. For how long have you worked in the company?
3. What is the highest level of education you haveed?

Part B: Strategy | mplementation at AT

4. Does the organization have a strategy? If yes, whedtion does the organization
strategy cover?

5. What level of employee involvement does the strategplementation take?

6. What implementation process does your organizatiategy take?

7. What measures are taken by the organization toremdhat the actual strategy
conform to the planned strategy?

8. Does the organization optimize resources duringinigementation phase? How is
the same achieved?

Part C: Challenges of Strategy | mplementation

A) Top management commitment
a) Is leadership a challenge to the process of styateglementation?

b) What kind of challenges do you face with leaderghip
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Are the top managers at the forefront in providifgpdership in strategy
implementation?
How does ineffective coordination and poor shaohgesponsibilities affect strategy

implementation in the company?

How does the conflict in leadership whereby theduwrs’ vision is not shared by all
affect strategy implementation in the company?

Organizational culture

Has the organizational culture affected implemeéonadf strategies in the company?

How do the shared beliefs and values that intenigtie the needs of the business, its
strategy and the people working on the organizatidrehalf hinder strategy

implementation?

Is there a coordinating committee to ensure tHadwdktanding issues regarding the
implementation of the strategy are resolved and the activities of the various
directorates are properly coordinated?

Organizational structure

How does the structure in your organization posechallenge to strategy
implementation?

Is the organizational structure of the company redy with strategies being
implemented?

Does the company structure respond to pressureatoge from the environment and

pursue any appropriate opportunities which aretedat

Does the structure of the company affect how theatives and policies will be
established and implemented?

How does the company structure affect communicdtiom the management to the
employees and vice versa?
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D) Communication

a)

b)

E)

d)

Does communication affect strategy implementatiostasgy in the company?

How often is feedback on strategy implementatiomrwinicated to the employees?

What means of communication does the managementtaissommunicate the

awareness of change at company?

Is there adequate communication of the strategyitandhderlying rationale to all the
staff in the company for their understanding anceptance?

Do the top managers link strategic objectives witk day to day objectives at
different organizational levels and locations?

Does the company gives an opportunity to its engegyshare their ideas, facts,
opinions and emotions and above all provides feddltiarough inter-departmental

meetings, committees and personal consultations?

Resour ce allocation

Do you have any resource constraints hinderingegfyamplementation? If yes, what

kind of resources in particular?
In your opinion, were the available resources adegjfor strategy implementation?

Does rational and equitable resource allocatiorosgcrthe organization affect

effective implementation of any organization’s tsac plan?

How does lack of sufficient capabilities, procesaad activities that are needed to

bring the strategy to life causes breakdown inagyaimplementation?
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Reward and sanctions

Are your reward systems in any way tied to abitiyimplement strategies? Please
explain.

Does the management motivate and reward good pmafare for individuals and
units for effective strategy implementation?

What measures have been taken to ensure that ieas@rdied to ability to implement

strategies?
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