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ABSTRACT
Turnaround strategic management philosophy revavesnd short-term survivability while endeavorimgt to
compromise longer-term turnaround viability theteaf The study sought to bring out clearly the tetyges
employed by Kwale Sugar Company Limited to revamapkito life after having collapsed for a very lqueyiod
of time. The main objectives of the study includ@ehtifying the turnaround strategies adopted leyabmpany
and also establish the factors influencing the awound process. One of the important strategiekided
reorganizing, refocusing of the existing team unu&w leadership, turnaround management consultipgast
and the extensive support from turnaround interiamagers. The study applied a case study sinca itdsearch
on one organization targeting senior managers esespondents. The study used both primary andhdacp
data. Primary data was collected using interviewl@as data instrument whereas secondary dataallasted
from the organization brochures, available docusamd the web. Data was analyzed using contenysasal
and findings of the study were analyzed in prosentthe findings of the study, some of the mangteties
employed by the Company to revamp back to busimedsded financial restructuring, reorganizatiomategic
repositioning, modernization and asset reductiomechtion of the turnaround strategy faces immense
complexities, pressure of limited time, informatiand resources, as well as uncertainty about tleefwhich
have to be addressed. As a conclusion, the stughdfout that various strategies need to be appligiural to
have a successful turnaround process.
Keywords: Turn-around strategy and survival ability

1. INTRODUCTION

Strategic management practices is a continuousepsothat involves attempts to match or fit the oizgtion

with its changing environment in the most advantaigeway possible (Pearce and Robinson, 2007). Aoupr
to Thompson and Strickland (2007), strategies lagenteans by which long-term objectives will be aeh.

They further point that strategies are unified, poshensive and integrated plans that relate thetesfic

advantages of the firm to the challenges of thérenment. They are designed to ensure that the lodigectives
of the enterprise are achieved through proper dixechy the organization. The role of strategyoisdentify the

general approaches that the organization utilizctoeve its organizational objectives.

1.1 TheKenya Sugar Industry

It is one of the oldest modern industrial activdtia Kenya but its story has not been so sweetr Pay delayed
payments, mismanagement and corruption have cleaid the industry. With a new sugar strategylate

for 2004-09, however, the sector has started shpsigns of recovery. British settlers establishelftrst sugar
mill in 1922, but the industry recorded minimal gtb for the past half century due to political riézence and
dilapidated infrastructure in the sugarcane-grovéireps. Other players later joined the industthélate 1960s
including the famous Mumias sugar company (1968, ather State-owned Chemelil, Nzoia, South Nyanza
(Sony), Miwani and Muhoroni. Ramisi was also ondhaf old sugar companies at the southeast of thetigo
near the coast and collapsed in the early 1980my@sugar industry report, 2008). Today, sugarégigeown
mainly in western Kenya: Nyando, South Nyanza, Masmand Busia. The area under cane is currently over
120,000 hectares, annually producing 400,000-580t60nes. Almost half of this is produced on snaings
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whilst the remainder comes from large plantatidhgs also important to note that the Domestic dethor
sugar is 800,000 tonnes, which leaves a deficitppto 250,000 tonnes that is met by imports frogiaeal
sugar producers. In East Africa, sugar productsomigh. Tanzania, Mauritius and Sudan are the keypetitors
with Kenya, and new producers like Uganda and Malase now challenging the country's fragile sugar
industry. In addition, increased regional trade tinedopening up of borders to allow sugar impaxisifboth the
East African Community and the Common Market foisteen and Southern Africa (COMESA) have hurt
Kenyan sugar producers (Kenya sugar industry re@oft1).

According to the Kenya economic survey for sugatustries (2011), Kenya's sugar industry is curgentl
dominated by competition and the factors respoesibl this include the expiry of the Comesa safedua
measures, the recent entry of private investors time sector, and the planned privatization ofstate-owned
factories. With the big deficit to be filled, a nber of private sector players recently identifieddstment in the
sugar sector as an avenue to deploy capital taroateeasonable return. The recent entrants tedhtor were
Kibos Sugar and Butali Sugar Company. At the same,tthree factories are at different stages oktraction
namely: Sukari, Transmara, and Ramisi. Sugar manegeis the responsibility of the Kenya Sugar Beard
which regulates, develops and promotes the sektmmtative plan unveiled by the Agriculture Mimgin early
2010 showed the government would sell a 51 persehte in five sugar companies to strategic investord
reserve another 30 percent for farmers. Once fastare profitable, the government would then sed
remaining 19 percent in the Sony, Chemelil, Nzdahoroni and Miwani milling companies in initial plic
offerings (Kenya sugar industry report, 2011).

According to an article in the Kenya sugar induséort (2011), the Kenya sugar industry’s woesehamainly
been caused by the high cost of sugar productiochmmakes it unable to compete well with the otbast
African countries. Kenya's production cost of Sh@80 per tonne is higher than that of rivals withiomesa
such as Swaziland, Malawi, and Zambia whose averageis Sh20,000. While the rivals plant the bofiikheir
sugarcane, Kenyan millers rely on independent fesméhose cane pricing is regulated by the Govermmen
which owns at least five of the sugar firms. Astands now, Kenyan sugar companies have been tmoteyg
the comesa treaty which unfortunately will be eixgron March 2013 exposing the industry again totleroat
competition. The mills have also not been upgraded are suffering heavy debts to the extent that th
government cannot even privatize them anytime sépart from that, corruption, poor planning and tege
have reduced efficiency making the factories weakmetitors in a free market. Drought is also a fmab
affecting the industry and this can be proved gy fict that Chemelil, Muhoroni, West Kenya, and d§lare
operating at less than half their capacities dusate shortage, while Mumias Sugar Company is miaduess
than it did last year. Most farmers are also tugraway from sugar cane farming for better products.

1.2 KwalelInternational Sugar Company Limited
Kwale District was identified as a prospective plder cane agriculture by entrepreneurs and a quigat M/S
Associated Sugar Company (Later to be called RaBugar Factory) was established in 1927 near Ragnisi.
The company established a nucleus estate andeaBiubar cane produced in the estate was procetskd a
factory. For improving the profitability the compain 1960 contracted nearby small scale farmer®ws
growers to grow sugar cane and supply to the ile sugar industry contributed heavily to the ecopmf
Kwale. Not only to the out growers who suppliedaucane to the mill, but all round development whserved
due to the contribution to the development of défé sectors and people by in-direct earning thinoug
transportation, marketing etc. The closing downthe$é sugar factory in 1980 adversely affected teepte
dependent directly and in-directly and also whatermmy of Kwale district (Sugar Industry Reform Bep
2011).
Established in 2007, Kwale International Sugar CanypLtd is situated at the old Ramisi Sugar Compsitey
in Kwale district (currently Msambweni District)ts core activities are to process sugarcane fiptioduction
of sugar, ethanol and electricity. The companyentty provides direct employment for 650 local desits. The
project has also created Indirect Employment faard00 people who work for the various contracforsthe
works being done at the site. 99% of the total wiorke on site is from within the Ramisi area (Kev&ugar
Board annual report, 2012). Mauritian Sugar giamin@ane is the force behind the new company and is
investing a whooping Sh16.5 billion in the sugampany-a move that will heighten competition in arkes
that has witnessed a number of new entrants. Thganoy, which is listed in Stock Exchange of Mausti
would form a joint venture with local investors ikwale International Sugar Company Limited — giviitg
access to 17, 000 acres of sugar cane. It woulithdodiggest entrant to Kenya's sugar market andafrtbe
largest foreign direct investments in the countggso industry in what could shake the dominancinefsector
by Mumias Sugar. The new entrant is expected tathmmmpetition in the sugar industry, which is bedglown
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by high production costs due to use of poor teagobnd old machinery. The company would rely sroivn
as opposed to small-scale out-grower farmers foe caipplies, a situation that has worked agaiffisieaicy of
local firms for a very long period of time now. ptesent, the company is working in Partnership witgKenya
Sugar Research Foundation (KESREF) to ascertain the various types of sugawechat would be suitable for
production on the Nucleus Estate and outgrowelargé (Kwale Sugar Board annual report, 2012).

So far, Mumias Sugar has faced little oppositiotsithe new entrants such Kibos, Soin and West &doynot
much its financial muscle in market where state @ivfirms Nzoia, Miwani, Sony, Chemelil and Muhoramne
struggling. Its entry will also complicate the esss environment for the local producers as thatcpvemoves
the 10 per cent duty on imports from least costipcers from the regional Comesa bloc that is duexpire in
March 2012 (Sugar Industry Reform Report, 2011).

Just like Mumias, the Mauritius firm will be loolgrat new product lines such as power generatiorac3@ 000
litre ethanol production plant. Kwale Internationdugar Company Limited is also looking forward at
establishing a water bottling plant, due to be céssioned in September 2014. This comes as Kenyajars
sector experiences cane shortages that has sdersrmoperate below capacity and raised retail prafesugar to
more than 200 shillings per kilogramme over the gasonths. The local sugar sector has receivasbathwith
the opening of Ramisi sugar factory in Kwale dddtriThe sugar plant, closed for 28 years, is exquetd
produce 3,500 tons of sugar daily at full capaciiye plant has remained dormant for the last 28sy@&vale
Sugar Board annual report, 2012).

1.3 Research Problem
Turn Around refers to recovery to profitability froa loss or declining situation. Top managementtmascue a
declining firm by responding swiftly through strgtes and policies to external and internal facassing
decline with an aim of substantial recovery. A fimay be said to be in decline when it experiencessaurce
loss sufficient to compromise its viability (Cameret al, 1987). Turn Around may be considered teeha
occurred when a firm recovers adequately to resuonmal operations (Barker and Duhaime, 1997; Roants
Pearce, 1992).
Turnaround is very important especially to Kwaldemational Sugar Company Ltd for it is to ensure a
successful comeback which will in turn ensure sdilion of the vast resources left idle for overesiqul of 27
years as a result of the collapse, economic dewwopin the wider Kwale County and the countryaag¢ and
also ensure development in terms of technology umexaf the collaboration with the overseas Mauritia
Company which will oversee the cane developmentgss, infrastructure development and general factor
rehabilitation and production. Apart from that, thea is also preferred because of its strong plofesence,
capacity that can be improved, locational advantage the excellent relationships that it has wité tocal
farmers. The company will play a very importanterah the Kenyan economy on its commissioning as it
expected to produce over 3,500 tonnes of sugay dgilising the modern technologies that will hedduce the
high cost of sugar production by almost half of tvive witness today and at the same time producaneth
molasses and other related cane products bothxfmrieand local use. The company first launchedtitategic
plan for recovery in 2007 and currently it's almtistough with the recovery process. The secondatoumd
strategic plan is underway and geared towards gt@duso as to realize its vision, mission and otiyes.
To date few researchers have addressed the tunthstrategic practices of a collapsed company. lifhieed
research that has been undertaken is deeply raotéed existing business sector and relates taddwining
companies. Furthermore, little or no research leestundertaken on the difficulties that firms eigrere in the
development of their turnaround strategic plans gaderal management practices especially on tharsug
industry and collapsed companies. For instancejuikic (2009) studied on the Turnaround StrategigheaCo-
operative Bank of Kenya and found out that thers wa single strategy that was able to confrontidieg
performance instead it had to be fought from varinonts by use of appropriate strategies. Rash@éd,1)
studied Turnaround Strategies for declining smalbkibesses: the effects of performance and resources
concentration in USA. Kiarie, (2009) did a study ¢ime Turn Around strategies adopted by Uchumi
Supermarkets Limited: under receivership and ndted the causes of the decline are diverse and beay
combination of both external and internal busiressgronmental forces. He also advocated for theofigeore
than one strategy: Khadija, (2011) studied on thepetitive strategies employed by Mumias sugar @mpo
develop competitive advantage and Owelle, (201ddlistl on the challenges of strategy implementatibn
chemelil sugar company Itd and concluded that epgae mattered a lot and have to be put into coraside
whenever there is a new strategy to be implememede of the above studies focused on strategi@atound
practices of collapsed sugar industries or the rsfigas in the turbulent sugar industry in Kenyaccardingly,
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this study attempts to bridge the knowledge gapd®king answers to the questions: What turnarouategies
can be used to revamp a collapsed business andcavehtite factors influencing the turnaround progess

2. THE CONCEPT OF TURNAROUND STRATEGY
Turnaround strategy is a process dedicated to catgoenewal. It uses analysis and planning to sawbled
companies and returns them to solvency. Turnarddatiagement strategy involves management review,
activity based costing, root failure causes anajyamid SWOT analysis to determine why the compsaifgiling.
Once analysis is completed, a long term stratelgin pnd restructuring plan are created. These ptans or
may not involve a bankruptcy filing. Once approvagnaround professionals begin to implement thenpl
continually reviewing its progress and make chartgethe plan as needed to ensure the company setarn
solvency (Peters, 1987According to Kipkeu (2009), the turnaround strategfers to the plans to be utilized to
return an underperforming or distressed companydomal in terms of acceptable levels of profitapjli
solvency, liquidity and cash flow. He further delsed Turnaround strategy in terms of how the twbnad
strategy components of managing, stabilizing, fagdind fixing an underperforming or distressed campare
applied over the natural stages of a turnaroundadlueve its objectives, turnaround strategy masense
causes of distress, resolve the financial crisibjeare a rapid improvement in financial performanamgain
stakeholder support, and overcome internal cométrand unfavorable industry characteristics (Aesygyamy,
Barker and Yason, 1995).

2.1 Factorsleading to Business Collapse
In these economically challenging times there acgemand more businesses that find themselves fitudif
situations where sales are falling, costs are gigind the creditors getting even more agitated ki@aand
Duhaime, 1997). Before a business owner or investmws in the towel and winds up the businesssit i
worthwhile considering a turnaround approach whiefore formulation, the root causes of the crisistbe
established. Aaker (1998), points out that thedfesdly encountered causes include revenue downaused by
a weak economy, overly optimistic sales projectigrmor strategic choices, poor execution of a gstoategy,
high operating costs, high fixed costs that dead@sibility, insufficient resources, unsuccessRdsearch and
Development projects, highly successful competigxcessive debt burden, inadequate financial clsntro
mismanagement of organizational resources, uncativpeproducts, sick company, acts of God, pooatstyy
and poor vision. Bevan (2002), also suggestedgbat business model/execution, lack of expertispesence
or education, fraud, overinvestment, high operatingts, new innovations by competitors or a downin
demand which leads to a loss of market share amhue, maladministration and many others coulddeesof
the reasons.

2.2 TheTurnaround Strategies
These refer to the various mechanisms that carsée 10 reverse the existing negative trend and grothers;
they include retrenchment to improve internal éficy, diversification, and liquidation. Accordibg Denis of
Corporate Renewal Solutions management group (2@bie of the signs likely to give you an early niag
include persistent negative cash flows, negativefitsy declining market share, deterioration in gibgl
facilities, high turnover rate, low morale among pdoyees, mismanagement of organizational resources,
uncompetitive products, sick company, acts of Goaolpr strategy, poor business model/execution, lafck
expertise, experience or education, fraud, insefficfinancial controls, overinvestment, high opieiga costs
among others. While each case is unique, the tounarprocess involves processes and the firstoonermally
management change where consultants are calledriaga the firm, this is followed by situation as&ywhich
is performed to evaluate the prospects of sunawal the strategies that may be adopted. This isesded by
the emergency action plan and business restrugtlsm as to achieve positive cash flow and ensuring
sustainability. This should eventually return thesiness to normalcy by ensuring employee confideace
regained, strong balance sheet maintained amongrsotfThe Turnaround Management Association-South
Africa, 2011).

Gichuki (2009) explains that there are also otlipes of strategies that can apply especially whemtospects
of the firm appear too bleak to continue as an ongoperation. They include the exit strategy whéean
further be divided into an immediate abandonmenattesgy that exits the market by immediately liqtiidg or
selling to another firm or a harvest strategy wtibeefirm plays the end-game maximizing near-teashcflows.
Corporate Renewal Solutions' turnaround managemhbitbsophy revolves around short-term survivability
(getting the business "out of the hole") while emd&ing not to compromise longer-term turnarourability
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(how to "climb the mountain") thereafter. In doithgs, some questions have to be answered whichdecHow
did it fall into the hole? (Causes of distress)wHibeep is the hole? (Severity of the financialisriand number
and nature of internal and external constraintedgchow will it get out of the hole? (Short-terortaround
strategy); what does it mean to be out of the h@®drt-term financial turnaround objectives araksholder
support); How will it climb the mountain? (Longesrin turnaround strategy inclusive of asset redoctind
strategic repositioning) and finally how high ig ttnountain?

There are so many types of turnaround strategieshwinclude the generic turnaround strategies witah
further be broken down to operational turnaroundtsgies, financial turnaround strategies, reomgitn
turnaround strategy, strategic repositioning twnad strategy, revenue enhancement as a turnasitatdgy,
cost reduction as a turnaround strategy, assettieduas a turnaround strategy and many othersr¢Bemd
Robinson, 2007). The Financial turnaround stratefsrs to financial restructuring with a view toestgthening
the balance sheet and/or provides funding. It desals with revenue enhancement and Cutback aatibich
has two dimensions; cost reduction and asset reducthe Operational turnaround on the other hamplies
changes to the value chain, which in turn requitenges in the organizational structure of the tpetéorming
or distressed business. Reorganization may aisol €hanges to the leadership team and it dedlsall the
people issues in the business. It may entail uestring, restaffing, reskiling and turnaround desship
revitalization to yield improved leadership, managat, organizational structure, organizationalratignt and
culture while the Strategic repositioning turnardwtrategy aims at Improving effectiveness anctiefficy by
basing on chances of the business domain and patymsition of the business. It can change theiarisand
customer value proposition of the distressed compmnchanging what products are offered to whatketzr
and in which fashion which may in turn change tbeenue - cost - asset structure of the businesk]iyg
improved profitability and return on capital empdaly It may do so by growing, shrinking or refoagsihe
business (Modern, 1999).

Modernization is also a type of strategy for tumerd and it involves developing a new technology or
upgrading the existing strategy which may in tunswe increased production, reduced costs and agro
efficiency. It is normally applied to stabilize tbeganization before adopting other strategies dikgansion and
diversification/integration which can either be tigal, horizontal, concentric or conglomerate dsiéication.
Repositioning is also another strategy that camidesl and the major techniques that can be usedrtwuee
Retrenchment, Repositioning, Replacement and Rdr{éleave, 1986).

2.3 Turnaround Stages

Managing the turnaround process involves some stagech have to be clearly followed and accordiog t
Peters (1987) the stages include the turnaroundt&ih assessment which is the first stage and taleee after
the need for a turnaround has been recognizealvdhies determining the Short-term survivabilityprger-term
viability, Turnaround strategies, and high-levetnaround plan among many others. Once this is done
emergency management is carried out whose objsditivtudes securing the short-term future of thsirmmss
through stabilizing the distressed company andntayhe foundation for funding and fixing of the tdéssed
company by allowing a window of opportunity for maround plan refinement. The turnaround restruocguri
stage is the third stage and it involves the imgletation of the turnaround plan devised during atwand
situation assessment and refined during the emeygermnagement stage. Turnaround restructuring tidees
form of Leadership restructuring, Financial restuning and Strategic, organizational and operationa
restructuring. This is then preceded by the tunmagorecovery stage which entails embedding thesaegds,
and managing the business during its return to alityn The Turnaround recovery is characterizedalny
increased emphasis on profits in addition to thdiezaemphasis on cash flow, Operational efficiency
improvements and Building the organization. Thendwound is completed when the company has retuimed
normal on a sustainable basis.

According to Khandwalla (2001), the format to bédaed when formulating a strategy plan should il the
executive summary; history; internal assessmentrengths and weaknesses; historical financial amgly
External environment - industry drivers, compettiforces, threats and opportunities; segmentatizerket
share ; market attractiveness; causes of distriegsrnal and external; Approaches to reverse caokdistress;
Approaches to overcome internal and external caimss; Approaches to overcome the financial créaisl
rapidly improve bottom-line results; The Stabilipat plan; Funding plan; Turnaround strategy to ffire
business in terms of strategic repositioning, rapization, revenue enhancement, cost reduction aaset
reduction; New organizational structure; Functioptdns - sales & marketing, manufacturing, etc. egh
include the Turnaround leadership; Turnaround $talkker management; Turnaround project managemeht an
financial projections.
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2.4 Managing Turnaround

According to David (1986), to effectively manage tturnaround process well an external consultantbea
involved and the existing team urged to support/lémor alternatively withdraw the existing tearmpmrarily
as a turnaround specialist is employed. It shohkhtbe followed by an analysis of the product, regrk
production process, competition, market segmentitiposg, clear thinking and lastly implementatiofi the
plans which involves target setting, feedback ardeadial action. It's also important to ensure that strategy
adopted exploits the opportunities in the environhaand is consistent to the existing resources@fitm while
giving the firm the competitive advantage.

Turnaround Managers are also called TurnaroundiBoaers, and often are interim managers who etdy as
long as it takes to achieve the turnaround. Assigrican take anything from 3 to 24 months depgnolinthe
size of the organization and the complexity ofjtit® Turnaround management does not only applysinesdsed
companies' it in fact can help in any situation kghdirection, strategy or a general change of thgswof
working needs to be implemented. Therefore turnastananagement is closely related to change manageme
transformation management and post-merger-integratianagement (Bibeault, 1982). High growth sitrati
for example are one typical scenario where turnaaoexperts also help. More and more turnaround gesa
are becoming a one-stop-shop and provide help gatporate funding (working closely with banks aheé t
Private Equity community) and with professionalviegs firms (such as lawyers and insolvency piliaciirs) to
have access to a full range of services that guedlly needed in a turnaround process. Most tunmzd
managers are freelancers and work on day rateshérg are a few very high profile individuals wivork for
very large corporations on an employed basis andllysget 5 year contracts (Yawson, 2005).

According to the Peters (1987), the components afraaround strategy involves Managing the turnadou
which includes enabling components to manage theataund's stabilization- He states that when the
momentum of an underperforming or distressed basinge down, such a business needs to be stabilized
ensure the short-term future of the business thraagh management, cash generation and cash catiserv
demonstrating control, re-introducing predictabiléand ensuring legal and fiduciary compliance; Heoa
advocates for funding and recapitalization to emghat the distressed companies can be fixed ndialy,
strategically, operationally and in general.

2.5 Survival Techniques after the Turnaround Process

Turnaround strategies often fail since they focnsachieving a longer-term vision without gettingt @fi the
hole in the first place — thereby dying in the mss; some also fail because they focus on gettibgfohole
without a strategy for sustainable recovery. Sturharounds which focuses on short-time survivgbitir a
financial turnaround alone tend to be short-livéd. get out of the hole successfully, certain lorgem
sacrifices often need to be made if the finanaigiis severe. Seamlessly dovetailing the actairgetting out
of the hole, and climbing the mountain, requirezfid stakeholder management (Cameron et al, 1987).
Once the turnaround strategies have been implechethie company should always ensure it takes cootrits
cash flows, analyzes financial situations, caroes strategic planning, identifies gross margirgniifies the
important business metrics that will improve colgrproduction, financial, management, marketirggrries
out customer tuning and pruning, eliminates andpbfias (this is an art and it is critically imparit) the
unwarranted processes, automates and delegatedyligt®es the firm's corporate identity, createsogorate
web identity (website & e-mail), creates and masageedit and working capital, carries out evaluati
continuous improvement among many other measuresafB 2002). This new corporate style needs to be
specific and written down in a strategic plan. Blémportantly, all of the company's leadership sewdfully
buy in to the process. Anindependent professiaaa be crucial in shepparding this process alomg) a
overcoming objections (Glueck et al, 1980).

2.6Summary

From a practical perspective, it appears that drgéions can benefit from Turnaround strategiese Th
Turnaround strategic process can be as simplisticamplex as necessary. Most important is that the
Turnaround plans are developed to consider theuenigeeds and context that the target organizason i
operating within. Further, and more importantlye thurnaround plans should be viewed as a tooldhakes
action within the organization and catapults iatmther level. It's a living document that guidlks &ctivities of
the organization in a purposeful manner, not sonwvspiece that is shelved upon completion and llbfeed
properly can lift the company to very high levelsm very low.
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3. RESEARCH METHODOLOGY

3.1 Research design

This study adopted a case study research desigrewvithe unit of study will be the Kwale Internatibrgugar
Company Limited. The design is most appropriatewihetailed; in depth analysis for a single unistfdy is
desired. Case study research design provides wmyséd and valuable insights to phenomenon that may
otherwise be vaguely known or understood. Thisakesedesign was successfully used by Gichuki (2@0@)
Kiarie (2009) in similar studies.

3.2 Data collection method

The study involved collection of both primary amtendary data. The focus of the study will be amyoag out
an intensive study of the turnaround strategiediegppy Kwale Sugar Company Limited. To achievesthi
primary data will be collected by way of interviegmides consisting of open-ended questions. Secypritida
will also be obtained from the company’s policissrategies, documentation and reports to suppletent
primary data. The respondents will mainly be drdrm top level management since turnaround is parate
level strategy and senior management are betteeglto respond to the issues required for the zarpd this
research.

3.3 Dataanalysis

Given the fact that both the primary and secondatg will be qualitative in nature, content analysill be the
best suited method for analysis. This is a tectmifpr making inferences by systematically and dbjety
identifying specified characteristics of messages asing the same to relate trends. It is furtmgued that the
method is scientific as the data collected candaekbped and be verified through systematic analydugenda
and Mugenda, 1999). This approach has been usepsty in similar research like the one done bgheiki
(2009) and Kiarie (2009).

4. FINDINGS

The objectives of the study were to establish tivearound strategies adopted by Kwale InternatiGajar
Company Limited and the factors influencing then&uound process. These objectives were achievedghr
interviews with the respondents assisted with geriew guide.

4.1 Turnaround strategies adopted

Kwale International Sugar Company Limited has pedsuery many strategies in its pursuit to revamgkbato
business; Most noted are the recovery strategmesdat re awakening the company. The strategietogagby

the company include the generic turnaround straseghich aimed at coming up with better productimthods
and practices that will lead to improved cash flgngfitability, solvency and financial returns.diso includes
the value chain analysis that ensures operatidfialemcy through revenue enhancement, cut badkmethich
includes both cost reduction and asset reductiategfies. The Financial turnaround strategies akse applied
and helped in financial restructuring with a viesv dtrengthening the balance sheet and/or providdirig.
Other strategies applied included the Reorganimatirnaround strategy which required changes in the
organizational structure of the collapsed or dssteel business. Reorganization entailed changetheto
leadership team which Kwale International Sugar Gany Limited has effectively done by changing itsffs
Improving effectiveness and efficiency may not bewgh. Kwale International Sugar Company Limited ha
also adopted the Strategic repositioning turnarcatrategy to build on the chances of the businessaih and
value proposition of the business. Customer manageprocesses such as sales and marketing, ancalfts
service to increase turnover through more effectbades force performance, new products, improved
functionality and range of products, new marketsl detter promotion are also to be adopted by Kwale
International Sugar Company Limited as they willnoup with various products.

Operations management processes - inbound logistipsrations, and outbound logistics - to increase
performance on quality and lead time, thereby mgisiustomer satisfaction through increased sendidivery
capability is yet another strategy that the Kwaleinational Sugar Company Limited will adopt. Tdmenpany
also aimed at improving the Innovation procesdeesearch and Development to increase the abilibffés the
market new products

4.2 Theturnaround processin Kwale I nternational Sugar Company Limited

The process of revamping back Kwale Internationaja® Company Limited into business was instituted i
2003. This was the time when a new government fdrimeg the national rainbow coalition came to power
following the elections in December 2002. It quickiroduced an economic recovery strategy for weattth
employment creation (ERS-WEC), then in early 200dpded a strategy for Revitalization of Agricult&RA)
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as a way of implementing the principles of the BRfhin the agriculture sector. In 2007 there wagraund
breaking ceremony by His Excellency the presidemti ahe turnaround plans commenced. Turnaround
practitioners were sought and started by gathddots about the organization in summary, after wikey did

the internal assessment, just to grasp the stremgtth weaknesses of the organization. Later, thakeld at the
external environment and here mainly concentratedssues like industry drivers, competitive forcéseats
and opportunities, segmentation, market share, ehaaitractiveness just to find out if the compamuld
survive the turbulent environment. The causes difjgse were then sought, both internal and exteafter
which the practitioners came up with various apphes to reverse the causes of collapse by overgomin
internal and external constraints and the finaraiais at large.

The Stabilization plan was then put in place, wHaxdhto the Funding plan that paved way for thenaumound
strategies to fix the business in terms of strategpositioning, reorganization, revenue enhancénmest
reduction and asset reduction. New organizationalctire was developed, Functional plans - sales &
marketing, manufacturing, etc set and the leadefsitikeholder management improved. With all thegsace,

the practitioners remained with the task of manggfive turnaround which is still ongoing.

From the findings, for a successful turnaroundtstyg the situation prevailing must be clearly sgnatl and
assessed, after which, emergency action plansyplace to stop the bleeding then formulation cdtsgies that
will help renew, revitalize, resuscitate, rehahtit and restructure the business so that it camréd normalcy.
The number of strategies applied doesn’t mattdpsg as you achieve the desired results and afyaim, the
study, the strategies are very much interrelatedn® another and the best result can be achievesei in
multiples as compared to a single strategy.

5. CONCLUSION AND RECOMMENDATION

5.1 Conclusion

The findings of the study indicate that Kwale Imi@ional Sugar Company Limited did put in placatsgies
that enabled it to successfully turnaround. Théowar strategies that were implemented by the compaticate
that it was able to complete its turnaround by e@rfrom a collapsed state to a state that it's meady to
commence production. The speed of the turnarouralsis seen to be remarkable. Encouraging milestones
towards achieving turnaround were well defined he tompany s strategic blue print and the futuokdo
promising as more strategies are laid to solidifg success and improve on their current state. ibivever
worth noting that the turnaround process wouldh@te seen the light of the day were it not forgheational
factors that provided the proper environment feuacessful turnaround. Also, it would not have baeuiccess

if there were no counter measures to combat a nuwibehallenges met on the way. It could be gemheral
concluded that turnaround strategies were emplapedrder to achieve a turnaround process in Kwale
International Sugar Company Limited and the effeete felt in all facets of the company during timeet of this
study.

5.2 Recommendation

There is need for a firm to pursue various str&gg@it any given point in time. This fact is suppedrby reason
that the causes of a business collapse are norattiilyuted to factors both internal and exterpahie firm. It is
therefore recommended that the firms that are fdgedecline situations in their business operatioesd to
pursue more than one strategy in order to enswkthe prevailing situation is fought from all sidéhus
enhancing business as usual.

The researcher further recommends that a similattysbe carried once the company is operationahabthe
implementation process can also be covered fullieOresearches should be done especially on th#é scale
firms that have collapsed and need to revamp kmabkisiness but lacking the financial muscles likw&nment
intervention as observed in this study.

5.3 Suggestionsfor further study

On further research, the study recommends a stkelyHis one to be conducted in other sectors ®fttonomy
especially the small and medium enterprises thaé ltmllapsed and require turnaround strategieevamp
them to business. Another study also should useenotjective empirical data rather than opinions and
perceptions that were used in this study. Simijaalyother study in the field can utilize other ferwf data
collection like questionnaires as opposed to ingevvguide that was used in this study. The impletat@n of

the turnaround strategies can also be looked atsaparate study.
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