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Abstract

Resistance To Transformational Change Is Seen As One Of The Major Impediments To
Organizational Growth And Expansion, Due To Its Negative Repercussions. Even Though
Change Is Implemented For Positive Reasons, Its Greatest Setback Is Employee Resistance. To
A Great Extent, Employee Resistance Arises Due To Certain Risks Like, The Upsurge Of
Redundancies, Uncertainty, Frustrations, Fear Of The Unknown And Transitional Leadership
Incompetence. This Study Aims At Identifying The Human Resource Approaches That May
Probably Minimize Employee Resistance And Assist Them To Assimilate The Benefits Of
Migrating To A New Work Environment. The Immediate Goal Is To Enhance The Employee
Ability To Adapt To The Change Process With Ease. Indeed The Decline Of Employee
Resistance To Change Will Help The Commercial Banks In Kenya To Accomplish The Envisioned
Banks Competitive Edge, While The Ultimate Goal Is For Them To Meet The Required Global
Banking Standards. This Study Aims To Review Literature Related To Employee Adaptability
To Transformational Change With An Aim Of Establishing Gaps For Further Research.
Keywords: Determinants, Employee Adaptability To Transformational Change, Resistance To
Change.

1. Introduction

The Banking Industry In Kenya Has Been Undertaking Vigorous Changes To Meet The Global
Banking Standards. The Changes Have Affected The Strategy, Structure, Technology, Work
Processes And Culture In The Banks. Many Employees Have Been Rendered Redundant By
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The Lack Of The Right Skills And Knowledge To Implement The Change (Kirimi 2011) But The
Greatest Setback To Transformation Change Is Employee Resistance (Ndungu 2011). To A
Great Extent Resistance Arises Due To Human Resource Risks Like, The Upsurge Of
Redundancies, Increased Employee Turnover, Incompetent Transformational Leadership And
Lack Of Focus On Human Resource Future Needs (Wright 2010). This Study Therefore Seeks
To Discern On What Can Be Done To Minimize Employee Resistance, And Provide A
Multifaceted Approach. That May Assist Employees To Adapt To The Change Process With
Ease. The Main Elements Of Managing The Resistance To Change May House Varied Solutions
As The Determinants To Employee Adaptability To Transformational Change.

1.1 Background Of The Study

Change Occurs When There Is A Great Paradigm Shift In Technology; According To Charles
(2008) Organizations Operate In An Increasingly Volatile Environment And Are In A State Of
Constant Change. The Pressure To Change Stems From A Variety Of Internal And External
Sources Such As Economic, Social, And Technological Factors. According To Snell And Bateman
(2007) Many Western Business Organizations Were Faced By Employee Resistance In Their
Attempt To Implement Transformation Change In The 1990s. Rapid Change In Modern
Organizations Was Punctuated By A Period Of Rapid Change In Industry, Structures And
Management Styles, Which Triggered Off Business Competition Both Locally, Regionally And
Globally. To Survive The Escalating Competition, Organizations Need To Reconfigure Their
Components To Increase Their Efficiency And Effectiveness, Through Transformational
Change,

In An Age Of Global Business Competition, Technological Innovation, Turbulence,
Discontinuity And Even Chaos, Change Is Inevitable And Necessary (Holt 2007). To Survive
Organisations Have To Build New Internal And External Synergies. Managers Need To
Encourage The Spirit Of Innovations, Experimentation And Entrepreneurship, Through The
Creation Of Strong Appropriate Organization Cultures (Yukl 1998). Currently Developing
Countries Are Faced By The Tide Of Transformational Changes That Has Been Sweeping
Throughout The Globe, (Purcell 2005). Transformational Change Has Affected The Strategy,
Structure, Culture, Technology And Work Processes Of The Global Financial Institutions And
Kenyan Commercial Banks Are Not Exempt. The Change Eventually Brings About Employee
Resistance To Certain New Rules, Redundancies, New Tasks And Responsibilities, Frustrations,
Increased Work Pressure, Stress Uncertainty, Fear Of The Unknown And Possible Loose Of
Jobs, (Wang 2008). Hurvey (2010) Stipulates That It Is Easy To Change Things, But It Is Hard
To Change People And Resistance To Change Is Perhaps The Biggest Threat To Progress A
Business Can Face.

The Determinants That Probably May Realize Human Resource Adaptability To Change Have
Been Identified In This Study As, Training And Development, Leadership, Rewarding And
Retention Strategies. These Approaches May Assist Employees To Enhance Their Knowledge
And Skills In The Performance Of New Tasks, Leaders May Envision The Change Process More
Clearly And Prepare And Communicate It Prior And During The Change Process. Resourcing
May Be Based On The Change Needs, To Minimize Resistance. Nevertheless, A Fair And Just
Rewarding System May Reduce The Degree Of Resistance, And Enhancing Individual
Performance While Influencing The Retention Of The Needed Employee Capabilities.

The Change Process Therefore Needs Well Planned Human Resource Approaches, To Build
Stable Structures And Work Processes To Serve As Anchors For People To Hold On To During
The Uncertainty And Turbulence Of Transition Change (Stacy 2002). Dynamic Organization
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Leadership Is Then Necessary To Propel The Change Process (Wang 2005), Leaders Have The
Responsibility To Encourage Employees To Enhance Their Skills And Knowledge And Motivate
Them Towards Adaptation To Change. Charles Darwin Observed That When The Environment
Is Changing Rapidly, It Is Neither The Strongest Nor The Most Intelligent Who Survive But The
Ones Who Are More Adaptable (Douglas 2013), Thus The Fittest Employees Will Be Those
Most Capable Of Adapting To Change.

This Paper Aims To Review Literature Related To Determinants Of Employee Adaptability To
Transformational Change In Commercial Banks In Kenya.

2. Theoretical Review

Various Theories Address To Employee Needs During The Change Process To Reduce Their
Anxiety And Frustrations. The Most Notable Are; Kurt Lewins (1952) Three Step Theory, Kotter
And Schlesinger (1979) Six Change Approaches Model, And Mcclelland (1987) Achievement
Theory.

2.1 Three Step Theory By Kurt Lewin (1951)

According To Kurt Lewin (1951), Change Occurs In Three Steps: Unfreezing - Moving -
Refreezing. The Unfreezing Step Means Doing Away With The Existing Mind Set Of The
Employees And Creating The Motivation To Change. Moving Is The Stage Of Introducing The
New Changes To The Organization While Refreezing Is Making Employees To Adapt To The
New Changes In The Organization. The Theory Is Relevant To This Study Since Unfreezing Is
The Process Of Getting People To Accept The Change. Moving Involves Getting People To
Accept The New, Desired State Of The Organization, While Refreezing, Is The Action Of Making
The New Practices And Employee Behaviours A Permanent Part Of The Transformational
Change Process.

Lewin’s Model Is Relevant To This Study In That For Employees To Charge There Has To Be
Disruption Of The Status Quo Which He Called Unfreezing, It Leads To Rumours, Fear Of The
Unknown, Frustrations, Uncertainty And Generally Employee Persistence To The Change
Process.

Moving Means The Change Implementation Process At This Stage Leadership Is Crucial In That
It Involves Integrating The Human Resource Approaches That May Assist Employees To Adapt
To The Change. According To Ozuinn (1996) It Is Planning With The People In Mind. Managers
Therefore Need To Be Prepared Through Training And Development To Acquire The Right
Knowledge And Skills To Best Prepare Employees To Adapt The Change Process. Various
Studies Have ldentified Participation In Decision Making, Motivation Communication And
Trust In Some Of The Factors That Influence Resistance To Change Oberg (2003) Stated The
Participation Is A Means Which Employees Are Given A Voice To Express Themselves. This
Style Of Management Affords Employees The Opportunity To Gain Control Over Important
Decisions And Promote Ownership Of Plans For Change. Employees Must Believe That Their
Opinions Have Been Heard And Given Respect And Careful Consideration.

Motivation Generally Is Defined As A Driving Force That Initiates And Directs Behaviours
Daniel (2009) Suggested That Motivation Depends On The Manager, The Type Of Work
Involves The Resources Available, The Growth Opportunity, The Compensation And The
Company Culture. He Further Suggested That When Workers Are Motivated; It Might Lead To
Less Resistance Towards The Implementation Of Organisational Change. Refreezing Means
Making The Organisation Adapt To The New Changes By Matching The Change Needs To The
Employee Capabilities And Anchoring The Change To The Organization Culture.
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Critiques Argue That The Lewins 3-Step Model Approach As Basically Designed To Destabilise
Employees And Render Them Susceptible To Change And That The Model Is Unfashionable
And That The Terminology Of Freezing And Unfreezing Are Not Applicable To Human
Behaviour (Bateman 2007). However Dawson (1994) Argues That If You Want An Ice Cone Out
Of A Large Cube Of Ice, You Must First Melt It, Shape It And Solidify To Acquire The Desired
Shape. This Theory Therefore Can Guide The Study In Establishing Determinants Of Employee
Adaptability To Transformational Change.

2.2 Kotter And Schelesingor Six Change Approach Model 1979

The Theory Outlines Deferent Approaches That Can Be Adopted To Minimise The Rate Of
Employee Resistance To Change. The First Approach Suggested By Kotter Is Enhancing
Education And Communication, Second Is On Enhancing Employee’s Participation And
Involvement, While The Third Is Facilitating, Support. The Fourth Is On Negotiation And
Agreement. The Fifth Approach Is On Fairness; Manipulation And Co-Option, While The Sixth
Approach Is Explicit And Implicit Coercion, In The Sixth Approach Kotter Suggested That
Employees To Some Extent Had Actually To Be Threatened To Embrace Change.

Combined Effects Of Education, Managerial Communication, Employee Participation And The
Management Openness To Organizational Change Have Been Credited By Different
Researchers As Actually Increasing Employee Participation And Their Degree Of Receptiveness
To Change. Erturk (2008) Examined This Combined Effects, And His Findings Indicated That
There Exists A Strong Positive Relationship Between Employee Education, Management
Communication, Employee Participation And Trust On The Fairness In Motivation To
Organizational Changed.

The Major Weakness Of The Theory Is The Inclination To Use Implicit Coercion, Where Critics
Argue That Managers Are Not Aware Of The Emotional Turmoil Of Employees Especially
During The Change Process (Daniel 2009)

2.3 Achievement Theory Of Mcclelland (1987)

The Theory Is Based On Three Human Needs They Are, Achievement Need, Power Need And
Affiliation Need. Achievement Is The Desire To Excel And Attain A Set Of Prescribed Standards
.According To Mcclelland This Can Only Be Achieved Through Learning And Training. Power Is
The Desire To Control Others And This Can Be Achieved Through Appropriate Leadership.
Need Achievement Is The Desire To Accomplish Something Difficult (Hall 2003) People With
High Need For Achievement Should Be Encouraged To Speak The Language Of Achievement
And Assisted On How To Take Macerate Risks To Maximise The Expected Pay Off (Mullins
1999).

Employees Try To Embrace The Change Process In Anticipation For Future Gains. This Need
Makes Them More Adaptive To Change, Loyal And Makes Them Easy To Retain In The
Organization, The Theory Enhance The Idea That Knowledgeable Employee Are More
Adaptive To New Work Situations, And Strive To Work Hard For Personal Achievement And
Self-Gratification (Kim 1993). Therefore Training And Development And The Pursuit Of
Achievement May Positively Influence Employee Adaptability To Change And Most Likely
Their Retention.

Critics Of The Theory Argue That Human Needs Differ In Different Periods Of Time, So It Is
Necessary For Transformational Managers To Advance Employee Needs Within The Different
Stratum Of The Hierarchy Of Needs, Advanced By Maslow (1954) Towards Greater Heights
Of Employee Adaptability To Change.
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3. Determinants Of Employee Adaptability To Transformational Change

3.1 Training And Development

Training Is Considered As A Form Of Human Capital Investment, Whether That Investment Is
Made By The Individual Or By An Organisation. Training And Development Of Workers Is
Defined By Kim (1993) As The Process Of Increasing Ones Capacity To Take Action In That It
Covers Acquisition Of New Skills, Knowledge And Capabilities. Continuous Training Will Assist
Employees To Keep Up And Adjust To The Change Process, Address Emerging Issues And Keep
Employees On The Change Track And Motivate Them To Stick To The Change Process Leon
(1995). Training And Development May Be Of Great Consideration Among The Change
Leaders In That, It Assists Employees During The Change Process. According To Purcell (2003)
Acquisition Of Knowledge Makes Employees More Innovative And Creative Hence
Empowering Them To Adapt To The Change Process More Effectively.

Development Is Described As Action Learning (Reverns 1971) It Is A Method Of Assisting
Managers To Develop Their Talents By Exposing Them To New Problems. Managers Should
Be Well Equipped With Analyzing Skills Formulating Recommendations And Taking Action. It
Accords The Belief That Managers Learn Best By Doing Rather Than Being Taught (Mumford
2004), Therefore It May Be Necessary To Develop And Increase Managerial Skills Of
Transformation Managers To Assist Them Steer The Change Process. Development Programs
May Assist Them To Acquire The Right Knowledge And Skills To Peddle The Change Process
Through The Stormy Waters Of Employee Resistance With Ease.

3.2 Leadership

Leadership Is The Ability To Persuade Others To Willingly To Behave Differently According To
Armstrong (2009) And Leshoe (1987) Postulates That Leaders Are Painters Of The Vision And
Architects Of The Journey. Therefore A Transformational Leader Is The One Who Motivates
The People To Transcend Their Personal Interests For The Good Of The Group. According To
Bennis (1988) Leadership Seem To Be Marshalling Of Skills Possessed By A Majority But Used
By A Minority. It Is Therefore Upon The Leader To Try And Assist Employees To Unleash The
Potential They Poses And Further Encourage Them To Develop Their Skills And Acquire
Knowledge To Enable Them Perform Their Tasks More Effectively During The Change Process.
It Is Therefore Necessary For The Leader To Pray The Crucial Role Of Preparing,
Communicating. Motivating , And Encouraging Employees To Accommodate Change.
Research Conducted By Waceke (2013) In The Banks Undergoing Transformation Change
Indicated That, Managers And Departmental Heads, And Immediate Supervisors Prayed
Crucial Role In Encouraging Staff To Positively Embrace Change.

3.3 Rewarding Strategy

The Rewarding System That Is Fair And Just May Enhance Employee Motivation, It Is A Driving
Force That Initiates And Directs Behaviour Kotter (1996). He Further Suggested That
Motivation Depended On The Type Of Leadership, The Type Of Work Involved, The Resources
Available, The Compensation And Personal Drive As Core Predictors Of Job Performance.
Workers Who Are Fairly Motivated Might Lead To Less Resistance During The Change
Implementation Period. According To Mcnamara (2010) Reward Management Adopts A
“Total War” Which Emphasizes The Importance Of Considering Aspects Of Rewards As
Coherent And Whole That Integrates With Other Human Resource Interventions, Designed To
Achieve The Motivation, Commitment, Engagement And Development Of Employees. Reward
Management Is An Integral Part In The Approach To Managing People Armstrong, (2009).
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Rewarding Is Further Enhanced By The Business Research Lab 2006 Which Recommended
That For Better Employee Empowerment Both Monetary And Non Monetary Rewards Should
Be Given.

Effective Use Of Reward And Recognition Is Proven, Practical And Cost Effective Means Of
Motivating Performance And According To Ndungu (2011) Staff Have To Be Motivated To
Assimilate The Benefits Of Migrating To A New Environment. A Well Designed Reward System
Therefore Might Be An Effective Solution To Employee Performance And May Be A Remedy
In Promoting Employee Adaptability To Transformation Change.

3.4 Retention Strategy

Retention Is Defined As The Use Of An Integrated Set Of Activates To Ensure Their
Organization Attracts And Retains Motivating Employees An Develops The Skilled And
Knowledgeable Employees That It Needs At Present And In The Future. The Aim Is To Secure
The Flow, Bearing In Mind That Talent Is A Major Corporate Resource Retention Strategy Is
Aimed At Improving The Caliber, Available And Flexible Utilization Of Exceptionally Capable
Employees Who Can Have Disproportionate Impact Or Business Performance. Different
Talent Of The Employees Should Be Developed Irrespective Of Their Categories Armstrong
(2009). He Further Emphasized On Talent Planning And Development That Include
Attraction, Retentions, Motivation Development And Succession Planning As An Entire
Process Of Talent Management. Corporation Should Therefore Use Integrated Activities To
Ensure That They Attract, Motivate, Develop And Retain Talented People For The Present
Needs And Even Future. According To Smilansky (2005).

Human Resource Is An Important And Non-Imitable Resource So The Different Skills And
Knowledge Should Be Retained In The Organization Especially At Critical Times Like During
The Change Process. Percell (2003) Postulated That, Organizations Can Therefore Achieve
Their Retention Strategy By Nurturing The Unique, Intellectual Capital They Poses To
Effectively Implement The Transformation Change Without Encountering Skill And Talent
Gaps During The Change Implementation Process.

Companies That Adapt “Talent War” Mindset May Place Too Much Value On Outsiders And
Downplay The Talent Already In The Company According To Pfeffer (2000) Leading To Anxiety
And Dissatisfaction Of Their Long Serving Employees And Even Resistance Or Worse Still
Increased Turnover. It Is Therefore Necessary To First Consider The Talents With The
Organization And Develop Them. However It Is Also Necessary To Scan For Rare Talent Within
The Environment And Recruit, Develop And Retain Such Resources Smilansky (2005).
Corporate Should Treat Individual Employees Fairly; Recognizing Their Value, Giving Them
Voices And Provides Opportunity For Growth. According To Sears (2003) It Is Better To Build
And Existing Relationships Rather Than Try To Create New Ones When Someone Leaves.
Turnover Of Key Employees Can Have Disproportionate Impact On The Organization. It
Happens That Without An Appropriate Retention Strategy It Is Likely That Many Skills And
Talents Will Be Lost Especially During The Change Process The People Of The Organization
Wish To Retain Are Probably The Ones Likely To Leave Reed (2001) Necessary. It Is Therefore
To Put In Place The Necessary HR Interventions To Retain The Rare Skills And Talents Within
The Organization Especially By Preparing Them Adequate To Adapt To The Change Process.
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Independent Variables Dependent
Variables

Training and Development

Employee
adaptability to
transformation
change

A 4

Leadership

Rewarding system and Retention strategy

Figure 1 Conceptual Framework

4. Empirical Review

Employee Adaptability To Change Is Of Interest To Employers Because Of Its Implications To
High Employee Resistance To Change, Which Has Been A Major Obstacle To The Change
Implementation Process. Markus (2011) Argued That Banks Need To Implement Change
Programs But Outlines Employee Resistance As An Obstacle To The Process. He Suggests That
Adequate Preparations Of Employees Through Training And Prior Communication About The
Change Will Enable Employees To Embrace Change With Minimal Resistance.

Studies Have ldentified Different Determinants Of Employee Adaptability To Change. A Study
By Kotter (2008) On Transformational Leadership Emphasises On The Leadership Potential
And How To Expose Their Employees To Career Expectances Designed To Develop Potential
While Improving Their Ability To Lead. However He Suggested That Strong Leadership And
Weak Management Is No Better. The Challenge According To Him Is To Balance The Two.
Locally A Study Waceke (2013) On Change Management Observed That Employees Needed
Training, Motivation, And Effective Transformation Leadership, To Enable Them To Transcend
Their Fear, Frustrations And Generally Resistance To Change. She Further Cites Gender
Programs As Prerequisite To The Change Management In Commercial Institutions In Kenya.
This Study Reflects The Importance Of Determinants Of Employee Adaptability To Change,
That May Ultimately Minimise Employee Resistance, Which Has Been Widely Cited In Many
Studies As The Greatest Obstacle To Change.

5. Conclusion

From The Foregoing Literature Review, It Has Been Observed That Many Of The Studies Done
On Employee Resistance To Change, Many Researchers Restrict Their Studies On The, Need
For Change, Business Change Process, And Economic Consequences Of Employee Resistance
To Change Implementation Process, However Gaps Exist In Addressing The Determinants Of
Employee Adaptability To Transformational Change. This Study Therefore Seeks To Address
The Determinants That May Influence Employee Adaptability To Change Prior Or During The
Change Process Especially Within The Financial Institutions, And Especially The Banks In
Nairobi Kenya.
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