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ABSTRACT

To remain competitive, organizations must be ableespond to change at all times. There is a
great need for all organisations to change in otdledjust to the changing internal and external
environment. This means that the attitudes of ttgamsation members and the organisation
itself have to change along with the structuralngfes and this does involve expertise from the
behavioral sciences. This study was motivated leyrtbed to assess the relationship between
strategic change and the success of an organisdioachieve this objective, the study collected
data from the management staff of Karirana Estaiested through interviews. The data
collected was analyzed using content analysis aegepted as descriptive notes. The department
included Finance and IT, Factory, Human Resources $ales and Marketing. The general
Manager was interviewed as well. Karirana Estaigsted, having been existence for over fifty
years, has undergone through many transformatibims.source of these alterations has been
both internal and external and has successfullyntaisied its brand name, both locally and
internationally by effectively meeting the demaridreir many stakeholders. To determine the
success of organisations, one need to pay attetditimee four essential measures i.e. Financial,
Customer satisfaction, Employee satisfaction, Goutiion to society and an auxiliary measure,
key operational results. Aggressive pursuit of@ative adaptable strategy, propels a firm into a
leadership position, paving way for its goods aexvises to become the industry standard. The
study recommends that organizations should focuga&img the right measure in strategic
change in an organization so as to attain orgdarratsuccess through increasing firm customer
base, asset quality, quality of service, increasproduction and increased market share. This
was as explicitly explained by Karirana Estates itethmanagement taking appropriate measure
at the right time where strategies seems to faddhieving set goals, energies and abilities to
explicitly enhance strategies that propel orgaiopail success performance. The study
concludes that there is a myriad benefit for arapigation in adapting to strategic changes that
befall it in order to continue commanding its conipee place in its industry. Otherwise there is
an eminent danger of being wiped out of businesthbge that gladly and effectively adapt to
change. Understanding how Karirana Estates Limaegusts to strategic change and its
relationship to their success will provide an irntceento further study the tea industry which has
been a mystery to many people for a long time. $higy will ultimately provide a blue print in
understanding, management, and control by all btakers of the tea industry in Kenya.
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CHAPTER ONE: INTRODUCTION

1.1 Background of the study

It could be said that one of the most challengisgeats of modern society is the
understanding and management of change. Over ttetlpg@e decades, global change
trends such as technological advances and globahziave influenced the way modern
societies operate. In addition to these globaldsemegional trends are also shaping the
behavior of states and societies and organisaatike. In modern society, the formal
organization became the tool of social action. leesacietal change is interrelated to
organizational change as well. A number of modaigehbeen built in the past and are
mainly focused on the everyday concerns of indigisiand organizations operating in
relatively stable social, political and economicsteyns. To these models, history has
added one more factor: the sudden transition from political, social and economic
regime to another. Sometimes, however, these sumalesitions are the result of, or are
followed by armed conflicts, so that the radicaltuna of transitions is further

exacerbated.

Kurt Lewin is recognized as the "founder of sogalchology”, which highlights his
interest in the human aspect of change. His intémegroups led to research focusing on
factors that influence people to change, and theetlstages needed to make change
successful i.e. Unfreeze, Change, Freeze. This stege theory of change is commonly
referred to adJnfreeze,Change, Freeze (or Refreeze). John Kotter on ther dtand, a

retired Harvard Business School professor publisied1995, the article 'Why



Transformation Efforts Fail'. The change managemeaticle outlines eight critical

success factors from establishing a sense of egiresy urgency, to creating short-term
wins, to changing the culture ("the way we do tkiagound here"). Kotter say's "Leaders
who successfully transform businesses do eighgshiight (and they do them in the right

order)." (Concepts and introduction of theorieslaix@d in chapter two).

The need to change is not only a good but of pammmnaomportance for every
organisation that seeks to outdo its rivals or iomet to operate profitably in the long run.
This study will involve an investigation of the facs that have led to the establishment
of Karirana Tea Estate as an icon of organisatimtess. Having been in existence for
over five decades, it begs some attention for rebeas to seek an examination of the
factors that have contributed to its ability to mame that great test of time. Change
management has played a focal part in this degpriisonsidering the many tides that
Karirana has had to overcome over time. These geckconomic, technological, legal-
political, as well as globalization that it has hadace especially based on its agricultural

sector positioning.

1.1.1 Strategic Change

Change is viewed as an ever-present feature ofnaa@ional life; both at an
operational and strategic level (Burnes, 2004).nMgkeaepresents an intentional attempt
to improve in some important way, the operatioritdaiveness of the organization. It
is the process of getting individuals, teams armghoizations to function better (Mullins
and Riseborough, 1999). Strategic change can fieedeas a difference in the form,

quality, or state over time (van de ven and Pob885) in an organization. Strategic



change management aligns structures, systems, sgexceand behavior to the new
strategy, (Ansoff and McDonnell,1990).Lamb (1984)ews strategic change
management as a process that assess theessisind the industries in which the
company is involved: assess its competitors anfigeals and strategies to meet all
existing and potential competitors. Ansoff and Mol (1990) views strategic change
management as being a structured and a systen@iioaeh towards achieving a
sustainable change in human behavior within anrozgéion. There is no one —way of
managing change and as note by Johmes$a@i(2008) approach taken towards managing

strategic change need to be context driven.

Managing strategic change is very important andvifteout competent management,
the transformation process can get out of conffol. most organizations, the much
bigger challenge is leading change. Only leadership blast through many sources of
corporate inertia while motivating the actions rezbtb alter behavior in any significant
way to get change to stick by anchoring it in tleeywculture of an organization (Kotter,
1996). Alignment with its external environment &fided as the “fundamental pattern of
present and planned resource deployments and emarmtal interactions that indicate
how the organization will achieve its objectivesha@ges in this strategic alignment
encompass a change in the content of a firms gywass defined by its scope,
resource  deployments, competitive advantagesd amsynergy (Hofer and

Schendel,1978) and secondly changes in externarommvent of the organization

brought about to initiate and implement changethéncontent of strategy. The common
aim of all these strategic change concepts is pplgumanagers with better recipes for

how to deal best with impending changes and prabledmch arise. Whether it is re-



engineering, total quality management, restructuon whatever other re- organization
program, the aim is almost to initiate or promdte tequired change processes in the

company (Pfeifer& Bisenius, 2002).

1.1.2 Organizational Success

Dockery (2012) inferred that that there are folseesial key success measures and one
auxiliary measure that are all of great value. Thaer essential key measures are
financial, Customer satisfaction, Employee satiséa¢ Contribution to society while the
one auxiliary measure key operational results. rigred viability is important for
organizational survival and growth. An organisatisrsaid to be financially viable when

it is has the ability to continue to achieve ite@iing objectives and fulfill its mission
over the long term. A business entity should bérftathe ability to generate sufficient
income to meet its operating expenses and finaodbdations, as well as provide the
potential for future growth. An entity’s financiatrength is vital and has been identified
as the single most critical aspect for organisasioccess. No wonder every organisation

seeks to outdo the competition based on the fiahnuiscle.

Many companies make this the sole focus of themsuement efforts, relying primarily
on budgets and sales forecasts. This approachatiypresults in an organization that is
driven by its financial departments, and the imgatt“people” outcomes that are
essential to produce long term success. Custontesfagsion on the other hand is
important because without happy customers the argion will fail. Employee

satisfaction is also imperative because over ting lerm it is impossible to have an

organization with unhappy employees that has hapgyomers. Contribution to society
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(e.g. Environment, ethics, safety, social respalityip is important because every
organization needs more than a simple profit motovattract and retain the best talent
and to sustain itself over time. An organizationwhich greed is a core value will
ultimately devour itself. Key operational resultee anot considered an essential key
success measure on the order of the first fourthacefore are viewed as serving an

auxiliary function

1.1.3 Tea Industry in Kenya

The Tea Industry in Kenya operates under the aesmtthe Ministry of Agriculture for
technical and policy guidance. The industry is wahuctured right from the apex
regulatory body, the Tea Board of Kenya, the TeaeBeh Foundation of Kenya,
through to the producers, tea manufacturing faesorthe trade and the blending and
packing establishments. The Tea Board of Kenya (T Bitablished in 1950 under the
Tea Act (Cap 343) of the laws of Kenya is mandatedegulate the tea industry in all
aspects of tea growing, research, manufactureg ad promotion in both the local and
the international markets. The Board also disset@maformation relating to tea and
advises the Government on all policy matters rdaggrdhe tea industry through the

Ministry of Agriculture.

Other institutions in this industry include; TeasRarch Foundation of Kenya (TRFK), with a
mandate to carry out research on tea and adviseegs on the control of pests and diseases,
improvement of planting material, general husbandyields and quality. Kenya Tea
Development Agency (KTDA) Ltd manages over 55 taetdries in the smallholder sub-sector

serving over 500,000 growers. Kenya Tea Grower@ation (KTGA), established by large-



scale tea producers promotes the common interdstteomembers in the cultivation and
manufacture of tea and to promote good industeédtions and sound wage policies for the
workers. East African Tea Trade Association (EA)Aings together tea Producers, Brokers,

Buyers and Packers and is the auspices under wieddombasa Tea Auction is conducted

1.1.4 Karirana Estates Limited

Karirana Estates Limited was incorporated in 1986en Mackenzie Dalgelty bought a
number of farms to grow and manufacture high qudkia for export and appointed
George Williamson Kenya Limited the managing agemts 1986, First Chartered
Securities Limited, a Kenyan investment holding pamy, acquired Mackenzie Kenya
Ltd, and thereby gained ownership of Karirana. Witis transition to local ownership,

George Williamson ceased being the managing agents Karirana became self-

managed.

Over the years, Karirana has acquired a reputatiom global leader in production of
quality tea, a reputation that has been developedugjh continuous improvement
initiatives and a professional approach to managénwd the tea business. The
production capacity has been expanded over thes yean 15,000 kgs of green leaf per
day at the setup of the factory to the current QQQ,kgs of green leaf per day. The
annual capacity is about 4 million kgs of made fHae company is structured into the
following departments; Field, Extension Servicesactbry, Finance, IT, Human

Resources and Eden Tea.



1.1.5 Strategic Change as a catalyst for organisati success

Organisations are subject to laws, policies, cakueind economic dynamism. All these
aspects clearly demonstrate the ever-changingament that all open systems operate
in. The word “catalyst” has therefore been usethexcontext of this research to connote
a promoter. Karirana Estates Limited having beeaxistence for over five decades; its

history is deep and is consistence with aspecassoiccessful firm.

Strategic change is largely regarded as a significggredient for organizational success
and as such could therefore be likened to a catalysomoter of organizational success.
Without doubt the deep history of Karirana Estdfiesited has a lot to exhibit regarding

strategic change. The researcher will thereford seedetermine the role of strategic

change to the success of Karirana Estates Limited.

1.2 Research Problem

Strategic change in organizations has been linkédet organization’s competitiveness and
response to changes in the environment (AnsoffMaDonnell, 1990). Strategic change
has become a constant phenomenon which must beledt¢o and managed properly if an
organization is to survive. Changes in technoltigg,marketplace, information systems, the
global economy, social values, workforce demogiephnd the political environment have
a significant effect on the processes, productssandices produced. The culmination of
these forces has resulted in an external envirotrtieat is dynamic, unpredictable,
demanding and often devastating to those orgaoimtivhich are unprepared or unable to
respond (Burnes 2000). Clearly if organizationses@r to experience success in what they

do, managers need to have a better framework fokitly about strategic change for



improving organizational performance in terms obdarctivity, improved profitability,
increase in market share, quality production ofdgoand services and increase in customer

base.

The tea sector in Kenya; the locus of Karirana teéstaLimited is of paramount

importance since it contributes significantly inetlzountry’s economic development
through foreign exchange gains, and creation ofleynpent. However, considering the
vast stakeholders of this sector, the players mage working strategies that guide their
success and avoid not being wiped from businesthéycompetition. Most of the tea
produced in Kenya is exported to countries likeistak, United Kingdom, Egypt, Sudan,
Afghanistan, United States of America, and MiddésE The Government of Kenya is a
major player in this industry as well mainly thréugegulation. Karirana Estates Limited
is therefore a success story that begs attentiderioystify what makes it tick in this ever
changing environment. Without a doubt, strategy played a substantial role in the

company’s long but awesome history of majorly, ®sst

Karirana Estates Limited is located on the hightaedst of the Great Rift Valley and its
main activity is production and sale of tea andgeaducts both locally and exportation.
Although the company has been in existence for foty years, recently it has gained
greater publicity, thanks to advertising media sitltey established a dedicated line of a
unique product called EDEN TEA. This product is miyafound in the major retail stores
making it an every household brand. This producbuation was timely and has been a
success story for the company. In the year 2000irdfea Tea Management Services

(KTMS) Limited, which is a subsidiary of Kariranastiates Limited, was incorporated



and managed at the head office; Karirana Tea Estiisemandate is provide professional
management services for both tea farms and fastavithin the greater East African
region. KTMS helps farmers to optimize crop productand run their factories in an

efficient and professional manner to enhance rsturn

Mintzberg and Quinn (1991) notes that the causedrafegic change may vary from an
ignored steady decline in performance which dtiely demands a “turnaround” to
sudden radical shift in a base technology thatiregueconceptualization of everything
the organization does. Cummings and Worley (2088)gnize that o rganizations exist
as open systems and that is why they are alwagsntinuous interaction with the

environment in which they operate. Thus the genamal of organizational change is
adaptation to the environment or an improvemergdrformance (Piderit, 2000). That
said therefore, many organizations are occasioffiatiyd with challenges that force them
to adjust or change (Burnes, 2004). Karirana Esthbeited not being an exceptional,
embarked on new corporate visions and missiongnth@luction of new technology and

leadership in response to changes in the environmen

A number of studies have been done touching on gamant of strategic change.
Nyororo (2006) studied Strategic change managearahiperformance of national social
security fund (NSSF). Gathua (2006) strategic ckantanagement and impact on
performance of Unga Group Ltd. Munguti (2009) fami®n factors influencing change
management practices at CFC —Stanbic bank. Mui2@ii2) studied managing change
at National Bank of Kenya Ltd. Githumbi (2013) feed on strategic change

management at the Kenya Citizens and Foreign NalBamanagement Service. Kamau
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(2013) studied the relationship between stratelggsnge and organizational performance
of large printing firms in Nairobi Kenya. Wachir@Ql2) on the other hand studied

change management practice at Kenya Tea Develophgemcy (KTDA).

These studies have been better expounded on itecham. However, it is evident that
these they did not focus on significance of chamg@magement on the performance or
success of tea manufacturing firms thus creatikgavledge gap. There is therefore a
great need to formulate studies that provide aretstdnding of how change management
can aid the success of organisations to bridgestindy gap that exists. In view of the
importance of strategic change management, thigdysteeks to fill the existing
knowledge gap by determining relationship betweiategic change management
and organizational success. The study seeks toeansve question; what is the

relationship between strategic change and orgaoiedtsuccess?

1.3 Research Objective

The objective of this study was to establish thati@nship between strategic change

and organizational success at Karirana Estategédmi

1.4 Value of the study

This study will provide a blue print, which in tupmovides valuable information on the
strategic changes adopted by the tea manufacttirmg. Understanding how Karirana
Estates Limited adjusts to strategic change andeitstionship to their success will
provide an incentive to further study the tea indug/hich has been a mystery to many

people for a long time.
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The study will be of benefit to various stakehosdef Karirana Estates who comprise of
the management, employees, government, local comtynarganizations, customers,
employees, competitors, suppliers and consumercate®. The groups will get to
understand the advantages and disadvantages ehsetdkrs’ involvement in strategic
change at Karirana Estates Limited and will haveireight to change management
processes in the tea industry. Through this studyr&na Estates will be able to adopt
the necessary strategic change and thus remeevant and competitive in the
market. The study will assist and guide the presentfuture government to determine
strategic policies to be adopted in tea producéspecially in the state owned Nyayo

Tea Zone.
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CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

This section reviews past studies regarding stimategange and how it influences
organizational success. Past literature in the afesdrategic change has been presented
lighting the importance of adopting and maintainaqgpropriate strategic change in an

organization.

2.2 Theoretical foundation

Every organisation aims to be or sustain succesghiat they do. In so doing change
remains the only constant. It has been generallgeathat change is inevitable and a
constant feature in an organization’s life (Causd@04; Staniforth, 1996), and that
change is all about learning (Beer, et al.1990F ilea of planned interventions to bring
about changes in individual behaviours, team anghrozational performance was
popularized by Kurt Lewin, Rensis Likert and oth&lS-based figures in the
organizational development movement of the 1950kedl970s (Waddell, 2000). In the
1980s and 1990s the dominant approaches to placin@dge were premised on the
assumption that structures, processes, technolagy haman skills, capabilities and
knowledge can be reconfigured to support or optntize achievement of identified
strategic goals. These included total quality manaent (TQM); Business Process Re-
engineering (BPR) and various forms of strategi¢ormation Technology (IT)
interventions including Enterprise Resource PlagriBRP) and e-commerce; systems

(Burnes, 1996).
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Lewin (1951) developed the three - step model, Wwisiates that successful change in
organizations should follow the steps of freezimg $tatus quo, movement to a new state
and refreezing the new change to make it permaféetstatus quo can be considered to
be an equilibrium state. To move from this equilibr, there is need to overcome the
pressure of both individual resistance and grougaraity - unfreezing is necessary. It
can be achieved in one of three ways where thandriforces, which direct behavior
away from the status quo can be increased, theamsg forces, which hinder
movement from existing equilibrium can be decreased combination of first two

approaches (Robbins, 2003).

However, Huczynski and Buchanan (2003) state #fat&zing no longer seems to be an
option given constant transformation which is nov horm. Permanent thaw is perhaps
a more appropriate metaphor. Many organizations nfase a ‘high velocity'

environment. They continue to say that turbulent ampidly changing external

conditions are translated into a complex, multetad, fluid and interlinked streams of
initiatives affecting work and organization desigesource allocation, and system
procedures in continuous attempts to improve perémce. The environment for most
organizations is likely to remain volatile, or bew® even more turbulent. Current trends

do not lead to predictions of continuity and st#pih the near future.

Kotter (1996) on the other hand came up with thghtestage change process whose
initial step is establishing a sense of urgencyiatun gaining needed cooperation. This
is because when urgency is low, it's difficult tat pogether a group with enough power
and credibility to guide the effort or to convinkey individuals to spend the time

necessary to create and communicate a change .viEensecond step is creating the
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guiding coalition since a strong guiding coalitisnalways needed. The coalition must
have the right composition, level of trust and skaobjective. Building such a team is
always an essential part of the early stages ofedfort to restructure, reengineer, or
retool a set of strategies. Four key charactesis@m to be essential to effective guiding

coalitions these are position power, expertisajibrity and leadership.

The third step is developing a vision and strat&ggion refers to a picture of the future
with some implicit or explicit commentary on whyqgme should strive to create that
future. In a change process, a good vision senvedarifying the general direction for
change, it motivates people to take action in itlet direction and it helps coordinate the
actions of different people. A strategy provideshblmgic and a first level of detail to

show how a vision can be accomplished (HuczynstiiBuchanan2003).

The fourth step is communicating the change visimce the real power of a vision is
unleashed only when most of those involved in aerenise or activity have a common
understanding of its goals and direction. That ethaense of a desirable future can help
motivate and co-ordinate the kind of actions thiaate transformations. The fifth step is
empowering broad-based action to empower a broad bapeople to take action by
removing as many barriers to the implementatiothefchange vision as possible at this
point in the process. The biggest obstacles thanhafeed to be addressed are structures,

skills, systems and supervisors.

Generating short term wins is the sixth step, thisecessary as major change usually
take a lot of time. There is need to have convigp@widence that all the effort is paying

off especially to non-believers who require eveghler standards of proof. They want to
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see clear data indicating that the changes areimgpdnd that the change process isn't
absorbing so many resources in the short term esdanger the organization. Running a
transformation effort without serious attention dbort-term wins is extremely risky.
Seventh step is consolidating gains and producingenthange since the first major
performance improvement will probably come welldsefthe halfway point, the guiding
coalition should use the credibility afforded by tbhort term win to push forward faster,

tackling even more or bigger projects (Burnes, 2009

The researcher finds the theories advanced by LemihKotter to be best fitting in the
endeavor to find out the relationship between agiiatchange management and success
of organisations. Karirana Estates limited has toaehdure a lot of change management
at least to remain relevant, surviving the manyngd of global, as well as domestic
economic, technological, social, political enviragmh Tea; Karirana’s main output is
mainly for exportation. With advent of multinatideakenya Tea Development Agency,
Nyayo Tea Zones, among many other manufacturerseapdrters of tea, Karirana
knows too well that change is the only permanemigtifior them. This coupled with the
world economy dynamism means that there is a uniquaula for an organisation to
remain competitive close to six decades. It is timgjueness that compels the researcher
to seek how, based on Lewin’s and Kotter’'s theoayitana continuous to successfully

command its place in such a volatile environment.

2.3 Drivers of strategic change

There seems to be two types of change projectsetfazusing on changing the business
and those changing business practices. Strategel lkghanges are required, when

companies have to react to new competitive sitnatior when taking the initiative to

15



reposition the competitive edge of a firm. Correspingly, the drivers of strategic
change are various; they include external changesnirollable and unpredictable to the
industry. Some of the drivers call for radical chas, sometimes a more evolutionary
approach is preferable (Jarrenpaa and Stoddard).1989e key drivers for changing
business processes are often due to internal ¢reefty in a company’s operations

observed, like high cost or low quality.

Throughout their existence organizations encoumany forces/drivers of change. The
origin of these forces may be internal or extenwakthe organization. Weick (2000)
postulates that internal forces for change usualiginate from inside the organization
and may manifest themselves in signs such as lovalmmdow productivity, as well as
organizational conflict. Basically internal forctes change can originate from problems
related to human resource as well as manageriahvomir. Usually such problems would
arise from the way an employee perceives his trettrat the workplace. Dissatisfaction
among employees might be catalyst for change argt bwiaddressed to avoid loss of

productivity.

As Kottler (2008) points out, there is a differermmween leading change and managing
change. If leading change revolves around conagigirclear goal as well as logic for
how to achieve it, managing change deals with tttaah realization of that logic in a
controllable process. Another critical factor fbletsuccess of a change process is top
management credibility (Simons, 2009). Davenpod Beck (2000) talks of the major
economic and social forces driving change as, tleeeasing pace of technological
changes that hinges on the information technolaggnore advanced transport system,

globalization, and the maturing markets in the ¢ttgved countries, hence the need to
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explore new opportunities. Thus according to Kottg908), the resultant effect has been
globalizations and increased competition, which diasnished the insulation previously

enjoyed by firms.

2.4 Typology of strategic change

Creating a feeling for the urgency of change iscieduin order to get the required
cooperation of employees and managers. If the faethange is not understood, it will
be difficult to put a group together which has egtopower and credibility to initiate the
required change program (Kottler, 2008). One widesp and widely acknowledged
typology of strategic change categorizes forms rgfanizational change according to
different dimensions. A first dimension is the mggy of change, ranging from no
change required to radical renewal of the compa&mpg and Schiessl, 2009). In this

context, Nadler differentiates between incremeaal radical change.

The second dimension is the chronological positigrof the change. Here, a difference
is made between anticipative and reactive practidesg these two dimensions, Nadler
(1994) draws up a matrix in which he positions liasic types of change of company
strategy. In so-Called tuning, future environmentalvelopments are anticipated to
increase company efficiency. In contrast to thdpmion means the adaptation of the
company to the environmental changes. What tunimy adoption have in common is
that the change is evolutionary and starts offuipsections of the company. If the whole
company is restructured anticipatively through famental transformation, we speak of
a re-orientation. The alternative to this is reastredesign, in which environmental

changes are reacted to which have already taken(Nkdler, 1994).
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Experts have proposed various approaches to chaagagement. Predominant among
them is the planned and the emergent approachplEin@ed approach, which has been
popular till the 1980s, views organizational change a process of moving an
organization from one fixed state to another thtoagseries of pre-planned steps. The
three step model by Lewin (1947) proposes that peent change in behaviour and
system within an organization involves un-freezprgvious behaviour, changing and
freezing the new patterns. Central to the planeohge is the stress patterns. Central to
the planned change is the stress placed on thaboodltive nature of the change effort,
the organization, managers, recipient of change eaodsultants jointly diagnose

problems and plan and design the implementatiagheo§pecific change.
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This chapter outlines the research design which wgesl in collection of data. The
research design method was a case study whichleghtan empirical enquiry that
investigates a contemporary phenomenon in depthirwieal life context. Data was
collected through primary and secondary methodan@ative and qualitative content

analysis was used to analyze the data collected.

3.2 Research design

The research was conducted through a case stugyndelsere the unit of study was be
Karirana Estates Limited to find out how strategi@ange management has enabled them
to remain successful. According to Muthoni (20&a2)ase study is a form of qualitative
analysis where a study is done on one organizatiohit gives detailed investigation of
a single subject. Case study research consistgslefadled investigation, often with data
collected over a period of time, within their coxttewith the aim being "to provide an
analysis of the context and processes which illateinthe theoretical issues being

studied (Hartley, 2004).

Yin (2003) demonstrated that a case study desigaldibe considered when: the focus
of the study is to answer “how” and “why” questipng@u cannot manipulate the

behavior of those involved in the study; you wantbover contextual conditions because
you believe they are relevant to the phenomenorwusididy; or the boundaries are not
clear between the phenomenon and context. Kariestates being a unit, a case study

was seen to be the most appropriate research désidre adopted as it allowed
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probing of information to find out what was unkngvamd confirm what is known. The
design provided a rich understanding of the org#tiom by providing in-depth

information.

3.3 Data collection

Primary and secondary data was used in this staelyepth face to face interviews was
conducted with interviewees being the general managnd the four head of

departments charged with change implementationsd departments included; Factory,
Finance and IT, Human Resources, and Sales andeltfagk Questions were issued in
advance to help the interviewees recall facts, mak&rences and to generally prepare
for the interview. The interviewees were briefedamvance of questions to help them

recollect facts and make references where necelséoye the actual interview date.

In addition, secondary data was obtained from iaerdocuments within the
organization. Secondary data refers to informatiat has already been collected for a
purpose other than the current research projedidmisome relevance and utility for the
research. The researcher sought to obtain varioasngents from the organisation such
as financial reports, market surveys and any atifermation that was found relevant

for the purpose of this research project.

3.4 Data Analysis

This study adopted qualitative and quantitativeadatalysis tools. The collected data
was thoroughly examined and checked for completera@sl comprehensibility. The
data was then summarized, coded and tabulated. @das&ntation was be done by the

use of tables for ease of understanding and ir&Epons. Descriptive statistics
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techniques such as means and standard deviatiaused to analyze secondary data.
The study further analyzed the data using corglatanalysis to establish the

relationship between strategic change and sucéessarganisation.

Considering the kind of data intended going byittterview guide, since it was mostly
be qualitative, content analysis method will algoemployed. Content analysis is often
used to analyze interview transcripts in ordereweal or model people’s information
related behaviours and thoughts. It is a methodnaflyzing written, verbal or visual
communication messages. Content analysis is a itpehrfor making inferences by
systematically and objectively identifying speaifieharacteristics of message and using

the same to relate to trends (Nachmias and Nachafas).
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CHAPTER FOUR: DATA ANALYSIS, RESULTS AND DISCUSSION

4.1 Introduction

This chapter presents the data analysis, resesrdimds and interpretation of the study
data. Raw data was collected in the field throdate to face interviews with the
respondents. The researcher took notes duringnteeviews as well as audio recording
of the interview. The study targeted the Generalndger and the four heads of
departments of the Karirana Estates limited commgisthe Finance Manager, Factory
Manager, Human Resource Manager and the Businesddpenent Manager. Out of the

five, four were interviewed giving an 80% resporee.

This response rate was excellent and conforms t@eMda and Mugenda (2003)
stipulation that a response rate of 50% is adeqgioatanalysis and reporting; a rate of
60% is good and a response rate of 70% and oecallent. This response rate was due
to extra efforts made via personal calls and em@ildook appointments with the
interviewees and informing them of the importantéh research. Content analysis was
used to analyze the study results as guided byh#mmes. The following are analyzed

outcomes of the study.

4.2 Respondents’ background information

According Gitumbi (2013), respondents’ length ofvéme in an organization is an
important factor as it reflects on the amount gbexience such respondents have within
the organization. In this case, the respondents different levels of experience and
length of service with the organization. This stedgyablished that they had experience of

between seven and twenty three years within tharozgtion.
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It was observed that most of them have been ingehaf change management process in
the organization and therefore they were in thétiposto provide quality information for
the study. In addition respondents were drawn frdifferent departments in the
organization. These departments included; Finamog HE, Production, Sales and
Marketing and Human Resources. Such was importaittdiew diverse views about the

various departments and the organisation at large.

4.3 Change Management Practices and Operating Enanment

This section of the study aimed at establishingstingtegic change management practice
undertaken by Karirana Estates limited and theltesvere presented in the following

subsections.

4.3.1 The Nature of the Company’s Operating Enviroment

The respondents were asked to describe the ndttine environment in which Karirana

was operating under. From their response, it waermgdly agreed that the environment
they operated in was reasonably unstable. They hadeto contend with unpredictable
aspects of the competition, economic changes, mestmeeds, resources, technology,

and legal-political among others.

The result of the above was to have a long termnitg that guided their action and
more importantly, allocation of resources. Longrteylanning allows them to anticipate
change and prepare for as well as deal with drangchfinges in the environment. In fact,
by anticipating and planning for change, insteaduet reacting to it, Karirana Estates

limited is able to determine how to deal with ti@cge.
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4.3.2 Staff involvement during change

At Karirana Estates limited, the researcher found that almost all employees are
involved during change management. The idea isuredt at the top management
involving the board of directors and the generalnagger. Thereafter the idea is
introduced to and discussed by the departmentalshiéteat then roll it over to members

of their respective departments through the opinakers.

Such involvement of members of staff had renderetesss in most of the introduced
change within this organisation. The researcher w@®rmed that most the
communication during a process of change was dbonsugh both the formal and
informal communication. Meetings, notices, ema#dad use of opinion makers were
cited as the best modes of communicating changeetanembers of Karirana Estates

limited.

4.3.3 Factors Necessitating Change at Karirana Edtes limited

The respondents cited that the factors that neesssichange could be grouped into
internal as well as external factors. Internaldestinclude rise in cost of manufacturing
and distributing tea. The respondents were padicoh labour, energy and distribution
costs. This needed to be consistently monitore@nsure that that the farmers who
supply them with the crucial tea leaves have somgtkeep them delivering their crop

there as opposed to the competitors.

The respondents also mentioned external factore agscadvancement in technology,
competition, economic factors, political, custondemands and the world outlook. The

researcher noted that conflict in the Arab Coustrfeshere most of Kenyan tea is
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exported to) had caused a great dip in the te@pand as a result, the company would
be paying very low second payments to their farmEnss as the respondents put it, was
not healthy for the business since the farmer dadie this tea to meet almost all of their

financial needs.

4.4 Effects of effective change management practge

This section of the study aimed at establishing #ffects of effective change

management at Karirana Estates Limited.

4.4.1 The benefits and Implications of Change

Although not all change was good, the respondeiffitsnad that effective change was
necessary for the organizational operations asomdht out new ways of doing things
that were better than the tradition methods. Theodluction of CFU technology for
example had necessitated improvement in produgtant significant savings on labour
cost for the company. As a result they were ablpass the savings to the shareholders

which have since then made them to have a comyetiivantage over their competitors.

Being responsive to their customers is another fitethe respondents cited as having
greatly enhanced by the adoption of change managefieey are now able to seek and
meet most the requirements by their varied veryatating customers by being able to
produce high quality products and above all, imprtwe bottom-line. When the change
was successful, it was very rewarding to the tomagament hence a contributor to job

satisfaction and an employee motivating factor.

Other changes that have had a significant impbecatin their operations were the change
in the way of collecting Greenleaf and also theritigtion of made tea especially in the
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local market. That said the introduction of EderaTibat is mainly sold locally as
opposed to exporting all made tea has seen themg labie to cushion against the shocks
caused by the negative global economic changesrikiee Arab Countries where most
of their tea is sold. As a result, they are ablentontain a considerable second payment

rate to their supplies and the shareholders wisideén as a commendable achievement.

4.4.2 Ways to Improve the Adoption of Change

The respondents here stated that there was a Qemeed for a deliberate system for
measuring the anticipated change in terms of keyopeance indicators. When the
results of any change was diverting from the ap#tad results, then corrective measures
would be put in place to enhance the delivery efréquired results. Such would help to

reduce any loss that would otherwise have beeemsdfffor lack of a clear plan.

Employee involvement and working as team was atsol @s being core to realizing the
change anticipated with much more greater levehdduption. Training employees was
mentioned to be one the greater components ofrtelbie employee’s understanding if
the effect of the change in anticipation. Such waaild the acquisition of the required

skills by the employees for the new way of doinigdis.

4.5 Challenges Of Encountered During Change Managesmnt

The respondents maintained that every change tmaainéder of challenges. One was the
key ones was the issue of budgetary constraingtelivas no change that met sufficient
funds to finance it fully yet in most cases it wagpensive. Sometimes it was shear
underestimation of the required resources to takeptoject to the commissioning stage.

With this Karirana Estates limited has leant thechand importance of planning that see

26



them overcome the challenge of misplaced expemdiience are able to undertake only
those projects that have been forecasted and deapwdsary, beneficial and with a

reasonable return for the company’s operation.

Resistance to change was also a major challengbdor. Resistance to change is the act
of opposing or struggling with modifications orrieiormations that alter the status quo
in the workplace. Many employees who essentiallyldidoe the ones to operationalize
the change do not want to change fear of the unkigpwhe best way to deal with such

resistance as supported by the respondents wasimythem at all levels of change.

Loss of cash foe failed projects was another meliallenge. The respondents said that
they had anticipated mechanization of tea pickiags@en in other multinational firms.

However, as much as the machines had been prodhmdhad to abandon the project
since it w rendered unpractical there due to sloowth of tea when machines were used
resulting to loss of raw materials. Those macharesnow of no use and lying idle in the
stores and this could only be termed as a sunk €osavoid such occurrences, Karirana
Estates limited has seen the importance of engagingultants and thorough research

before committing to introduce some drastic changes

Insufficient skills were another challenge. In moates, a new change required a new
skill and hence sometimes it was difficult to asmier who had the required skill to
support a project being implemented e.g. the intctidn of new technologies like the
continuous fermenting units. In-house training vgaen as the best way to overcome

such challenges.
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Other times, the company would sponsor some emetoteeundertake special training in
handling some projects at training centres who daolén be helpful in running the new
projects. The effect of these actions accordintip¢éorespondents was the improvement of

the uptake and adoption of the introduced changes.
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CHAPTER FIVE: SUMMARY, CONCLUSIONS AND

RECOMMENDATIONS

5.1 Introduction
This chapter presents the summary of the studycandlusions emerging from various
themes in the study. The chapter also presentset@mmendations of the study. The

following are some of the sections in this chapter.

5.2 Summary of Findings

This study targeted the senior managers at KariEsstates limited who comprise the
general manager and four heads of department framous departments; all of whom
were interviewed. The study established that masageerviewed in this study had
experience of between four and twenty three yeathirwthe organization. These
managers were drawn from the following departmefisance and IT, Sales and
Marketing, Factory, Human Resources and the Gendatager is the Managing

Director.

Karirana Estates has been in existence for ovigr ygars and has an estate of over 800
acres and also buys green leaf from the neighbaningll scale farmers. In fact the out
growers comprises 75-80% while the estates repiesaty a 20-25% of all tea received
for processing. For that reason, the company hdsttaevelop rigorous measures to
ensure that all the out growers are maintainedderato operate at a reasonable capacity.

It has processing capacity of around 100,000 k@rekenleaf per day.
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The purpose of the study was to determine to whaéné strategic change has
contributed to the success of Karirana EstatesteoniThe study sought to answer the

guestion; what was the relationship between sti@tdgange and organizational success?

The study established that the study organizatiath @mbraced change management
practices as pointed out by the interviewees. Ainaal by the respondents, change had
become a constant in their operations and made tbeall stakeholders in order to
command their rightful place in the business. Resdvealed that the organization had
embraced well-structured change department cotisgtuof change champions for
overseeing change process. Interviewees noted¢dhamnunication was carried out in the
study organization and that internal email, memuod formal meetings were the most
preferred channels of communication. Communicakielped to dispel negative rumors

like losing job and explain clearly the objectivadschange to all employees.

The findings also revealed that the organizatiompset other practices like top
management support, who played key role in craftiolgjectives of change,

communicating urgency of change and approval ofgbtgl on change process. The
employees were also equally engaged in the changeess which helped increase

ownership during implementation of change

5.3 Conclusions of the study

The study sought to establish the relationship betwchange management and the
success of an organisation. The study observedntiraerous challenges were faced in

change management process. Such challenges wéer eitganizational related or
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people related. These challenges included resistémcchange, financial limitations,

structural constraints, social constraints andrivakepolitics.

The study revealed that Karirana Estates limitedi reanained a successful firm much as
it had to overcome numerous turbulences in its éitgr years of existence. There had
been need to change management, ownership andusaiuacapacity enhancement,
operational, technological, legal-political, anseomic and most importantly the global

economy.

The study further observed that the organizati@d fembraced reliable change
management practices in its change process. Theamtical was the communication of

change to all employees in order to deal with tasise caused by misinformation and
organizational rumors. Secondly, there was top m@ment support throughout the
entire period of managing the change process. Tér@ef@l Manager and the heads of
departments played key role by crafting objectivesinmunicating the urgency of

change, offering leadership and providing assigtdncall employees. This ensured that

management support was guaranteed and motivatetsdéading the change initiative.

Finally, the study concludes that there is a pesitelationship between strategic change
and the success of an organisation and that thersngriad benefits for an organisation
in adapting to strategic changes that befall itonder to continue commanding its
competitive place in its industry. Otherwise thesean eminent danger of being wiped

out of business by those that gladly and effecyiaglapt to change.
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5.4 Recommendations

The management of Karirana Estates Limited shoaftsider the regular use of expert
opinion to mitigate failure on change managememt.idroduction of a research and
development team would enhance greater successaopiion and uptake of strategic
change. These actions would in effect see the aaognpave a lot that would otherwise
be spent on a failed strategic change plan.

A diversification strategy may also solve someh# €conomic strains they suffer quiet
significantly. A diversification strategy opens opw possibilities. Introducing a mix of
other product offering that are demanded by othetdwnations e.g. purple tea, flavored
tea, green tea or even starting tea shops wher®nsess would enjoy various tea
products. For the company to continue to grow, timay have to examine how they can

increase sales volume and revenue while keeping easl risk to a minimum.

5.5 Limitations of the Study

The study may have some weaknesses inherent irg usterview guide for data

collection purposes. The data obtained from therwgwees may suffer from personal
biases and may not represent the opinion of thdystrganization. Depending on
personal factors like feelings, emotions, attitwdeards change, the interviewees will
give personal opinions which might not reflect teanpany’s views and may withhold
some information which is important for the studie data obtained focused mainly on
heads of key departments hence customers and siik&holders were not incorporated

in the research to give their views.

32



Another limitation is the extent to which the studydings can be used for generalization
in attempt to understand the change managemenbpteon in other banks. Being a
case study, study is done on one organization agivés detailed investigation of a
single subject. The study was carried out withimiiéaa Estates limited working culture,
structure and environment. Other similar organiseti may therefore have different
culture, structures, competencies, resource capebiland hence display different

reactions to the process of managing change.

Time allocation for the study was also not adeqi@mtéhe study as interviews took more
than initially estimated due to the nature of resjents and their work related conditions.
The researcher had to allocate interviewing timg \anue only that are convenient with
the interviewees. That was generally was a chatleag the researcher had to keep

changing his off duty schedule for the sake of utadkéng the interviews.

5.6 Suggestions for Further Studies

The study collected data from the managerial staffking at Karirana Estates limited.
The changes, effects and reactions of the changageaent at Karirana Estates Limited
could be different in other organizations. Thisdstuherefore recommends that similar
studies be done on the relationship between charagegement and the succes in other

organizations for deeper understanding of the pmemon under research.
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APPENDICES

Appendix i: Letter of Introduction

UNIVERSITY oF NAIRO]

FACULTY OF COMMERCE
MBA PROGRAM — LOWER KABETE CAMPUS

Telephone: 4184160 Ext. 208 P.O. Box 30197
Telegrams: “Varsity”, Nairobi Nairobi, Kenya
Telex: 22095 Varsity

DATE.... C)Hlor'l&?”f ..........

TO WHOM IT MAY CONCERN

e [0 1ol (o MISS e i BRSNS e ol ]~

Is a Master of Business Administration (MBA) student of the University of
Nairobi.

He/she is required to submit as part of his/her coursework assessment a
research project report on a management problem. We would like the
students to do their projects on real problems affecting firms in Kenya. We
would, therefore, appreciate if you assist him/her by allowing him/her to
collect data in your organization for the research.

The results of the report will be used solely for academic purposes and a
copy of the same will be availed to the interviewed organizations on request.

Thank you.
b
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Appendix ii: Research Gap
The following are some of the studies carried faoy®n different spheres concerning

strategic change management the research gamexisti

Researcher’s Topic Conclusion Research Gap
Name
Caroline N.| Strategic changeStrategic change has aided NSSHthough this  study
Nyororo (2006) | management andin improving service deliverydemonstrated that thefe
performance of through adoption of ICT, andwas improvement gt
national social introduced products for theNSSF after the
security fund| informal sector introduction of strategic
(NSSF) change, it did not
demonstrate that the
same would be
replicated in a private
firm, or in a different
sector.
Jeneffer W, Strategic changeChange management impacts |ofhis study underscored
Gathua (2006) | management and | issues such as the corporaienpact of strategic
impact on| culture, organizational culturechange management to
performance of financial, communication, the organisation. This

Unga Group Ltd

productivity, performance an

the future outlook of

organisation.

thea fair

dstudy however cannot g

a different sector like

representation of

e
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the agricultural, teg

54

sector etc.

Mbuva Jamed

Munguti (2009)

5 Factors

influencing change
management
practices at CFC |

Stanbic bank

The factors that contribute t
> change are internal and ran
from cost reduction
~-redundancies,
cultural

change, performang

improvement, training of th
employees, employe

motivation, strategic choice

communication, level of stal
involvement in the process, lev
of qualification of staff anc
group participation while other
are external such as changes

customer needs.

technologicalimplementation

orhis study mainly dealt
gen the factors that coul
, influence

of
ce€hange

management.

ceThe contribution of

echange management to

>any organisation was

[l

[fthus not clearly spe
ebut.

!
S

in

Maina Ann

Muthoni (2012)

Managing changg

2 Although  finally  overcome

at national bank of through different methods, NB

Kenya Itd

faced numerous challenges in t

change management process.

This study fairly dealt

1S

Kwith  how change

heandled. However it

failed to mention the

effects of the said

change in an

organisation.
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Rachel Wangu

Githumbi (2013)

Strategic  chang
management at th

Kenya Citizens

cThe organisation had adopt

eChange management practices

edhis study establishe

o

.that change was in place

at KN & FNMS but did

[72)

112

-

And Foreign not clearly demonstrat

Nationals real difference that wa

Management being caused by thi

Service change. It therefor

failed to explain whethe

change contributed t

organizational success

Runoh Geoffrey Relationship The study revealed that strategi8lthough this  study

Kamau (2013)

between strategi

change and to an increase in firm was improvement in
organizational customer base, asset qualitgustomer base, asset
performance of quality of service, increasedjuality, quality of
large printing| production and increased service... after the
firms in Nairobi| market share due to managemeimtroduction of strategic
Kenya taking appropriate measure at thehange, it did not

rightful time where demonstrate that the

strategies seems to fail |rsame would be

achieving set goals, abilities a

enhance strategies that pro

cchange in an organization leaddemonstrated that the

energies channeled to explicitlya different sector of th

e

=)

ndeplicated in a private |

[}

belconomy like
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firm's performance positively.

agriculture,

manufacturing etc.

Source: Author (2014)
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Appendix iii: Interview Guide

My name is Daniel Mureithi; | am carrying out a easch on the topic Strategic
Change as a Catalyst for Organizational Success | therefore request you to avail
yourself at a convenient time for an interview e tibove subject. | would like also to
assure you that the content collected during titexview will be handled as confidential

and will only be used for the purposes of this gtud

SECTION A: General Information

SECTION B: Change Management Practices and Operatm Environment

1. Which members of staff are involved in managhggchanges experienced in Karirana

Estates Limited?

2. In your opinion, how would you describe the 8igbof your company’s operating

environment in relation to change management?

3. What is the importance of long term planninght® company’s future?

4. For how long have you been applying change nmamagt principles in your

department?
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5. Which internal factors do you think contributiedthe change experienced in Karirana

Tea Estates?

6. In your opinion, which are the external factibrat contributed to the changes that have

been experienced in the company?

7. What method(s) are used to communicate the dsarmpnd how they will be

implemented?

Section C: Effects of Change Management Practices

1. What were the effects of the changes in manageai®peration?

2. What are the benefits of change managementiggadhat you and your department

have experienced in Karirana Estates Limited?

3. What are the measures in place to improve tloptamh of change management in

Karirana Estates Limited?

4. Who are the beneficiaries of the change manageim&arirana Estates Limited?

5. How do change management practices affect veyeproductivity, employee
satisfaction, profitability, customer satisfacti@md corporate social responsibility in

Karirana Estates Limited?

Section D: Challenges of Change Management Practie

1. What are the challenges you encounter during charegeagement?

2. How do you overcome the above challenges?
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Appendix iv: Time Lines

REGISTRATION FOR THE MBA PROJECT
ALLOCATION OF SUPERVISOR
INSTRUCTIONS FROM SUPERVISOR
MEETING 1

LITERATURE REVIEW & GAPS

MEETING 2

MEETING 3

FINAL RESEARCH PROPOSAL
DEFENDING RESEARCH PROPOSAL
DATA COLLECTION

DATA ANALYSIS

DRAFT RESEARCH PROJECT

FINAL RESEARCH PROJECT

PRESENTATION FOR MARKING

06-Mar

14-Jun

22-Sep

31-Dec

Source: Author (2014)
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