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ABSTRACT

To remain competitive, organizations must be ablguickly respond to change. Change
is a constant feature of organizational life anel &lbility to manage it is seen as a core
competence of successful organizations. Change geament is the adapting and
defining of corporate strategies, structures, ptaoes and technologies to deal with
changes from external and internal conditions. dddhtiated communication tactics
during different phases of organizational change lcave an important impact on the
level of acceptance of that change by organizaktipagicipants. As organizations face
changing operating environments, they need to respo change accordingly. For this
change to be efficient organization needs to comoate effectively; and for
communication to be effective, the message, thenmamication channel and even the
timing must be carefully and purposefully seled#tnge is said to be successful when
the set objectives is achieved as set and withmahresistance.

An Organization only communicates effectively whsnmessages are clear and reasons
for the message convincing. The study aimed abksiiéing the effect of communication
strategy on change management at Unilever. Chaptercovers the background of the
study, concepts of change and communication siyateg FMCG industry in Kenya and

a profile of Unilever Kenya Limited. It also higbhts the research problem, the value
and justification of the study. The second chaptetews existing literature on change
and communication strategy. The focus was mainlyhenprocess, theories and models
of communication and change. Research design waseastudy with primary data being
collected through an in-depth interview guide. Resle design including methodology is
discussed in Chapter three.

Research findings are discussed in Chapter foulewbhapter five explains the,
recommendations and conclusions. The study obsetivad communication plays a
significant role in change management in Unilevecluding quick acceptance and
reduced resistance. The researcher gave recomnrgdaased on findings, highlighted
the limitations of the study and also proposedhierrresearch to add on to the literature
and build on to the theories. A major managemesgdn from this research is that for an
organization to successfully implement change thaust be planned clear and consistent
communication.
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CHAPTER ONE: INTRODUCTION

1.1 Background to the Study

Communication has been described by DuBrin (2009)tte glue that holds the
organization together. Poor communication is thenloer one problem in virtually all
organizations and the cause of most problems. Conuation is the process of
exchanging information by the use of words, lettaggmbols or non-verbal behavior.
Beamer and Varner (2008) define communication asp#rception of verbal and non-
verbal behaviors and the assignment of meaninigeimt Communication isimportant for
creating value and for strategies to succeed pewgse to understand what the strategy
is, the context of the strategy and the rationalair it(Quirke 2008). On a similar note,
Blundel and Ippolito (2008) argue that effectivemtounication strategies can help
organizations achieve satisfied repeat customdremrdghan unsatisfied ex-customers,
well motivated employees rather than expensivestrél disputes and creative strategies

rather than inefficiency and resistance to change.

Pettigrew and Whipp (1998) argue that, change shbel regarded as a continuous
process. They assert that the ability of an entpo compete within the prevailing
settings relies on its capacity to identify and enstend the competitive forces in play
and how they change over time. Supporting thisisemit, Quirke (2008) asserts that
change is a given in today’s business environmedttle ability to make change happen
IS now a core competence. Today’s successful farasdynamic adaptive and evolving

with the environment they thrive on and welcomengjea(Lussier 2009). Organizations



need to monitor and scan their external environmeanticipate and adapt timely to

continual change.

As argued above, for change to succeed peopletnagtierstand what the changeis, the
context and the rationale behind it and as Klei®9@G) puts it, differentiated
communication tactics during different phases ajanizational change can have an
important impact on the level of acceptance of th@nge by organizational participants.
As organizations face changing operating envirortg)ehey need to respond or change
accordingly. For this change to be efficient orgation needs to communicate and as
Mead (1994) puts it, an organization only commugsaeffectively when its messages
are clear and reasons for the message convincibgD(?009) states that effective
communication is a leader’s most potent tool f@pinng workers to take responsibility
for creating a better future (implementing the st This future will mostly be different

hence a change initiative.

1.1.1Communication Strategy

A typical communication strategy is usually a sumynaf what management wants to
say and a list of ways it intends to say it (Quik@08). Communication has been
described by DuBrin (2009) as the glue that holds organization together. Poor
communication is the number one problem in virjpall organizations and the cause of
most problems.Communication is the process of exgihg information by the use of

words, letters, symbols or non-verbal behavior.Berarand Varner (2008) define

communication as the perception of verbal and renval behaviors and the assignment



of meaning to them. It takes place whether the isgndf signal is intentional or
unintentional.Lussier (2009) defines communicafsrsimply the process of transmitting

information and meaning.

The Latin word for communication is ‘comunitas’, amng oneness (Hawkins 1981).
Thus the goal of communication regardless of cdnteio develop oneness of meaning
between sender and receiver. The World EconomicoRdforum of November 2013
identified ‘Rapid spread of misinformation onlires one of the global issues on focus in
2014. According to Lussier (2009), poor communmatcosts organization money as it
leads to lack of cooperation and coordination, [mwductivity, tension, gossip, rumor,
and high turn-over. He asserts that effective comoation increases productivity and
success in both personal and professional life.du®009) concurs with Lussier and
states that effective communication is a leadestpotent tool for inspiring workers to
take responsibility to create a better future (iempénting the vision). According to
Beamer and Iris (2008), good communication meansd gelationships and good
relationships mean increased productivity and tgofBad communication leads to
conflict, inefficiency and loss. Good communicatiatan also help to increase
responsiveness to customers(Jones and George 28tthprding to Locker and
Kaczmarek (2011) people get their points acrossywgek done and get recognized for

their contributions through communication.

1.1.2 Change Management

Hofer and Schelder (1978) defined strategic chasgehanges in the context of a firm’s



strategy as defined by its scope, resource deploggneompetitive advantage and
synergy’. Hill and Jones (2001) defined changehasmiovement of a company from its
present state towards some desired future statetease its competitive advantageand
Jones and George (2011) refined this definitiothasmovement of an organization from
its present state towards a desired future state inkease efficiency and
effectiveness.Davis and Holland (2002) define cleamganagement as the use of
systematic methods to ensure that an organizahange can be guided in the planned
direction, conducted in a cost effective manner emchpleted within the targeted time
frame and with the desired results.According tor2s(2004), change management is a
problem-finding and problem-solving activity in whithe problem is the future state to
be realized, some current state to be left behmidsame organization process for getting

from one state to the other.

The need to constantly search for ways to imprdireiency and effectiveness makes it
vital for managers to develop skills necessary amage change effectively (Jones 2011).
According to Ansoff (1988), when the level of emrimental turbulence changes, the
historical organizational capability may become ajan obstacle to the organization’s
ability to adapt to new challenges.Among the mitslssnd action-sets for effective
leaders as identified by Fullan (2003) is knowledfighe change management process.
Lussier (2009) concurs with other authors when higew that the changing business
environment presents many challenges and sincaiaegeons interact with both internal
and external environments, then they need to bacfive rather than merely reactive to

the environment.



1.1.3Manufacturing Industry

According to the Kenya 2030 vision document, onéhefsix key sectors that have been
identified under the economic growth pillar to admite to the envisaged 10% annual
economic growth is the Manufacturing sector. Mun@2®13) highlighted employment,
contribution to economy and value of exports asnm@ontributions by this sector.
According to the Economic Recovery Strategy for Exyment and Wealth Creation
Report 2013, the manufacturing sector in Kenyansagor source of growth. A report by
KPMG on the manufacturing Industry states that tast-moving consumer goods
(FMCG) sector,is one of the largest industriesweitit.FMCGs are generally cheap
products that have ashort shelf life and purchdésedonsumerson a regular basis. Profit
margins on these productsare usually low. Some hef ost well-knownFMCG
companies include Unilever, Coca-Cola and Johnsodo&knson. TheFMCG sector
comprises a large variety of products,with sometle# most important categories
beingfood, beverages, personal care products, amétare products.FMCG productsare

often near-identical leading to intense pricecontipat

In Kenya, the growth drivers of the FMCG industrg &igh population growth, growing
middle class, educated labor force, dynamic prigator and relatively well developed
retail infrastructure. The risks include the riskterror attacks by Al Shabaab, private
consumption partly dependent on agricultural e@sirthe risk of inflation and higher
taxes. In Kenya, the report adds,Unilever Kenya itath is the marketleader in the
personal care and Laundry industry due to its Ibwsjory, established quality and

affordable product as well as an established stdisigibution network. In the oral care



market, Unilever’'s Close Up faces competition fr@ulgate-Palmolive’s Colgate and
GlaxoSmithKline’'s Aquafresh and the recently lawattOral-B by Procter & Gamble
(P&G). Among the laundry brands, Unilever'sOmo &uhlight face stiff competition
from P&G’s Ariel.The Home Care segment is led byl Benckiser with its popular

Harpic brand.

1.1.4 Unilever (K) Limited

According to the company’s global websitgtp://www.unilever.co and the regional

website fittp://www.unilever-esa.com Unilever was founded in 1930 out of a merger

between Lever Brothers (UK) and Uni-margarine (Kednds) which existed in the "19
Century, Unilever (Uni+Lever) is today one of theond's leading Fast Moving
Consumer Goods (FMCG) company with a turnover ofentban 4.2 billion Euros as at
31% December 2013.Unilever Kenya was Founded in 194Ben referred to as East
Africa Industries (EAI), a household name for mamars until 2000 when through a
strategy referred to as “One Unilever” it was narbkalever Kenya along with all other
Unilever outfits that had initially adopted loca@ names.At the time EAI enjoyed
undisputed monopoly in the Home and Personal GdRC] products with its brands
such as Omo, Rexona, Kimboand Blueband dominatiog just the market but

practically every Kenyan household for close torfdecades.

In the late 80’s other players entered the Kenyarket putting EAI in unfamiliar
grounds of dealing with competition. As a resufte response strategy was not well

thought through leading to significant loss of nerkhare that led to reduction of its



brands. The most significant was in 2001 when st khe war for cooking fat category
and sold the brands to a local Kenyan company. hidao recapture some of the lost
business, Unilever acquired Best Foods Limitedd@2 Brooke-Bond Limited (Unilever
Tea) in 2004 and in 2008 it acquired Sara Lee ttdlan its Personal Care category.
Today, Unilever Kenya manufactures some of the dimrleading Foods and HPC
products such as Blue band andRoyco (Foods), OmolL#erbouy (Homecare) and
Geisha and Vaseline (Personal care).Unilever Eadt $outhern Africa (ESA) is a
regional hub with Kenya as its headquarter fortthile serving Kenya, Uganda, Tanzania,
Zimbabwe, Zambia, Mozambique and Malawi servici®gcbuntries with a population

of over 150 million people and employing directiyeo 25,000 people.

1.2 Research Problem

According to Jones (2011), the highest performimganizations are those that are
constantly changing and thus becoming good athan@e is a given in today’s business
environment and effective communication minimizége tpain of change and helps
organization arrive at its desired goal more quilirke (2008). Rose and Lawton
(1999) observe that changes in organizations avige of the need for efficiency,
effectiveness and market concerns. Rising demandtfality goods and services have
placed extreme pressure on organizations depichiagge as a continuous episode in the
life of corporations. Increasing competition, foaus reduction of the carbon foot-print
and increased consumer awareness implies that eleasyto be continuous in Unilever

if it is to remain a major player in the economevdlopment and competitive.



A variety of topics in interpersonal communicatiorcluding uncertainty reduction,

strategic interaction, information-seeking, atttibo, interpersonal attraction, social
cognition, and apprehension theories have beetewilany studies have been done on
change management both internationally and lodallg study on strategic change
management in the Downstream Petroleum IndustKemya, Odinda (2010) found that
success of strategic change management was lanfleisnced by management, Industry
standards, employee training and employee partioipaln 2013, Tallamresearched on
strategic change management in Geo Thermo Develup@erporation (GDC). He

collected data on Organization Structure, top Managnt commitment to change,
organizational strategies and communication strdeg The study found that

communicating changes to staff enhanced manageshstrategic change in GDC.

None of the studies above have directlyfocusedheretfect of communication strategy
on the success of change. The researcher did moé @xross any other study that
provided this direct focus therebyconcluding a klemlge gap exists in understanding the
effect of communication strategy in change managenikhis study therefore aimedat
answering the question; “What is the effect of cammation strategy on change

management?”

1.3 Research Objective
The objective of this research was toestablishetiiect of communication strategy in

change managementat Unilever Kenya Limited.



1.4 Value of the Study
This study will contribute to the change managemesmd communication literature.
Future researchers who will opt to study on thgestb of communication strategy and

change management will obtain valuable refererama this study.

As Klein (1996) found out, differentiated commurtioa tactics during different phases
of organizational change can have an important anpa the level of acceptance of that
change by organizational participants. Since tinelifigs clearly show the impact of
communication at different levels of change processmnagement of different

organizations undergoing a change process will iimfiokmation from this research very
valuable for the success of their change initiagisagce they will get to understand the

best communication strategy to employ at varioagest of the change process.

For those managers tasked with development of camuation policies, this study
willalso be very helpful as it provides insights eommunication channels, media,
barriers to communication and how to address therwell as design and delivery of

different types of messages.

The study isalso of great value to Unilever Kenyiitedin that it provides an
understanding of the effect of communication sgptén change management. The
company can thereforeembed communication as aegyran all its future change
initiatives and also differentiate communicationattgies at different levels of change

process as established from the study.



Finally, this study has been limited to Unileverniga Limited only. An opportunity
therefore exists for further research either fdneotcompanies within Unilever, the

FMCG industry or any other industry to expand amfthdings from this study.
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CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction
This chapter aims at reviewing the works of otheitess who have written on the

subjects of communication strategy and change nemegt.

2.2 Theoretical Foundations

As Kurt Lewin put it “Nothing is more practical tha good theory”. Therefore the
researcher explored the some theories to estabfisl findings would be in line with
these theories’ predictions and assumptions

2.2.1 Uncertainty Reduction Theory (URT)

Since the mid-twentieth century, the concept ofonmfation has been a strong
foundationfor communication research and the dgretmt of communication theory.
Informationexchange is a basic human function inctvindividuals request, provide and
exchangeinformation with the goal of reducing uteiaty. Uncertainty Reduction
Theory (URT)accredited to Charles R. Berger andh&id J. Calabrese (1975),
recognized that reducinguncertainty was a centadiv@ of communication. Through the
development of URT, thesescholars pioneered the dkinterpersonal communication
by examining this significantrelationship in unegnty research.Heath and Bryant (2000)
state: “One of the motivations underpinning integp@al communicationis the
acquisition of information with which to reduce en@inty”.URT places the role of
communication into the central focus.Uncertaintised in a given situation when there
was a high amount of possible alternatives and pfabability of their event was

relatively equal. Uncertainty can cause stressagmxiety which can lead to low levels of

11



communicator competence (West & Turner 2000). Hemtd Bryant (2000) stated:
“Uncertainty-reduction theory is a powerful explaoa forcommunication because it

operates in all contexts to help explain why peapl@municateas they do”

2.2.2 TheArgumentative Theory of Reasoning (ATR)

This theory proposes that instead of having a punelividual function, reasoning has a
social and argumentative function. The functionredsoning would be to find and
evaluate reasons in dialogic contexts - to argué wihers. Communication is and has
been hugely important for humans. However, for camication to be possible listeners
have to have ways to discriminate reliable, trustiyo information from potentially
dangerous information otherwise speakers would wargbuse them through lies and
deception. One way listeners and speakers can vaghe reliability of communication
is through arguments. The speaker gives a reas@tdept a given conclusion. The
listener can then evaluate this reason to decidethehn she should accept the conclusion.
In both cases, they have used reasoning to findematlate a reason respectively. If
reasoning does its job properly, communication lteen improved. A true conclusion is
more likely to be supported by good arguments &edefore accepted, thereby making
both the speaker who managed to convince the ésted the listenerwho acquired a

potentially valuable piece of informationbetter.off

The predictions made by the theory that are wglbsued by empirical data are that if
reasoning evolved so that we can argue with ottiees, we should be reasonably good at

arguing; if reasoning evolved so we can argue witters, then reasoning should yield

12



better results in groups than alone and if reagpauolved so we can argue with others,
then we should be biased in our search for argumettaccordingly, reasoning should
display a confirmation bias. The predictions comtirthat when people reason alone,
there is often nothing to hold their confirmatioras in check which could lead to

distortions of their beliefs and finally when reasw is used to make decisions; it will do
what it is supposed to do, namely, find argumefissa result, instead of always pointing

towards a better choice, reasoning will usuallyllaa to a decision that is easy to justify.

2.3Communication Strategy

According to Quirke (2008), a communication strgtegms at providing content —
information, ideas and concepts; putting it in eamt- making it relevant to the situation;
having conversations to ensure shared understamafingews and perceptions and
gathering feedback as the result from the commtinita Assael (2004) defines
communication situation as the setting in which stoners are exposed to
information.Communication is the process of exclagpgnformation by the use of
words, letters, symbols or non verbal behaviounm@anication has been described as
the glue that holds the organisation together (D209).Beamer and Varner (2008)
stated that communication is the perception of aednd non verbal behaviour and the
assignment of meaning to them. It takes place venethe sending of the signal is
intentional or not and even takes place when thdbaleor non verbal behaviour is
unconscious as long as it is observed and meassigreed to it.For the purposes of this

study the researcher will use Beamer and Varnefisition.

13



According to Dubrin (2009), poor communicationhg number one problem in virtually
all organisations and the cause of most probleorses)(2008) asserts that no matter how
good the thinking behind the strategy, it is a wadttime if it is not in the heads, hearts
and hands of the people who need to execute itdderis that communication is an
integral part of management and unless managermooroate with each other they can
neither plan, controlnor organize.(Quirke 2008) edss that failure to make
communication clear and simple creates resistamck ragh failure rate of change
initiatives. Courtland and Thill (2013) concurs hvithis when they state that effective
messages are practical, factual, concise, clear pem@uasive and that effective

communication strengthens the connections betweem@any and all its stakeholders.

2.3.1 Attributes of Communication Strategy

Some say communicate, communicate, communicatef fka emphasize on
communication but say nothing about how, why, whenwho or even when to stop
(Jones 2008). He says it is important to commueibatter, more content, through more
channels, consistently effectively and with integtistening to feedback.Mead (1990)
called these communication situational variableenwhe emphasises on the need to
clarify who communicates what with whom; what angyvwinformation is communicated
and where and when communication is done. In utal@iglg communication as a
strategy, it is therefore important to get full enstanding from the process, the sender

and receiver, channels and barriers to the mestsadfe

14



2.3.2 Communication Process

Jones (2008), Plunkett et al (2008), Cole and K@@41) and Jones and George (2011)
describe communication as a process. Michael (28ffi)es that communication process
bridges the gap between information theory andrpetsonal communication while
Hawkins (1981) argues that the concept of procesplies that events in a
communication relationship are dynamic. Accordiogones, communication starts with
encoding thenselecting the communication media fitathe message.Decoding is the
process whereby the receiver interprets the mesdadbe receiver acts as per the
senders expectations, the communication processiasessful. Plunkett et al concurs
with Jones terming the receiver as the person @sthat receives the communication,

the information being the message and the chosansreeing the channel.

According to Jones, the success of a message isuneelin terms of action taken by
receiver while Plunkett et al argue that the preadssending and receiving of messages
proceeds until both communicators believe the stdading has taken
place.Communication process according to Jonezamige has the transmission phase
and the feedback phase while according to Cole ey (2011) the process has
transmitter, the message and the receiver.Feedlzaokding to Jones refers to receiver’s
response to sender’'s message. According to Plu(2@8), feedback is the information
the receiver provides to show how s/he perceivedsénder's message.The key is to
view communication as a process and manage itcgsla (Quirke 2008). On analysis of

the communication process, Blundell and Ippolitb0@) concluded that meanings sent

15



are not always received and meaning is in the rointhe receiver not in the words or

symbols used.

2.3.3Communication Channels

Communications channels vary in speed, accuracgt emd reach (Locker and

Kaczmarek 2011). According to Cole and Kelly (20idrmal communication involves

presenting information designed for a specific psgin a structured and consistent
manner. They are management-designated pipelimesng up, down and across the
organizational structure used for official commuation. Quirke (2008) described the
process of communication in terms of five basic sfjoas: who said what, in what

channel to whom and with what effect? Accordingdoek the purpose of communication
channel is to get to as many of your target peapleeliably and as quickly as possible.
He argues that in choosing the channel, one nerdsrsider reliability, nature of

message, intended recipients, whether the messggersonal and how long it takes to
get the communication through.Informal communicataescribes information that is

transmitted by informal means, is less structured dess detailed and may be

inconsistent or/and contain inaccuracies (Colekaglty 2011).

Dubrin identified four directions in which messagesrganizations travel. Downwards
communication entails communication from supervisosubordinates while bottom-up
entails communication to supervisors from their @dmates. According to Cole and
Kelly, most organizations consist of vertical linelscommunication providing upwards

and downwards means of transmitting information datkral communication for
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coordinating efforts of more than one departmensextion.Grutton and Truss (2003)
describe horizontal communication as communicabetween colleagues and peers. It is
formal but does not follow the chain of command @&ndecessary for inter-departmental
coordination. Courtland and Thill (2013) concurshwirutton and Truss and asserts that
formal communication mirrors the company organ@atstructure. Quirke (2008) states
that organizations need to use the right mix of mamication channels and use the right

channel for the right type of information.

2.3.4 Communication Barriers

Cole and Kellyidentify barriers in terms of cultumad language, geographical and time,
legal and gender. They specify individual bias aswlectivity, status differences,
emotional overtones and lack of trust as some ef ldhrriers. Plunkett et al have
identified information overload as a barrier.DUlf2@09) concurs by stating that
language, semantics and difficulty levels must sintended receivers. When
communication passes through several handsit pteyeick and free flow of
information. Due to the many levels, the messageived by last receiver may be very
different from the original. This resonates wellthwivhat Hawkins (1981) refers to as
serial distortion and levelling. Serial distortioocurs when a message gets distorted as it
passes from one person to another while levelbnpe tendency for anystory to become

shorter as it moves from one person to another.

According to Dubrin (2009), barriers to communioatbften arise at the decoding of the

message. Interferences frequently occur when tresage is complex, arouses emotion
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or crashes with the receiver's mindset. Steele §1@8gues that lack of listening skills
de-motivates others. He insists that when listenomg needs to put own thoughts at the

back of the mind in order to understand the otleesgn’s point of view.

Michael(2001), states that too many words, feadslack of interest as well as individual
difference of opinions are possible barriers. Belh@énd Ippolito (2008) identified a
deliberate communication barrier of avoiding thesjion where one pretends not to hear
the guestion especially in broadcast interviewshi@ld themselves against unwelcome
guestions.To overcome communication barriers, DUBB009), stresses the need to
understand the receiver, use two-way communicatioite with a common vocabulary

and enhance listening skills.

2.3.5Communication Models

One of the oldest and simplest models of commuioicahas been recognized as the
Berlos Model. Quirke (2008) writing on this modeétes that it consists of four steps;
source, message, channel and receiver. Describinges as the sender, he describes the
sender’'s and receiver’s level of communication Iskiattitude and knowledge, social
system and culture as the factors that influeneectmmunication. For the message he
describes content of the message, treatment andgcadd for the channel he talks about
the five common senses of seeing, hearing, smelloghing and tasting as the major

factors affecting the communication process.
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In analyzing the communication problem Locker aret&marek (2011) developed the
PAIBOC questions. The first question is the ‘puggast the communication. Once the
purpose is clear, the second question becomes twcaudience’is and then what
‘information’ must be sent across. ‘Benefits'tousesupport your positionis the fourth
guestion while identifying the‘objections’to expedecbm your audience is the fifth. At
this stage, it is important to identify any negatimessages that you expect to overcome.
The final question is an analysis on how the ‘centeill affect the audience’s response.
At this stage they advise, it is important to ewtdu the audience morale in the

organization, time of the year or any special emstances that may be prevailing.

Courtland and Thill(2013) argue that by understagdiommunication as a process with
distinct steps, you can improve the odds that yoessages will reach their intended
audiences and produce their intended effects.Thesigded a basic communication
model as follows; Sender has an idea, he enco@egldla into a message, produces the
message in a medium and transmits message throaghnael. The audience receives
the message, decodes the message and respondsntegbage by providing feedback to

the sender.

2.4 Change Management

Todd (1999) defines change management as a skdcamd systematic approach to
achieving a sustained change in human behaviorrwith organization”. According to
Davis and Holland (2002), Change management isutiee of systematic methods to
ensure that an organizational change can be gundid planned direction, conducted in

a cost effective manner and completed within thrgeted time frame and with the
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desired results”.Jones and George (2011) defineghgeh as the movement of an
organization away from its present state towarddeaired future state to increase
efficiency and effectiveness. For the purposesisf $tudy the researcher will use Jones

and George’s definition.

2.4.1 Change Management Process

According to Tichy (1983), the process of strategh@nge is started when problems,
crises or opportunities are recognised.The probgswhich changes are made seldom
move through a neat successive series of stagagy(®e &Whipp 1998).Lussier (2009)
explains four stages in the change process. Thkididenial where people don’t believe
the change will happen. Resistance follows after ithitial shock. The third stage is
exploration where people ideally start to get adeanstanding of how the change will
affect them before they finally give their commitmheEmployees determine their level
of commitment by conforming and getting excited @tttbe change or exit upon inability
to conform. Burnes(2009) concurs with Pettigrew ®idpp on the four phases which he
define as denial, defence, discard and adapt loliudas a fifth phase of internalization

where change becomes fully operational and theways of working seen as normal.

Organizational change process according to JondsGaorge (2011) can affect all
aspects of an organization’s functioning includstgucture, culture, control systems as
well as human resources hence managers need tanexaow environmental changes
may be creating opportunities and threats that dccdug affecting internal work

relationships.Collins and Porras (1989) argue thate is need to look for patterns of
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failed change.Balogun and Hailey (2008) descrilee ¢hange process as change flow
chart that starts with analysing competitors’ positfollowed by identifying the desired
future state. Plunkett et al (2011) argue that rgarseacan diagnose and predict the need
for organizational change by studying the typichhges of change namely creativity
phase where the organization needs capital, predaatployees and markets; direction
phase involves implementation of rules, regulatiamsl procedures while delegation
phaseentails decentralization which leads to a ¢#elloss of control leading to the
coordination phase. Collaboration is the final ghaed introduces new people-oriented
and flexible system with managers exhibiting mopendaneity. According to Sirkin
(2005), generally managers introduce change frgmdimwn or from bottom up. Top-
down change is done quickly and is revolutionarnature while bottom-up change is

typically more gradual or evolutionary and has adage of reduced resistance.

2.4.2 Sources of Organizational Change

Change originates from either the internal or exdeenvironments of the organization
(Plunkett et al 2008). External sources includetigal, social, technological or economic
environments. Externally motivated change may imea@overnment action, technology,
competition, social values and economic variableternal sources include change in
managerial policies, styles, processes, technolyy employee attitudes. While new
conditions in the external environment can clearing changes within the organization,
internal changes are unlikely to have any impacthenexternal environment. As Davies
& Davies (2005) put it, ‘strategic leaders placénigh importance on networks and

networking to draw in ideas and inspiration foatgic change and development’.
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Lussier (2009) identifies four types of organizatib changes as strategy, structure,
technology and people. He argues that strategygehancurs at the corporate, business
and functional levels while structure change fobostrategy. Change in technology
includes change in machines and information pre&sesBeople changes must follow
organization, structural and technology changesespeople’s jobs and skills change
with changes in structure and technology. Plun&etl, concurs with Lussier when he

states that change can be understood on the biags focus which can be strategic,

structural, process or people centred. Both adraestrategic change involves change of
strategy and may require change in organizatiotuiil Structural changes are made to
make operations run more smoothly while peoplerednthanges are directed at the

attitudes, behaviour, or skills of people.

2.4.3 Resistance to Change

It is impossible to win everyone over, no mattewhwrd you try (Beckhard 1969). Colin
(2009) agrees and says that change creates st@sgrain for both those who support
and those who areopposed or fearful of change.sJ@@840) has identified five reasons
why people resist change. The first is uncertainif comes with change. He argues that
the unknown outcome of change make people curindsiarvous hence resist change in
order to cope with these psycho-social aspectsieiyef learning something new which
makes people temporarily incompetent hence mayegpbsed to valued groups is

another cause. Other causes are self interesthffiéass such as economic status or social
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relationshipsand loss of control - actual or peregi Thus, facts, beliefs and values are

the maincauses of resistance.

Cameron and Green (2012) identified fear of tempyorscompetence, fear of
punishment for incompetence, loss of personal ideand fear of group membership as
reasons why people resist change. Since change emtional process, resistance
should be expected and seen as natural (BalogurHaridy 2008).Colin and Porras
(1969) warn that when communicating change you gall resistance and sometimes
malicious compliance where people will appear toafng with the change program
even agreeing to actions and later undermining th€wllin (2007) concludes by
asserting that for change to be successful, thog#vied must understand the change, its

objective and their role in the change process.

2.4.4Change Management Models

Sirkin, Keenan and Jackson (2005), argue thataegestange is a useful way of
demonstrating commitment to change and entails @EDiodel involvingduration,
integrity, commitment and effort. Duration betweglmange progress reviews makes a
significant difference. Integrity of the change rnealeads to more acceptance.
Commitment from the managers and employees is sacesnd the amount of effort
that people are able to put in the change ageralsile their usual work. If current

work already takes 100% of the team’s time, theagkgrogram may have to give way.
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Kotter(1996), argue that his eight steps of changeagement model are steps and not a
checklist hencefor change to be successful; it mpass through all the eight steps. First
step is creating a sense of urgency. Change musitide be urgent and critical. Quirke
(2008), in his framework for communicating changéers to this urgency as ‘burning
platform’. Forming a powerful guiding coalition iee second step and creating a vision
is the third. People are likely to support changeeovision is clear. The fourth and fifth
steps are communicating the vision and empowetthgrs to act on the vision. Planning
the change process, creating short-term wins amdotidating improvements are the
next steps. When improvements are consolidatede mioange is likely to be produced.
The last step is institutionalizing the new apphmscThis resonates well with Sirkin,
Keenan and Jackson (2005) when they argue thdtainge management, there is need to
create realization, awareness, understanding ajehay and need to ask for commitment
and show you expect it. They advise the need toritbesa future new way of working so
that people can relate to it and explicitly elimaaesistance and close the change

process by institutionalising the new ways of wogki
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction
This chapter describes various aspects of reseaetnodology that the researcher
employed in the study.These include the researdigule data collection and data

analysis.

3.2 Research Design

The research wasconducted through a case studyhvd@oredas a usefulmeans of
revealing an in-depth and extensive descriptiorthef topic under investigation. Itput
more emphasis on a full contextual analysis of coamation and change and their
interrelation. The case studyaimed at getting tegtanformation and understanding of

the effect of communication strategy on change mament at Unilever Kenya.

3.3Data Collection

An interview guide wasused through face to facerinéw to collect primary data. The

interview guide was found to be most suitable bseathe researcher couldextract
information from the respondents as well as getetteb understanding and more

insightful interpretation of the results from thespondents. Open ended questions
enabled the researcher to seekdeeper clarificatnuh allowed respondents to express
their feelings and thoughts relating to the subjexer study offering more details than
might otherwise have been obtained by the reseafdiee researcher selectedeight

respondents drawn from the Leadership Team, HoDddlen management and non
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management or the shop-floor staff. This was meaestablish if similar results would
be obtained across the different levels of the mimgdion structure. One respondent from

the leadership team was not available hence sepamts were obtained.

3.4 Data Analysis

Contentanalysis was used to analyze the data eotadefore processing the responses,
data was evaluated and edited for completenessjstency, usefulness and adequacy.
Each question was studied separately from all éispandents to allow the researcher get a

clear idea about the total responses to specigstipns.
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CHAPTER FOUR: DATA ANALYSIS, RESULTS AND DISCUSSION

4.1 Introduction

This Chapter presents the discussions and findirama the study. As set out in the
research objectives and methodology, primary dats eollected by use of an interview
guide with open questions and analyzed througheoranalysis with the objective of
establishing the effect of communication stratagghange management as experienced
at Unilever Kenya Limited. Responses to the quastithat were obtained have been

analyzed to extract significant themes around whidmscussion is now presented.

4.2 General Information

The researcher sought to understand the overahdassstrategy of Unilever Kenya as a
background study to establish how the firm manatgestrategic change initiatives.
According to the respondents, Unilever Kenya dgelis business strategy with the
help of external consultants but with a lot of mi input. Some of thechanges originate
from its London Headquarters and the local busisasply implements.The researcher
categorized target interviewees in departments landls within the organizational
structure and also sought to establish their lengthservice to help in further probing
and also to give the interviewer assurance and lleiggl of confidence on the expected

outcome. All the interviewees had worked for Undefor more than five years.

27



4.3 Organizational Structure

As Courtland and Thil (2013) noted, formal commatien mirrors the organization
structure. It was therefore important for the reseer to understand the organizational
structure to facilitate informed questioning and derstanding the flow of
communication.The interviewer interviewed severemiewees drawn from the four
levels of the organization structure as followsgTreadership Team, those who report
directly to the Managing Director;management leveporting to the Leadership Team;
the supervisory staff, reporting to the Managerd #ne operational level that represents

the shop-floor staff and unionisable staff.

4.4 Communication Strategy and Change Management
The researcher asked the respondents about amy od@age programs they have been
involved in at Unilever and how communication hasitoemployed within the change

process.

4.4.1 Strategic Changes

All the interviewees talked of the many and divecbange initiatives that Unilever has
undergone in the last ten years including acqoisitiof Bestfoods and Sara Lee, merger
with Brooke Bond (later renamed Unilever Tea) atrdtegic Business Transformation
which they referred to as BT aimed at implementabbidentified winning strategies to
transform their business. There was also stratdmange involving the transformation of

Human Resources (HR) aimed at devolution of HumasoBrce management to Line
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and restructuring the HR function into HR businpastners, HR Service Delivery and
HR expertise teams. Other notable changes inclutieshge in route-to-market as a
customer focus strategy and diversification intotewapurification business.Major
changes involving implementation of a new managenmdarmation system (MIS) and

business restructuring also featured prominentlgragrthe respondents.

4.4.2 Change Model

The interviewer established that Unilever uses @legange Acceleration Process
modelcommonly referred to as the CAP model forsttategic change initiatives. This
model was first developed in the 90’sfor Generacklic (GE) through its then chief
executive officer and renowned management gurlk \Mlch to facilitate GE’s change.

Themodified version of the CAP model as adoptetlbyever comprises of seven steps:

Creating the shared need to ensure people undeératahsupport the urgency for change
is the first step. The second step is developiegvikion by clearly defining and sharing
desired results and required actions for the fustede. Mobilizing commitment by
obtaining buy-in and support from key stakeholdatsntifying and overcoming forces
of resistanceis the third step and is followed hg technical component which is
planning and executing change. The last three stepscommunicating change with
clear, consistent, timely and appropriate messagéigning the infrastructure and
sustaining the momentum by establishing benchmfamkehange, set up a monitoring
process, making corrections as required and iniegréearning from what has already

been done.
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4.4.3 Communication Strategy

On being asked to describe the communication glyatanployed during the change
process, except for the leadership team who cleanlerstood the flow of
communication the rest of the interviewees saidreth&as no structured way of
communication and at times the communication wdaddthrough meetings, town hall
sessions, mails and at times through their supmns/isho communicate at functional
level. Some changes would be done via personaletats; they quoted change of legal
employer for example from Sara Lee to Unilever. 8asspondents also cited incidents
where communication especially of negative infoioratwould be done through
teleconferencing. This, the leadership team ingsvees clarified was aimed at reducing
distortion similar to what Hawkins (1981) referréml when he said serial distortion

occurs when a message passes from one personth@@ano

On the question of the stage at which communicatias done, by who and to who, most
respondents said the communication was done mtusily after the change has been
agreed and that they hardly participated in themtdation process or even being
informed of the planned change. The Leadership te#erviewees said they were
always involved at the top level discussions ancevpart of the process from conception
and that they were mandated to cascade any comatiamco their managers who would
in turn communicate to their staff. Depending e nhature of change, they would
communicate all the way to the staff through tovati-sessions. The management level
interviewees said that in some cases they parteipastrategic change formulations but

hardly at the same time with the leadership teaneyTsaid by the time they are getting
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involved, the basic outline of the expectation &lasady been agreed and they only get in
to contribute along their areas of expertise omt@ke observations in relation to the
planned change based on their experience and tadeirsy of the business. Staff
interviewees and the union interviewees unanimoua@reed that mostly their
involvement comes at implementation level wherg tre told what is expected of them.
Though they are mostly allowed to give their obagons, comments and even ask

guestions, their contribution would rarely affectchange the planned actions.

The interviewees were asked about the channel®mimunication used for different

types of communications. All interviewees unanimpuagreed that there was no
universal channel that would be said to be strioBgd for a specific communication.
They all agreed that channel choice mostly deperadedhe communication and the
communicator. The commonly used communication chlBnwere cited as telephone
emails, formal letters, telephone, face-to-facetings, town-hall sessions, live meetings
(Webex), tele-conferencing as well as personalaesito-one meetings. All respondents
also talked about functional mandatory weekly nmggstithat are normally used for
functional updates. Though these meetings predartijnaddress routines, they provide
good opportunity for HODs to clarify strategic infieation that may have been shared in
other forums as well as share important plannediatives within the allowable

disclosure limits.

Emails were cited as commonly used for generarmétion targeting all or a segment of

the employees while personal letters were said ¢éoubed for changes affecting
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employee-employer contractual relationship. Telegsoare normally used for passing
quick information or seeking clarification. The entiewees said that face-to-face
meetings, teleconferencing and town-hall sessiomsewthe most commonly used
channels for communicating strategic change imnest They said this is aimed at
providing room for questions and clarifications aaldo to help the communicator
observe the body language of the employees hertimgpate reactions likely to arise out
of the communication. The shopfloor intervieweearified that all communication to
employees who belong to the Union must be chanribtedgh their representatives even
if a general communication is to be given to alhisT allows the shop stewards to
internalize the information, make reference todbkective bargaining agreement as may
be required and confirm compliance before the saae be cascaded to the union
members. There is also a company blog but thatristlg reserved for comments,
suggestions and feedback to the management with ordess the same functions as the

traditional “Suggestion Box”.

On the issue of resistance to change, majorityhefimterviewees felt that there was no
notable resistance to most change initiativesbigibacause of their strategic nature and
the minimal interruption to individuals’ normal apdéions. Two strategic change

initiatives that most interviewees noted as haviemged major resistance were the HR
Transformation and the management information systéhe reasons cited ranged from
additional workload to Line Managers, fear of hamgilhuman resource issues and for
the system the main resistance arose out of manéggding they would lose their control

as most of the work they were initially delegatiogtheir secretaries had been set on an
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employee self service (ESS) platform where theyn@gars) were expected to log in and
complete online. Another reason for resistanceoésdifrom the interview responses was
the fact that due to the online operations, someagers had fear of failing hence get
exposed on their ICT (Information, Communication dan
Technology)proficiencyincompetency as was notedClayneron and Green (2012)that

fear of temporarily incompetence leads to resisdochange.

4.4.4 Effect of Communication Strategy on Change

The study sought to establish the effect of comeation strategy on change

management. All interviewees cited mere informatias the effect of feeling recognized
as part of the organization therefore the fact thatorganization provides information

whether positive or negative, means the employaes valued. The interviewees

confirmed Jones (2008) words; “lack of communicatiay be interpreted as there is a
major change coming, we do not want to involve ythis is hard work we value

consultants over our own staff”.

Top management interviewees felt that communicaptayed a significant role in
acceptance and reduction of resistance to chamgerially when done clearly at every
stage of the process. Again Jones noted that yeuofiganization) may not say anything
but people spot body languages, longer nightsedla®or meetings with different people
and fill in the message. This may be the startesfstance. Most respondents from the
lower level felt that the communication was modtly information and no input was

expected from them. They however agreed it wasssacg as it allowed them to get a
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feel of what the top management was planning. Thesncern mainly was
communication that focused on their jobs othervaisg other change was insignificant

since for them it was to take instructions and enpnt.

Most interviewees also cited quick acceptance aakimy the change work within the
shortest time possible as another effect of comoation. From the CAP model, clear
communication of the shared benefit greatly infeethchange acceptance as it addressed
the ‘what’s-in-it-for-me’ concern that is alwayderiwith any change.The interviewees
cited some changes that may involve change of mi¢iansfer of roles from one person
to another. In such cases they said,communicati@ye@d a significant role in
embracingthe new ways of working by providing dharmf roles to stakeholders. For
instance when some roles move from one person dthan not only do the involved
parties get clarity on their new roles, but theiinal customers whom they serve also get
clarity on where to seek what following the changis minimizes work disruption,

ensures business continuity and enhances team work.

Most of the interviewees from the middle and loweels also felt that communication

provided clarity in terms of their current positeoand roles and the likely impact that the
change was likely to have on the same. This clg@ye them confidence to look at the
change more positively and to anticipate the impActoss all levels, the interviewees
felt that regular consistent and clear communicatieduced anxiety that comes with
change especially where change details are sc&hgy said where communication is

done via town-hall sessions, they got an opporjutaitask questions, clarification and
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give feedback thereby getting a clear picture efthange thus reducing anxiety levels.

These examples reflect perfectly the tenets ofittertainty reduction theory (URT).

Another communication effect on change cited bytmusrviewees was the reduction of
gossip and rumors. This helps in building confident the organization and increased
trust that management can be trusted to communicais resonates with what Quirke
(2008) indicated that successful leaders understémel importance of good

communication and plan time to make themselvebleido their people.

4.4.5 Suggestions for improving Communication Stragy

The interviewer asked for suggestions that therwigerees thought would improve on
the communication strategy to make change betisieeand reduce resistance.

Almost all respondents said change is always tediafrom top and never from the
bottom. They felt it would help to find out fromeHower levels of the organizational
structure if they had any suggestions for chande ihterviewees in top management
thought this approach was not practical as mohk#yidwer levels dealt with tactical and

operational issues and were not best suited tataistrategic change.

Some interviewees suggested that use of telecordi@ge for communicating negative
change was less effective as the employees feltldbal’ management either did not
support the change or were not confident enougiotemunicate the change in a face to
face environment. This was interpreted as lackuyfib from the local top management

or lack of confidence in the change. They therefarggested that all change should be
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communicated in face-to-face meetings and by thep management. They also
indicated that when communication is done on tele@rence they are not able to see the
person communicating hence cannot read the bodyiéaye and draw conclusions from

the same.

Majority of the respondents also suggested thaflthe of communication is sometimes
very long especially where the Leadership team comaoates to senior management
who in turn communicate to their staff. They saldstmostly leads to distortion
sometimes deliberately depending on the relatignsatween the manager and his or her
team. They suggested once the communication has dgeeed, even if a separate
communication is done for senior management, thleoelld be a general communication
from the CEO to everyone as well. This, they samhuld not only make the
communication more credible, but would also redutistortions and provide an
opportunity to seek clarifications, ask questiond give feedback. They said when the
manager communicates they cannot ask questionsusedae/she may not have the
answers since he is not the owner of the commuaitathey would also not be sure if

they gave feedback, it would get to the intendetprent.

On communication channels, some interviewees stem¢sat more use of face-to-face
meetings was more recommended than use of maiky $hid speaking communicated
‘more’ than reading as there is the opportunity geek clarification, confirm

understanding, ask questions and even give imneetkatdback and /or observations as

opposed to emails. When the mail is not clear, mesple choose to let it pass instead of
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writing to ask and even when one responds to asktoun, they are not likely to ask a
second time in case the intended clarity does aptecthrough the second time round.
One of the respondents — who also happened toebgotingest — suggested that it is the
high time that the company embraced social media aasormal channel of
communication.

There was another suggestion on the timing of comcation. Some interviewees
suggested that communication should be timely toicadeakage ahead of formal
communication. They said, sometimes by the timddh®mal communication is released,
they already have grapevine information.Due to sachmgrapevine prevailing, when
finally the official communication comes, it is @ged more of reaction than original
communication hence may be ignored or taken sty by the employeeswhich in

the long run affects credibility of the factual imel communication.

A few interviewees observed that at times thereover communication and also

duplicated sources of information which sometimesates confusion. They suggested
once the change has been communicated from theitteypguld help to appoint one

reference person who would be in charge of comnatinig progress collatingupdates
from other pillars and providing an overall updébeavoid confusion. Duplication of

communication could lead to loss of interest whbuld lead to missing crucial

information since people may tend to ignore messdogaring a certain subject. This
must be what Noble (1999) had in mind when he shidembers of the organization are
not aware of the same information, a lower levedamisensus may result.

Other suggestions given include creating an effecteedback mechanism, creating

interdepartmental forums and embracing technology.
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CHAPTER FIVE:
SUMMARY, CONCLUSION AND RECOMMENDATIONS

5.1 Introduction

This Chapter provides a summary of the study, emieh and recommendations drawn
from the study. The conclusions are drawn fromdhgectives that the study sought to
realize as well as the research findings. The @naglso covers the limitations of the
study and makes recommendations on areas thategilire more research to enhance
greater understanding of the subject area, suggesstifor further research,

recommendations and contributions to theory devetop.

5.2 Summary of findings

The purpose of the study was to establish the tefflecommunication strategy in change
management at Unilever Kenya Limited. The reseanshaewed existing literature for a
background understanding of current status befolleating primary data to establish if
any relationship exists between communication efiatand change management. Upon
an in-depth analysis of data,the study revealedddramunication actually plays a major
role in change management. Communication was €elplay a significant role in
acceptance and reduction of resistance to chamgerially when done clearly at every
stage of the process. It also led to quick acceptaand played a significant role in
embracing the new ways of working by providing itiaof roles to stakeholders. This

minimizes work disruption, ensures business coitfirand enhances team work.

It was also established from the findings that camitation provided clarity in terms of
employees current positions and roles and theylikepact that the change was likely to
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have on the same. Findings revealed that where comcation is done via town-hall
sessions employees got an opportunity to ask qumesstiseek clarification and give

feedback thereby getting a clear picture of thengkahus reducing anxiety levels.

Finally, communication was identified as a key playn reduction of gossip and rumors
thereby helping in building confidence in the ongation and increasing trust that

management can be trusted to communicate.

5.3 Conclusions of the study

The study sought to establish the relationship eetwcommunication strategy and
change management as experienced at Unilever. fEnenresponses, it is clear that
communication strategy plays an important role e tmanagement of change at
Unilever. The study observed that it is through pmmication that employees

understand the change and obtain clarity on theaanpf the change. It is also through
communication that employees get an opportunitgravide their input, comments and
feedback to management in regards to the chartgeanlalso be concluded that change
speedy acceptance and implementation is highly rakpeg on how well the

communication was done.

The study further concludes that communicationtetyya plays a major role in reduction
of resistance to change. Since resistance to changacts performance and service
delivery, it can be safely concluded that commuiocahelps improve customer service

experience during change process thus minimal cerdisruptions and subsequent
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business performance.Though it is often said thags get worse before they get better
during change process, reduced resistance leadduoed time of the ‘worse’ phase thus
quickly propelling the organization to high andtbetperformance within a short period

of time.

Lastly, it can be concluded that for a change memsmt process to succeed,
communication strategy is a key ingredient withatich the success chances would be
minimal. Choosing the right message, the right mednannel, sender and creating the
right environment for communication for any chancgn be highlighted as major

contributing factors that give high chance of sgecand little chance of resistance to

change.

5.4 Recommendations

Following the findings from this research, the easber makes the following
recommendations:

Firstly, it has been established clearly that comication is a key success ingredient in
change management. Communication should there®rentbedded and entrenched as
part of change management. From the responsescleas that communication takes
place but there does not appear to be a clear comation policy that stipulates who
communicates what to whom and at what time. Fac#ffeness, it is recommended that
a clear policy be put in place with clear commundara responsibilities defined and

shared to the employees.
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Though the CAP model as adopted by Unilever emphaghe need to communicate the
shared benefits to the stakeholders for reducadtaese, this did not come out clearly
from the responses by the interviewees. It is foeeerecommended that the organization
takes time to not only look at the change benédithe organization but to the employees
as well. They are key stakeholders and successyotl@ange initiative heavily relies on

them.

It was established that despite the many and fregaeanges that take place within
Unilever, there is no person responsible for chafddes makes it difficult to get full
understanding of change and leads to many sourfcesnamunication which not only
leads to confusion but could result to messagensistencies thereby undermining the
success of the change. It is therefore recommeti@dgéd Change Champion be appointed

even if it means for the only the duration of tharmge.

Finally, it is clear from the responses that fawdaice communication is most preferred
for change communication and also it is noted ¢hitt of emails and tele-conferencing
are more used instead. A final recommendation isintdease more face-to-face
communication and reduce on the mails especialiynfajor changes that require full

understanding, commitment and input from the engxgy

5.5 Limitations of the Study

The study may have some weaknesses inherent irg usterview guide for data
collection as interviewees may suffer from persdmakes and may not represent the
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opinion of the organization. Depending on persofaators like feelings, emotions,
attitude towards change, the interviewees will gdegsonal opinions which might not

reflect the company’s views and may withhold sompartant information for the study.

Secondly, the interviewer expected to interviewlestst two people per level of the
organization structure. Owing to the time constsaiand tight schedules from the
Leadership team, only one was available for theerutw. Though the required

information was obtained it would have been mudkebé¢o get from two people.

Another limitation is the extent to which the studydings can be used for generalization
in attempt to understand the effect of communicatothin the FMCG industry. The
study, being a case study focused on Unilever wiits8 working culture, structure,
competency framework and environment which may ifferdnt from other companies
within the industry and therefore likely to elidifferent responses to similar questions

on communication and change.

Lastly, the study was limited to internal stakelotdonly working with Unilever— the
employees. Change affects both internal and extstakeholders hence it would help to
understand how communication is done to the extstakeholders. It is most likely that

this would make a difference obtained.
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5.6 Suggestion for further studies

Further research could be conducted in other ozg#ions since they have different
cultures, structures, management styles, valuesesulirce capabilities. The study was
conducted on a single business within its operamgronment. It would be necessary to
study other FMCG firms, or even other Unilever f&rnm other countries to draw any

parallels on the findings. Also, since the businasg@ronment is dynamic and keeps on
changing over time, another study on communicatstrategy’s effect on change

management at Unilever Kenya at a later date malgl viifferent findings.

Also, further research could be done using a diffefocus on the interviewees; for
instance a study focusing on the lower level orpsth@or employees only. This could
give more focus and establish if the communicatotually flows to the bottom-most

level of the organization structure.

An opportunity for further research on communicatieffect on change management
exists where the researcher would focus on the aomuator. For instance effectiveness
of communication on change management when donthdyCEO as opposed to the

Head of department or immediate supervisor.

Finally, a study could be done on communicationnclets only where the researcher

compares effect of two channels say, face-to-faeetimgs versus letters, memos, mails

or any other written communication.
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5.7 Contributions to Theory Development
The paper significantly contributes to the changenagement literature by linking
strategic communication with the Uncertainty redarctheory and by adding knowledge

on how communication strategy affects change manage
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APPENDICES

Appendix 1: Interview Guide
Effect of Communication Strategy in Change Managens

1.

10.

Name : (optional

Category:

How long have you worked in Unilever Kenya Limited?

Unilever has undertaken several strategic changeish two recent ones can you

recall?

How would you describe the communication strateggduduring these changes?

When was the communication done, by who and to who?

Did you hear or notice any resistance to the change

Do you think communication should have been doffieréntly? Say the person

communicating, the timing, the channel?

Do you think the communication strategy had anweaffon the success of the

change program?

Any suggestions you would like to give in relatimncommunication strategy with

regard to future change programs?
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Appendix 2: CAP Model (GE’s version)

The Change Acceleration Process Model

Leading Change

Creating a Shared Need \».\
b
Shaping a Vision N
b}
Mobilizing Commitment
. 5

Current [} Transition ;. Improved
State f/ State / State

&
s 'y
,lf Making Change Last
4
4 Monitoring Progress
i

Changing Systems and Structures

Source: Worldpress.com
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Appendix3: CAP Model — Unilever’s version




