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ABSTRACT

Change is an inevitable part of any growing industry. The forces of change are brought about by
the political, social, technological, economic and legal environment in which all organizations
operate in. The study therefore sought to investigate the effect of organizational culture on
change management in county government of Nakuru Kenya. More specifically the study
investigated the influence of behavioural culture, organizational values, cultural beliefs and
organizational norms on change management in county governments of Nakuru. Theories that
were used in this study included Kurt Lewin’s Three Step Planned Change Model and Kotter’s
Eight Steps Model. The study employed descriptive survey research design. The target
population of the study was 5030 employees working in the 10 ministries in the county
government of Nakuru. Random sampling technique was adopted where 197 employees were
selected to be the respondents of the study. Questionnaires constructed on a five point likert scale
were used for data collection. The questionnaires were tested for validity and reliability where
Cronbach’s coefficient Alpha was computed for the instrument. Statistical package for social
sciences (SPSS) was used to analyze the collected data. Data was analyzed using descriptive
statistics which included frequency, percentages, Chi-square test for agreement and inferential
statistics which included correlation analysis and multiple linear regression analysis. The
analyzed data was presented in form of tables accompanied by relevant discussions. Findings
indicated that behavioural culture, organizational values, cultural beliefs and organizational
norms have positive and significant relationships with change management in the county
government of Nakuru. On the other hand, regression analysis demonstrated that all the
independent variables taken together significantly accounts for up to 61.4% of the total variation
in change management in the county of Nakuru. Behavioural culture and organizational norms
were shown to significantly influence change management whereas organizational values and
cultural beliefs were not significant in accounting for change management in the county. The
study concluded that the independent variables play a significant role in determining change
management in the county of Nakuru. The study recommended that the county government
should enhance the organizational culture to be adaptable to change management and enhance
the quality performance of the employees.

Keywords: Organizational culture, Change management, Behavioral culture, Organizational
values, organizational beliefs and organizational norms.
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OPERATIONAL DEFINITION OF TERMS

Change Management: Change management refers to a strategy of planned and systematic
change that is achievable through the influence of the structure of the
organization; its corporate  culture and the behaviour of the individual members
(Kneer, 2013).

Culture: Culture refers to the grand total of customs and values, discovered beliefs which fulfil
to usher the consumer behaviour of an individual of a certain community McLean
& Zheng (2010).

Organisational Beliefs: Organisational beliefs are what members of a particular organisation
hold as true (Capon 2009).

Organizational Culture: Organizational culture can be defined as a pattern of behavior
developed by an organization as it learns to cope with its problem of external
adaptation and internal integration that has worked well enough to be considered
valid and to be taught to new members as the correct way to perceive, think, and
feel (Patterson, Warr and West 2004).

Organizational Norms: They are the prescribed informal and formal policies, procedures and
rules (Cameron & Dutton, 2003).

Organizational Values: Refers to as the philosophies, views and goals that members of an
organization share. An example of this could be the mission statement of the

organization (Ashkanasy, Wilderom, & Peterson 2011).
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CHAPTER ONE

INTRODUCTION
1.1 Introduction
This chapter provides the background of the study in regard to organizational culture and change
management. The chapter also provides the statement of the problem that forms the basis of this
study, research purpose and specific objectives. Additionally, the hypothesis of the study,
significance of the study and scope are provided. The chapter also provides the limitations and
delimitations of the study as well as the assumptions of the study.

1.2 Background of the Study

Change is unavoidable in organizations today and is of paramount importance to study how
organizational culture affects organizational change management. Change is what presses us out
of our comfort zone and it is inevitable (Sidikova, 2011). Kitur (2015) is of the view that change
comes in an organization in many forms: merger, acquisition, joint venture, new leadership,
technology implementation, organizational restructuring, and change in products or regulatory
compliance. The change may be planned years in advance or may be forced upon an organization
because of a shift in the environment. Organizational change can be radical and alter the way an
organization operates, or it may be incremental and slowly change the way things are done.
Change management can be defined as a style of management that aims at encouraging
organizations and individuals to deal effectively with the changes taking place in their work
(Green, 2007).

Whereas change management seeks to take an organization from one level to another in view of
the goals and/or objectives that are put in place by the organization; there are some factors that
determine the success or failure of the change management initiatives. One of these factors
includes the culture of the organization, which could either inhibit or enhance change
management. Driskill & Brenton (2011) define culture as “the way things are done” in an
organization. It entails the basic patterns of assumptions that have worked for the organization to
consider them as valid and, new members are inducted to embrace them as they settle into the

organization.



Implementing the change process in any organization is a crucial foundation for enhancing
employee confidence in the activities of an institution and employees play a critical role in this
process, McEvily and Zaher (2009). Therefore employees must not be ignored during the
conception, implementation and review of the change process. According to Hodges (2014)
organizations undergoing transformations must have teams that champion the change process.
This demands that all employees within the institutions desiring change especially the top

management must commit to the change process.

The top management must therefore understand the vision, mission and objectives of the
organization and strive to inculcate a culture that minimizes resistance towards the desired
change so that the process is not abrasive in its approached. In this research, organizational
change was defined contextually as the process of transformation in an organization. According
to Dasanayaka and Mahakaland (2008) values and beliefs held by employees are not only an
asset to the organization but also provide managers or leaders with a complete knowledge and
awareness for effective leadership. This is because strong cultures are driving forces towards
organizational development as it reduces stress and improves self esteem in employees, Stewart
(2010).

Consequently, managers should ensure that new employees are introduced to the norms and
pattern of work right during recruitment and top leaders publicly support the organization culture
for better results. This process will inculcate a sense of belonging and enables the employee to
better understand the core functions and mandate of the institution hence increased efficiency.
Managers should also embrace strong cultures in an organization that propels positive change

towards attainment of the organizational objectives (Brooks, 2006).

It is therefore the responsibility of the top leadership of the organization to assist the employees
to learn the systems of the organization if they want the organization to perform better. Jackson
and Philip (2005) note that increasingly, researchers have focused their attention on
understanding the cognitive and behavioural aspects of change, by turning their attention to
organizational culture. Jackson and Philip (2005) indicate that lack of attention to organizational

culture is often cited as an important reason for change failure. Jackson and Philip (2005)



observe that given the changing nature of organizations today, organizational culture is more

important than ever before.

The underlying basis of change management is that people’s capacity to change can be
influenced by how change is presented to them. Their capacity to adapt to change can shrink if
they misunderstand or resist the change, causing barriers and ongoing issues. The rationale is that
if people understand the benefits of change, they are more likely to Participate in the change and
see that it is successfully carried out, which in turn means minimal disruption to the organization.
The main factors to consider in change management practice in organizations are planning,
change governance, committed leadership, informed stakeholders and an aligned workforce
(Heathfield, 2009).

1.1.1 Local Perspectives on Change Management

Osakina (2013) on his study on challenges affecting organizational change management in
Kenya police service in Mombasa County found out that, the issue of change management in the
Kenya police service is aimed at redefining the structures and role of the police in the society
with an aim of promoting enhancement of service delivery to the members of the public. He
concluded that the police service should rebrand its organization culture to embrace the new
changes from the study a majority of the respondents were of the view that organisational culture
has effects on change management in the police service hence a major challenge to its success.
The service should also encourage its top management to practice modern leadership styles that
are more change friendly instead of continuing with the old authoritarian practice of issuing
order and expecting them to be followed. The study recommended that the Kenya police service
should adopt modern change management techniques in order to transform itself into an effective
and efficient service. The service should promote change awareness among its officers and

customers also.

Recently Kenya power embarked in change process. This was characterized by change of culture
and corporate rebranding of the organization from Kenya Power & Lighting Company (KPLC)
to Kenya Power (KP) in 2015. Much resource in terms of monetary and time was pumped into
the training of over 12,000 employees. And for three consecutive years the company has carried

a customer satisfactory survey using external researchers. The findings of the report of the
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customer satisfaction survey have remained to be between 68 percent and 70 percent. It has not
met the targeted percentage of at least 82 percent. The indication of the progress in change seems

to be stagnant (Ng’ong’a & Omwono, 2015).

On Supply and Demand of Electricity, KP has more than 2,600,000 customers who consumed
over 8,087 GW hours of electricity in 2014. During the year, the maximum daily electricity peak
demand recorded was 1,353 MW. This implies that the company has not achieved its major

objectives as specified in mission statement (KPLC, 2017).

According to a study done on strategic change management practices at Kenyatta National
Hospital (KNH), the conclusion was that change management were needed in service industries
and that implementation of reforms was successful at KNH, Ongaro (2004). A study on
Management of strategic change at Kenya Post Office Savings bank concluded that Post Bank
strategic change management process was successful and it met management objectives Guchu
(2013). Research done on competitive strategies adopted by the Nation Media Group Kenya in
response to changes in the external environment concluded that the media company was
continuously implementing competitive strategies that were in line with the changes in the

environment.

On her study on the influence of organizational culture on change management in the energy
sector a case study of Kengen, Wangari (2015) found out that since the energy industry is indeed
a growing industry as far as globalization is concerned. It is therefore important for organizations
to consider the various organization value aspects for instance, mission, change creation,
customer focus and empowerment when they aim to achieve substantive change management.
She concluded that a well-established and proactive change management process is important for
the successful operation of an organization. Every aspect of change in an organization demands
that the individuals within it change their behaviour in order to align to the new strategy and
effectively manage the proposed changes. She recommended that energy sector should be
encouraged to adopt a well documented change management process within their operations.
Employee involvement should be the key so as to reduce the resistance change implementation
would bring about. Furthermore, in depth analysis should be conducted to determine what the

organization culture is and incorporate it into the change management process.
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1.2 Statement of the Problem

The recently concluded election brought to the fore the challenge of leadership transition in the
county governments in Kenya. Cases of abrupt declaration of job termination of county
employees shook the operational stability of the counties. In any organization, these eventualities
do not favour operational sustainability and the success of the institutions. A transition tests the
organizations ability to renew itself, so that it can continue to fulfil its mission in a changing
environment. The relationship between the organizational culture and change management in
public institutions cannot be overlooked. This is due to the fact that the two ingredients dictate
the pace of production and viability of the organization. However, literature in Kenya in relation
to the subject is sparse as noted by Rukia and Nzulwa (2014). In addition to this, most of these
previous studies derived their data from samples drawn from manufacturing industries (Shem,
2005) and secondary schools in Kenya (Muturi, 2006). Hence there is a gap in Knowledge on the
effect of culture on change management in public institutions. This study therefore will be
seeking to address this gap by establishing the influence of organizational culture on change
management in the county government of Nakuru. Nakuru county is one of the major counties in
Kenya and has had a change in political leadership from the last election in August 2017. Hence
it was important to understand how the county is coping with change and the role of
organizational culture in shaping up change management. Hence, Nakuru County was found to

be the best study unit for this study.



1.3 Purpose of the Study
The study sought to examine the effect of organizational culture on change management in the

county government of Nakuru, Kenya.

1.3.1 Objectives of the Study

i. To examine the effect of behavioral culture on change management in County
Government of Nakuru.

ii. . To establish the effect of organizational values on change management in County
Government of Nakuru.

iii. To evaluate the effect of cultural beliefs on change management in County Government
of Nakuru.

iv. To determine the effect of organizational norms on change management in County

Government of Nakuru.

1.4 Research Hypotheses

Hoz: Behavioral culture has no significant effect on change management in County Government
of Nakuru.

Ho, Organizational values have no significant effect on change management in County
Government of Nakuru.

Hos: Cultural beliefs do not significantly affect change management in County Government of
Nakuru.

Hos: Organizational norms have no significant effect on change management in County

Government of Nakuru.

1.5 Significance of the Study

The findings from the study would be relevant in guiding the count governments in formulating
policies of the change management thus provide a framework in operationalization of the change
management. This study would enable the county governments to better understand the
challenges of change management and how to counter them in order to succeed in adopting
change management in the counties. The findings of this study would also be beneficial to the
employees of county governments as they will be sensitized about the culture of their
organization; in terms of their values, norms and rites. The study points out the strengths and

6



weaknesses of the organization’s culture and sensitize the employees on the need to undertake
change when necessary in order for them to remain relevant to the organization. From the
findings of this study the employees will therefore be enlightened on the implication of these
elements of county culture and particular how they impact on change management. Also the
study will be of benefit to other scholars and researchers in that it will provide information that
will broaden their spheres of understanding of the change management field and further the study

will identify gaps that will create an opportunity for further research.

1.6 Scope of the Study

The study discussed the effect of organizational culture on change management in county
governments in Kenya. The research targeted the county government of Nakuru. Nakuru was
chosen as the county of study based on the fact that it is one of the biggest counties in terms of
population and development wise coming fourth after Nairobi, Mombasa and Kisumu. Further,
Nakuru County is among the biggest counties in Kenya with a large number of employees. The
study targeted employees in the county ministries. The study was carried out between the month

of May and July, 2018. The researchers’ study’s expenditure was KShs. 100,000.

1.7 Limitations and Delimitations

1.7.1 Limitations

The study was not immune to limitations that made the process of data collection to be tedious.
Some of the respondents expressed reservations in responding to the questionnaires as they were
not certain of their confidentiality. They feared that the information might end up not being used
for the intended purpose. On the other hand, some respondents were not keen in taking care of
the questionnaires and misplaced them. Further, the study was constrained financially as it relied

entirely on the researchers financial sources.

1.7.2 Delimitations

The researcher assured the respondents that they would be treated confidentially and that the
information they provided would purely be used for academic purpose only. Further, for the case
of the lost questionnaires, the researchers issued new set of questionnaires to the respondents that

had lost them. On the other hand the researcher was expected to meet all the research expenses.



1.8 Assumptions of the Study

The study assumed that the responses given by the respondents were sincere and honest and as
such represent their true perception of the subject under the study. The study further assumed
that the respondents are familiar with the trend in adaptation to change management and

organizational culture in the county.



CHAPTER TWO
LITERATURE REVIEW

2.1 Introduction

This chapter discusses the effect of organizational culture on change management in county
governments in Kenya. A case study of County government of Nakuru. The chapter starts with
discussing relevant theories related to change management, followed by empirical review from
different scholars and researchers. Further, this chapter presents a conceptual framework which
consists of independent variables and dependent variable of the case under study. It also

discusses the critique of the research study, research gaps and finally the summary of the study.

2.2 General Overview of Literature on organizational culture and change management

Change and transitions are commonplace in most work organizations today. Very few are
untouched by changes in market demands, consumer and stakeholder demands or demographics.
Such changes require employees to become adept at accepting change as a way of organizational
life. It has been identified that even with a wide range of models and processes for organizational
change, there is still a high failure rate in relation to change, and at the least, organizational
change is failing to deliver optimum performance outcomes (Balogun & Jenkins, 2003). It is
suggested that often, lack of consideration of organizational culture and its impact on change
efforts is a reason for this lack of success. As Nair & Fiza (2018) stated that although the
concepts of culture are abstract, they turn out to be highly related to creating effective
organizational change. County governments thrive in an environment of change having to
experience change after every five years. Failure of the county government to effectively manage
change would be detrimental to service delivery. Though studies have been done in change
management, there is a scarcity of studies about change management in the county governments.
Given this widely recognized situation, this research sought to understand the important factors

in the eyes of employees involved in a recent workplace change that is proving to be successful.

Organizational culture impacts the selection of adequate organizational change management in
the same way it impacts all other aspects of management. Cultural assumptions and values
shared by the members of an organization determine the way in which employees and managers

will understand the organization itself, and thereby the adequate way to change it. What will be

9



determined as a suitable, efficient, or useful way of changing the organization will depend
significantly on the shared assumptions and values of employees and managers built in their
interpretative schemes. Whether the changes are incremental or radical, comprehensive or
partial, directed from the top down or from the bottom up, focused on the change of the ‘hard’ or
of the ‘soft” component of organization, will all to a great extent depend on how the leader and
the members of the organization see its functioning and a suitable, useful, or effective way of

making changes (Nickols, 2010).

This is the reason why the process of organizational change management will be very different in
different organizational cultures. For example, if organizational culture is dominated by the value
of flexibility, this means that the members of the organization will consider changes as
something good and useful for the organization and themselves. In this case changes are likely to
be continual, and thereby also incremental in nature, because there will be no need for radical
changes precisely due to the fact that they are continual. Also, changes will be conducted with
less resistance and more participation by the employees. On the other hand, if organizational
culture contains the values of stability and conservatism, then the members of the organization
will consider changes as harmful, both for themselves and the organization (Quinn, Sonenshein,
2008). Changes will be rare, but when they do happen they will be radical and comprehensive.
They will be conducted with a great degree of resistance from and a relatively small degree of
participation by the members of the organization, who will be mostly passive executives of

change.

According to Dasanayaka and Mahakaland (2008) values and beliefs held by employees are not
only an asset to the organization but also provide managers or leaders with a complete
knowledge and awareness for effective leadership. This is because strong cultures are driving
forces towards organizational development as it reduces stress and improves self esteem in
employees, Stewart (2010) and Balthazard and Cooke (2004). Consequently, managers should
ensure that new employees are introduced to the norms and pattern of work right during
recruitment and top leaders publicly support the organization culture for better results. This
process will inculcate a sense of belonging and enables the employee to better understand the

core functions and mandate of the institution hence increased efficiency. Managers should also
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embrace strong cultures in an organization that propels positive change towards attainment of the
organizational objectives, Brooks (2006). It is therefore the responsibility of the top leadership of
the organization to assist the employees to learn the systems of the organization if they want they
organization perform better.

It is important to consider the possible underlying causes of resistance to change in the
workplace. At an individual level, Becker (2008) suggests that motivation and willingness to
change can be impacted by perceptions and observed that the change needs to be seen as
desirable and necessary. Zell (2003) summarized the potential reasons for resistance to change
from a number of researchers as including the fear of the unknown, disruption of routine, loss of
control, loss of face, loss of existing benefits just to name a few. From a different perspective,
Andersen et al (2014) suggested that resistance encountered is not resistance to the change itself,
but is generated by the “background conversations” within the organization. In essence,
suggesting that underlying cultural issues may in fact cause resistance. It is likewise suggested
that organizational culture has long been ignored or at least underestimated in organizational

studies.

Alteration in markets that occurred because of economic, political and cultural changes often
makes it difficult for business organizations to adapt to new conditions (Soriano, 2012). For
success of organizations, change agent is required to be able to manage changes correctly, to be
advanced and to follow new tendencies in business, to offer consumers the newest products and
services as it is all required to succeed in nowadays’ competitive environment. For instance, we
need to look into change and role of change agents to more smoothly manage interactions
between organizational culture and change. Avila et al. (2012) claim that change management is
an instrument that helps to promote sales. According to Vora (2013) change management is vital
when implementing areas for improvement to achieve success in business. No doubts, change
management and role of change agent might be considered as a method which is used in
assistance to change organization’s policy and structure to avoid problems in the future. The
objective of this research is organizational culture; the subject of the research is assessing the
influence of organizational culture as change agent. Therefore, the problem of the research is

what factors of organizational culture have impact on organizational change.
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2.3 Behavioral Culture and change management

Ali and Patnaik (2014) assert that the culture creates a frame of reference in which the
organization management’s considerations and reasoning circulate in the process of decision-
making concerning the organizational structure model. When managing change in international
business both national and organizational culture must be handled. In local markets more of the
efficiency of national culture should be examined. Umar and Arik (2015) claims that
organizational culture is both a dynamic phenomenon that surrounds us at all times, being
constantly enacted and created by our interactions with others and shaped by leadership
behaviour. It is set of structures, routines, rules, and norms that guide and constrain behaviour. In
addition the main element that helps to attain good performance is to develop a strong
organizational culture. Moreover, the culture can even represent a barrier when trying to

implement new strategies.

Organizational systems always find ways of controlling behavior so as to maintain a balance in
the system, even when that balance may be less than optimal for the organization’s success.
Some of the ways organizations do this are through the formal and informal cultures in place.
Every organization has a culture that sets the rules for employee behavior. Culture is the style or
behavior patterns that organizational members use to guide their actions (Dimitrios &
Athanasios, 2014). Norms help to shape the behavior of group members so that it is in
accordance with the values and beliefs of the organization's culture. Culture, acting through
institutionalized belief systems and group norms, can be a very effective means of directing the
behavior of organizational members toward activities deemed important to the goals of the

organization (Sharma et. al., 2010).

Amin (2008) also mentioned that it is possible to identify a desired culture and to specify
strategies and activities designed to produce change, but without the change process becoming
personalized, without individuals being willing to engage in new behaviors, without an alteration
in the managerial competencies demonstrated in the organization, the organization’s fundamental
culture will not change. It is also important to understand cultural change as involving strategic

change. Igbal (2011) suggest that culture change consists of changing people's minds as well as
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their behavior. The manner in which the culture change for each individual is evoked also has an

important impact on the result and the consequences for each individual.

Any management team involved in cultural change efforts requires an understanding of what the
new cultural assumptions and behaviors of both management and staff should be to support the
successful implementation of an organizational strategy. Crawford (2013) suggested that the
culture of an organization and how people respond to change is influenced substantially by the
behaviors of the leader. Thus, implementing cultural changes is not simple: it involves re-
moulding behavior and it’s a major change management challenge, taking a great deal of time

and hard work from everyone involved.

An individual's emotional or affective experience during a change process impacts their
commitment to facilitating a successful organizational change and their behavioral contributions
to the change effort (Dimitrios & Athanasios, 2014). More specifically, individuals' positive
affective reactions to change positively influence commitment to change (Pedro, 2011). On the
other hand, individuals' negative affective reactions to change positively influence behavioral
resistance to change.

2.4 Organizational Values and change management

When looking at values it is important to note that the officially acknowledged values are not
necessarily the values that everyone in the organization espouses. Driskill & Brenton (2011)
warns that there is a marked difference between the image projecting from the “officially
sanctioned sources” of organizational value such as mission statements and readings of annual
reports on one hand, and what the employees of the organization have to say about that mission
statement; if at all their “recasting is anything close to the official version.” This could go a long
way in revealing that the values of the top management are not necessarily the same as those

espoused by the rest of the employees.

This therefore poses a huge hindrance when the organization is trying to implement change since
while the top management would value the benefits expected, the employee on the other hand
would not help in facilitating the change as their values clash with those of the top management.

Even though organizational values are normally enduring they are not always consistent. For
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one, the values that individual employees and their organization espouse could be different from
is normally practiced. There are instances where individuals hold values that are conflicting with

those of the organization (Nicole, 2012).

The individual values that are in tandem with those of the organization go a long way in
strengthening the employees’ identification with that particular organization; thereby providing
the employee with meaning, direction and the sense of what is important to an organization at
every particular instance. When an organization adheres to their corporate values, they stand a
better chance to make and implement strategic decisions in regards to the management of
change. For instance, an organization that is committed to innovation as their corporate value

make decisions that become invaluable in their management of innovative change (Kola, 2016).

On the other hand, Paarlberg and Perry (2007) the organizational value systems are the canvas
onto which change management are determined. This therefore means that change leaders need
to listen and carefully observe their employees in order to gain insight on any underlying beliefs
and behaviours that could negatively impact the management of change within the organization.
In essence, the values of an organization influence the reaction of the employees to change and

the specific change management strategies that will prove most effective.

According to Ashkanasy, Wilderom, and Peterson (2011) organizational values are the
philosophies, views and goals that members of an organization share. These are exhibited
through the mission statement of the organization. They however caution that when considering
organizational values it is crucial to take note of the fact that officially acknowledged values are
not necessarily the values that everyone in the organization espouses. In regards to change
management, the views, goals and philosophies of an organization exhibit the knowledge and

resources that the organization uses in facilitating change.

Essentially, these philosophies or goals that the organization espouses could either enhance or
hinder the implemented change initiatives. In an organizational set up a strong value system is
essential and it is exhibited when the members of an organization share key values that relate to
what is termed as acceptable behavior; and more importantly when these values are shared

between the organizational leaders and the employees. The individual values that are in tandem
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with those of the organization go a long way in strengthening the employees’ identification with
that particular organization; thereby providing the employee with meaning, direction and the
sense of what is important to an organization at every particular instance. (Driskill & Brenton
2011)

2.5 Cultural Beliefs and change management

According to Dasanayaka and Mahakaland (2008) values and beliefs held by employees are not
only an asset to the organization but also provide managers or leaders with a complete
knowledge and awareness for effective leadership. This is because strong cultures are driving
forces towards organizational development as it reduces stress and improves self esteem in
employees (Stewart, 2010). Organization culture also provides a system of common values
among teams with diverse backgrounds with a platform where employees share their beliefs,
views, attitudes, feelings which are so passionate to them and in turn improves the quality of the
work life and productivity (Blind & Sikri, 2014).

Derek and Richard (2013) developed a typology of sub-cultures that are employee-centred,
professional-centred, task-centred and innovation-centred. Employees’ responses to change are
often coloured by their perceptions of, and engagement in, the sub-culture as well as in the
broader organizational culture (Morgan & Ogbonna, 2008). Sub-cultures may become counter-
cultures or anti-cultures these cultural memberships may polarize the beliefs, attitudes and

intentions of members through group discourses and undermine readiness for change.

According to Jung (2015), a manager can have an important indirect influence on a firm’s
behavior and performance. In particular, strong managerial beliefs attract and retain people with
similar beliefs, causing an alignment of beliefs within the firm that has important implications
for the firm’s behavior and performance. Apart from the fact that strong beliefs lead to expost
inefficient investment levels and to slow learning in the face of disconfirming evidence, vision
may become an easy excuse for inefficient managerial overconfidence, while boards may higher

managers with vision just to hide their own lack of confidence.

Ulrike and Tate (2010) showed that a firm’s policies depend on the identity of the CEO. This,

and especially their finding that a manager’s policies are correlated with whether he or she
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attended a Masters of Business Administration (MBA) program, fits the idea that CEOs may
differ in their beliefs about what is right and that these belief differences have real implications

for firm behavior and performance.

According to Kekana (2013) the more deeply embedded our assumptions values and beliefs, the
more fixed our ideas about the way things should be and the more powerful are their influences
on our behavior and our professional practice. In addition many of the assumptions and beliefs
may no longer be true or accurate, yet they can and do influence behavior and professional
practice. He found that assumptions, beliefs and values that have been development for over
many years become part of who we are. Often they are resistant to change and involve the risk of

leaving who we are behind and becoming what we are meant to be.

2.6 Organizational Norms and change management

Norms basically demonstrate the way things are done within an organization, characterized by
tasks, rules and the standards of an organization. This is depicted through aspects such as the
dress code, leadership ethics and the manner in which superiors and subordinates address each
other (Ehrhart, Schneider, & Macey, 2014). These norms create an environment in which the

change that an organization embraces can either be received or resisted.

Organizational norms are normally associated with its internal working. This means that an
outsider is only privy to the external image of an organization. They would not understand the
organization’s internal jokes, technical jargon and the private slang used by teams. There are
norms that are beneficial to the organization in terms of maintaining quality output amongst the
employees; there are also norms that are counter-productive as they tend to work against the
vision, mission and values of the organization (Hill & Jones 2007). The norms that help to
maintain the quality output of the employees could in turn facilitate the adoption of change
processes within the organization; on the other hand, the norms that work against the mission,
vision and values of the organization will invariably undermine the change management

processes within the organization.

According to Gichanga (2017) when the organizational norms are supportive to change

management; the change management processes will achieve a “high level of
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institutionalization” when the organizational norms are supportive. However, if the norms are not
supportive then it becomes increasingly hard for the change management to achieve its
objectives. Cultural norms within an organization could be transformed into “normative control”
especially when their focus is on social identity, solidarity and imparting amongst the employees
a sense of belonging. It could also achieve the same end if it boosts the identification of the
individual employee to the organization and strenthen their commitment to the organization and
its goals; thereby, reducing turnover (Paton & McCalman 2008). This is an important component

in enhancing change management within the organization.

According to Pfister (2010), the “shared understanding” of a particular group of people in a
particular context may be described as the norm. This shared understanding grows out of the
principles that what the people groups regard as being important to them will be the basis for
their actions on those particular principles. He further points out that culture is covert and mostly
derived from the study of a people’s beliefs, meanings and understandings. Pfister therefore
reveals that culture is ingrained in people, informing their actions almost unconsciously and, this
points to the resistance that emerges whenever change is introduced, particularly if that change

questions the already established culture.

Managers should ensure that new employees are introduced to the norms and pattern of work
right during recruitment and top leaders publicly support the organization culture for better
results. This process will inculcate a sense of belonging and enables the employee to better
understand the core functions and mandate of the institution hence increased efficiency.
Managers should also embrace strong cultures in an organization that propels positive change
towards attainment of the organizational objectives, Onyango (2014). It is therefore the
responsibility of the top leadership of the organization to assist the employees to learn the

systems of the organization if they want they organization perform better.

2.7 Change Management

The task of managing change implies that change needs to be planned and managed
systematically. This will help in effective and progressive implementation of new systems and
methods within an organization. It also entails responding to external stimuli, which the

organization cannot directly influence; including factors such as social and political unrest,
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legislation, competitors’ strategies, global economic development and/or technological

advancements and use (Nickols, 2010).

According to Nzuki (2012) the prospects of change inspire automatic resistance in people. This
could be because change threatens to disrupt the way people are used to doing things in their
individual and/or corporate capacities. Karani (2009) argues that organizational culture is a
crucial factor in enhancing or hi