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Abstract

For organizations operating in today’s ever-changing business environment, change is not only
inevitable and unstoppable, but it is also one of the most critical success factors for any
organization. Several factors influence change within organizations. These include fierce
competition, innovation, unprecedented global crises, changing consumer trends, globalization,
technological advancements, changes in internal and external laws and policies, and operational
changes within the organization, among others. Faced with the urgency of change in their daily
operations, organizations that can’t adapt and seize growth opportunities are likely to be surpassed
by agile competitors, hence they may incur losses or even fall completely if they cannot keep up
with the competition. In light of this, organizational change can bring both negative and positive
impacts on the performance of organizations, hence the need to manage it effectively. Managing
change effectively is still a big challenge for many organizations today. For this reason, preparing
for change effectively should be a top priority for all organizational managers as it plays a critical
role in the performance of an organization. It can either elevate it or lead it to its downfall. This
paper, therefore, undertakes a critical evaluation of the change management concept, including an
understanding of what the concept entails in terms of its definition, and the core principles and
models that constitute the subject matter and its relation to innovation. The paper further explores
the success factors for change management as well as the critical factors that may contribute to its
poor implementation. Lastly, drawing from both global and local examples, the paper analyzes
some real-life success and failure stories of enterprises that attempted the change management
process.
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1.0 Introduction

Change management is a critical process that enables organizations to effectively introduce and
implement change. It is driven by innovation and involves strategies such as systems theory,
participation, and empowerment, as well as the application of robust theories and cases
(Sriboonnark, 2018; Krimi, 2022). Innovation, defined as the introduction of something new,
necessitates effective change management for successful implementation (Euchner, 2013;
Tandogan, 2018). Leadership and management play a pivotal role in driving change and
innovation, and organizations need to develop robust change management capabilities to thrive
(Miller & Proctor, 2016). The concept of change management has garnered increasing attention in
both scholarly and practitioner domains as organizations strive to navigate the complexities of
adapting to dynamic changes (Stouten et al., 2018). Change management encompasses the
processes, tools, and techniques employed by organizations to facilitate the transition from the
current state to a desired future state (Asikhia et al., 2021). This often involves addressing the
human and organizational aspects of change, such as employee resistance, communication, and
the alignment of organizational systems and structures (Baran & Woznyj, 2020). The ability to
manage change effectively is closely linked to an organization’s capacity for innovation (Jaskyte,
2018). Innovation, which can manifest as process improvements, product development, or
technological advancements, is often a driving force behind organizational change (Tidd &
Bessant, 2020). Moreover, the successful implementation of innovative initiatives can be heavily
influenced by the organization’s change management capabilities (Imran et al., 2016).

Therefore, understanding the relationship between change management and innovation is crucial
for organizations seeking to navigate the complex and dynamic business environment and achieve
sustained competitive advantage. In the public sector, for instance, innovation in public
administration involves introducing new processes, technologies, products, and values (Rocha &
Zavale, 2021). The adoption of new management technologies and innovation is a key aspect of
change management (Upadhyay, 2020). Change management is particularly important in
innovation projects, helping to minimize resistance and solve problems (Amaral et al., 2020).
Ultimately, effective change management can lead to increased job satisfaction and a sustainable
competitive advantage (Helmold & Helmold, 2021). This paper undertakes a critical evaluation of
the change management concept, including an understanding of what the concept entails in terms
of its definition, and the core principles and models that constitute the subject matter and its
relation to innovation (Cameron & Green, 2019). The paper further explores the success factors
for change management as well as the critical factors that may contribute to its poor
implementation. Lastly, drawing from both global and local examples, the paper analyzes some
real-life success and failure stories of enterprises that attempted the change management process.
The conclusions drawn from the lessons learned from these case studies provide a deeper and
better understanding of the subject matter.

1.1 Organizational Change and Change Management in Organizations

In today’s rapidly evolving business environment, organizations must undergo changes or
transitions at various points in their operations to remain scalable and viable. These changes can
range from merging with another organization, introducing innovative ideas or products,
onboarding new employees, or exploring new markets. The impact of change on the trajectory of
organizations is significant, making the effective management of change a top priority for all
organizational managers (Krimi, 2022). Organizational change, as defined by Armstrong and

https://doi.org/10.53819/81018102t30145
19



https://doi.org/10.53819/81018102t30145

Stratford Peer Reviewed Journals and Book Publishing
Journal of Strategic Management

Volume 8||Issue 2||Page 18-33||April||2024| _ _
Email: info@stratfordjournals.org ISSN: 2616-8472 Fiver:vedennd Joaeer & tack Pt

{M}Stratford

Taylor (2020), involves any alterations in structure, management, employees, processes, and other
related activities within an organization. Lwakatare et al. (2019) view organizational change as the
actions in which a company or business modifies a major component of its organization, such as
its culture, the underlying technologies or infrastructure it uses to operate, or its internal processes.
In contrast, Shivappa (2015) asserts that change doesn’t always have to be drastic. It can also be
adaptive, involving small, incremental changes that organizations adopt to address evolving needs.
These changes are typically minor modifications and adjustments that managers fine-tune and
implement to execute business strategies. An example of adaptive change in organizations can be
updating the organization’s computer operating systems to new versions. This change, while not
drastic or major, helps improve the operations of the organization.

O’Reilly et al. (2019) suggest that organizational change is the movement of an organization from
one state of affairs to another. It can take many forms, including changes in a company’s structure,
strategy, policies, procedures, technology, or culture. 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, altering the way an organization operates, or it may be incremental, slowly
changing the way things are done. Regardless of the type, change involves letting go of the old
ways in which work is done and adjusting to the new ways (Samal & Chatterjee, 2020). Change
management in an organizational context is defined as the systematic approach and application of
knowledge, tools, and resources to deal with organizational change (Usman et al., 2023).
According to Daniel (2019), it involves defining and adopting corporate strategies, structures,
procedures, and technologies to handle changes in external conditions and the business
environment. Effective change management goes beyond project management and technical tasks
undertaken to enact organizational changes and involves leading the “people side” of major change
within an organization. The primary goal of change management is to successfully implement new
processes, products, and business strategies while minimizing negative outcomes. Bagga et al.
(2023) similarly suggest that change management is the systematic approach that includes dealing
with the transition or transformation of organizational goals, core values, processes, or
technologies. Henne (2019) sees change management as the art of leading an organization during
a change process, to achieve the desired change, without harming the human dimension of the
employees in the organization. Blokland and Reniers (2021) state that alignment is crucial for the
successful implementation of change and for the achievement of the desired outcomes.

According to Stouten et al. (2018), change management is a systematic approach to dealing with
change from both the organization’s and the individual’s perspectives. It involves preparing,
supporting, and assisting individuals, teams, and organizations in making organizational changes.
The primary focus of change management is on managing the process of change, not the content
of the change. It employs tools and techniques to manage the people side of change to achieve the
required business outcomes. Change management incorporates organizational tools that can be
utilized to help individuals make successful personal transitions, resulting in the adoption and
realization of change (Prosci, 2018). On the other hand, innovation refers to the process of creating
and implementing a new idea, method, or device. It involves translating an idea or invention into
a good or service that creates value or for which customers will pay. Innovation involves the
deliberate application of information, imagination, and initiative in deriving greater or different
values from resources and includes all processes by which new ideas are generated and converted
into useful products (Juliana et al., 2021). The key difference between the two lies in their goals
and processes. Change management is about managing change in a way that minimizes disruption
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and resistance and maximizes acceptance and efficiency. It’s about transitioning from one state to
another. Innovation, on the other hand, is about creating something new and different that adds
value. It’s about breaking new ground. However, these two concepts are interconnected. Effective
change management can facilitate innovation by creating an environment that is receptive to
change and encourages creativity and risk-taking. Conversely, innovation often requires change
management to ensure that new ideas are implemented effectively and that the organization can
adapt to new ways of doing things (Harrington, 2018).

1.2 Innovation and Change Management

Innovation can take many forms, including process and product improvement, new product
development, technological advancements, and sustainability, among others. Olubitan (2023)
asserts that innovation is "the outcome of a set of activities that use knowledge to create new value
for those benefiting from its use.” Innovation can also be defined as "Any new idea that has an
effective and efficient implementation, to effect a change of a system's process or device or product
that can be applied for an improved result than previously applied" (Zidan et al., 2018). According
to Edwards-Schachter (2018), innovation in a broad sense involves "developing new processes,
new products, or new organizational improvements for the industry. It can take many forms, but
in every form, it tends to reduce unit costs and/or helps to expand market demand. On the other
hand, change management in relation to innovation is "the systematic approach to deal with
change, both from the perspective of an organization and on the individual level, proactively
addressing adapting to change, controlling change, and effecting change™ (Cabrilo et al., 2018).
Cabrilo et al. (2018) further add that “the word ‘innovation' does not only mean technological
progress, but it includes the renewal of business models as well. One of the important elements of
innovation is the creation of some kind of new knowledge and wisdom through the fusion of
different ones, as new fusion meaning that in innovation, knowledge, and wisdom exist in
intangible assets.

Innovation itself cannot be viewed as a competitive organizational strategy, but once well-
articulated and analyzed, it can help organizations achieve a competitive edge over their rivals.
Innovation can help employees generate new ideas for new services and products and enhance the
day-to-day running of operations. Ideally, the significant role of innovation is to help an
organization achieve a competitive advantage in the market by consistently introducing new
products and services while simultaneously helping with incremental improvements of existing
products and services. Through this, an organization gains the ability to compete effectively in the
market by having a dominant position. Change management also helps an organization deal with
the risks and uncertainties that come with innovation by evaluating the risks and making informed
decisions about them. Gam (2015) argues "that innovation is inherently risky and always involves
making big bets on unproven concepts. But most of the risks can be reduced by systematically
testing the key questions about a new opportunity using focused experiments in the marketplace
and managing the change needed to give an organization the competitive edge over its market
rivals.

The main driving forces behind most of the changes witnessed over the past two centuries are
attributed to innovation and new technologies. Therefore, identifying the need for change requires
not only a detailed understanding of the organization's current operating environment but also a
clear picture of how things should be and could be before deciding on an innovative idea.
Understanding the business environment and the potential for future innovation requires consistent
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and focused individuals regarding business intelligence acquisition activity. To make these
changes, organizational leaders must consider several different factors (Gartner & Folkedal, 2018).
The purpose of innovation in companies is to help them develop. Organizations that are creative
demonstrate their resilience and flexibility to change, which is critical for their survival in today's
marketplaces. The growth of innovation models utilized in businesses today can be traced back to
this demand for adaptability and flexibility. Change drivers such as technological advancement,
strong competition, and globalization demanded that organization leaders develop new concepts
and ideas to meet ever-increasing customer and market expectations in ever-changing
marketplaces (Stager, 2021).

1.3 Models of Innovation

Innovation models were created to describe the innovation processes in organizations because they
give the structures for enabling and detecting the need for change in organizations by providing
values that aid in the long-term growth and development of companies. The models of innovation
state that each business's innovation process is unique, based on the demands of the organization,
and those innovation models are never unidirectional. Because of the diversity of demands and the
uniqueness of each business, no single innovation model fits all, and the model chosen is typically
dictated by the organization's innovation goals (Rogers, 2017). Due to the requirement to
accommodate the demands of many customers, processes, and stakeholders, innovation models
have evolved from generation to generation. They have progressed from simple to complicated
models that cater to the various demands of corporations and their shareholders over time. This
part of the paper will focus on the six-generation innovation models identified by Roy Rothwell in
1994, who argued that the integration and complexity of innovation models have expanded with
each generation as they help to clearly show the importance of effective change management for
organizations as they move from one generation to another and adopt themselves to deal with the
needs of each generation. According to Rothwell (1994), the difficulties and complexity of
innovation models were caused by the development of new practices that pushed businesses to
adapt to numerous shifting settings while also coping with the flaws of past generations. Rothwell
went on to say that the evolution of each model did not imply a replacement of previous models,
but rather a coexistence of models that borrowed and shared aspects to build models that could be
adopted by organizations to meet various settings.

1.3.1 Technology Push Model (First Generation)

According to Barrett (2024) the first-generation model was the technology push model, which
assumed that the formation of new industries as a result of technological advancements forced
established sectors to innovate and adopt new machinery to enhance productivity. The regeneration
provided greater employment, increased consumption of products and services, and prosperity to
the industries as a result of the technology push. Electronics and vehicles were adopted as
industries attempted to fulfill the expectations of their customers by replacing outdated technology
with new ones. One of the model's assumptions is that many of our society's problems can be
handled via scientific progress and that a crucial indication of corporate success is a company's
capacity to innovate to fulfill customer expectations. To effectively manage inventive change, the
first-generation innovation model argued that by investing in significant research and
development, firms boosted their chances of successfully developing new goods that suit the
demands of their present markets (Fang, 2023).
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1.3.2 Market Pull Model (Second Generation)

The Market Pull model, also known as the second-generation innovation paradigm, proposes that
innovation is driven by customer demand and should be led by market demands. Companies may
utilize R&D data to determine customer demands and align their innovation aims with those needs.
Simply defined, the introduction of a new product or service should be based on the demands of
the customers for such products or services. The Market Pull innovation model shares some
similarities with the Technological Push model. Both models believe that innovation occurs in a
linear progression and to manage it effectively organizations can use research and development to
assess the risk, needs, and wants of the market (Trott, 2017).

1.3.3 Coupling or Chain Linking Model (Third Generation)

The third-generation model otherwise known as the coupling, linking, or interactive model asserts
that to manage organizational change brought on by innovation effectively, there is a need to
acknowledge the complexities of innovation. Adding to the assumptions of the previous first and
second-generation models, the coupling model further argues that both technology and market
demands necessitated the need for organizations to innovate hence they were both crucial factors
to be considered for successful innovation (Rothwell, 1994).

1.3.4 System Models (The fourth generation)

The system model posits that effective organizational innovation is the result of several systems
functioning together as a single entity. It goes on to say that enterprises who can't afford to innovate
in-house might gain from collaborations with other businesses. The system concept has several
advantages, including collective learning for all members, combining expertise to address
innovation difficulties, decreased innovation costs and time, and networking benefits for small
businesses.

1.3.5 Evolutionary Models (The fifth generation)

The evolution model asserts that for innovation to occur, technical flaws must drive the demand
for change and that innovation is influenced by numerous variables other than its price. The model
elucidates the decision-making process that occurs during the development of new products. The
external and internal environment, as well as government rules and standards, all have an impact
on the decision-making process for innovation to emerge. The model's originality comes from the
fact that it recognizes the emergence of new ideas that lead to improved productivity and variety
in organizations. It also contends that businesses must change to survive and adapt to keep their
competitive advantage. According to Massaro et al., (2015), the model also contends that
businesses must change to survive and adapt to keep their competitive advantage. It also pushes
businesses to do studies into the flaws in the external environment and come up with creative
solutions to these problems as part of their successful innovation processes.

1.3.6 The Innovative Milieu (The sixth generation)

This model is the sixth-generation model of innovation, and its fundamental assumptions are that
innovation does not happen in a vacuum, but rather requires resources that are customized to
certain areas' demands. Knowing about certain areas and their customer demands leads to the
creation of unique concepts that are tailored to fulfill those needs. To effectively manage
organizational change in the sixth generation, Trott, (2017) highlighted that “The actions
influencing innovative milieu are not based on market demand but the movement and exchange of
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goods, services, and information, among other ideas. Factors like productive work environments
have influenced the capacity of innovative firms. Organizations now realize the power of a location
in the innovative process. The natural characteristics of a location, climate, air quality, and quality
of life directly impact the creative process. According to the model, the physical environment plays
a role in an individual's innovativeness. Different localities give birth to innovative firms due to
their different patterns, knowledge paths, and technology development. Therefore, firms have a
greater chance of effectively innovating through networking and information sharing within a
specific locality.” (p. 34).

1.4 Why Innovation Fails

Due to the benefits it provides, particularly in terms of providing organizations with a competitive
edge, innovation has become a buzzword for every organization, large or small, in developed or
emerging markets. In today's technologically driven and fast-paced business environment, all
organization leaders face two tough choices: innovate or fade into obscurity. Despite the dire
consequences’ organizations face if they fail to innovate, most fail to innovate because of the
challenges that come with innovation. This section will discuss the reasons why innovations fail
in organizations despite the planning that goes into them.

1.4.1 Thinking Short-term instead of Long-Term

One reason why innovation fails in many organizations is that most organizations tend to think
short-term rather than long-term. This has dire consequences for organizations because, in the
process of achieving their short-term goals, organizations tend to allocate too many resources,
leaving less towards innovation and R&D, which is key to successful innovation in organizations
(Trott, 2017).

1.4.2 Excessive Focus on Innovation Costs

An organization may fail to appreciate the importance of innovation by focusing too much on the
cost of innovation rather than the benefits. Innovation can be expensive and time-consuming, and
these two factors of cost implication and time implication can cause some organizations to shy
away from the process of innovation by abandoning new products and services that may be
beneficial to their success in the long run (Daft, 2014).

1.4.3 Lack of Strategic Alignment

Another potential threat to successful innovation would be the lack of strategic alignment, which
makes it difficult to establish the level of change management necessary for achieving the change
goals. According to Revenio (2016), "If all relevant parties involved are aligned around the
business goals, they are more likely to be aligned with the components of innovation resulting in
measurable business benefits."”

1.4.4 Lack of Support by Management

The lack of executive buy-in will most certainly fail successful innovation. Having established that
executives may often remain indifferent toward the importance of change management, it becomes
even worse when they show indifference toward the innovation initiative itself (Quirke, 2017).
"Even though they may sign off on the project, they may not be fully supportive of it and depict
minimal involvement in the strategic project decisions. This most certainly fails as employees tend
to emulate executives' attitudes and actions. To curb this, it is vital that the executive clearly
describe the need for change to the employees, articulate the expected results, explain the costs
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and consequences of delayed change, and lastly demonstrate the relationship between the proposed
changes and the expected benefits. This ultimately becomes the most substantial step towards
change, and it all hinges on effective and timely communication” (Fortunato et al., 2018).

1.4.5 Lack of Coordination and Cooperation

This is another problem area associated with innovation failure. Lack of proper communication
with relevant employees can bring organizational fragmentation and conflicts between employees
of different departments who are key to making a particular innovation successful. Deshler (2017)
asserts that "it remains essential to identify the full breadth of the employees and how they will be
affected when implementing any new processes or technology, and often, this goes deeper than
upper-level managers. At the onset of any innovative initiative, there remains a strong likelihood
that the changes will have an impact on employees across the organization. Having a robust change
framework will allow an organization to map out these impacts with detail and clarity. This will
then allow the development of a targeted communication plan that will equip and empower the
employees with the tools and knowledge they need to confidently embrace the new normal at the
organization and help them cooperate and coordinate to successfully effect the innovation.”

1.4.6 Organization Culture

According to Desher (2018), innovations may sometimes fail not because of a lack of buy-in or
strategy, but rather because the innovation is not aligned with the organization's culture. "When an
organization allows culture and innovation to fall out of alignment, its company's entire foundation
could be in jeopardy. Not only could this confuse and disorient employees, but an organization's
public image could also take a hit, along with its turnover rate. Before the start of any business
transformation or innovation, it is important to ensure that it corresponds with the brand image an
organization projects and it is in line with the plans and the in-house culture cultivated within the
organization. If it does not correspond, two choices remain: either the organization reconsiders the
innovation or changes the culture at the organization.

1.5 Successful Management of Innovation Process in Organization

Many organizations undergo changes related to innovations at varying complexities, magnitudes,
and degrees. Billions are invested annually to ensure successful innovation processes, as failure
can have catastrophic impacts. Successful management of the innovation process is crucial for
improving outcomes and helping organizations optimize opportunities from innovation. Managing
innovation successfully entails understanding the success factors that affect outcomes. While their
presence does not guarantee success, their absence contributes to failure (Miller & Miller, 2020).
These success factors form a framework describing an organizational environment vital for
innovative initiatives' success while providing a mechanism for improvement. The degree to which
these practices are established and embedded indicates an organization's capability and maturity
to innovate successfully. To achieve strategic advantages using innovation, managers should focus
on four main types of changes that provide a competitive edge in global and domestic markets
(Daft, 2014). Technological changes involve an organization's production process, knowledge, and
skill base that enable distinctive competence, making production more efficient or increasing
volume. These include work methods, equipment, and workflow. In today's business
environments, organizations must embrace continuous technological development and acquisition
to avoid becoming obsolete.
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Product changes pertain to an organization's outputs. New products include small adaptations or
entirely new lines, designed to increase market share or develop new markets, customers, or clients
(Daft, 2014). These changes are generated from evolving consumer trends and observed market
gaps, allowing organizations to modify offerings to meet demands and gain an edge over
competitors. Structural changes involve the administrative domain, including organization
structure, strategic management, policies, reward systems, labor relations, coordination devices,
management information and control systems, and accounting and budgeting systems. These top-
down changes are usually mandated by top management (Daft, 2014). Cultural changes refer to
shifts in employees' values, attitudes, expectations, beliefs, abilities, and behavior — changes in
mindset rather than technology, structure, or products (Daft, 2014). A new product may require
production technology changes, or a structural change may necessitate new employee skills, as
organizations are interdependent systems where changing one part often impacts others.

1.6 Innovation and Change Management Bad Practice - A Case of Yahoo

One good example of how change management and innovation have taken a giant company to its
grave is the story of Yahoo. Yahoo is a web services portal operated by Yahoo Inc which is
currently owned by Apollo Global Management and Verizon Communications and is
headquartered in Sunnyvale, California, United States. This was after Apollo Funds completed its
90% acquisition of Yahoo in May 2021 and Verizon Communications retained a 10% stake in the
ownership. Yahoo, once the most popular website on the internet, offers a wide range of online
services which include email, news, finance, weather, and search. Once the face and entry point of
the internet, Yahoo's change and innovation management have seen the giant company fall from
its highest-performing moments to the point where it has become a subsidiary company that was
recently sold at a loss.

Yahoo was founded back in the year 1994 by David Filo and Jerry Yang who were electrical
engineering students at Stanford University. At first, the two started with a directory of other
websites on the internet and called it "Jerry and David's guide to the World Wide Web". After
getting more than one million hits and seeing a huge business potential in their website, Jerry and
David later renamed the website to Yahoo and incorporated Yahoo Inc in early 1995. After raising
a number of venture capital, Yahoo became a public company in 1996 and raised more capital
through the selling of 2.6 million shares at USD 13 each. In the late 1990s, Yahoo went through
huge growth and in the process made some huge acquisitions. One of the most important
acquisitions the company made was Rocket Mail which was part of Yahoo's acquisition of Fourll
online communication company. Rocket Mail was then renamed Yahoo Mail which later became
the leading email service provider on the internet. Yahoo Inc went on to make more and more
acquisitions which expanded its business offers to news, finance, sports, weather, search,
entertainment, shopping, and more. This expansion saw its share price grow to its highest ever
value of USD 118.75 per share in the year 2000.

In 2001 after the dot-com bubble period, Yahoo started facing challenges. The dot-com bubble
was a period between 1995 to 2000 when investors excitedly put most of their investments into
internet-based startups with the hope of a higher return on investments in the future. And while
many of the startups never made it past the dot-com bubble, Yahoo was among the companies that
survived that period. However, after the period Yahoo's stock price went to its lowest value of
USD 8.11 in 2001. In 2004 Yahoo launched its own search engine after failing to acquire Google
for USD 3 billion in the year 2002. This was also after having a short-term deal with Google where
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Yahoo tapped onto Google's search engine services for searches that were made on Yahoo's
website. In 2008, Microsoft came in with the interest in acquiring Yahoo and offered the latter an
acquisition deal of USD 44.6 billion after several failed attempts. Yahoo denied the offer. The two
companies however reached a search engine partnership deal and came up with Bing search in
2009. Bing was intended to compete and beat Google search. Yahoo's failure started in the year
2012 while the company continued replacing its Chief Executive Officers and making more and
more acquisitions. The implementation of strategies of change and innovation in the company
became more and more intense with the hope that Yahoo would regain its popular presence on the
internet. Unfortunately, mistakes such as poor corporate governance, lack of strategic focus, and
over-paid and poor acquisition deals, made the company continue losing its revenue market shares
to Facebook and Google.

One of the main reasons as to why Yahoo kept falling from its seat at the top of the market was
poor corporate governance. Yahoo's fall was clearly visible before it even happened and its
situation was possible to resolve with proper changes to their products and governance. However,
Yahoo continued making poor decisions which included excessive change of CEQOs, incompetent
board of directors and poor decision making like higher wages at a time the company was
collapsing (Mahmood, 2016). The top seat at the corporate leadership of Yahoo has been held by
CEOs and interim CEOs from 1995 to date. However, the pace at which the leadership of the
company has been changing has been so fast with about eight different CEOs leading the company
in a ten-year period. Yahoo kept changing its leadership with the hope that new ideas would finally
earn the company better market share. But this was not the case and new CEOs kept repeating the
same mistakes that were in existence in the first place (Jacques et al., 2013). According to news
by The Guardian, Yahoo activist investors were disappointed by the board of directors claiming
the board were mishandling finances and making poor decisions which included egregious hiring
processes and compensations, poor execution of management, and lack of oversight and
accountability, which they claimed were the reason the company was recording poor financial
performances. The shareholders of the company were demanding the entire board of directors to
be fired. Yahoo's CEOs, especially Marissa Mayer, were among the top paid CEOs and this did
not change even at a time the company was struggling. The compensations of the leadership and
its hiring processes also received huge criticism from its shareholders who were not happy with
their return on investments. But this was at the expense of the company's staff who were laid off
more than once.

Yahoo's content strategy was mainly focused on providing a consolidated news platform to sell its
advertisements campaigns. While this was a much-needed product at first, things started changing
with the invention of social media. People stopped going to Yahoo for news and focused on their
social media platforms which were easily accessed on smartphones. With time Yahoo's products
started becoming irrelevant and one would quickly question its existence. And as much as this was
clear, Yahoo management did not opt for adjusting its online presence to comply with the new
demands, like starting social media-oriented products or similar. They kept on having more and
more focus on improving their existing products. Major changes to Yahoo included improving
their email applications and changing the layout of their home page. However, this was not enough
(Johnson, 2016). Yahoo played to be a one stop shop for everything with products ranging from
email, search, weather, news, entertainment, and so on. However, this did not play well with not
having a market segment focus. And while its competitors were focusing on selected market
segments, Yahoo was trying to do it all. This was another poor strategy by the company and we
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can argue that Yahoo did not play to win (Mahmood, 2016). Over the years Yahoo depended
mostly on acquisition for its product range and little did the company give focus on developing its
products from scratch. Most of these acquisitions' relevance were questionable. Yahoo made a
poor decision to acquire products that were not potentially profitable and it also overpaid for the
deals. Apart from poor acquisitions, Yahoo also made partnership decisions that did not fully
support its market growth and goals. The partnerships did not fully address Yahoo's interests and
this also led to its further downfall (McGrooran, 2016).

1.7 Innovation and Change Management Best Practice - A Case of Safaricom PLC

Safaricom PLC is Kenya's largest and most successful telecommunications company, dominating
65% of the market as of 2020. Its innovation, particularly with its revolutionary M-Pesa mobile
money transfer service, has allowed it to gain a massive competitive edge. M-Pesa identified and
filled "a massive hole in the market" by granting financial access to the unbanked majority of
Kenyans (Business Today, 2020). Safaricom's wide range of consumer-centric products and
services, tailored pricing and bundles, and reliable customer service have all contributed to its
market dominance over rivals like Airtel and Telkom Kenya. A key factor behind Safaricom's
success is its commitment to continuous innovation across all aspects of its business. It has
integrated the UN Sustainable Development Goals into its corporate strategy to drive meaningful
innovation (Safaricom, 2021). Technological innovation is viewed as central, with a focus on
developing innovative digital products/services to meet evolving customer needs and stay ahead
of competitors (Safaricom, 2020). Strategic partnerships, such as with banks to expand mobile
banking services like M-Shwari, have spawned many successful innovations (Daily Nation, 2020).
Robust governance and risk management frameworks aligned with ISO 31000 enable Safaricom
to proactively identify and mitigate risks stemming from disruption and change (Safaricom, 2018).

Safaricom understands that its success hinges on its people - employees, customers, and other
stakeholders. It has tailored engagement processes for each stakeholder group to incorporate their
insights into decision-making (Safaricom, 2020). Innovative tools like customer satisfaction
monitors guide product development to meet evolving consumer needs (Nyogesa, 2017).
Safaricom also transforms lives through community initiatives under its corporate social
responsibility, aligning its strategy with Kenyan culture and diversity. Employees are nurtured
through training at the Digital Academy to continually upgrade their skills for the changing digital
landscape (Safaricom, 2021). Another pillar of Safaricom's success is its comprehensive and
innovative approach to change management. It aims to create an agile, responsive organization
that can quickly adapt processes, products, services and skillsets to technological disruption and
market shifts. From product naming to its workplace culture, Safaricom embeds innovation and an
embrace of change throughout all facets of its business. It views change management not just as
an operational necessity, but as a core driver of its competitive advantage and sustained market
leadership (Nyongesa, 2017). Therefore, Safaricom's phenomenal ascent is attributed to its
innovation excellence spanning products like M-Pesa, technological capabilities, stakeholder
engagement, corporate strategy alignment with sustainability goals, proactive risk management,
digital upskilling of employees, and a comprehensive change management approach. Its customer-
centric, sustainable and continually innovating business model has cemented Safaricom as Kenya's
telecommunications leader and a prime example of an African company gaining global
competitive advantage through pioneering innovation (Bhadury et al., 2000; Nyongesa, 2017;
Safaricom 2018, 2020, 2021).
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1.8 Conclusion

Change is unavoidable and an inevitable aspect for all organizations seeking to survive in the
current business environment. Change can be caused by a number of factors that exist in the
internal and external environment of the organization and can have a positive and negative impact
to the performance of the organization as shown by our case studies depending on how it is
managed by the organizations. Therefore, effective management of change brought on innovation
should be a top priority for all organization managers. As seen through the success of Safaricom
PLC in the Kenyan and global markets, effective management of change provides an organization
with several benefits including gaining a competitive edge against its rivals. Additionally,
innovation and change help organizations respond quickly to the ever-changing market and
consumer demands hence help organizations realize significance of change and the opportunities
it presents organizations if managed properly.
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