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Abstract

Kampala city was formally governed as a local government entity under Kampala city council (KCC), due to
maladministration characterized by failure in city service delivery, mismanagement of funds among others ignited various
institutional pressures to push for its transformation into a semi-autonomous entity that's Kampala Capital City Authority
(KCCA). The transformation of KCC to KCCA encountered a lot of resistance from different sources that necessitated
divergent strategies for positive receptivity for reforms that enabled it to attain institutional legitimacy. The study explores the
various sources of resistance during the transformation period and change management practices that were adopted to create
positive receptivity for reforms—thus KCCA's attainment of institutional legitimacy. Through an exploratory sequential
design, a sample of participants was sequentially selected using purposive and snowball sampling techniques until the
saturation point was reached. Data generated through interviews was analyzed using a blend of grounded theory analysis and
the Gioia cording method. The findings reveal that the KCCA Act, the populist agenda of elected leaders, and mixing politics
and work were major sources of resistance. Secondly, both institutional oriented strategies such as creating a cultural shift,
asserting, character of the team leader, galvanizing a team that could deliver, etc and community-oriented strategies such as
walking with the community, identifying key stakeholders, and harmonizing power centers were adopted to create positive
receptivity for the reforms. The study draws the attention of administrators and policy makers to the need for thorough scrutiny
of any law to be made on the transformation of public entities but also to the need for continuous amendment of the KCCA
Act, to streamline political activities in the city and regulate the mixing of politics with technical work. In addition to that since
the city manager model has proven to be effective in the management of the city, it can be adopted by new cities and develop
succession planning for the leadership of KCCA as frequent changes in the leadership had a negative effect on the progress.
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1. Introduction

Although resistance to change is a common phenomenon  faced with the challenges of managing resistance for positive
during organizational transformation, organizations are still organizational receptivity to change. This is consistent with
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the assertion by Vann (2004), cited in [1], that there is a gap
in the literature on change management in the public sector.
Hence, understanding how organizations respond to various
external forces for change and internal forces against change
will contribute to the management and leadership of both
public and private organizations. Selvadurai et al [2] points
out that change management is the solution for organizations
to adapt to internal and external deviations. Consequently,
this article is intended to explore the change management
practices that were adopted by the leadership of the trans-
formation of KCC to KCCA to mitigate resistance that’s
creating positive organizational receptivity for change that
enabled it to attain institution legitimacy.

The concept of receptivity to change seems new in the lit-
erature on institutional management, but it dates back to the
work of [3] on change in the public sector and bureaucratic
organization, in which they refer to receptivity as:

‘Receptive contexts’ for change are those that enable the
progression of a change initiative within the environment,
and ‘non-receptive contexts’ are those that hinder the pro-
gress of a change initiative [4].

Therefore, successful organizational change is a reciprocal
of change management practice and organizational receptiv-
ity to change. Knowing that successful organizational change
is dependent on organizational receptivity to change, studies
on psychological factors influencing receptivity to change
and change management practices have become a subject of
concern to scholars of institutional management and leader-
ship Chetty, (2015); Backoff & Nutt, (1993), cited in [2].

According to [5], organizations' adaptation to change and
structural inertia are visible at the social, psychological, and
structural levels. The choice of KCC that was transformed
into KCCA brings out the two levels of analysis: the struc-
ture of KCC as a local government unit was transformed into
the executive authority, where structural changes were car-
ried out, resulting in a shift from the mayoral model to the
city manager model for governance structures, and the peo-
ple who were under one administrative unit were trans-
formed into two administrative arms, the political wing and
the technical wing, so the reaction to these changes and how
they were reconciled was a point of interest.

2. Statement of the Problem

Globally, public institutions are rampantly faced with re-
forms, especially in the administration of these organizations
that meet the increasing demands of the increasing popula-
tion [6]. Successful change initiatives in an organization will
depend on good change management practices during the
change process, especially in areas of managing the transi-
tion period [7]. This fosters positive receptivity to organiza-
tional change, hence successful organizational change. That
results in improved employee performance and financial
gains for the organization McLean, 2007, cited by [8, 9].
Despite the massive resources and good plans, government

245

commitment, and will towards initiatives for change, man-
agement of these initiatives is still a challenge; [10], cited in
[8], and reported that close to 70% of change initiatives are
not completed successfully.

In Uganda, the [11] on Makerere indicated that there were
no records of the lessons learned from the pilot college of
health science that could have informed the overall transfor-
mation process. This is an indication of how the university
was struggling to manage the change process. The pullout of
government in Uganda from public-private partnerships in
the education sector is another indication of failing change
initiatives in the [12], which are attributed to low receptivity
to these organizations. Rees et al [13] asserts that if change
management is mishandled, its cost implications for individ-
uals and organizations and the long-term multiplier effect are
extremely high. Given the consequences, it is paramount to
understand how change management practices can contribute
to successful organizational receptivity to change in public
organizations in Uganda.

Therefore, this study sought to explore the change man-
agement practices that lead to the receptivity of changes to
reforms in KCCA. In response to this, three objectives were
studied: to find out the various sources of resistance that re-
sisted the transformation process, thus dragging the receptiv-
ity of reforms, to find out the change management practices
that the leadership of the transformation adopted to deal with
resistance during the transformation period, hence the recep-
tivity of reforms; and to find out the extent to which quanti-
tative results on change management practices to deal with
resistance during the transformation of KCCA support the
initial qualitative results. The subsequent section of this arti-
cle presents the conceptual review, theoretical review, meth-
odology, literature review, findings and discussion, conclu-
sion, and recommendation of the study.

3. Change Management

Change management has been defined as an approach to a
set of activities, i.e., plan, design, implement, manage, evalu-
ate, and sustain the change initiative within the organization
Lientz & Rea, 2004; cited in [14]. Change management is a
complex social phenomenon with no clear boundaries [15].
Therefore, the researcher concludes that the activities in-
volved or carried out during the change process are termed
change management practices. With that perspective, change
management practices in Uganda's public sector deal with
the planning for change, implementation of change, manag-
ing the transition, and adaptation to change. Change man-
agement is about how effectively and efficiently those pro-
cesses can be successfully managed so that the initial objec-
tives of the desire for change are attained.
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4. Organizational Receptivity to Change

According to [16], receptivity to change is the extent to
which the organization (individual, group, and organizational)
is willing to adhere to change that is a result of external and
internal challenges, innovations, and technological initiatives.
Receptivity, according to [17], stands for a person's willing-
ness to accept change, and this can be both at individual and
organizational levels. At the organizational level, it focuses
on members' willingness to individually and collectively
accept proposed changes and their legitimacy.

Pettigrew et al. [3], cited in [18], identify eight key dimen-
sions of receptivity for organizational change in the public
sector and bureaucratic organizations. These dimensions
include the availability of key people leading change, quality

Conceptual framework

Independent variable

Change management practices

Planning change

*  Resource mobilization

s  coalition

*  Budgeting

¢  Training
Implementation

®  structures
*  Stakeholder's
management
* communication strategy
*  motivation and rewards
*  tracking progress
Managing Transition

and coherence of policy, long-term environmental pressure,
supportive organization culture, effective managerial-clinical
relations, a cooperative inter-organization network, simplici-
ty and clarity of goals and priorities, and the fit between the
proposed change agenda and its locale. Receptivity, accord-
ing to [19], is an analytical tool that can be adopted to exam-
ine how public organizations are open or receptive to change
and how they cope with or manage change for success. This
tool, receptivity, has four dimensions: ideological vision,
leading change, institutional politics, and implementation
capacity. Therefore, this study examined whether the dimen-
sions put forward by [19] coincide with the strategies that
were adopted by the leadership of the transformation, thus
fostering positive receptivity to the transformation. These
four dimensions were chosen because they almost fit within
the eight dimensions of Pettigrew.

Dependent variable

Organization receptivity to
change

Ideological vision
Vision
Strategy
Organization culture
Leading change
Leadership stvle
Leadership skill
Teamwork
Decision making
Institutional politics
Conflict management
Advocacy coalition
Formal and informal
structures
Implementation capacity
*  Trained staff

¢  Finance & material

Adoption of change

o feedback
*  rewards and incentives
for achievements

s  change in attitude

*  Dbeliefs

L] systems . .
Organization

L] Processes

®  structures learning:

Single loop learning

Double loop learning

Iespurces

*  Resource mobilization
skills
*  Local actors

Moderating variable

Figure 1. Showing the conceptual framework. Source: developed by the researcher based on review of literature.

5. Contextual Background

The public sector is tasked with the delivery of social and
economic public goods, but due to the challenges and the
cost of delivering this role, public sector management is con-
stantly changing to find the best way to do its role [20]. As a
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result of Kampala Capital City’s failure to meet public ex-
pectations in service delivery due to maladministration,
through the Kampala Capital City Authority Act of 2011, it
was decided that the city be managed by the central govern-
ment, thus the creation of KCCA [21]. The City Authority
has two wings: the political wing headed by the Lord Mayor
and the technical wing headed by the Executive Director [22].
The transformational process was characterized by the re-
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sistance that dragged its attainment of institutional legitima-
cy, and this necessitated strategies to manage this by creating
a positive receptivity for the reforms.

6. Theoretical Background

Technological Acceptance Model 2 (TAM 2)

The Technology Acceptance Model (TAM 2) by [23, 24,
25] was adopted to analyze how change management prac-
tices can lead to acceptance or rejection of change initiatives.
Davis proposes that system use can be explained or predicted
by user motivation, which in turn is directly influenced by
external factors consisting of the actual system’s features and
capabilities. Based on this, TRA modified the theory and
concluded that user motivation can be explained by three
factors: perceived ease of use, perceived usefulness, and atti-
tude towards using the system. The assumption is that the

attitude of the user towards a system is a major determinant
of whether the user uses or rejects the system. The attitude of
the user, in turn, is considered to be influenced by two major
beliefs: perceived usefulness and perceived ease of use. Per-
ceived ease of use directly influences perceived use fullness,
and these two are directly influenced by the system design
characteristics x1, x2, and x3, as according to Davis's origi-
nal TAM [24]. Therefore, according to [26], people tend to
use or not use a system based on their perception that it will
help them increase their job performance (perceived useful-
ness) and also that the effort required in using the system
directly affects the usage behavior (perceived ease of use)
[25]. In line with the four determinants, the question devel-
oped by the researcher is: how are change management prac-
tices perceived to have successful organizational receptivity
to change?

Experience Voluntariness
Subjective \\ /
Norm
\ // Perceived
Image Usefulness
Intention Usage
Job to Use Behavior
Relevance
Perceived
Ease of Use
Output Technology Acceptance Model
Quality £y Acceprance
Result
Demonstrability

Figure 2. Showing the Technology Acceptance Model. Source: Adopted from Venkatesh & Davis 2000.

7. Methodology

Through an exploratory sequential research design, an in-
depth exploration of the respondent's views on the phenome-
non was conducted. This design enabled the researcher to use
qualitative results to develop a more complete understanding
of the phenomenon and develop new measures or theories
that are subsequently confirmed through quantitative tech-
niques. For the qualitative phase, seven participants were
selected from the executive arm and the political arm. These
were chosen because of their central role in designing strate-
gies that saw receptivity to the transformation, thus helping
KCCA attain its institutional legitimacy. During the quantita-
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tive phase, the targeted population was enlarged to ensure
that a representative sample was obtained so that generaliza-
tion of the findings was possible; thus, a sample of 252 par-
ticipants was drawn for the study. Grounded theory analysis
was used for qualitative data analysis, and both descriptive
and inferential statistical analysis were done during the quan-
titative phase as the researcher did not only want to describe
the characteristics of the variables and respondents but also
to make inferences about the target population.

8. Literature Review

Pressures resisting change are forces within an organiza-
tion that may oppose the proposed change initiative. As [27]
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noted in his force field analysis theory, within an organiza-
tion there are always two forms of opposing forces: the driv-
ing forces for change and the restraining forces, that is, pres-
sures resisting change [28]. [28] further argue that these re-
straining internal forces act as barriers to change, which can
either be directly or indirectly communicated.

8.1. Sources of Pressure Resisting Change

8.1.1. Organizational Culture

Culture is termed the software of the mind that results
from the refinement of the mind by processes like education,
art, and literature [29]. So, this refinement is the process
through which culture can be transformed. Culture is also
understood as the collective programming of the mind that
distinguishes one group from another [29]. Programming
means that when culture is learned and once it is established,
changing it is likely to be resisted. [30] argue that the intrin-
sic value of culture in public organizations is that it reduces
instances of conflict, uncertainty, and turbulence. In the same
vein, [20] contends that an organizational culture that
strengthens employee involvement, rewards teamwork, rec-
ognizes individual effort, and incorporates the needs of cli-
ents and users inhibits organizational change. Organizational
culture builds internal resistance to change, and this will cre-
ate institutional characteristics resulting from the informal
norms and values that members bring to the organization
from their social backgrounds, hence forming strong cultures
or subcultures in their work groups or departments [30]. This
means that resistance is entrenched in individuals, groups,
and systems or procedures, hence making it difficult to con-
form to change, especially when it threatens long-established
administrative cultures.

8.1.2. Organizational Structure

Scott et al [5, 30] summarize the claim that organizational
structure consists of positions and rules that determine who
shall or can do what and the various tasks to be executed.
Once this structure is established and adapted by members of
the organization, changing it may not be easy, thus creating
structural inertia. Structural inertia plants a strong pressure,
especially during radical changes in organizational strategy
and structures, since this threatens the legitimacy of the or-
ganization [31]. Organizational structures place considerable
constraints on leaders in an attempt to change the organiza-
tion through the formalization of procedures, centralization
of authority, and the red tape involved in the transformation
process [32]. This is because the routines, procedures, and
regulations established by the existing structures impose
constraints on the proposed changes and are very rigid and
entrenched in the organizational culture.

8.1.3. Organizational Leadership
Leadership, according to [33] path-goal theory, is about
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defining the path, removing obstacles, and providing support
so that team members can achieve organizational goals. This
implies that the leader has a significant influence on the di-
rection of the organization, and because of the trust and con-
fidence that followers have in their leaders, if the leaders do
not support the transformation process, there will be re-
sistance to change. Rainey et al [32, 34] argue that leaders
have to do this by using appropriate coaching and giving
direction to clarify the path to the desired destination and
removing barriers from those paths and frustrations that arise
along the way. Once the followers fail to understand the
leader, the leadership strategy, and how they are to benefit,
they will resist the leader and sabotage his strategies for
change.

8.1.4. Individual Anxiety

Resistance to change in public sector organizations also
occurs at the individual level due to the anxiety of the un-
known, and this will cause individual resistance to planned
changes. [35] in their case study on identifying resistance in
change management, contend that because individual
stakeholders feel disenfranchised of the benefits due to
proposed changes, change will fail or result in a battle be-
tween those supporting change and those resisting it. Even
though organizational structure, leadership, organizational
culture, and individual anxiety contribute to internal re-
sistance to change, [20] argues that these factors culminate
in what is termed a lack of institutional capacity to manage
change. Consequently, this individual anxiety slowly piles
up into what [36] call a web of self-reinforcing narratives
that the organization may not be aware of, hence posing
resistance to organizational change or a stabilization force
for continuity. So, for public sector organizations to con-
form to external pressures for change and gain institutional
legitimacy, it requires great attention to developing strate-
gies that can increase the willingness to accept reform at all
levels of the organization.

8.2. Strategies to Deal with Pressures Resisting
Change

The change in public sector organizations is based on the
assumption that the reforms will create beneficiaries and
losers, and losers know very well what they are likely to lose,
this creates a high level of internal resistance and may re-
quire a coercive force to overcome the internal resistance [48,
38]. However, renowned scholars of change management [39,
40, 38, 32], propose several strategies for dealing with this
resistance. They argue that advanced education and commu-
nication of the proposed changes and the reasons for change
enable organization members to see the need and logic of
change, hence reducing resistance.

They further claim that the participation and involvement
of potential resisters in the change process can lead them to
forestall resistance. This goes hand in hand with negotiation,
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especially with those that have legitimate resistance. For this
reason, coalitions may be built that can champion change
among other members. Kotter and colleagues offer other
strategies like facilitation and support during the transition,
manipulation, and co-opt of potential resisters to weaken the
pressures resisting change by appointing the leader to a stra-
tegic position in the change process, and where need be, ex-
plicit and implicit coercion can be adopted to deal with re-
sistance, especially in times of urgency.

Jones et al [28] depart from Kotter's strategies and argue
that resistance can be reduced by scaling down the scope of
change and also introducing change in phases, as a great
magnitude of change will stimulate wider resistance that
can be difficult to deal with. They further claim that since
the change will cause a breakaway of relationships, the fear
of losing relationships can also lead to internal resistance
among members, which can be manipulated by ensuring the
maintenance of these relationships or facilitating the crea-
tion of new ones after the transition. Jones et al [28] sug-
gest other strategies, such as enhancing the trust and confi-
dence that members have in their leaders and having a
thoughtful, credible plan that members feel will work,
hence compelling them to follow.

Recent studies on dealing with resistance by [41]explored
numerous ways of overcoming resistance, ranging from
threats, compulsion, criticism, persuasion, inducement and
rewards, compromise and bargaining, guarantees against
personal loss, and psychological support [42]. Though all
these are the right strategies, several studies conducted on
resistance in public sector organizations have emphasized
Kotter's strategies, which are: political support, appropriate
leadership, having a coalition for change, i.e., internal and
external support for change, communication, and stakeholder
involvement [42, 43, 39, 20].

For strategies to deal with resistance that may accrue dur-
ing the course and outcome of changes in the public sector,
[30] offer four perspectives or approaches that can be adopt-
ed to mitigate resistance and ensure support from the would-
be sources of resistance: a hierarchically based instrumental
perspective where organizational changes are desired and
planned by superior leaders or authorities. Second is the ne-
gotiation-based perspective, in which the changes are based
on mapping the various interests and resources of different
stakeholders who may be affected by the reforms. The third
perspective proposed by Christensen is a cultural perspective
where reforms and change programs are linked with actions
that correspond to established informal structures, norms,
and values, as these will influence the organization's struc-
tural features. Lastly is the myth perspective, where reforms
will be guided more by the widely adopted recipes by specif-
ic organizations than by how they are developed and mediat-
ed.

Further, [44, 45] argue that handling internal resistance
during public sector organizational reform will require lead-
ers to serve as institutional entrepreneurs from within the
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targeted organization or outside the organization to act as
catalysts for the proposed reforms, and they help to build
legitimacy for the organization. It is therefore observed that
for reforms in public sector organizations to successively
take root, a multidimensional approach towards internal re-
sistance needs to be adopted.

9. Findings and Discussion

9.1. Sources of Resistance During
Transformation

The KCCA Act

The transformation of KCC to KCCA was characterized
by resistance right from the process of the enactment of the
KCCA Act. The KCCA Act, with its ambiguous and contra-
dicting sections, caused mixed interpretations of the Act.

You know very well that towards the end of her first ten-
ure there was a legal interpretation of the Act that gave simi-
lar functions to the Executive Director and the Lord Mayor,
and because both were lawyers and each reading from his or
her page seemed right, that is where most of the antagonism
came from. Antigonism became so strong that the technical
wing and political wing were not in harmony, just because of
how the law was drafted. KPMO05.

For example, on several occasions, different voices could
be heard demanding the amendment of the KCCA Act. Sub-
sequently, later in 2019, some sections of the Act were
amended.

Populist agenda of elected leaders

The resistance during transformation was partly attributed
to the populist agenda of elected leaders, as mentioned: “Yes,
leaders at different levels contributed more to the resistance
of the transformation... and the hurdles we went through, one
of them was our elected leaders whose agenda was different:
they had a populist agenda.” KPKO02. In support of this, the
information retrieved from the [46] also reported that politi-
cal interference in the implementation of city ordinances
resulted in lawlessness in the city, thus hampering the trans-
formation process. Furthermore, the first Executive Director,
in her resignation statement, also expressed concern over the
politicization of various KCCA programs, which hampered
progress [47].

The politically elected leaders of KCCA were confronted
with diverse interests in executing their mandate of oversee-
ing the operations of the technical wing, and this was another
root cause of resistance. Although society, through a demo-
cratic process, gives elected leaders a mandate to steer public
entities, at times this power is abused [30]. For instance, in
this case, they could be seen supporting activities of the pub-
lic that were against KCCA, putting in a lot of effort to paint
a negative image of KCCA, thus frustrating the transfor-
mation and dragging behind the achievement of its goals.

House et al [33], with their path-goal theory, assumed that
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the role of these elected leaders is about defining the path,
removing obstacles, and providing support so that the team
members can achieve organizational goals. This was not the
case here. Therefore, it is clear that the technical wing was
determined to reorganize the city, but the political leaders
were determined to please voters. This gave the resistance
the momentum to frustrate the transformation because the
politically elected leaders were many and at different levels.
Despite prior engagement between the technical wing and
the political wing on the programs to be implemented, the
elected leaders could turn around to oppose them and even
incite the masses to do the same.

This unexpected behavior of some elected leaders can be
attributed to their perception and interpretation of the enacted
environment. Selznick et al [49] claim that members of the
organization have to first understand it before they can de-
cide on how to respond to it, and therefore, their response
will depend on how correctly they understand and interpret
the pressures behind the change process, thus resisting or
surrendering to the pressures.

Mixing politics and work

Mixing politics and work surfaced in several ways that
dragged the transformation out as the participants inter-
viewed brought it out. One of the participants noted that the
enactment of the KCCA Act was politically rushed as the
country was heading towards general elections and that the
government had an interest in the political governance of the
city. "I think one of the hurdles is politics. Politics is a big
challenge. People want to politicize everything, including
work, and once you do that, you're bound to fail." KPKO02.
This demonstrates that, being the capital city of the country,
the politics of the central government and local governments
cannot be isolated from the city administration. The en-
trenchment of politics, and worst of all, multiparty politics,
had a significant effect on the transformation process. Con-
sequently, delivering a transformation in such a politically
divided community wasn’t easy, as any proposed transfor-
mation project could be viewed through political lenses,
whereby the opposition cadres could drag the process
through resistance to deny the other side political gain.

However, there is a view that this resistance might not
have appeared as massive as it did had the leadership of the
transformation taken into consideration [28] assertions that
resistance can be reduced by scaling down the scope of
change and also introducing change in phases, as a great
magnitude of change stimulates wider resistance that can be
difficult to deal with. This was possible because the law did
not provide for a time limit nor a model of transformation,
thus a phased approach for implementing the transformation.

Even though scholars like [29, 30] point out that organiza-
tional culture that is entrenched in individuals, groups, and
systems or procedures builds internal resistance to change, this
was not the case for KCC. Instead, it could be said that the
culture that had been built up in this broken system was a cul-
ture of letting everyone do what he or she wants—a laissez-
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faire culture—a culture that was not built on shared values,
hence the lack of institutional cohesion. Hannan et al [31]
claim that structural inertia plants a strong pressure, especially
during radical changes in organizational strategy and struc-
tures, since this threatens the legitimacy of the organization.

In conclusion, the study findings on the sources of resist-
ing pressure for change during the transformation of KCC to
KCCA to a large extent differ from Maurer's (1996) typology
on the sources of resistance, in which he asserts that it is a
three-level continuum. According to Maurer (1996), cited by
[28], resistance during transformation is at three levels that
serve as factors for resistance: lack of adequate information,
emotional reaction due to perception of change, and lastly,
trust and confidence in the leadership.

9.2. Dealing with the Resistance for Change and
KCCA'’s Institutional Legitimacy

During the transformation of KCC to KCCA, pressures re-
sisting these changes existed, and these were both internal
and external to KCC for the leadership to successfully deliv-
er the transformation and attain the general acceptability of
KCCA,; thus, to attain institutional legitimacy, these pres-
sures had to be controlled. Controlling or eliminating pres-
sures that resisted the transformation of KCC to KCCA and
for it to attain institutional legitimacy took two approaches:
those that were directed towards eliminating or reducing
resistance within the institution, which were conceived as
institutional-oriented strategies, and the community-oriented
strategies that were directed towards eliminating or reducing
resistance encountered within the community while imple-
menting the transformation.

Asserting institutional direction

Given that KCCA was a new entity created a midst re-
sistance, the first strategy to deal with resistance was to as-
sert institutional direction. That’s letting all the stakeholders
and partners understand what KCCA is and stands for. This
was through management declaring its strategic direction as
far as transformation. The management had to answer the
following questions as one of the participants put them for-
ward: “Transformation is about where we are going: where
do we want to go? Why there, and how do we get there? And
most importantly, how do we know that we have gotten
there?” KPKO02. The information retrieved from the KCCA
ministerial policy statement (2013/14) indicated that KCCA
had successfully effected a series of reforms to set the path
for sustainable transformation in the city. Furthermore, the
quantitative results indicated a positive relationship between
asserting institutional direction as a way of creating positive
receptivity for institutional legitimacy. This meant that the
leadership of the transformation, adopting those strategies to
assert the institutional direction, positively contributed to
positive receptivity to change, thus the attainment of institu-
tional legitimacy for KCCA.

This illustrated that providing clear information and
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changing the mindset of those resisters who were resisting
because of the misinformation about the transformation of
the city positively welcomed the reforms. This was the ideo-
logical vision according to [19] strategies to create positive
receptivity for change. In this case, those who understood
and were fed up with the broken system at City Hall and
were yearning for change could easily support the transfor-
mation.

Creating a cultural shift

Transforming from an old system to a new institution
meant a culture change. As noted by the participants, "No,
we did not change culture, but we created a new culture
based on our core values, which are: client care, integrity,
excellence, innovativeness, and strong teamwork." KJMO1.
The quantitative results indicated a positive relationship be-
tween creating cultural shifts as a way of creating positive
receptivity for institutional legitimacy. This meant that the
leadership of the transformation, creating a cultural shift
from the previous tainted culture, reduced the resistance to
the general acceptability of KCCA, hence strongly contrib-
uting to the attainment of the institutional legitimacy of
KCCA.

The sentiments above clearly underscore the significance
of a strong culture entrenched in the institution—what [3]
called supportive organizational culture as a strategy for en-
hancing positive receptivity for change—which, if not creat-
ed, can frustrate and draw back the transformation process.
[30] contend that organizational culture builds internal re-
sistance to change; this emanates from the informal norms
and values shared by members. Therefore, the laissez-faire
culture that had been entrenched in the system of KCC could
not support the achievement of the objective of the transfor-
mation, hence the need for a cultural shift, that is, a change
from a laissez-faire culture to a corporate culture that builds
institutional cohesion.

This culture change also involved a change in institutional
values, logo, mission, and vision to represent the new corpo-
rate entity. This conformed with [29], who recommended
that successful change in organizational culture is not only
changing at the superficial level but must be supported by
more fundamental changes at deeper levels of heroes, rituals,
corporate culture, and the values of leadership.

Therefore, changing organizational culture means institut-
ing new procedures and systems that would build resistance
to the new pressures for change or those in abeyance [29].
The study further revealed that the new culture manifested
itself in the way staff were working; even contractors could
work at night; the staff went beyond working hours because
they had to deliver results; zero tolerance for corruption; etc.
Consequently, the corporate culture that was instilled and
nurtured in KCCA could, over time, constrain any future
proposed changes as postulated by the path dependence theo-
ry [38].

Galvanizing a team that could deliver a transformation

Since the leader of this transformation knew the challeng-
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es ahead of her in terms of resistance, which necessitated her
to build a competent team that could deliver a transformation
and not just build a team, this is what [3] termed a coopera-
tive inter-organization network as a strategy for enhancing
positive receptivity for change. It is not only about building a
team but also maintaining its cohesiveness and loyalty; that
is, galvanizing a team. One of the participants interviewed
noted: "Galvanizing a team that believes in you is very fun-
damental for delivering the transformation.” Now, building a
team that can be relied on to deliver a transformation is very
difficult; that's why most of the transformations fail.”
KPMO05. The quantitative results indicated a positive rela-
tionship between galvanizing a team that could deliver a
transformation and creating positive receptivity for institu-
tional legitimacy. This meant that the leadership of the trans-
formation embarking on team galvanization strategies
strongly reduced the penetration of resisters and distractors,
hence improving the general acceptability of KCCA.

Building a team that can deliver is one of the cardinal
roles of institutional leaders. [50] argues that leaders have the
duty of maintaining internal consistency, overcoming exter-
nal enemies, and securing organizational legitimacy. Because
of allegiance and shifts in power bases, maintaining loyalty
and cohesiveness within the team that can keep the transfor-
mation on course does not come automatically; hence, a
leader of the transformation had to devise strategies that
could help galvanize the team. [32, 34] argue that leaders
have to do this by using appropriate coaching and giving
direction to clarify the path to the desired destination and
removing barriers from those paths and frustrations that arise
along the way. For instance, in the case of KCCA, the leader
had to identify and punish errant staff, that is, the use of the
‘carrot and stick method. This was done through a staff moni-
toring team unit and the use of technology. It is evident that
the staff monitoring unit established was to hunt down inter-
nal resistance to the transformation; the technology would
also curb bad practices that would tarnish the image of the
transformation and the institution. As a leader, she had a
team that was determined and committed to delivering the
transformation.

Sticking to areas of focus

Secondly, the leadership had to stick to areas of focus be-
cause this transformation had been tried and failed because
of detractors and resisters. This time, the team had to stick to
the main goal. As noted by the participant, "because there
were a lot of reports on the performance of KCC, e.g., the
Kasasiro (garbage), it was very key that we focus on the is-
sues of roads and Kasasiro; that's why we were very keen on
coordinating those issues” (KPMO5). The quantitative results
indicated a positive relationship between sticking to areas of
focus as a way of creating positive receptivity for institution-
al legitimacy. This meant that the leadership of the transfor-
mation, adopting those strategies intended to stick to areas of
focus, positively contributed to positive receptivity to change,
thus the attainment of institutional legitimacy for KCCA.
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The above exposition on areas of focus represents what [3]
termed the fit between the proposed change agenda and its
locale as a strategy for enhancing positive receptivity to
change. Sticking to areas of focus suggests that these strate-
gies were based on the number of reports that had been done
on the performance of KCC and its management and also on
the needs of city dwellers. This implies that at that time, be-
cause the team knew that they were responding to the needs
of the locality, they moved on to work towards achieving the
targets regardless of the lack of support from the politicians,
and on many occasions, the political wing could be heard
lamenting that the technical wing had sidelined them, had not
involved them, and so forth. Sticking to areas of focus could
only be possible through enhancing the trust and confidence
that team members had in their leader and having a thought-
ful, credible plan that members felt was going to work, hence
compelling them to follow [28].

The study further revealed that, for instance, by sticking to
areas of focus in a short period, the leadership of the trans-
formation had started to work on the immediate challenges in
service delivery that KCCA was grappling with, and these
included management of revenue collection, a poor account-
ability system, weak enforcement, and a poorly motivated
workforce, among others. Such a success that the leadership
transformation recorded in securing KCCA's institutional
legitimacy was a result of followers (city dwellers) under-
standing the leader, the leadership strategy, and how they
were to benefit as postulated by the leader/follower theory
[40].

The character of the leader

The most important strategy that drove these other institu-
tional-oriented strategies to deal with internal resistance was
the character of the leader. As noted:

One was to ride above the pettiness that some time would
ensue. You know, if you're a team leader, particularly in this
case, we had the COE, who wanted to demonstrate that she
was different, that she was going to be transformative, but
also that her words are going to be her bones; she said, Well,
whatever we say, we shall first and foremost be believable.
Let people trust and know that if you make a directive or an
order, it must be followed, and each and every member of
staff has to take a cue and thereafter gets into the public.
KCOO.

Consistent with the above, the information retrieved indi-
cated that the leader of the transformation was a distin-
guished leader who did a commendable job, and in recogni-
tion of her as a transformative leader, she was given 38
awards at the local, regional, continental, and global levels
[47]. The quantitative results indicated a positive relationship
between the characters of the leader as a way of creating
positive receptivity for institutional legitimacy. This meant
that through her character and leadership behavior, the lead-
ership of the transformation positively contributed to positive
receptivity for change, thus the attainment of institutional
legitimacy for KCCA.
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Given the above experiences, it is clear that it takes the
leader’s character to galvanize a team, assert institutional
direction, change the institutional culture, etc. This is what [3]
saw as the availability of key people leading change as a
strategy for enhancing positive receptivity for change, which
coincides with leading change as, according to [19], strate-
gies to create positive receptivity for change.

This tells how the leader of the transformation exhibited
an extraordinary character of determination, courage, and
authority to transform the city. This character pulled every-
body to comply, thus creating belief in the leadership. This is
what [33] emphasize in their Path-Goal Theory, which posits
that the leader defines the path and removes obstacles, im-
plying that the leader has a significant influence on the direc-
tion of the organization because of the trust and confidence
that followers have in him or her. Contrary to this, the leader
can also cause resistance to the proposed changes as postu-
lated by the leader/follower theory; the leader, through his or
her leadership, can cause the followers to resist the transfor-
mation [40]. This was witnessed when elected leaders mobi-
lized the public to resist city transformation programs. The
Executive Director, through her character, played her cardi-
nal role of managing internal consistency, overcoming exter-
nal enemies, and developing external support mechanisms
for the organizational legitimacy of KCCA as postulated by
[50, 30, 51].

Identifying key stakeholders

One major strategy to deal with external resistance was to
identify and understand key stakeholders. As narrated:

One key strategy was to identify the key stakeholders and
make sure that those who needed to be informed were con-
tinuously informed and those who had been influenced were
continuously engaged. That helps. You need to know who,
therefore, is your appointing authority, who has the power
and influence to decide on your mistakes, what you want to
deliver, what the impact of your input is, and what it is that
demonstrates that you have worked, that you’re worth a mark,
and that you’re delivering. KPMO05

Relatedly, the information retrieved also pointed to the
significance of satisfied stakeholders in that; for instance,
KCCA receiving 60 awards and recognitions and 30 sports
awards in recognition of its achievement through national,
regional, and international assessments was an indication of
the satisfaction of key stakeholders with the transformation
[47]. In line with this, another piece of information retrieved
from the [52] indicated that KCCA had garnered support
from all stakeholders, development partners, the government,
and the general public to realize the transformation drive.
The quantitative results indicated a positive relationship be-
tween identifying key stakeholders as a way of creating posi-
tive receptivity for institutional legitimacy. This meant that
the leader’s strategy of identifying key stakeholders during
the transformation process significantly led to the positive
general acceptability of the transformation and the institu-
tional legitimacy of KCCA.
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Based on the above sentiments, we can infer that the strat-
egy of identifying key stakeholders matches [3] strategy of
effective managerial-clinical relations and also that of [19],
which is institutional politics; both of these strategies, when
applied during the change process, will enhance positive
receptivity to change. As a leader of the transformation, she
needed to know those stakeholders who were there for her,
the appointing authority where power resides, what these key
stakeholders want in terms of transforming the city, and who
decides on her mistakes. So, based on understanding the key
stakeholders and their needs, the next step was that they
needed to be informed continuously and engage those who
needed to be engaged. For instance, with such backing from
the executive arm of government, it meant that even the like-
ly internal resistors were also neutralized.

When the key stakeholders are satisfied with the progress
of the transformation process, they will rally their support for
the leadership of the transformation, thus neutralizing all
forms of resistance. To further emphasize the point of key
stakeholders, [30, 37] emphasize this when they claim that
public sector organizational reforms can be resisted by dif-
ferent interest groups, societal groups, state employees, and
groups within the state that may either not be satisfied with
the proposed change or not be willing to give up the privi-
leges provided to them by the state. This strategy was con-
gruent with what [28] observed: for organizational change to
be successful and legitimate, the leaders of the change pro-
cess require skills to identify, assess, and harmonize these
conflicting forces. This could be through building internal
consistency, overcoming external enemies, and developing
external support mechanisms for KCCA's legitimacy, as pos-
tulated by [50, 30, 51].

The identification of key stakeholders and ensuring their
satisfaction with the transformation journey could be further
explained by agency theory, which could also explain
KCCA's attainment of institutional legitimacy. The agency
theory identifies the relationship between the principal and
the agent and where the agent is expected to work in the in-
terest of the principal [53]. Therefore, the key stakeholder or
the principal, according to the theory, once they are satisfied
with the performance of the agent, can accord the required
legitimacy; consequently, the satisfaction of these key stake-
holders accorded KCCA the general acceptability.

Walking with the community

Identifying and understanding key stakeholders alone is
not sufficient to deal with external resistance because the
masses may resist the proposed changes. Thus, there was a
need to engage the community in all programs of the trans-
formation, which was termed walking with the community.
As noted, "transformation is about people, systems, and val-
ues; it is about things we do daily. People are at the center of
transformation. People build the systems." KPKO02. In sup-
port, the information retrieved from the [54] indicated that
KCCA had introduced toll-free telephone lines as a way of
communicating with city residents and also mobilizing them
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to participate in transformational programs like cleaning ac-
tivities in the city. In support of their commitment to walk
with the community in the [52], the leadership reiterated its
commitment to walk with the community through continuous
engagement and accountability. The quantitative results indi-
cated a positive relationship between walking with the com-
munity as a way of creating positive receptivity for institu-
tional legitimacy. This meant that the leadership of the trans-
formation constantly engaged the community, and being at
the forefront of the city transformation increased the recep-
tivity for the transformation and the general acceptability of
KCCA.

The above exposition on walking with the community
points to what [3] termed simplicity and clarity of goals and
priorities as a strategy for enhancing positive receptivity to
change. This required creating and building rapport for the
institution so that the community feels that they understand
and own the transformational programs. [35], in their study
on identifying resistance in change management, found out
that individual stakeholders may feel disenfranchised of the
benefits of the proposed changes; hence, change will fail or
result in a battle between those supporting change and those
resisting it. Therefore, preparation of the communities
through sensitization and communication of the proposed
changes and the reasons for them reduces anxiety among
people to be affected by the changes as they appreciate the
need and logic of these changes, hence reducing resistance
[39, 40, 38, 32]. The transformation is about people, and if
individual concerns are not addressed in the way of making
them understand the inside out of the transformation, it may
cause individual anxiety to slowly pile up into what [36] call
a web of self-reinforcing narratives that the organization may
not be aware of, hence eating the transformation process.

Harmonizing power centers

Different power centers with divergent interests were a
major problem for a successful city transformation that need-
ed to be handled carefully. As narrated, “so, all these power
centers are working in a way that inconveniences the tech-
nical wing.” KPKO02. Relatedly, the information retrieved
from the resignation letter of the first Executive Director
indicated that she also stressed that "one of the biggest chal-
lenges has been to reconcile the competing interests between
political perspectives, decisions and strategic plans, policies,
regulations, and work plans of the KCCA technical team;
consequently, it has become difficult to achieve set targets”
[47]. The quantitative results indicated a positive relationship
between harmonizing power centers as a way of creating
positive receptivity for institutional legitimacy. This meant
that the leadership of the transformation, relying on the law
to challenge these various power centers, created positive
receptivity for the transformation, thus increasing the in-
creasing the general acceptability of KCCA.

From the above, we can infer that harmonizing power cen-
ters as a strategy is congruent with institutional politics as a
strategy to create positive receptivity for change. Similarly, it
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is also in line with [3] strategy of effective managerial-
clinical relations for enhancing positive receptivity to change.
The powers for city administration were decentralized within
different powerhouses, and they turned out to be a challenge
for the transformation of the city. For instance, the political
wing headed by the Lord Mayor, the technical wing headed
by the Executive Director, etc. had different interests in the
administration of the city, thus resisting the transformational
programs. To harmonize these power centers was a war that
the leader of the transformation engaged in, as Lindblom
(1994), as cited in [35], argue that to overcome the resistance,
the leader of the change process has to engage in a political
struggle, and without it, change cannot be realized. Relatedly,
even though it was a challenge to reconcile the different
power centers, [55] contend that from a resource-based view
theory, organizations are vulnerable to inputs and resources,
legitimacy, and firm capabilities, respectively; thus, the lead-
ership of the transformation had conformed to institutional
pressures.

Resistance to changes in the public sector put forward by
the leaders at different levels should not only be perceived
with a negative connotation but also as a strategic response
[49], because it is within their cardinal role as leaders to
maintain internal consistency, overcome external enemies,
and secure organizational legitimacy [50]. However, in such
a situation, [39, 40, 38, 32] recommend that the involvement
and participation of potential resisters in the change process
can lead them to forego resistance. They further argue that
this goes hand in hand with negotiation, especially with those
that have legitimate resistance, hence building coalitions.

Nevertheless, the study findings on how to handle re-
sistance during public sector reforms concur with [30] four
approaches or perspectives—hierarchically based, instru-
mental, negotiation-based, cultural, and mythical—that can
be adopted to mitigate resistance and ensure support from the
would-be sources of resistance that may occur during the
course and outcome of changes in the public sector.

9.3. The Extent to Which Quantitative Results
on the Institutional Legitimacy of KCCA
Support the Initial Qualitative Results

The result from measuring the extent to which the elimina-
tion of pressures resisting change contributed to the institu-
tional legitimacy of KCCA indicated that the model is linear.
This meant that there existed a linear relationship between
the institutional legitimacy of KCCA and strategies for deal-
ing with pressures resisting change. The multiple correlation
coefficient (R = 0.947) indicates a large correlation between
the predictor (strategies to deal with resistance) and the at-
tainment of institutional legitimacy for KCCA. The sign of R
was positive, which meant that as the value of the predictor
variables increased, the mean value of attaining the institu-
tional legitimacy of KCCA also tended to increase. The
model is well fit (R-squared = 0.897), meaning 89.7% of the
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observed data fits the model. That is, 89.7% of the variation
in institutional legitimacy of KCCA was explained by the
variance in the constructs of strategies to deal with pressures
resisting change. The standard error of the estimation was
small (0.41), meaning that predictions made with the model
are accurate.

Therefore, the study demonstrated that strategies for deal-
ing with pressures resisting change strongly predicted at-
tainment of institutional legitimacy of KCCA, thus meaning
that these strategies created a positive receptivity for the
transformation, and there existed a positive and strong rela-
tionship between strategies for eliminating pressures resist-
ing change and attainment of institutional legitimacy of
KCCA. The study further revealed that as the value of the
strategies for eliminating pressures resisting change (predic-
tor variables) increased, the mean value of attaining the insti-
tutional legitimacy of KCCA also tended to increase. Conse-
quently, 89.7% of the variation in institutional legitimacy of
KCCA is attributed to the variance in the constructs of strat-
egies to deal with pressures resisting change.

10. Conclusion, Implication and
Recommendations

The transformation process was characterized by re-
sistance; noticeable resistance merged with conflicts was the
external one that characterized the implementation period,
and this resistance stemmed from three main sources: the
controversial KCCA Act, the populist agenda of elected
leaders, and mixing politics and work. Majorly, the re-
sistance to the transformation and the slow progress were
attributed to; the ambiguity and contradictions within sec-
tions of the KCCA Act was the major sources conflict be-
tween the political wing and the technical win something that
dragged the transformation process. The elected leaders with
their populist agenda built on the existing disharmony be-
tween the two wings to front their populist agenda thereby
interference in the implementation of city ordinances result-
ing into lawlessness in the city, thus hampering the transfor-
mation process. Practically, this points to the scrutiny of any
law to be made on the transformation of public entities dur-
ing formulation but also to the need for continuous amend-
ment of the KCCA Act, hence streamlining politics in the
city.

The politics of the central government and local govern-
ments took center stage in the transformation process; for
instance, the composition of the KCCA took sides as the
political wing was composed of a majority of members of the
opposition parties in the country and the technical wing was
perceived to be cadres of the ruling party; therefore, re-
sistance started by mixing politics with work. The political
wing would politicize all the actions and strategies of the
transformation, resulting in political backlash and sabotaging
the implementation process. Further, this calls on policy-
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makers to streamline political activities in the city and regu-
late the mixing of politics with technical work.

The organizational structure of the defunct KCC, which
was designed based on a local government arrangement with
administrative powers entrusted to the Lord Mayor (Mayoral
model), had it not been changed to the City Manager model,
where powers are entrusted to the Executive Director, was
going to result in structural inertia towards the proposed
change process as it threatened the legitimacy of KCCA. The
city manager model of governance transferred power from
the hands of the politician to the technical wing headed by
the executive director, this handicapped the politician who
could politicize every action hence providing a transition
period with limited structural inertia. Since this city manager
model has proven to be effective in the management of the
city, it can be adopted by new cities.

Dealing with resistance during the transformation and im-
plementation of strategic responses to the demands for re-
forms centered on the character of the leader, hence the sig-
nificance of the leader and the leadership style, practically,
this points at the considerations for the leadership at the helm
of KCCA and the mandate to transform the city. Succession
planning for the leadership of KCCA is important as frequent
changes in the leadership had a negative effect on the pro-
gress. Grooming of leaders and internal recruitment that fo-
cuses on persons that are familiar and experienced with the

system is crucial for institutional sustainability and resilience.

Newly and externally recruited to managers always carry on
their Ego and it takes time for them to get assimilated into
institutional culture and vision and they are also likely to fall
into the organizational political traps. All these tend to affect
the pace of transition and organizational performance. The
frequent changes in leadership that took place in KCCA had
negative effect on the implementation and pace of the transi-
tion thus indirectly impacting on relationship wit its stake-
holders.

Given the fact that the study revealed the different sources
from which resistance that characterized the transformation
emanated, it is now possible to take preventive measures
such as having a comprehensive, enabling law, or the mother
law that forms the foundation of city transformation. Another
point to observe here is the government's commitment or
political will and not letting politics drive the enactment of
these legislations, as this carries wrong political motives,
which in the end breed political wrangles in the administra-
tion and governance of the city. There is a need for a clear
law to spell out the type of political leaders we need in the
city, limiting their political influence, as the study indicated
that mixing politics and work is bound to fail or degenerate.
And also the fact that successful city transformation does not
end with delivering or implementing the transformation pro-
grams; it should also focus on the continuity and sustainabil-
ity of the reforms in the city, thus guarding it against trans-
formation degeneration.
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Abbreviations

KCC Kampala City Council
KCCA  Kampala Capital City Authority
TAM Technology Acceptance Model
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