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Based on a gap identified in existing literature, the aim of the study was to qualitatively
examine the thematic patterns and lines of development of leadership models.

The

research was conducted from within a postmodern, social constructivist epistemological
point of view; and was more specifically guided by the narrative theoretical framework.
The sample of leadership models were therefore considered as leadership narratives.

These leadership narratives were subjected to a qualitative analysis aimed at identifying
relevant themes and patterns of development, which were subsequently mapped into a
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story network analysis and visually represented in the fonn of a sociogram network

display.

The major findings of the present research included that; themes that were identified by
means of a qualitative analysis, contributed to a possible description of the characteristics
of leadership. Core leadership narratives could also be identified and was subjected to
further research, which uncovered that the developmental patterns and lines of these core
narratives resembled the movement of a pendulum. Such a pendulum seems to have
predictive value for organisations, as it might contribute to the understanding of the
influences of internal and external factors within these organisations.

The research also contributed by exploring the possible impacts that social changes had
on the developmental lines and patterns of leadership narratives. This imbedded the
study finnly into its proposed sociological context.

Titel: 'n Kwalitatiewe analise van die tematiese ontwikkelingspatrone en -strome van die

mees invloedryke organisatoriese leierskapsmodelle

Sleutelwoorde:

•

Kennis Era

•

Industriele Era

•

Sosiale verandering

•

Leierskap
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•

Bestuur

•

Postmodernisme

•

Sosiale konstruktivisme

•

Narratief

•

Ante-narratief

Die doel van die studie was om op 'n kwalitatiewe grondslag die tematiese patrone en
ontwikkelingstrome van leierskapmodelle te ondersoek, gegewe die leemte rakende
laasgenoemde in die bestaande literatuur.

Die navorsing is gedoen vanuit 'n post

moderne, sosiaal konstruktivistiese epistemologiese oogpunt, met 'n grondslag binne die
narratiewe teoretiese raamwerk. Die seleksie leierskapsmodelle wat ondersoek is, word
om hierdie rede beskou as leierskapsnarratiewe.

Daar is gebruik gemaak van kwalitatiewe analitiese metodes, met die doel om relevante
temas en patrone in die ontwikkeling van hierdie leierskapsnarratiewe te identifiseer.
Hierdie temas en patrone is vervolgens met behulp van 'n storie netwerk analise
uitgebeeld en visueel voorgestel in die vorm van 'n sosiogram netwerk.

Die hoof bevindinge van die huidige navorsing sluit in dat temas wat geidentifiseer word
met behulp van kwalitatiewe analise bydra tot 'n moontlike beskrywing van die
kenmerke van leierskap. Sleutel leierskapsnarratiewe is geidentifiseer en navorsing het
getoon dat die ontwikkelingspatrone en -strome van hierdie sleutel narratiewe 'n
ooreenkoms toon met die swaai van 'n pendulum. Dit wil voorkom of s6 'n pendulum se
waarde vir organisasies voorspelbaar van aard is, aangesien dit mag bydra tot 'n beter
begrip van die moontlike impak van interne en eksterne faktore binne die organisasie.
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Die navorsing het verder bygedra deur die moontlike impak van sosiale verandering op
die ontwikke1ingspatrone en -strome van leierskapsnarratiewe te ondersoek. Hierdie
navorsing het die studie stewig geanker binne die voorgestelde sosiologiese konteks.

iv

Acknowledgements

The joy of the Lord is my strength. (Nehemiah 8:10.)

To Johann, words will do injustice to my appreciation and love. I've spent the most
wonderful times in my life with you. You have taught me much and your patience and
support has carried me through many interesting and challenging times in our journey
(including this one). You know when to give me the freedom to explore and conquer on

my own, but when I slip and fall I will always find you right next to me. I love you, and
love the way you love me.

To our children, Calvin and Sean, this work is dedicated with all my love, to you. Not
only do you have to cope with a mom that loves studying, you support me more than
anyone can ever imagine. I dedicate this work to you, as encouragement to live life to the
fullest. My wish for you is to do everything with passion; to conquer the obstacles with
enthusiasm; to laugh at inappropriate times; to not be bound to the restrictions of your
environment; to do something with your life that you love and if it's not the perfect job,
as it probably won't be, remember that you have the power to make it into something
worth the stay (even if it is only a temporary stop in your journey). I urge you to do
something interesting with your life and to make a difference, even if it is only in one
person's life!

To my parents, without your support and love, I would not have been able to complete
this study. What you mean to us, and specifically to the children, are much more than
what words can capture. Thanks for always being willing to help out, even on short
notice. I really love you and am guilty of not saying it enough.

v

To Werner, your passion and energy for the subject was contagious. During the times
when I felt that I had enough and could not carry on, you encouraged me. Thanks for
providing direction on how to present my crazy ideas in an academic context!

To all my friends and family, thanks for understanding my absence - especially the last
few months. Thank you for always being willing to proof read my drafts and help in
finding resources. And most of all, thanks for your motivation and your interest in the
subject. These conversations often lead to wonderful new ideas.

VI

Table of Contents
Chapter 1

Orientation and methodology

8

1.1

Introduction

8

1.2

Orientation and problem statement..

8

1.3

Research objectives

14

General objective

14

1.3.1
1.4

Central theoretical framework

15

1.4.1

Discipline

15

1.4.2

Meta-theoretical assumptions

16

1.4.2.1
1.4.3

Postmodemism

16

Theoretical Framework

17

1.4.3.1

Social constructivism

17

1.4.3.2

Narrative theory

18

1.5

Research methodology

19

1.5.1

Introduction

19

1.5.2

Research approach

19

1.5.2.1
1.5.3

Qualitative research

20

Research procedures

21

1.5.3.1

Literature review

21

1.5.3.2

Sample procedure

23

1.5.3.3

The template

32

1.5.3.4

Historical and historical-comparative procedure

34

1.5.3.5

Analysis

36

1.6

Overview of the study

45

1.7

Conclusion

46

Chapter 2

Conceptions of postmodemism, social constructivism and narrative theory 47

2.1

Introduction

47

2.2

Discipline

47

2.3

Meta-theoretical assumptions

48
1

2.3.1

Postmodernism

2.3.1.1

48

Modernism and postmodernism

50
I

2.4

Theoretical FraIIlework

54

Social constructivism

54

2.4.1

2.4.1.1

Discourses

58

2.4.1.2

The role of language

58

2.4.1.3

Hermeneutics

59

2.4.2
2.5

Narrative theory

61

Conclusion

Chapter 3

64

Major leadership narratives

65

3.1

Introduction

65

3.2

Background

68

3.3

Major leadership narratives (per decade)

72

3.3.1

1910s

72

3.3.1.1

Scientific leadership

72

3.3.1.2

Five functions ofleadership

74

3.3.1.3

Fourteen principles ofleadership

75

3.3.2

1920s

3.3.2.1
3.3.3

77

Charismatic leadership

78

1930s

80

3.3.3.1

POSDCORB

80

3.3.3.2

Invention, innovation, diffusion trilogy

81

3.3.4

1940s

82

3.3.4.1

Force field analysis

83

3.3.4.2

Bounded rationality

84

3.3.4.3

Cybernetics

86

3.3.5

1950s

87

3.3.5.1

PEST analysis

88

3.3.5.2

OODA loop

89

3.3.5.3

Hierarchy of human needs

91

3.3.5.4

Management by objectives

93

2

3.3.5.5

Product market matrix

95

3.3.5.6

Attribution theory

97

3.3.5.7

Bases of social power

98

3.3.5.8

Motivation-hygiene theory

3.3.6

100

1960s

101

3.3.6.1

Theory of mechanistic and organic systems

101

3.3.6.2

McClelland's theory of needs

104

3.3.6.3

Theory X and Y

105

3.3.6.4

System dyna.IIlics

109

3.3.6.5

Diffusion of innovations

111

3.3.6.6

Structure follows strategy

113

3.3.6.7

Four laws of media

115

3.3.6.8

The leadership/managerial grid

116

3.3.6.9

Expectancy theory

119

3.3.6.10

SWOT Analysis

121

3.3.6.11

Contingency theory

123

3.3.6.12

Situational leadership

125

3.3.7

1970s

127

3.3.7.1

Path-goal theory

128

3.3.7.2

Servant-leadership

130

3.3.7.3

Groupthink

131

3.3.7.4

Growth phases model

132

3.3.7.5

Five star model.

134

3.3.7.6

Seven lateral relationships

136

3.3.7.7

Ten managerial roles

138

3.3.7.8

Action centred leadership

141

3.3.7.9

Eleven principles ofleadership

143

3.3.7.10

Leadership continuum

145

3.3.7.11

Contractual organisation

147

3.3.7.12

Three tasks of management

150

3.3.7.13

Whole brain model

151

3

3.3.7.14

Intemationalisation process

152

3.3.7.15

Six boxes

154

3.3.7.16

Strategic choice typology

157

3.3.7.17

Five configurations

159

3.3.7.18

The gods of management

161

3.3.7.19

Six change approaches

163

3.3.7.20

Six coordination mechanisms

164

3.3.8

1980s

166

3.3.8.1

Theory Z

166

3.3.8.2

Five dimensions of culture

169

3.3.8.3

Six thinking hats

170

3.3.8.4

Five forces

172

3.3.8.5

Appreciative inquiry

173

3.3.8.6

Seven S model.

175

3.3.8.7

Three generic strategies

176

3.3.8.8

Framing

177

3.3.8.9

Eight attributes of management excellence

178

3.3.8.10

Competing values framework

180

3.3.8.11

Transilience maps

181

3.3.8.12

Value chain analysis

183

3.3.8.13

PAEI.

185

3.3.8.14

Seven habits of highly effective people

187

3.3.8.15

Organisational configurations

188

3.3.8.16

Strategicintent

190

3.3.9

1990s

191

3.3.9.1

Reengineering

192

3.3.9.2

Change phases

193

3.3.9.3

Theory of constraints

194

3.3.9.4

Five disciplines

196

3.3.9.5

Dimensions of change

197

3.3.9.6

Three levels of culture

198

4

3.3.9.7

Business ecosystem

199

3.3.9.8

Five generations of innovation

201

3.3.9.9

Value disciplines

202

3.3.9.10

Emotional intelligence

203

3.3.9.11

Spiral dynamics

205

3.3.9.12

SECI model

206

3.3.9.13

Result oriented management..

208

3.3.9.14

Ten schools ofthought..

210

3.3.9.15

Twelve principles of the network economy

213

3.3.9.16

Strategic stakeholder management

215

3.3.9.17

Intrinsic stakeholder commitment..

217

3.3.9.18

Turnaround management

218

3.3.9.19

Results-based leadership approach

220

3.3.10

3.4

2000s

221

3.3.10.1

Performance prism

222

3.3.10.2

Level five leadership

223

3.3.10.3

Leadership pipeline

225

3.3.10.4

EPIC advisers

227

3.3.10.5

Leadership styles

229

3.3.10.6

Beyond budgeting

231

3.3.10.7

Core group theory

233

3.3.10.8

Seven surprises for new CEOs

235

3.3.10.9

Change management iceberg

237

3.3.10.10

The eighth habit

239

3.3.10.11

Four dimensions of relational work

241

3.3.10.12

Organisational charts

242

3.3.10.13

Values-driven leadership

243

3.3.10.14

Moral purpose

245

3.3.10.15

Forget, borrow, learn

246

3.3.10.16

Seven signs of ethical collapse

247

Conclusion

248

5

Chapter 4

A qualitative analysis of the thematic patterns and lines of development of

leadership narratives

250

4.1

Introduction

250

4.2

Qualitative analysis of the data

250

4.2.1

Theme analysis

251

4.2.2

Story network analysis

253

4.2.3

Findings

257

4.2.3.1

Theme 1: Strategy

258

4.2.3.2

Theme 2: Innovation

259

4.2.3.3

Theme 3: Cause and effect..

260

4.2.3.4

Theme 4: Knowledge

261

4.2.3.5

Theme 5: Information and communication

261

4.2.3.6

Theme 6: Culture

263

4.2.3.7

Theme 7: Change

264

4.2.3.8

Theme 8: Design and structure

265

4.2.3.9

Theme 9: Evolution

266

4.2.3.10

Theme 10: Thinking

267

4.2.3.11

Theme 11: Networks

268

4.2.3.12

Theme 12: Power

269

4.2.3.13

Theme 13: Storytelling

269

4.2.3.14

Core leadership narratives

270

4.2.3.15

Theme 14: Supporting

272

4.2.3.16

An explanation of the term leadership

273

4.3

Conclusion

276

Qualitative analysis ofthe core leadership narratives

Chapter 5

277

5.1

Introduction

277

5.2

Summary of the qualitative analysis of thematic patterns and lines of leadership

narratives

277

5.3

Extracting and organising of typologies

279

5.4

Findings

284

5.4.1

The leadership pendulum

284

6

5.4.2
5.5
Chapter 6

Driving forces of the leadership pendulum

289

Conclusion

294

Conclusion and recommendations

;

295

6.1

Introduction

295

6.2

Summary of the research and findings

295

6.3

Major findings and conclusions

298

6.4

Value and contribution of the study

303

6.5

Shortcomings ofthis study

305

6.6

Recommendations for future research

306

6.7

Conclusion

307

6.8

Personal afterword

309

Bibliography

311

Index

331

Table of figures

338

7

Chapter 1

Orientation and methodology

1.1 Introduction

This chapter serves as introduction to the study.

It also describes the background,

problem statement, research questions and objectives. This will be followed by a brief
discussion of the epistemological view taken in this study, with the specific theories
relevant to the research. Later it elucidates the research design and methodology that was
followed.

1.2 Orientation and problem statement

It is clear from a review of available literature that conceptions about organisational

leadership underwent substantial and often radical change over the past century (Drucker,
1969:49-54, 1981:1-238,2001:1-358).

Some of the changes included:

1. A significant shift in the responsibility for productivity occurred over the last
century. It started more than a hundred years ago, with organisational leaders
being responsible to enforce productivity amongst workers. Over time, it changed
to enabling the workforce to be productive, which implies that the responsibility
now rested on the worker.

2. A definite split between the leaders' and the workers' roles and responsibilities
changed to an overlap of activities.

8

These and other changes were necessitated by the changing realities of the economic
modes of production which resulted from the process of industrialisation. The nature of
pre-industrial economies was such that the population was focused on either obtaining
their means for survival directly from nature, or in producing such means for themselves
via horticultural or agricultural means. Such economic activities were based primarily on
manual labour (Covey, 2004: 12-16).

The advent of the Industrial Revolution represented a major transformation of
technological, socio-economic and cultural settings in the late 18th and early 19th century.
The Industrial Revolution was characterised by increased mechanisation.

This was

propelled by the development of James Watt's steam engine and Henry Ford's assembly
. line. This meant that manual labour was being replaced by the use of machines and
various mechanical technologies (Covey, 2004: 12-14, Giddens, 2001:

35-42, Price,

2004, Schaefer and Lamm, 1998:141-452, Vago, 1999: 96-98).

Vago (1999: 11) mentions that technology only recently started to alter our social
institutions and our circumstances as humans. He argues that these changes are occurring
at an increasingly rapid rate worldwide.

This implies that the pace is being set by

machines - rather than by manual ability.

This rapidly increasing pace and the expansion rate of industrialisation meant that
progressively more, workers organised themselves into collectives in support of a
common production goal. This necessitated the need to develop methods of managing
employees and technological resources in order to make them productive. This was the
purpose of leadership - a distinct social function that began more than a hundred years
ago (Drucker, 1981: 18), as such it led to the development of the first leadership models.
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These models could be translated into the agreed roles and responsibilities of leaders.
Davenport (2001 :42-43) provides an example of such roles and responsibilities of the
Industrial Age leader. He states that:

1. Leadership was considered a separate role - leaders managed and workers worked
with little overlap between these activities

2. Leadership processes assumed that workers did manual work that could be
observed by leaders. Work commenced and ended at certain times and workers'
performance was easily measured

3. Workers were assumed to be selfish and leaders supposedly had the good of the
broader organisation in mind

4. The primary activity of first-line and middle leaders was to convey information to
and from workers as well as to represent workers to senior leaders

5. Work processes and activities were analysed and enhanced, but not the activities
of leaders

6. Leadership was viewed as being superior to, as well as more valuable than, non
managerial work

7. It was assumed that leaders could do workers' jobs better than any worker - and it
was part of their responsibility to instruct workers on how to perform their jobs
more effectively

8. It was also assumed that it is the leader's job to think - and the worker's job to do

No single, generally accepted definition for the term leadership could be found. Most
definitions appear to have evolved over time, along with related leadership models.
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Winston-Churchill-Leadership (2007) explores some definitions of the term leadership
and confirms that there is no shared view with regards to one common definition. They
quote Peter Drucker, that explains that leadership is "mundane, unromantic and boring.
Its essence is performance." Drucker argues that there is not much (if any) difference
between leadership and management by definition (Winston-Churchill-Leadership,
2007).

According to them, Tom Peters believes that leadership is "crucial to the

revolution now under way - so crucial that we believe that the words 'managing' and
'management' should be discarded".

Although the distinction between the term leadership and management are vague in many
models and theories, Covey (2004:5) explains the concept broadly. He states that people
in leadership positions should manage things and must lead people. Important aspects,
according to Kotter (1990:25-30), which are included in management, is planning,
budgeting, organising, staffing, controlling and problem solving.

He continues that

leadership includes, establishing direction, aligning people, motivating and inspiring.

Considering this and avoiding possible confusion over terminology, the researcher
chooses to use only the term leadership in this study.

Leadership, as used in this

research, will then imply the management as well as leadership functions and activities
within organisations.

Pinker (2002: 202) writes that some things "are social constructions: they exist only
because people tacitly agree to act as if they exist". They require human practices to
sustain their existence, but they have an effect that is agreed upon. Among the examples
that he mentions includes money, citizenship, the presidency of e.g. the United States.
The researcher suggests that leadership should be added to this list and be seen as social
construct in itself.

According to Anderson (1993: 324), humans live and understand their lives through
"socially constructed narrative realities".

According to this perspective, leadership
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models can be viewed as socially constructed narratives. (The concept ofnarratives will
be discussed in greater depth later).

The creation of organisational leadership narratives commenced around 1875, when
Frederick W. Taylor discovered that work could be managed - and thereby made more
productive. Before Taylor, the only way to get more output was to work harder and
longer. But Taylor saw that the way to get more output was to work smarter (more
productively).

His thoughts were that productivity was not the responsibility of the

worker, but of the leader (Drucker, 1981:19).

Covey (2004:15) explains that the primary drivers of economic prosperity in the
Industrial Age were machines and capital. People were imperative but replaceable, like
objects. It gave leaders the belief that you have to control and manage people. People
were thought of as an expense and machines as assets. Such views appear to have
infonned the development of the carrot-and-stick motivational philosophy, where reward
is seen as the motivator in front and fear in addition to punishment were seen as driving
employees from behind.

However, today's global economy is making a conversion from an industrially based
economy, to a knowledge economy. The term is most commonly used to describe the
new social order that is also known as the infonnation society, post-industrial society or

new economy (Giddens, 2001: 378, Ministry of Economic Development, 1999: 1, Oregon
State University, 2007:1).

Given this radical shift, the leadership rules and practices, which detennined success in
the industrial economy, had to be constantly revised and transfonned. This resulted in
the development of various new models of leadership. As will be discussed later, these
models can from a narrative point of view, be seen as narratives of leadership.
Henceforth these two tenns will be used interchangeably. The development of these
models or narratives were necessary in order to enable organisations and society in
general to cope with a changing world that became interconnected and where resources
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such as know-how became more significant than other economic resources (Drucker,
2001:292, Giddens, 2001: 51-54).

Consequently, it is clear that leadership narratives underwent substantial change over the
past century. It is also evident from the proliferation of popular books on leadership, by
authors such as Covey (2004), Drucker (1969, 1981,2001), Godin (2002), Kotter (1999),
Peters (1997, 2004) and Senge (2002), to name just a few, that these changes took place
through a process of socially constructing and reconstructing the meaning of the term
leadership.

However, literature and research that provide an overview of the most

significant developmental patterns and lines of these leadership narratives appear to be
very scant. Furthermore. no studies could be located that examined such developmental
lines and patterns from a social constructivist and/or narrative approach.

It therefore seems unclear exactly how various major leadership narratives are linked or

related to each other, how they are products of the social construction process, and how
they developed. It is unclear if the development took a linear (evolutionary) or non-linear
pattern, but it appears that the concept of a multi-narrative should be taken into
consideration (Boje, 2001: 8).

Against the afore-mentioned background, the research questions were formulated as
follows:

1. What are the most significant developmental patterns and relationships of the
major organisational leadership narratives that have emerged since the inception
ofthe Industrial Revolution?

2. What are the commonalities, relationships and thematic patterns amongst these
models?
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1.3 Research objectives

1.3.1

General objective

Based upon the mentioned research questions, the following general research objective
was put forward:

•

To explore the patterns, lines and relationships of the major organisational
leadership narratives from the start of the 20th century (early Industrial Age) to the
current Knowledge Age by means of an in-depth literature review supported by a
qualitative analysis..

2.2 Specific objectives

The following specific objectives were addressed, to support the main objective:

1. Providing a literature based overview of the social constructivist and narrative
approaches, as well as to utilise these approaches in a subsequent section to
explore how various leadership theories have been socially constructed. This
process involved looking at the ways this social phenomenon was created and
institutionalised by humans.

2. Conducting an in depth literature review of the most significant leadership models
that have emerged since the early Industrial Age, and qualitatively analysed these
models in terms of their commonalities, relationships and thematic patterns. In
selecting specific leadership models for inclusion in this study, the popularity of
these models were seen as a mutual agreement of meaning.
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3. Constructing a visual diagram, or sociogram network display of the lines and
relationships amongst the noted leadership narratives, that visually represented the
findings of the study.

The researcher aimed to focus this literature review on leadership narratives primarily
within the context of work organisations on all major levels of industry, as such
organisations have become an integral part of society (Kleiner 2005:7).

1.4 Central theoretical framework

1. 4.1 Discipline

This research was conducted within a sociological context. Schaefer and Lamm (1998:5)
defines sociology as ''the systematic study of social behaviour and human groups. It
focuses primarily on the influence of social relationships upon people's attitudes and
behaviour and on how societies are established and change."

A substantial portion of sociological theory and research deals with social change.
According to Vago (1999: 9) social change can be defined as: "the process of planned or
unplanned qualitative or quantitative alterations in social phenomena that can be analysed
in terms of five interrelated components... identity, level, duration, magnitude and rate of
change." It is clear that the study of changes and patterns in leadership narratives is a
concern of sociology, given that such narratives constitute an aspect of nonmaterial
culture, and that they can be understood as collective sets of assumptions influencing the
interaction amongst various groups of individuals.
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1.4.2 Meta-theoretical assumptions

1.4.2.1 Postmodernism

Meta-theoretically this study was approached from a postmodemist perspective.
According to Mitchell and Egudo (2003: 3-4), "postmodernism came into use during the
late 20th century, and questions the modernist philosophical assumptions of rationality
and universal truth and the application of scientific empirical methods to problem
solving. Instead, postmodernism emphasises that knowledge is value-laden and reality is
based on multiple perspectives, with truth grounded in everyday life involving social
interactions amongst individuals."

Postmodernism is not precise, clear and coherent (Du Toit, 1988: 36; Wagner, 1994:
179). The major theme that runs through the descriptions of postmodemism is that no set
of objective truths exists in the real world.

Postmodernists believe that reality is

construed by a particular individual through his own perspective and view reality as a
construct of the human mind (Gergen, 1991: 7; Hambidge, 1995: 37).

Different authors often describe postmodemism in different ways, yet this plurality of
responses can in itself be considered as a defining feature of postmodernism (Du Toit,
1988: 36). The concept of a unitary discipline is at odds with postmodem thought. In
essence, postmodemism stresses the intersubjectivity and socially constructed nature of
reality (see Chapter 2, pp. 47-53).

A variety of theoretical and conceptual frameworks came from the postmodernism
approach. The most relevant, in terms of this study, is social constructivism, which will
be discussed next.
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1.4.3

Theoretical Framework

1.4.3.1 Social constructivism

Although there are various social constructivism models, they all hold in common the
epistemological belief that reality is socially constructed through interaction between
individuals through language. As such, knowledge cannot be considered as an objective
reflection ofreality (Gergen, 1985: 268; Hoffman, 1990: 2).

As regards leadership theories, the social constructivism approach would imply that
leadership narratives are collective social and cultural constructions rather than
objectively discovered realities (Ernest, 1999; Prawat and Floden, 1994:37-48; Von
Glasersfeld 1987: 30).

From this perspective such models cannot be discovered or

uncovered as pre-existing realities, as such models are not seen to exist independently
prior to its social invention (Hoffman, 1990: 3-4; Kukla, 2000: 21; McMahon, 1997).

The social construction of reality can be seen as an ongoing, dynamic process; it is re
produced by people acting on their interpretations and their knowledge of it. This implies
a potential degree of relatedness and interconnectivity to narratives on a related topic,
such as leadership. As the focus of this study revolves around the examination of patterns
and lines of development in relation to leadership theories, a social constructivism,
narrative approach has been deemed particularly apt for the purpose of the achieving the
stated aims of the study.

The narrative approach is a theoretical framework derived in large part from the social
constructivism perspective (Gergen, 1998), and will be discussed in the following
section.
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1.4.3.2 Narrative theory

The narrative approach to be found in social constructivism suggests that people live their
lives according to narratives. As discussed previously, individuals are seen to create
meaning through their interactions with each other and with the environment they live in.
Hoffinan (1990: 3-4) explains that these interactions are part of a flow of changing
narratives. These constant changing narratives are a product of mutual agreement.

Mitchell and Egudo (2003: 3) explain that "narrative is an interpretive approach in the
social sciences involving storytelling methodology.

The story becomes an object of

study, focusing on how individuals or groups make sense of events and actions in their
lives.

The theoretical underpinnings to narrative approaches are outlined as are the

applied benefits of storytelling such as how narrative convey tacit knowledge, how it can
enable sense making, and how it constructs identity."

Narrative can thus be seen as an instrument to construct and communicate meaning and
impart knowledge.

Narratives told to promote certain beliefs can contribute to the

construction of individual identity.

Bruner (1987: 15) explains this phenomenon by

mentioning that humans become the narratives they tell. Through repetition, narratives
(like leadership narratives) become reality and sometimes trap the narrator within the

boundaries they have created.

Bruner (1987: 12) mentions that the emphasis of narrative is on order and sequence. That
is what makes the narrative approach applicable to study leadership narratives. Humans
inherently want to gain a sense of consistency and continuity in their lives by sequencing
their experiences (White and Epston, 1990: 10). The objective of this study was to
connect the past, present and some predicted future leadership narratives, to develop an
account of their development.
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To understand the diversity of the leadership narratives it is necessary to keep in mind
that they have the prejudices and interests of their creators imbedded (Seidman, 1998:
123). It is also important to understand that the leadership narratives are questioned and
probed by other leadership narratives. This is where social constructivism is appropriate
to explain how these narratives are socially constructed.

Narrative analysis will be discussed in more detail in the following section.

1.5 Research methodology

1.5.1 Introduction

This part of the chapter will examine the research methodology that is relevant to this
study. In addition, the research approach and research procedures will be discussed in
detail.

1.5.2 Research approach

As part of the research approach, the characteristics and nature of qualitative research
will be examined and the relevance of this particular kind of research to the present study
will be discussed. Following this, the different methods of analyses will be discussed in
detail and will conclude the section on research methodology.
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1.5.2.1 Qualitative research

In order to attain the goals set out in a previous section, a qualitative approach to research
was employed. Such an approach is in keeping with the postmodem, social-constructivist
epistemology that was chosen as orientation towards the research. Since there are various
interpretations of this concept, it is necessary to provide a brief explanation of qualitative
research in general, as well as of the ways in which it was utilised specifically in this
study.

Berg (2007: 1-9) mentions that qualitative research is a reflection of the real world. It
explores social environments and their inhabitants.

According to him, a qualitative

researcher explores how people organise themselves and takes social structures and roles,
like leadership, into consideration.

Qualitative research is an interpretative approach concerned with understanding the
meanings which people attach to their social worlds. As such, the qualitative researcher
views qualitative data as intrinsically meaningful (Neuman, 1997: 328).

Given the epistemological foundation of the present study (social constructivism), the
qualitative approach was deemed to be the most appropriate and suitable choice for the
research design and methodology.

Neuman (1997: 328-330) argues that a more

structured and quantitative approach links up more logically with the positivist view of
social science. Therefore, qualitative research methods are more in accordance with the
views of postmodemism.

Riessman (1993: 66-68) also remarks that narrative lends itself to a qualitative research
approach.

It is useful to capture the rich data within narratives.

She explains that

surveys, questionnaires and quantitative analyses are not sufficient to capture the
complexity of meaning embodied within narratives. People create order and construct
texts within particular contexts.
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In the social-constructivist context it is realised that the researcher forms part of the
research process and that the research findings represent a co-construction of the
researcher, reader and leadership narrators (Schurink, 2001: 298).

As such, the

researcher will not strive to attain any elusive goal of objectivity, but will rather attempt
to demonstrate an awareness and transparency to her own influence in the research
process.

Neuman (1997: 330-331) argues that unlike most quantitative approaches to research, in
which the elements of the research design are specified prior to data collection, design
elements in qualitative research are usually worked out during the course of the study and
does not follow a linear path.

The next section will be utilised for discussing the relevant research procedures.

1.5.3 Research procedures

In this section, the research procedures used in this study will be explained. This includes
the literature review, the sample selection and organising methods, as well as the
historical procedures.

1.5.3.1 Literature review

Within the context of qualitative research, data was gathered by means of a literature
review.

According to Neuman (1997: 88-89), a literature review is based on the

assumption that knowledge accumulates and that we construct on the work and research
of others. As is evident, this is aligned with the social constructivist principles that this
study was based on.
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The literature review was firstly utilised to establish the epistemological basis for this
study.

Specific focus was given to the central thoughts of postmodernism, social

constructivism and narrative theory.

Following this, a thorough literature review was undertaken with regard to leadership
thinking and writing, with a specific focus on leadership models and theories. This then
served as the basis for the qualitative analysis.

The most important sources that have been examined with regard to leadership thinking
will not be mentioned here, due to the enormity of the list, but reference is made to them
within the chapter concerning leadership narratives. These sources were selected due to
their wide scope of influence, frequent citation and general authoritative status with
regard to the fields they represent. Detailed discussions on how these sources were
selected will be discussed later.

Care was taken not to select the sample according to the researcher's preferences and
biases. This was done because the epistemological stance taken in this study warns of the
researcher already being part of the research.

It should also be kept in mind that

inclusivity and depth of description are generally more important in qualitative studies
informed by a postmodern epistemology than representativity. Ritchie et al. (2003: 78
82), warns that in selecting a sample, the qualitative researcher must aim for diversity in
order to obtain a richer description of the phenomenon in question. This should be done,
rather than obtaining a sample that is necessarily statistically representative of the general
population and upon which generalisations can be based

The literature that has been consulted with regard to leadership narratives,
postmodemism, social constructivism and narrative theory took the form of books,
articles in journals, chapters in collected volumes and dissertations.
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In order to ensure that a wide scope of relevant literature has been reviewed in the course

of the study, the researcher made extensive use of the Sasol Technology library's services
(this included their wide range of books on leadership as well as their electronic
databases). The internet proved to be another valuable source of information and the
selection of the sample of leadership narratives can be greatly contributed to the help of
various websites. Many of these websites have proved to be a social constructivist tool in
its own right, by allowing the co-construction of leadership realities by the utilisation of
blogs and wikis. Furthermore, various databases and indexes was utilised (including
SABINETand EBSCOHOSl) available from the library of the North-West University.

1.5.3.2 Sample procedure

As it is a general feature of social enquiry to design and select samples for study (Ritchie
et aI., 2003: 77) it is appropriate at this point to discuss sample selection and its relevance

to the present study.

In any study, determining the size of the sample is important. Qualitative samples are

usually small in size and the researcher holds that even if the sample for this study seems
large, it should be seen in relation to the thousands of books, each with a relevant
leadership narrative that is published each year.

Based on the mentioned considerations, it was decided to select a total of approximately
one hundred and one leadership narratives. This sample size was considered to be large
enough to provide a reasonable outline of leadership narratives. Yet, it was small enough
to allow for a more detailed description of each sample element.

The choice of an appropriate sample frame is of central importance in qualitative
research. According to Neuman (1997: 203), a researcher operationalises a population
by creating a list that approximates the elements in the population. Such a list is known as
a sample frame. For the purposes of this study, various sources of possible data were
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explored.

During the search for these sources, the researcher discovered a website,

12Manage, where a wide variety of leadership narratives were listed. This website was
selected as the sample frame for the present study, as it enabled the researcher to compile
an initial list of leadership narratives and their references.

Pennission for using the 12Manage website as sample frame was not necessary, as it is
available for public use.

Where it was utilised in the study, it was appropriately

referenced as such.

The initial list that was compiled from the 12Manage website provided the researcher
with a starting point for the research. The researcher searched for the listed leadership
narratives and their references.

During the search it was found that many of these

leadership narratives were unclear or references to them were insufficient and difficult to
find; these narratives were eliminated from the study.

If other relevant, unlisted

leadership narratives were found in this process, they were added to the list. This implies
that this method did not only eliminate some leadership narratives, but in some instances
also contributed and added narratives to the initial list. In the end the sample was refined
to one hundred and one narratives.

The initial list consisted of the following narratives:

1.

Absorption costing

10.

ARIMA

2.

Acquisition integration

n.

Ashridge mission model

approaches

12.

Attribution theory

3.

Action learning

13.

Balanced scorecard

4.

Activity based costing

14.

Baldrige award

5.

ADLmatrix

15.

Bases of social power

6.

Affiliate marketing

16.

Bass diffusion model bass

7.

Analogical strategic reasoning

17.

BCGmatrix

8.

Analytical CRM

18.

Belbin team roles

9.

Appreciative inquiry

19.

Benchmarking
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20.

Beyond budgeting

51.

Co-creation

21.

Blue ocean strategy

52.

Competing values framework

22.

Bottom of the pyramid

53.

Competitive advantage

23.

Brainstorming

54.

Contingency theory

24.

Brand asset valuator

55.

Core competence

25.

Brand identity prism

56.

Core group theory

26.

Brand personality

57.

Corporate reputation quotient

27.

Break-even point

58.

Cost of capital

28.

Bricks and clicks

59.

Cost of equity

29.

Bridging epistemologies

60.

Cost-benefits analysis

30.

Business intelligence

61.

Crisis management

31.

Business process modelling

62.

Csfs and kpis

32.

Business process reengineering

63.

Cultural dimensions

33.

CAGR

64.

Cultural intelligence

34.

Capability maturity model

65.

Current ratio

35.

Capital asset pricing model

66.

Customer relationship

36.

Cash flow from operations

37.

Cash ratio

67.

Customer satisfaction model

38.

Cash Value Added

68.

Debt to equity ratio

39.

Catalytic mechanisms

69.

Delphi method

40.

Catastrophe theory

70.

Delta model

41.

CFROI

71.

Deming cycle

42.

Change approaches

72.

Dialectical enquiry

43.

Change equation

73.

Diamond model

44.

Change management iceberg

74.

DICE framework

45.

Change phases

75.

Dimensions of change

46.

Changing organisation cultures

76.

Direct marketing

47.

Chaos theory

77.

Discounted cash flow

48.

Charismatic leadership

78.

Disruptive innovation

49.

Clarkson principles

79.

Distinctive capabilities

50.

Coaching

80.

Dividend payout ratio

management
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81.

Dupont model

109. Fourteen points ofmanagement

82.

Dynamic regression

110. Fourteen principles of

83.

Earned value management

84.

Earnings per share

111. Framing

85.

EBIT

112. Free cash flow

86.

EBITDA

113. Game theory

87.

Economic margin

114. Gantt chart

88.

Economic value added

115. Gestalt theory

89.

EFQM

116. Gross profit percentage

90.

Eight attributes ofmanagement

117. Groupthink

excellence

118. Growth phases

91.

Eight D problem solving

119. Hawthorne effect

92.

Emotional intelligence

120. Hierarchy of needs

93.

Enterprise architecture

121. Horizontal integration

94.

EPIC advisers

122. Human capital index

95.

ERG theory

123. IAS

96.

Excess return

124. Impact/value framework

97.

Expectancy theory

125. Inclusive value measurement

98.

Experience curve

126. Innovation adoption curve

99.

Exploratory factor analysis

127. Intangible assets monitor

management

100. Exponential smoothing

128. Intellectual capital rating

101. Fair value accounting

129. Internal rate of return

102. Five disciplines

130. Intrinsic stakeholder commitment

103. Five forces

131. IPMA competence baseline

104. Force field analysis

132. Johari window

105. Forget borrow learn

133. Just-in-time

106. Four dimensions of relational

134. Kaizen philosophy
135. Kepner-Tregoe matrix

work
107. Four S web marketing mix

136. Knowledge management

108. Four trajectories of industry

137. Kraljic model

change

138. Leadership continuum
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139. Leadership pipeline

170. Organisational learning

140. Leadership styles

171. Organisational memory

141. Level five leadership

172. Outsourcing

142. Leveraged buy-out

173. PIE ratio

143. Levers of control

174. PAEI management roles

144. Liquidation value

175. Parenting advantage

145. MAGIC

176. Parenting styles

146. Management buy-out

177. Path-goal theory

147. Management by objectives

178. Payback period

148. Managerial grid

179. PEG Ratio

149. Managing for value

180. People CMM CM-SEI

150. Market value added

181. Performance management

151. Marketing mix 4P's 5P's

182. Performance prism

152. Mckinsey 7-S framework

183. Pest analysis

153. Mckinsey matrix

184. Plausibility theory

154. Mentoring

185. PMBOK

155. Metaplan

186. PMMM

156. Mind mapping

187. Policy deployment

157. Moral purpose

188. POSDCORB

158. MSP OCG

189. Positioning trout

159. Multi channel marketing

190. Positive deviance

160. Net present value

191. Prince2 CCTA

161. NOPAT

192. Principles ofreinvention

162. Office of strategy management

193. Product life cycle

163. OODA loop

194. Product/market grid

164. Operating profit percentage

195. Profit pools

165. Operational CRM

196. Prvit

166. Operations research

197. Pyramid principle

167. OPM3 PMI

198. Quality function deployment

168. Organisation chart

199. Quick ratio

169. Organisational configurations

200. RACI
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201. Real options

232. Stage-gate

202. Regression analysis

233. Stages ofteam development

203. Relationship marketing

234. Stakeholder analysis

204. Relative value of growth

235. Stakeholder mapping

205. Resource-based view

236. Stakeholder value perspective

206. Result oriented management

237. Strategic alignment

207. Results-based leadership

238. Strategic intent

208. Return on capital employed

239. Strategic risk management

209. Return on equity

240. Strategic stakeholder

210. Return on invested capital

management

211. Return on investment

241. Strategic thrusts

212. Return on net assets

242. Strategic types

213. Risk management

243. Strategy dynamics

214. Root cause analysis

244. Strategy map

215. Rule of three

245. STRATPORT

216. Scenario planning

246. SWOT analysis

217. SECI model

247. Systems dynamics

218. Servant-leadership

248. TDC matrix internet

219. SERVQUAL

249. Team management profile

220. Seven habits

250. Ten schools of thought

221. Seven Ps

251. Theory of constraints

222. Seven signs of ethical collapse

252. Theory ofmechanistic and
organic systems

223. Seven surprises
224. Shareholder value perspective

253. Theory of needs

225. Situational leadership

254. Theory of planned behaviour

226. Six sigma

255. Theory X

227. Six thinking hats

256. Theory Y

228. Skandia navigator

257. Third party logistics

229. Soft systems methodology

258. Three Cs model

230. Spiral dynamics

259. Three dimensional business
definition

231. Spiral of silence

28

260. Three levels of culture

272. Value disciplines

261. Total business return

273. Value engineering

262. Total cost of ownership

274. Value mapping

263. Total shareholder return

275. Valuenet

264. Training within industry

276. Value profit chain

265. Turnaround management

277. Value reporting framework

266. Twelve principles of the network

278. Value stream mapping

economy

279. Variable costing

267. Two factor theory

280. Vendor managed inventory

268. US GAAP

281. Vertical integration

269. Value based management

282. WACC

270. Value chain

283. Whole brain model

271. Value creation index

284. Z-Score

A distinction needs to be made here, between probability and non-probability samples.
This is necessary to understand the process that was followed to reduce the initial sample
size and ensure its relevance to this study.

Probability samples choose elements in a population at random. This implies that they
have a known probability of selection.

The overall aim is to produce a statistically

representative sample (Neuman, 1997: 204).

According to Ritchie et al. (2003: 78-82), probability sampling is generally held to be the
most rigorous approach to sampling for statistical research, but it is considered to be
largely inappropriate for qualitative research. He argues that the principles of probability
sampling can work against the principles of sound quantitative sampling.

Qualitative research uses non-probability samples for selecting the population for a study.
Units are deliberately selected on the basis of their characteristics in order to reflect
certain features of the sample population and the sample is not intended to be statistically
representative.

Instead, the precision and rigour of a qualitative research sample is
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defined by its ability to represent relevant characteristics and as such, it is these that need
priority in sample design (Ritchie et al., 2003: 78-82).

Although the present study mainly aimed to explore the developmental patterns and lines
ofleadership thinking, it was felt that the study could be enhanced by the incorporation of
certain sampling criteria. As such, the criteria were identified on which the sampling
approach was based. In most qualitative studies data reduction is considered a central
task due to the generally large, disordered and unmanageable nature of the data (Spencer
et al., 2003: 200).

Using these criteria firstly enabled data reduction for the purpose of this study; seeing
that the initial sample frame consisted of almost three hundred leadership narratives, it
was deemed necessary to reduce the sample.

The first criterion was motivated by the discovery that many narratives listed within the
12Manage website were sub-divided into other themes, such as communication, financial
and change (12Manage, 2008). Given the stated aim of the present study, only leadership
narratives that had an influence on the management and leadership of people were
included. It does not imply that the other narratives do not play an important part in
leadership, but rather that it might be seen as other dimensions to leadership. These
dimensions were not fully explored, although many of the narratives that were used also
address these themes to a lesser extent. However, the researcher decided purposefully to
exclude the mentioned narratives (including financial, change and communication) to
enable a more focussed approach for the purpose of this study.

Some of these narratives were also eliminated because of the lack of relevant sources. As
such the sample size was significantly reduced, but by being applied in conjunction with
the second criterion the sample size was concluded at one hundred and one narratives.

As mentioned, several avenues were explored and used to obtain the relevant sources.
One of these was aided by the second sampling method, which is snowball sampling.
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Snowball sampling is a non-probability sampling method that was used for the purpose of

this study. Neuman (1997: 207) explains that snowball sampling (or network chain
referral, or reputational sampling) is a method for identifying and sampling the units
within a network. In this study, it also contributed to the finding of sources, as many
were found to cross-reference to other narratives and their sources.

Snowball sampling is based on the analogy of a snowball, which grows as it rolls over

wet snow. Snowball sampling is therefore a multistage technique. It begins with one or a
few units and spreads out on the basis oflinks to the initial units (Neuman, 1997: 207).

According to Neuman (1997: 207), social researchers are often interested in
interconnected networks.

The vital feature of such snowball sampling is that each

leadership narrative is connected with another through direct or indirect linkage. This
does not imply that each narrative is influenced by every other narrative in the network.
Rather, it means that, seen as a whole, with their direct and indirect links, these narratives
are within a web oflinkages.

In conclusion, the reduction of the sample was done by firstly discarding those narratives

that was sub-divided by 12Manage into other themes, as well as by eliminating those that
did not have sufficient references to sources to enable an academic study. The second
criterion was simultaneously applied, by detennining links and cross-references within
the network of leadership narratives. This resulted in a sample size of one hundred and
one narratives.

The following section examines and describes a template that was selected as an aid in
the collection, analysis and presentation of the data.
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1.5.3.3 The template

The template that was used in the present study has been chosen as an aid in the
organising and qualitative analysis of information.

As such, this template will be

discussed in greater detail in this section.

Social constructivists believe, as previously briefly discussed, that knowledge is not seen
as given, but created and negotiated through an interactional process. The researcher
therefore becomes an active player in the development of meaning of the data and the
template aided the researcher with comparing proverbial apples with apples.

This template serves the following purposes:

1. To ensure an ease of readability, not only for the researcher, but mainly for the
reader

2. To present similar data of the different narratives in a standard format, that is easy
to recognise; this enables the sense-making of the data as well as the ability to
offer descriptions in order to illustrate a given concept

3. To enable the researcher to add crucial information that is established later in this
study, without rewriting all the narratives

4. In support of this approach, Marshall and Rossman (1995: 110) state, the
qualitative research design should include plans for recording data in a systematic
manner that will facilitate the qualitative analysis thereof

The template may be considered as an over-simplification of leadership narratives, which
is true to a sense, but was done purposefully as the research is not based on the detailed
content of the leadership narratives, but rather on the patterns and lines of their
32

development. The advantages of such a fonnat for organizing the data were deemed to
outweigh the disadvantages.

Below is the template used to aid in the collection, interpretation and presentation of data:

Number·

Name

Executive summary
Theorists

I

Core principles

associated with
narrative
Approximate

Implication for leadership

date of
development
Relationships

.Typology
A short description of each item (represented by a cell within the table) will follow.

1.

Number - this item represents an unique number that was given to each
leadership narrative; it was used as a means of reference within the sociogram
network display (to be discussed later in this chapter)

2. Name - within this cell of the table, the name of the leadership narrative was
recorded

3. Executive summary - the executive summary mainly consists of a short
description and background of the applicable narrative

4. Theorists associated with narrative - implies the leadership thinkers and writers
that are associated with the specific leadership narrative
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5. Core principles - this section includes the major principles as underpinned by the
relevant narrative

6. Approximate date of development - as will be discussed later in this study, the
date of development could not always be determined and in some instances only
an approximation of such a date was included

7. Implication for leadership - seeing that this study is specifically focussed on
leadership narratives, this section was utilised to discuss the particular narrative's
relevance with regards to leadership

8. Relationships - the relationships with other leadership narratives that was found
during the course of this study were mentioned in this section

9. Typology - this item was of relevance later in the study, as it provided a space to
record the specific theme and/or typology applicable to the mentioned leadership
narrative

It is important to take note that the two cells marked in

iii (number and typology)

represent information that becomes evident later in the study.

1.5.3.4 Historical and historical-comparative procedure

As discussed, an in depth literature review was undertaken with the aim of identifying
and piecing together the construction of leadership narratives.

The developmental

patterns and lines of these narratives are traced through the use of historical procedures.

Giddens (2001: 650) argues that a historical outlook is often important when conducting
sociological studies. This is because of the need for a time perspective when making
sense of research material.
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Historical reviews are a type of literature review that traces and explains the development
of ideas, thinking and theories over time. Historical reviews combine two literature
review goals. Firstly, to show the path of prior research and secondly, to integrate and
summarise what is known (Neuman, 1997: 89-90).

To reach the goals set for this study - taking into account that the theoretical basis for
this study will centre on the postmodernist epistemology within the sociological
theoretical framework ofsocial constructivism and the narrative theory - the researcher

will make use of a historical-comparative approach by means of a literature review to
gather the qualitative data.

The literature review will be used to explore the most

influential and popular leadership narratives in the given timeline.

A historical-comparative method will specifically be used as it is appropriate for studying
long-term societal change and is useful when comparing the same social processes and
concepts (like leadership narratives) in different historical contexts (Neuman, 1997:
383).

Another relevance of this method to this study is by supporting the researcher to

study older narratives ofleadership.

"The historical-comparative researcher raises questions about old explanations and finds
support for new ones by interpreting the data in its cultural-historical context" (Neuman,
1997: 384).

Giddens (2001: 652) explains that sociologists who combine comparative and historical
research review a number of documentary sources (such as leadership models in this
case) to identify similarities and differences.

This qualitative research method will be used to categorise leadership narratives into
themes based on time. These narratives will be qualitatively examined for the existence
of any specific patterns.
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In the next section, a more detailed discussion of methods of analyses will be undertaken.

1.5.3.5 Analysis

In this section, the process that has been followed in qualitatively analysing the data,

which was obtained from the research, will be discussed.

As previously mentioned, unlike quantitative analysis, no clearly agreed upon rules or
procedures for analysing qualitative data exist. Approaches to analysis vary in terms of
basic epistemological assumptions about the nature of qualitative enquiry and in terms of
the main focus and aims of the analytical process. Although there is no right or wrong
way to perform qualitative data analysis, it is important to note that the researcher should
be able to logically account for the stages in data analysis and that the final conclusions
be based on the generated data (Spencer et a!., 2003: 200).

The specific methods of qualitative analyses that were used for the purpose of this study
will be discussed next.

1.5.3.5.1 Narrative analysis

Narrative analysis as method, is well suited for this study, as it aids in studying
subjectivity and identity largely because of the importance given to imagination and the
human involvement in constructing stories - like leadership narratives. For sociologists
narratives also reveal much about social life or culture, as these speak through stories. By
seeing how people talk and write, researchers can analyse how culturally dependent and
historically dependent the terms, beliefs and issues narrators address are (Rosenwald and
Ochberg, 1992: 44).

These dependencies should become evident when studying

leadership narratives.
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Marshall and Rossman (1995: 87) warn that the narrative researcher must be constantly
aware of his own life-story and the impact it might have on the study and the
interpretation of narratives. According to them, the researcher and reader become part of
the research project itself. The reason for this is that narrative researchers do not imply to
know anything, but the researcher's life-story forms an intrinsic part of his frame of
reference and therefore makes objectivity almost impossible.

A method that is related to narrative analysis is antenarrative analysis. This method was
found relevant to the present study and will be discussed next.

1.5.3.5.2 Antenarrative analysis

As explained, narrative has shown the potential to address the ambiguity, uncertainty,
complexity and dynamism of organisational phenomena like leadership. This especially
seems relevant when it is combined with antenarrative analysis.

Boje (2001: 1) states that "the postmodem and chaotic soup" of certain narratives (such

as leadership narratives in this case) is not easy to analyse.

He suggests that

organisational narratives are self-deconstructing, flowing, emerging and networking - all
but static. He suggests that narrative analysis should take antenarrative analysis into
account to add a "multi-voiced methodology" that can be used in non-linear, unp10tted
narratives, such as leadership narratives.

One of the methodologies he suggests to

accomplish this is story network analysis - which will be discussed later.

Boje (2001: 1) defines antenarrative as "fragmented, non-linear, incoherent, collective,
unplotted and pre-narrative speculation". It therefore seems appropriate to this study,
especially when taking into account that some leadership narratives does not consist of a

formal theory or model as such, but rather a social construction of thoughts. Boje (2001:
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1) explains that antenarrative deals with narratives that are collectively produced - like
leadership narratives in this case.

1.5.3.5.3 Theme analysis and typology

Spradley (1980) argues that theme analysis is a respected and well-established qualitative
method. It is popular and widely used.

Boje (2001: 14) proposes that an antenarrative approach to theme moves beyond theme
and sub-theme taxonomic classification.

He explains, "taxonomy in narrative theme

analysis traps stories in little cells. Antenarrative does not destroy the cell house of
theme analysis, but opens up the hierarchy of classification to see what gets left out."

Boje (2001: 17) argues that antenarrative highlights the storytelling moves and flows
beyond the limits of theme analysis. He mentions, "it allows the excess and in-between
of theme analysis to move out of the margins. Beyond the tidy logic of theme taxonomy
is the messy plenitude of storytelling. This is a narrating space where the economy runs
on stories not analysis. Antenarrative reconnects theme analysis to fragmentation, the
becoming and the undoing of self-deconstruction."

The data accrued from the literature review on leadership narratives, have been
qualitatively analysed with the purpose of identifying and exploring major and minor
themes and sub-themes, as will be discussed next.

Theme analysis

A theme analysis was conducted in order to make sense of the data and enable story
network analysis. Marshall and Rossman (1995: 113) support this when they say that
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generating categories of data can serve as a very important focusing device m a
qualitative study.

According to Boje (2001: 122) theme analysis without antenarrative would strip stories
(or narratives) from time, place, plurality and connectivity.

The choice of themes, as discussed later, is by no means neutral or complete. Boje (2001:
122) explains that beyond the cells of taxonomy there exists a "messy plenitude" that
should always be considered. These themes have inevitably been influenced to some
degree by the researcher's formal and informal theoretical assumptions.

In addition, Marshall and Rossman (1995: 113) warned that an overly structured and
organised data collection strategy can filter out unusual and unexpected findings which
could serve to provide fresh new perspectives on the research topic.

In order to

compensate for this, the researcher decided to keep to her initial understanding of the
leadership narratives.

Themes were extracted from the data and was organised accordingly. Spencer et al.
(2003: 212-214) comment on this process by stating that after having generated and
applied a set of themes and concepts, the analyst then makes use of the synthesised data
to prepare descriptive accounts, identifying key dimensions and mapping the range and
diversity of the phenomenon.

In order to facilitate a comparative analysis of the data, these thematic categories were

utilised. It is important to note the fact that a considerable amount of overlap exists
between themes, in that most leadership narratives could easily be divided into one or
more of these themes. To simplify the story network analysis, the researcher decided to
keep to one theme per narrative, as this aided in achieving a more focused analysis of the
lines and patterns.
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The analysis of the lines and patterns was further achieved by means of additional
research of the predominant theme. This research was conducted by means of extracting
typologies from the leadership narratives found within such a theme. Therefore the next
section will be devoted to a discussion of this process.

Typology

In describing this stage of qualitative research, Spencer et

at. (2003: 214) state that once

the nature of phenomena have been clarified and the data classified according to a set of
substantive dimensions, refined categories or more abstract themes, the analyst may go
on to develop typologies. The latter are specific forms of classification that help to
describe and explain the segmentation of the social world or the way that phenomena can
be characterised or differentiated.

In this study, the typology was used to detect patterns and associations within the

examined data. Spencer et

at. (2003: 215) and Marshall and Rossman (1995: 112-114)

describe this stage as the process of finding patterns and associations in the data and then
attempting to account for why those patterns occur.

The information gleaned from the analysis was then presented in such a manner as to
provide an overview of the patterns and themes found as the leadership narratives
developed over the last century.

1.5.3.5.4 Story network analysis

To enable the researcher to consider both narrative and antenarrative, story network
analysis will be used as method to analyse the data.

Boje (2001: 62) defines story

network analysis as "the categorising of story fragments into narrative maps read as
nodes and relationships (links) for abstract model building".
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Boje (2001: 63) mentions that "story mapping involves displaying social architecture".
Social architecture, according to him, shows how stories are linked to one another in a
"sociogram network display". He explains a network as a map of nodes (leadership
narrative themes) and their interconnected links.

This study aims to visually present the sociogram network display as evidence within the
study. According to Neuman (1997: 437), qualitative researchers have moved toward
presenting summaries of their data analysis in a visual format, like diagrams. These
visual representations of the data help researchers to organise ideas and systematically
investigate relations in the data.

But most importantly, it enables researchers to

communicate results to readers.

Therefore, this sociogram network display will enable the reader and other researchers to
follow the visual reconstruction of the (linear or non-linear) development of leadership
narratives, which contributes to the reliability of this study. By establishing a coherent
picture of the developmental process of leadership narratives, a gap in the current
literature will be addressed.

A story network analysis was done to categorise story fragments into narrative maps.
Boje (2001: 65) mentions, "in antenarrative terms, the territory is messier than the map."
As such, it is important to note that the lines within the story network analysis were
simplifying a complex network of interrelationships between the narratives.

Within the present study, these lines represent a story and time networking network
analysis. Boje (2001: 68) explains that this is a method to connect stories into time
sequence to other stories. However, even chronology is subjected to different viewpoints.
The multiple narrative-interorganising networks are multi-stranded, embedded and
dynamic systems. For example when a narrator releases a leadership narrative, other
narrators react with a counter-narrative.
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Network analysis was chosen because the visual representation might reveal patterns that
are not apparent in a reading of the text. According to Boje (2001: 73) story network
mapping provides an important analytical tool for narrative analysis, but he warns, "this
can cloud the dynamics of antenarrative behaviour."

1.5.3.5.5 Reliability and validity

This section will be dedicated to an overview of reliability and validity as they are
relevant to the present study.

It is important to understand that these concepts (of reliability and validity) were

developed in the natural sciences and in a different epistemological basis than that of
qualitative research. Therefore it seems that there are concerns about whether these
concepts have any value in determining the quality or sustainability of qualitative
research. It also seems as if qualitative research is often evaluated against the criteria
appropriate to quantitative research and thereby found to be lacking (Lewis and Ritchie,
2003: 270; Marshall and Rossman, 1995: 145; Poggenpoel, 2001:348).

The researcher shares the abovementioned opinions and concerns and feels that it would
be inappropriate to attempt to apply any quantitative measures of reliability or validity
strictly to the present study. Therefore it will only be addressed in a broad sense.

Lewis and Ritchie (2003: 270) explain that reliability refers to sustainability and validity
means well-grounded. They argue that it has relevance for qualitative research since it
helps in defining the strength of the data. Seen in this context these concepts, as they are
related to this study, will be briefly discussed next.

According to Lewis and Ritchie (2003: 270) the concept of reliability is generally
understood to represent the extent to which research findings can be replicated if another
study by using the same or similar methods.
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They argue that the extent to which

replication can occur in qualitative research has been questioned.

Although, in the

context of this study, the idea of the existence of eternal, universal truths which underlie
such a view on reliability is contrary to postmodern and social-constructivist thoughts,
thought was given to the concept.

A template (as previously discussed) was used to standardise the way in which the data
was organised and represented, therefore it aided in some sense to the reliability of this
study.

By utilising the template as method to organise the data, it might enable future
researchers conducting similar studies to compare the leadership narratives on the same
grounds as was done within this study. It can therefore be considered reliable in some
sense, by using the same format for data organising with the same leadership narratives
would likely result in broadly similar findings. Through the application of the template,
it was also found that it served as a method for internal checks on the quality of the data
and its interpretation.

Lewis and Ritchie (2003: 272) also suggest that there is the need to provide the reader
with detailed information about the research process. This transparency allows the reader
to assess whether the study was conducted according to proper qualitative procedures and
to ascertain whether the qualitative analysis of the data has been executed systematically
and comprehensively. Interpretations should be well supported by the evidence and the
design of the study should have allowed equal opportunity for all perspectives to be
identified. Therefore, to a large extent, the reliability of the research will be determined
by the reader, who must decide whether the findings made are soundly grounded into the
data and appropriately justified.

The validity of findings or data is traditionally understood to refer to the correctness or
precision thereof.

Poggenpoel (2001: 351) states that with regard to credibility or

validity, the goal is to demonstrate that the inquiry was conducted in such a manner as to
ensure that the subject was accurately identified and described.
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Marshall and Rossman (1995: 145) explains that this can be achieved by an in-depth
description of the findings showing the complexities of variables and themes (as has been
done in chapters four and five) will be so embedded in the data that it cannot help but be

valid.

The issue of validity is closely related with conceptions about the extent to which
research findings can be generalised. As such, the next section will discuss this issue in
greater depth.

1.5.3.5.6 Generalising from research

The issue of generalising from research occupies a central role in research. However, as
perspectives on generalisation are influenced by the epistemological and ontological
positions of the researcher, many divergent views on the subject exist. As such, many
postmodem researchers do not agree with this practice and some even dismiss it as being
irrelevant (Lewis and Ritchie, 2003: 263). Generalisation contradicts the conceptions of
relativity that are central to these approaches.

It should also be noted that generalisation involves different issues in qualitative research

than in quantitative research. Qualitative research cannot be generalised on a statistical
basis. It rather is the content or map of the research population of narratives, as well as
the factors and circumstances that shape and influence them that may result in some
generalisations (Lewis and Ritchie, 2003: 264-269).

In this study generalisations were made by utilising the sociogram network display.
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1.6 Overview of the study

Following on the present chapter, chapter two is devoted to a discussion of the central
theoretical framework of this study. The postmodem and social constructivist approaches
are discussed, both in a general sense, as well as with specific reference to their
implications for this study. The chapter is then concluded with an in-depth discussion of
the specific theoretical framework, narrative theory.

In chapter three, an in depth literature review of the major leadership narratives are

undertaken.

Chapter four is devoted to the reconstruction of themes and patterns in the development
of these leadership narratives.

Chapter five centres on the discussion of the qualitative analysis of the core leadership
narratives.

Finally, chapter six serves to summarize the main points and conclusions made during the
course of the study, as well as providing a critical review of the study and making
recommendations for further research.

An appendix that is separately bound and inserted can be found after the bibliography and

index. This appendix contains the sociogram network display, which can be removed to
enable the reader to take part in a dialogue with the research as it progresses.
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1.7 Conclusion

This chapter explained the background and problem statement of this study. The research
design and methodology that was followed was then discussed. Finally, this chapter was
concluded with an overview of this study.
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Chapter 2

Conceptions of postmodernism, social

constructivism and narrative theory

2.1 Introduction
In this chapter, the conceptions of postmodernism, social constructivism and narrative

theory will be discussed. This will serve to establish and examine the major theoretical
framework within which the present study was approached.

The chapter will commence with a description of the discipline wherein the study was
conducted.

Thereafter it will serve to examine social constructivism in addition to

postmodernism. These approaches constituted the epistemological position of the study.
This will be followed by an explanation of the specific theoretical framework, narrative
theory. The narrative theory approach has governed the way in which the research topic
was understood and approached. As previously discussed, it also dictated the research
methodology that was used in this study.

2.2 Discipline
As mentioned, this research was conducted within a sociological context. Giddens (2001:
2) explains that sociology is "the study of human social life, groups and societies". He
adds that the scope of sociological study is very wide.

Sociology reveals a broad view of the reason why people are who they are, as well as the
reason why they act as they do. According to Giddens (2001: 2-3), it shows that what is
seen as a given, is strongly influenced by historical and social forces.

A substantial portion of sociological theory and research deals with social change (Vago, .
1999: 1-2).

The study of changes in leadership thinking is therefore a concern of
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sociology, given that such thinking constitutes an aspect of nonmaterial culture and that
they can be understood as collective sets of assumptions influencing the interaction
amongst various groups of individuals (Vago, 1999: 9).

As explained, this study was done from within a sociological context. The focus and
object of this study concerned itself with the organisation as social institution as well as
the related beliefs, values, thinking and practices with regard to leadership.

The

development ofthese leadership thoughts and practices was further examined from within
the postmodernism and social-constructivist perspectives, as well as more specifically
from a narrative theoretical approach. These will be discussed next.

2.3 Meta-theoretical assumptions

As explained, this study will meta-theoretically be based on postmodernism. This section
will therefore be devoted to examine postmodernism and its related concepts.

2.3.1

Postmodernism

According to Mitchell and Egudo (2003: 3-4), "postmodernism came into use during the
late 20th century, and questions the modernist philosophical assumptions of rationality
and universal truth, and the application of scientific empirical methods to problem
solving. Instead, postmodernism emphasises that knowledge is value-laden, and reality is
based on multiple perspectives, with truth grounded in everyday life involving social
interactions amongst individuals."

Postmodernism is not precise, clear and coherent (Du Toit, 1988: 36; Wagner, 1994:
179). The major theme that runs through the descriptions of postmodernism is that no set
of objective truths exists in the real world.
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In the light of this study, Anderson's (1993: 27) view seems relevant: "The emergence of

a postmodern narrative in the human sciences challenged the modernist perspective of
seeing and thinking about the world and our experiences in it. The modernist view is that
knowledge is objective and fixed, and the knower and knowledge are independent 
presupposing universal truths and objective reality. Postmodernism refers not to an era,
but to a different, discontinuous theoretical direction: Knowledge is socially constructed
and generative and knowledge and the knower are interdependent - presupposing the
interrelationship of context, culture, language, experience and understanding."

Therefore, given the postmodern approach adopted for the purpose of this study, no
universal truths or objective realities could be assumed. By pursuing this research and
investigation of leadership thinking, the researcher became a part of the knowledge
through interpretation and understanding within her own experience.

As is evident from the above, postmodernists believe that reality is constructed by a
particular individual through his own perspective. They view reality as a construct of the
human mind (Gergen, 1991: 7; Hambidge, 1995: 7).

Different authors often describe postmodernism in different ways, yet this plurality of
responses can be considered as a defining feature ofpostmodernism (Du Toit, 1988: 36).
The concept of a unitary discipline is at odds with postmodern thought. In essence,
postmodernism stresses the intersubjectivity and socially constructed nature of reality.

Taking into account that many earlier leadership models were probably originally created
from a modernist approach and this research was conducted within a postmodern
framework, the distinction between these two approaches will be further explored. This
discussion will also enable understanding of the basic tenets of postmodernism and social
constructivism.
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2.3.1.1 Modernism and postmodernism

While this study was sociological in nature, it was approached from within
postmodernism, in particular, the social constructivism frame of reference.

These

approaches formed the meta-theoretical foundation for this study and therefore an in
depth discussion of these approaches will be undertaken.

Postmodernism developed as a critique to the apparent limitations of the modernism. It
seems that many scholars argue that postmodernism do not have a clear historical origin
and duration. Others view it as a cluster of beliefs and attitudes that can be found across
various historical eras (Rosen, 1996: 39). It was not the intention of this research to
contribute to the debate, but rather to establish an outline of the broader context in which
this study was conducted.

Modernism has a historical connotation and refers to the era that followed the Middle
Ages. Modernism in Western cultures may be linked to the process of mechanisation,
which most probably had an influence on the earlier, Industrial Age, leadership models as
discussed in the next chapter. Modernism, therefore, is used to refer to a wide variety of
economic, political, social and cultural transformations (Gergen, 1997: 18).

During the modern era, positivism played a significant role. It was based on the idea that
science can be valuable and can be separated from personal values, metaphysical
assumptions and interests. Positivism concentrated on discovering pure fact. Modernism
presumed that there are principles and laws that could be discovered, concerning the
properties of any subject matter. This approach also believes in truth through method, a
belief that by using empirical methods, objective truths could be obtained (Gergen, 1997:
19-20).

As such, positivism, within sociology, sees the study of the social world to be conducted
according to the principles of natural science. It therefore holds that objective knowledge
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can be created by careful observation, comparison and experimentation (Giddens, 2001:
8).

Thus, the human and social sciences applied positivism to assure greater validity and
credibility in these sciences. Gergen (1997:19) explains that it was believed that if the
rules and methods that were responsible for technological advances in the modern era
were applied to the social sciences, progress of a similar sort could be achieved.

Moore (1982: 70) argues that since the 1960s, positivism received a lot of criticism. It
was rejected because it was discovered to be an approach influenced by assumptions and
prejudices.

Ultimately, it was suggested to consist of untestable prescientific

conclusions.

It is important to note that the aim of this study was not to suggest a disqualification of

any scientific or modernist position.

It only serves as background information to

understand the need for postmodernism, which was born out of discontent with
modernism. The researcher, as mentioned, has included the most influential modernist
theories and models on the subject of leadership. These will be examined later as valid
narratives that might have played an important part in the development of current
leadership thinking.

As mentioned, these criticisms of the modernist stance gave birth to an alternative
approach. This approach loosely referred to as postmodernism, represents alternative
assumptions and theoretical premises relating to reality and scientific inquiry. In this new
approach, discourses such as those of Hegel, Marx and Kant, are rejected as they are
considered to be suppressing and silencing other voices while privileging their own
(Rosen, 1996: 39).

The postmodern era increasingly started to affect thinking in various disciplines. In the
United States, during the 1950s and 1960s, postmodern themes were evident within
architecture, art and sociology. During the 1970s, French philosophers such as Foucault,
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Rorty and Baudrillard started addressing postmodernism. In the 1980s, the issue of a
postmodern age came to general public attention.

The current age is now widely

described as postmodern, especially in the fields of art, philosophy and the human
sciences (Kvale, 1997: 1).

To establish an outline of postmodern thought, broad conceptual outlines of the most
prominent aspects of postmodernism will be discussed.

According to Hambidge (1995: 37) postmodernism sees reality as mediated by a
particular individual through his or her own perspective. Postmodemism therefore regard
reality as a construct of the human mind.

Most postmodern assumptions seem to

represent extensions of the basic idea that humans cannot know reality, if it does in fact
exist.

As mentioned, postmodernism are proclaiming that there are no objective truths (Rorty,
1990: 362). Therefore, it is important to note here that the researcher does not take an
extreme stance, as can be implied by many of these views. Such an extreme level of
relativism is not aligned with the researcher's view, which is that an external reality does

exist, but that we do not understand this reality fully. This position is to some extent
shared by researchers such as Mahoney, Guidano, Kelly and Piaget and is often referred
to as critical constructivism (Rosen, 1996: 11).

Popper (1962: vii) argues that since no theory can be positively justified, it is the fact that
we can argue about their claim to solve our problems better than their competitors can,
which constitutes their value and usefulness. However, Rorty's argument mentioned
above might make it seem as if postmodernism is an unscientific approach, it should be
kept in mind that the postmodern approach developed partly as a result of criticisms of
modernism. It therefore represents an attempt to overcome the limitations inherent in the
modernist approach by allowing for a greater degree of relativity in social and scientific
mqUIry.
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Nell (2005: 25-26) mentions it is important to note, however, that a postmodern approach
is not necessarily less scientific than a modernist approach. Measured against the strict
dictates of the scientific method, a postmodern approach would indeed be deemed as
unscientific and as such, rejected. However, the postmodern approach challenges this
and suggests that the alternative approaches towards understanding reality that it proposes
can also be seen as a valid approach to science. In understanding and evaluating the
postmodern approach, it is very important to bear in mind that postmodernism represents
a very different and in some ways even discontinuous line of thinking. It is no less
logical than a modernist approach, yet it follows a different system of logic to that of
modernism. As such, it cannot be evaluated based on modernist ideals and principles. A
postmodern approach has much to say about alternative ways of approaching scientific
inquiry. It is no less scientific than modernism; it only adopts a different scientific
paradigm. It is within this paradigm that the present study was conducted.

The nature of modernism and its implications is in contrast with the assumptions of
postmodernism. The modernist view is that knowledge is objective and set and that
postmodernism holds that knowledge is socially constructed and generative. Modernism
therefore had a view that reality was independent of the observer (Anderson, 1993: 27).

Gergen (1997: 24) mentions that postmodernism challenges assumptions by claiming that
such an assumption would be laden with biases. According to him, postmodernism also
challenges the idea of universal properties of subjects; it rather invites the investigator to
consider his or her inquiries in its historical, cultural, religious and related contexts.

These contexts and realities only exist through language. Du Toit (2003: 30) argues that
postmodernism as epistemology suggests that the world is constituted by shared
language. It also suggests that humans can only know the world through the particular
forms of discourse language creates. The role of language will be discussed in more
detail in the next section.
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In conclusion, to the discussions above, the emphasis in the modernist approach falls on

objectivity, empiricism and positivism, postmodemism emphasises the intersubjectivity
and socially constructed nature of reality. The latter point will be discussed more fully in
the following section, which deals with social constructivism.

2.4 Theoretical Framework

Various theoretical and conceptual frameworks have developed out of the postmodem
approach. The most important of these for the purpose of this study, is social
constructivism, which will be discussed in greater depth in this section.

2.4.1

Social constructivism

According to Talja et at. (2005: 81), social constructivism is a metatheoretical position,
which argues that "while the mind constructs reality in its relationship to the world, this
mental process is significantly informed by influences received from societal
conventions, history and interaction".

Rosen (1996: 5) adds that although there are a variety of constructivism models, they all
hold in common the epistemological belief that a totally objective reality, which stands
apart from the knowing subject, can never be fully known.

According to social

constructivism, reality is socially constructed through interaction between individuals
through language. This knowledge cannot be considered as constituting an objective
reflection of reality (Anderson, 1993: 22; Gergen, 1985: 266-268; Hoffinan, 1990: 2).

That implies, in social constructivism, that leadership models and theories are a human
product and is socially and culturally constructed (Ernest, 1999; Prawat and Floden,
1994:37-48; Von Glasersfeld 1987: 30). It cannot be discovered, because it does not
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exist prior to its social invention (Hoffman, 1990: 3-4; Kukla, 2000: 21; McMahon,
1997). Again, the researcher considers this an extreme position. As Nell (2005: 22)
explains the map might not be the reality, but it does not mean that the reality the map
refers to does not exist.

Sheehan (2004: 181) explains that such a difference in views is acceptable, as
constructivism views knowledge ranging from extreme idealism through to moderate
views. He explains that extreme idealists see reality as existing only in the mind of the

knower and moderate views acknowledge the individual nature of all understanding,
within a context of ontological realism. His explanation of ontological realism is "a
world in which reality, including human relationships, exists independently of our
understanding or knowledge of them".

Knowledge is not value free, as there are different interpretations of reality by the
interpretation of meanings through language and action residing in social practice.
Therefore knowledge and meaning are inseparable and interpretations only have meaning
in particular contexts (Sheehan, 2004: 181). This implies that individuals not only create
meaning through their experiences, they also do so through their interactions with each
other and with the environment, they live in (Du Toit, 2003: 27).

Hoffman (1990: 3-4) explains that these interactions are part of a flow of changing
narratives (narrative theory will be discussed in detail later in this chapter). These
constant changing narratives are a product of mutual agreement. Socially constructed
reality, like leadership models can be seen as an ongoing, dynamic process; it is re
produced by people acting on their interpretations and their knowledge of it.

Reading for example, Fayol's Administration industrielle et generaIe (on Systematic

management) entails more than an examination of the text's apparent meaning and utility
to leaders today. Work and thoughts like those of Fayol, never comes to the reader in
pristine form. The reading of it at present is shaped both by the researcher's management
of the data, including her experiences, as well as by the reader's interpretation of the text.
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Sheehan (2004: 182) explains that this might be due to the concept of social
constructivism that is in contrast to the objectivist notion of inquiry. He argues that social
constructivism propose that it is impossible for the researcher to remain objective and
detached from the study.

Berger and Luckmann (1967: 86) believe that in its first generation, all the participants
share the socially constructed realities. Difficulty arises when humans communicate this
reality and pass it on to another generation. In the context of this study, the leadership
models used for research represent different generations of thinking and some may share
certain socially constructed realities. The leadership writers and thinkers referred to
within this study, were therefore seen as people and their stories, rather than mere
subjects to be studied (Sheehan, 2004: 182).

According to Berger and Luckmann (1967: 86), it is a natural desire to integrate new
generations into the current reality. This need for integration motivates legitimation.
Boyce (1996: 5-26) explains that legitimation is the process of how people construct
explanations and justifications for the fundamental elements of their collective,
institutionalised tradition. Not only is this the case with leadership thinking, but also
within the totality of organisations. The elements of the tradition of leadership in itself
might be explained and justified by these thinkers in order to motivate legitimation
thereof.

Social constructivism is liberating in that it prevents scientific rigidity, which might
impede the discovery of even more useful and applicable perspectives and theories. This
approach therefore invites the consideration of the social origins of assumptions. It also
accords value to the local, the contextual and the individual (Gergen, 1985: 267-268), and
as such, was considered a valuable approach to the study of leadership thinking.

By evaluating discourses and beliefs, social constructivism does not concern itself with
the truthfulness of these discourses, but with the adaptive and realistic usefulness of these
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discourses and constructions for the individuals or the social unit embracing them (Rosen,
1996: 5).

From this perspective, the constructions and discourses that constitute a person's truth
cannot be compared with an objective reality. It can only be assessed in terms of the fit
of such a construction within the person's construct system or the social group into which
that system is integrated (Rosen, 1996: 5). Social-constructivism therefore provides a
radical new picture of human reality as ever changing and meaning can no longer be
objectively measured or established.

According to Nell (2005: 30), this offers a degree of liberation from the need to prove all
ideas and concepts before they can be accepted as having some validity. Freedman and
Combs (1994: 32), mentions that a modernist worldview would motivate a methodical
approach to identify a universally applicable interpretation and postmodemism invites the
celebration of diversity.

Again, the researcher does not take an extreme position of relativism with regard to
reality. She does however believe that given our inability to arrive at a full and final
understanding of ultimate reality and truth, adopting a degree of relativism will serve as
healthy antidote against premature truth claims.

To summarise, Freedman and Combs (1994: 22-23) propose a valid summary of the four
ideas representing postmodernism as well as social constructivism:
1. Realities are socially constructed
2. Realities are constituted through language
3. Realities are organised and maintained through narrative
4. There are no essential truths
They explain that people, together, construct their realities as they live them.

To fully understand social constructivism, it is important to consider the concept of
discourses.
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2.4.1.1 Discourses

The concept of discourses is central to postmodernism and social constructivism
(Freedman and Combs, 1994; Gergen, 1994), it therefore is important to discuss this issue
briefly.

Freedman and Combs (1994: 32) explain that in any culture, certain narratives (see

discussion in section 2.4.2/or afull discussion o/narrative theory) will become dominant
over others and will specify the preferred and customary ways of believing and behaving
within the particular culture - these can be seen as discourses.

As such, Gergen (1997: 24) argues that postmodern thought requires researchers to make
their ontological commitments clear and to consider the motivation, roots, limits and
cultural context of his or her preferred discourse.

Another important concept to be taken into account when considering social
constructivism is the role of language.

In the following section, it will briefly be

discussed.

2.4.1.2 The role of language

In postmodernism and social constructivism, the role of language in constructing

meaning and influencing our conceptions of reality is important (Du Toit, 2003: 27,
Rosen, 1996: 40). The modernist approach would view language as neutral. Modernists
would consider words merely as linguistic symbols that represent things that exist
externally.

Postmodernism considers language as a creating force and not just as

reflecting meaning.

Rosen (1996: 40) explains that meaning is therefore determined

through language.
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Du Toit (2003: 28) argues that language does not only determine meaning, but also
enables individuals to share the knowledge and understanding that they have created.
She explains that language and thought are inseparable and therefore it is through
language that a person can come to know himself.

Understanding the world is thus a product not of the world as it is, but of textual history
(Gergen, 1997: 22). This implies that no objective or value neutral science is possible, as
scientific research is modulated, interpreted, presented and disseminated through the
medium oflanguage. Concerning this study, it means that leadership models and theories
cannot be seen as objective truths, but rather as socially constructed realities.

No discussion of postmodemism and social constructivism would be complete without a
reference to hermeneutics. In the next section, it will be briefly discussed, to put it into
context.

2.4.1.3 Hermeneutics

Hermeneutics plays an important role in postmodemism and social constructivism. It can
be described as the art of interpretation and understanding and its origins lie in the
disputes around the interpretation of the Bible that arose during the reformation (Rosen,
1996: 26).

According to Rosen (1996: 26), the emphasis of the hermeneutic approach initially
focused on attempting to understand the intention and meaning of the authors of literary
pieces.

However, in postmodernism, a shift occurred in the way in which the

hermeneutic process was viewed.

Gergen (1997: 22) argues that in postmodernism it is not the text that dominates the
reader, but the reader that dominates the text.

Rosen (1996: 27) explains that the

interpreter therefore enters into a dialogue with the text. That implies that there may not
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be a single correct interpretation, although some interpretations may be considered better,
based on criteria such as internal consistency and comprehensiveness.

The researcher supports this view and believes that the process of understanding any text
is a process of interpretation.

This implies that not all understandings represent

reflections of an objective external reality. As applicable to this specific study, it means
that a co-construction takes place between the leadership model or theory and the reader.
Meaning making therefore occurs through the initial leadership thinker, the researcher
and the reader, they all become constructors of knowledge and not conveyors and
receivers of it (Schurink, 200 I: 298).

Therefore, the process of qualitatively interpreting leadership thinking is done by
attempting to understand the discourses through entering into a dialogue with the text.
From this perspective, the interpretation and understanding that was reached through this
research cannot be presented as representing any objective truth. It, therefore, should
only be seen as an individual's reading of these texts. Other researchers, not applying the
same epistemological framework and qualitative research approach, may therefore not
reach the exact same conclusions. Du Toit (2003: 30) explains that knowledge and
meaning seem to be constantly slipping through one's fingers, remaining out of reach.
She concludes that the same words and symbols may be used, but it may never have the
same meaning as each individual and each context will be different.

Following on the general outline of postmodernism and social constructivism, as
discussed in the previous sections, the next part of the chapter concerns itself with the
specific theoretical framework used to undertake this study, being narrative theory.
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2.4.2 Narrative theory

Narrative theory is a specific theory found within postmodernism and social
constructivism. It proposes that people live their lives according to stories or narratives
that are embedded within the available cultural discourse. These stories or narratives are
created to make sense of experiences and therefore life and story becomes inseparable
(Bruner, 1987; Freedman and Combs, 1994; Ochberg, 1994; White and Epston, 1990).

White and Epston (1990: 77-78) distinguish between what they term the logico-scientific
and the narrative mode of thought. With reference to earlier discussions, the logico
scientific mode of thought represents modernism and the narrative mode of thought is
embedded in postmodernism.

White and Epston (1990: 77-78) explains that the logico-scientific mode of thought
involves procedures to establish its legitimacy within the scientific community. These
procedures and conventions stipulate the use of "formal logic, tight analysis, empirical
discovery guided by reasoned hypotheses". It recommends the conclusion of universal
truths, instead of individual ones, which should be testable.

White and Epston (1990: 77-78) further argue that narrative thinking, on the other hand,
should be characterised by "good stories that gain credence through their lifelikeness".
These narratives are not concerned with procedures and rules in developing abstract and
general theories. It is rather concerned with the details of experience. They therefore do
not create universal truths, but rather a connectedness of events over time and uses
metonymy as means of generalisation (Kostera, 2005: 56). This implies that narrative
thinking leads to varying perspectives instead of certainties. In the present study the
leadership models and theories were seen as narratives, dually because searching for
developmental patterns implies a connectedness over time and secondly because these
narratives rather represents varying perspectives than certainties about leadership.
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Not only does the narrative mode of thinking fit into postmodernism, it is imbedded in
the social constructivism. True to this framework, Monk et

at. (1996: 40) argues that

there cannot be one true story. A single, correct account of what that story is seems
impossible. This viewpoint might support the radical constructivists such as Humberto
Maturana, Ernst von Glaserfeld and Paul Watzlawick. They go as far as claiming that
there is no reality extending beyond the individual's own experience (Rosen, 1996: 6).
As previously explained, the researcher does not take such an extreme view.

Narrative theory further suggests that people live their lives according to narratives.
Mitchell and Egudo (2003: 3) explain that narrative thinking is an interpretive approach
within the context of the social sciences. It involves storytelling methodology, whereas
the story becomes the object of study. This focuses on the way in which individuals or
groups make sense of events and actions in their lives. The theoretical foundation to the
narrative approach can be explained by the applied benefits of storytelling.

These

benefits include the way in which narrative conveys tacit knowledge and the way in
which it can facilitate sense making.

Storytelling can therefore be seen as an instrument to construct and communicate
meaning and impart knowledge. Narratives (or stories) can be told to promote certain
beliefs and can contribute to the construction of individual identity. Bruner (1987: 15)
explains that humans become the narratives they tell through the construction of such an
individual identity.

Bruner (1987: 12) furthermore mentions that the emphasis of narrative is on order and
sequence. That is what made the narrative approach applicable to study the development
of leadership narratives. Humans inherently want to gain a sense of consistency and
continuity in their lives by sequencing their experiences (White and Epston, 1990: 10).
The researcher aimed to connect the past, present and some predicted future leadership
narratives, to develop an account of their development.
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Leadership theories are therefore considered as narratives for the purpose of this study,
because they have a plot and coherence (Boje, 2001: 1). According to Czarniawska
(1998: 2) narratives, "require a plot, that is, some way to bring them into a meaningful
whole".

It is important in the context of the development of leadership narratives, to note that the

leadership narratives might have been questioned and probed by other leadership
narratives. This is where social constructivism is appropriate to understand how these
narratives were socially constructed.

Viewing and describing theories as stories are not unique to this study. Lyotard (1984)
explains that scientists tell stories about their data and then use narratives to sell their
theory. Gephart (1988) suggests, through his ethnostatistics, that narrating and rhetoric
takes place in the statistical work of social science.

Boje (2001: 7) remarks that a

statistical formula and the explanation of a table of equations can also be considered
forms of narrative.

Narrative has sufficient structure to enable this study to research the order, sequence and
developmental patterns and lines of leadership thinking. White and Epston (1990: 3)
quotes Edward Brunner, who said "narrative structure has an advantage over such related
concepts as a metaphor or paradigm in that narrative emphasises order and sequence,
informal sense and is more appropriate for the study of change, the life-cycle, or any
developmental process. Story as a model has a remarkable dual aspect - it is both linear
and instantaneous."

Boje (2001: 1) adds that the postmodern chaotic soup, like that of leadership narratives, is
not easy to analyse.

He explains that narratives are self-deconstructing, flowing,

emerging and networking. Therefore, for the purpose of this study, narrative analysis and

antenarrative analysis was used. Antenarrative added a multi-voiced methodology for
non-linear, unplotted narratives, as found in many leadership narratives. One of the
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methodologies used to accomplish this was story network analysis - as discussed in detail
in the previous chapter.

In conclusion, it can be noted that these leadership narratives influence organisations and

their leadership. Therefore, these narratives can be seen as largely a sense-making story
in itself (Gioia et al., 1994; Weick, 1995).

2.5 Conclusion

This chapter examined the most important assumptions underlying postmodernism, social
constructivism and specifically the narrative approaches. These approaches constitute the
chosen epistemological and theoretical framework of this study. The various discussions
served to supply the theoretical framework for the research design and methodology, as
followed in the study.

In the next chapter, different leadership narratives will be presented. Some work on the
interpretation of the developmental themes and patterns will become evident. These
leadership narratives represent the thinking over the last century.
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Chapter 3

Major leadership narratives

3.1 Introduction

This chapter serves to provide an overview of the major leadership theories and models,
which in the context of this study represent the narratives that constitute the sample
population. These narratives (theories and models) have been prominent over the past
century and represent thinking about leadership within organisations - with a specific
focus on the management of employees.

The chapter will commence with a brief discussion of the origin of organisational
leadership. This will be followed by a short examination of the growth in complexity of
organisations.

Thereafter the major leadership narratives will be discussed. It is beyond the scope of the
present study to present a comprehensive and detailed study of these leadership narratives
due to the focus of the research being on their developmental patterns and lines.
Consequently, the aim of the present discussion is to provide a general overview of the
major leadership narratives. This will serve as an essential backdrop against which the
research will be conducted and therefore facilitate the contextualisation of the research
findings.

The leadership narratives are presented in table format. This was done by utilising a
template (as discussed in chapter one). The template was used to support the researcher
in organising and analysing the information. It served the following purposes:

1. To ensure an ease of readability, not only for the researcher, but mainly for the
reader
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2. To present similar data ofthe different narratives in a standard format, that is easy
to recognise; this enables the sense-making of the data as well as the ability to
offer descriptions in order to illustrate a given concept

3. To enable the researcher to add crucial information that is established later in this
study, without rewriting all the narratives

4. To reinforce these purposes, Marshall and Rossman (1995: 110) state, the
qualitative research design should include plans for recording data in a systematic
manner that will facilitate the qualitative analysis thereof

The population of the template for each leadership narrative can also be seen as a
valuable contribution to the current study, as it summarises and present the data in a
digestible format. This chapter therefore does not only serve as backdrop to the rest of
the study, but as a contribution to the research.

The fields or cells within the template will be briefly summarised to aid the reader in
interpreting the data:

Name
Executive summary
Theorists

Core principles

associated with
narrative
Approximate

Implication for leadership

date of
development
Relationships
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1. Number - represents an unique number that was given to each leadership
narrative; it was used as a means of reference within the sociogram network
display

2. Name - represents the name of the leadership narrative (model or theory)

3. Executive summary - mainly consists of a short description and background of
the applicable narrative

4. Theorists associated with narrative - the leadership thinkers and writers that are
associated with the specific leadership narrative

5. Core principles - the major principles as underpinned by the relevant narrative

6. Approximate date of development - an approximation of the date of development

7. Implication for leadership - the particular narrative's relevance with regards to
leadership

8. Relationships - the relationships with other leadership narratives that was found
during the course of this study were mentioned in this section

9. Typology - this item was added later in the study, as it mentions the specific
theme and/or typology applicable to the mentioned leadership narrative

It is important to take note that the two cells marked in grey (number and typology) and

to some extent the relationships field, were added later in the study and might only make
sense to the reader when read in conjunction with some of the later chapters. These cells
were added to the template to provide a more comprehensive look at the relevant links
and relationships within the selected sample.
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The typology cell, as discussed above, was mainly utilised for the capturing of themes. It
was found that many narratives were part of the core leadership narratives (as discussed
in detail in chapter four). This discovery prompted further research into the detail of
developmental patterns and lines of these leadership narratives. In order to achieve this,
the narratives within this theme were further assigned to more specific typological
classifications. Therefore the reader will find that when a narrative was part of the
leadership theme, it was further explored to see if its focus was mainly on task,
relationships or both.

It is also of importance to note here, that another classification found under typology that

might affect the reading of this chapter, is that of narratives organised into the supporting
theme. Most of these supporting theme narratives were found to support this research by
means of their explanation that leaders may adapt to their situation or might have
different leadership styles. This will be discussed in greater detail in chapters four and
five.

3.2 Background

According to Kotter (1990: 3-4) leadership is an ageless topic. He explains that what we
call management is mostly a product of the last century. Frederick W. Taylor was the
first narrator of organisational leadership. He discovered that work could be managed 
and thereby made more productive. Before Taylor, the only way to get more output was
to work harder and longer. However, Taylor saw that the way to get more output was to
work smarter (more productively). His narrative held mainly that productivity was not
the responsibility of the worker, but of the manager (Drucker, 1981:19).
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Figure 1: The growth in complexity of organisations

Since Taylor, there was a growth of internal and external corporate complexity, (see

figure 1). Before the Industrial Revolution, companies were relatively small and their
internal complexity was low. In addition, the external environment of companies was
relatively stable and clear. Value creation was relatively straightforward, simple and
obvious. By the end of the 18th century, through mechanisation (made possible by the

Industrial Revolution) it became possible to achieve economies of scale through investing
in machines and hiring production workers. The dislocation of facilities made direct
supervision harder and insight in the efficiency and productivity of the production
process became more important. Efficiency and productivity methods were developed.
During the 19th century, improved transportation and communication mechanisms
gradually improved these methods.

These systems were aimed at promoting and

evaluating the efficiency and productivity of decentralised production processes. They
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were not yet focused on measuring and managing value creation as such. According to
Kotter (1990: 3-5) management was invented to help bring order to complex
organisations.
During the first decade of the 20th century, World War I started (Roberts, 1999; Sutton
Coldfield College, 2008). It seems that the focus of leadership narratives during times of
war or economic recessions had a higher task focus. This may not be the only reason for
such a focus, taking into account that organisations were in their proverbial baby shoes
and a high focus on task might have been necessitated by the drive of leaders to establish
these new found industries.

The 1920s, in contrast to the previous decade, was known for its economic prosperity.
During this decade, Max Weber published the first work on Charismatic leadership,
which seems to have shifted the focus of leaders to relationships instead of on task. This
ended in a radical shift in the 1930s, with the Great Depression and the beginning of
World War II. During this decade leadership thinking was based on the functional
analysis of management and on innovation.

During and after World War II, American scientists began exploring the idea that
everything, including human behaviour, could be scientifically explained and predicted.
During the 1940s, American companies started conducting research focusing on making
employees more productive and managers more effective.

The next decade revolutionised entertainment with the introduction of television and a
rapid growth of the recording industry (Roberts, 1999; Sutton Coldfield College, 2008).

Social and political upheaval marked the 1960s. It became synonymous with radical and
subversive events and trends, which continued to develop in the decades to follow.
People broke free from the social constraints of the previous age through extreme
deviation from the nonn.
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The hippie culture, which has started in the 1960s, peaked in the early 1970s and carried
on to the end of the decade. This and the emergence of feminism might have influenced
the high focus on relationships with narratives such as Servant leadership as well as the
extension of Charismatic leadership.

The United States' withdrawal from its extensive military involvement in Vietnam and
the resignation of Richard Nixon helped bring about a sense of dissatisfaction and
mistrust in political authority that continued through the Jimmy Carter Presidency. This
might have initiated the work done on Groupthink and most probably had an influence on
the addition of the Eleven principles ofleadership by the US Military.

During the 1970s and 1980s the United States automobile manufacturers lost market to
Japan and other countries and cheap labour motivated a lot of global manufacturers to
relocate to Mexico, Korea, Taiwan, China and Eastern Europe, away from traditional
manufacturing strongholds.

This might have motivated William Ouchi to introduce

Theory Z, as it was created to address the concern of Americans that was losing markets
to Japan.

During the 1990s, a widespread adoption of personal computers and the Internet was
experienced. This lead to the emergence of leadership narratives concerning networks,
such as the SECI narrative.

Wide-ranging topics dominated the 2000s, including international trade, concerns over
energy supplies and global warming.

The sudden increase in telecommunications, a

growing apprehension with international terrorism and war, the ENRON scandal and an
escalation of the social issues of the 1990s contributed to these topics.

Scandals such as that of ENRON and other corporations motivated leadership thinkers
and writers to focus on moral issues and leadership narratives such as Moral purpose,
Values-driven leadership and the Seven signs of ethical collapse were developed.
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Against the above mentioned background the major leadership narratives used as data in
this study will be discussed next. The discussion will be done in chronological order (per
decade),

3.3 Major leadership narratives (per decade)

3.3.1 191Os

The 1910s was a period of revolution in a number of countries. It seems that a lot of
focus, with regards to leadership narratives, during this period was on task oriented
management. Writers such as Taylor and Fayol contributed to the leadership thinking in
this decade. Taylor published his work on Scientific leadership and Fayol did his first
work under the Systematic leadership banner, by publishing his Five functions of
leadership as well as the Fourteen principles a/leadership.

3.3.1.1 Scientific leadership

Name:
Scientific leadership

Executive summary:
Frederick W. Taylor and Harrington Emerson developed the scientific leadership narrative
in 1911. They proposed scientific methodologies to improve productivity (Taylor, 1998).

Birchall (1995: 65) mentions that the contribution of Scientific leadership should be seen in

72

industrial work. Scientific leadership focused on the subdivision of work, giving the masses
simple jobs to perform. This enabled leaders to understand how best to do the primary tasks
of management.

According to Hersey and Blanchard (1988: 87), the core of the scientific leadership
narrative is technological and therefore is based on the metaphor that an organisation

operates like a machine. It explains that individual work tasks are like gears in a machine.
The characteristics of specific tasks were minutely examined and grouped together.
Theorists

I

Core principles:

associated with

I

Hersey and Blanchard (1988) propose that scientific methodologies to

narrative:

I

improve productivity are:

F.W. Taylor

I

H. Emerson

1. The systematic analysis of each distinct operation
2. Uncoupling direct and indirect activities
3. Carefully designing wage payments to maximize employee work
effort
4. Adopting formal training activities
5. Centralized planning
6. Provision of clear instruction

Approximate

Implication for leadership:

date of

According to Hersey and Blanchard (1988: 87) the function of the

development:

leader was to enforce performance criteria to enable the organisation to

1911

meet its goals. The narrators' argument was that improper production
and organisation methods caused labour problems such as low
productivity, high turnover, and conflict-driven relationships between
management and staff.

The aim was to increase efficiency from

specialised, physical work through pre-described activities and close
supervision.
Relationships:
Scientific leadership is often seen as the starting point of organisational leadership thinking,
therefore it might in some sense be related to most leadership narratives. Birchall (1995:
65) echoes this by mentioning that Scientific leadership has been widely adopted and is still
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applied in many organisations today.

. TypolfjGY':

Core. leadership narratives.

main focus of the leader

.fi

3.3.1.2 Five functions of leadership

Name:
Five functions ofleadership
Executive summary:
Pearson (1945: 68) mentions that the sheer size of new organisations made it difficult to
manage and control. Henri Fayol, the father of the school of Systematic leadership, was
motivated to create a theoretical foundation for a managerial educational program based on
his experience as a successful managing director of a mining company.

In his day,

managers had no formal training and he observed that the increasing complexity of
organisations would require management that is more professional.
Theorists

Core principles:

associated with

According to Birchall (1995: 65), the five functions ofleadership are:

narrative:
H. Fayol

1. Planning -

this includes planning actions that take the

organisation's resources, type and significance of work and
future trends into consideration
2. Organising - providing capital, personnel and raw materials for
the running of the business, as well as building a structure to
match the work
3. Commanding - optimising return from all employees
interest of the entire enterprise
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ill

the

4. Coordinating - merging activities and efforts
5. Controlling - identifying weaknesses and errors by controlling
feedback, and conforming activities with plans and governance
Approximate

Implication for leadership:

date of

The five functions of management focused on the key interaction

development:

between personnel and their management.

1916

overlooked a living organism that requires liaison officers and joint

The managing director

committees.
Relationships:
Fayol's management process went further than Scientific leadership by allowing command
functions to operate efficiently and effectively through co-ordination and control methods.
Five functions of leadership is related to the Fourteen principles of leadership as they both
are part of the Systematic leadership group.

The American Luther Gulick and Brit Lydnall Urwick expanded Fayol's list to seven
executive management activities summarised by the acronym POSDCORB (see 1930s).

3.3.1.3 Fourteen principles of leadership

Name:
Fourteen principles ofleadership
Executive summary:
Henri Fayol developed the generic Principles of leadership to help organisations achieve
optimum performance working toward their goals. He described Fourteen principles of
leadership with the understanding that his list was neither exhaustive, nor universally
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applicable.
Theorists

Core principles:

associated with

According to Crainer (1995: 85) the fourteen principles are:

narrative:

H. Fayol

1. Division of labour - helps to achieve the maximum efficiency
from labour through specialisation
2. Establishment of authority - having the legitimate standing to
give orders
3. Enforcement of discipline - a core activity when running an
organisation, although its form varies across organisations
4. Unity of command - an employee should receive orders from
one supervisor only
5. Unity of direction - a common objective for a group of activities
6. Subordination of individual interest to the interests of the
organisation - merging general interest with that of the group
7. Fair remuneration for all - compensation for services by
considering both financial and non-financial factors
8. Centralisation of control and authority - Fayol chose the living
organism as metaphor for an organisation when considering

centralisation versus decentralisation
9. Adoption of a 'scalar chain' - the chain of supervision that
connects the managing director to the lowest ranks
10. A sense of order and purpose - a place for everything and
everything in its place
11. Equity and fairness in dealings between staff and managers 
equity is the combination ofjustice and kindness
12. Stability of jobs and positions - personnel planning and
management development and turnover is seen as one activity
13. Development of individual initiative - initiative is the power to
conceive a plan and ensure its success
14. Esprit de Corps - building and maintaining staff and
management morale and unity
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Approximate

Implication for leadership:

date of

The Fourteen principles of leadership was developed to help

development:

organisations achieve optimum performance working toward their

1919

goals. It also identifies structural flaws and sources of conflict within an
organisation.

Relationships:
Fayol's management process is to some extent an extension of Taylor's Scientific
leadership, as it expanded on Taylor's initial ideas by allowing command functions to
operate .efficiently and effectively through co-ordination and control methods.

Five

functions of leadership and the Fourteen principles of leadership of Fayol seem to be
related, as they both are part of the Systematic leadership group.

3.3.2

1920s

The 1920s is remembered for its economic prosperity, especially in the United States. It
followed a difficult decade in which World War I and the Spanish flu played a major role
(Roberts, 1999; Sutton Coldfield College, 2008). The stock market collapsed during
1929 and concluded the prosperous 1920s. During this decade, Max Weber published his
narrative on Charismatic leadership. This narrative, with a high focus on relationships,
seems to be in contrast with the high focus on task in the 1910s.
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3.3.2.1 Charismatic leadership

I,Nl.
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Name:
. '.

Charismatic leadership

Executive summary:
Weber (1947) defines charismatic leadership as "resting on devotion to the exceptional
sanctity, heroism, or exemplary character of an individual person, and of the normative
patterns or order revealed or ordained by him". He defines Charisma as "a certain quality of
an individual personality, by virtue of which he is set apart from ordinary men and treated
as endowed with supernatural, superhuman, or at least specifically exceptional powers or
qualities. These are such as are not accessible to the ordinary person, but are regarded as of
divine origin or as exemplary, and because of them the individual concerned is treated as a
leader".

Theorists

Core principles:

associated with

German Sociologist Max Weber (1947) distinguished three ideal types

narrative:

of leadership, domination, and authority:

M. Weber

1. Charismatic domination - familial and religious

R. House

2. Traditional domination - patriarchs, patrimonialism, feudalism

J. Conger

3. Legal domination - modem law and state, bureaucracy

R. Kanungo
Robert House (1977) used four phrases to define charismatic leadership:
1. Dominant
2. Strong desire to influence others
3. Self-confident
4. Strong sense of own moral values

Conger and Kanungo (1998) describe five behavioural attributes of
Charismatic leaders:
1. Vision and articulation
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2. Sensitivity to the environment
3. Sensitivity to member needs
4. Personal risk taking
5. Performing unconventional behaviour

Jay Conger proposed the following four-stage model of charismatic
leadership (Conger and Kanungo, 1998):
1. Continual assessment of the environment and formulating a
vision
2. Communication of vision, using motivational and persuasIve
arguments
3. Building trust and commitment by creating a desire to support
the goals of the leader
4. Achieving the vision, by using role modelling, empowerment,
and unconventional tactics
Approximate

Implication for leadership:

date of

Charismatic people have a remarkable ability to distil complex ideas

development:

into simple messages. They communicate by using symbols, analogies,

1922

metaphors and stories. Charismatic leaders relish risk and feel empty
without it. Perceived as great optimists, they are seen as rebels who
fight convention. They may seem idiosyncratic.

Charismatic leaders are sometimes pictured as organisational heroes.
They have the social power to orchestrate turnarounds, launch new
enterprises, inspire organisational renewal, and obtain extraordinary
performance from organisational members. These leaders inspire trust,
faith, and belief in them. Of course, none of this is a guarantee that the
mission will be correct, ethical, or successful.
Relationships:
In 1977, Robert House expanded on the narrative of charismatic leadership of which Weber

was the original narrator.
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primary focus is on relationsh.ips

3.3.3

193Os

During the 1930s the POSDCORB and Invention, innovation and diffusion trilogy
narratives were developed. It was created in a decade that was known for the Great
Depression and the beginning of World War II.

3.3.3.1 POSDCORB

Name:
POSDCORB
Executive summary:
The American Luther Gulick and Brit Lydnall Urwick expanded Fayol's list of five
functions of management to seven executive management activities summarised by the
acronym POSDCORB (Blumberg, 1981: 245-248).
Theorists

Core principles:

associated with

According to Peleg (2008), the seven executive management activities

narrative:

are summarised by the acronym POSDCORB:

L. Gulick
L. Urwick

1. Planning - determine objectives in advance and the methods to
achieve them
2. Organising - establish a structure of authority for work
3. Staffing - recruit, hire and train workers and maintain favourable
working conditions
4. Directing - make decisions, issue orders and directives
5. Coordinating - interconnect all sectors of the organisation
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6. Reporting - inform hierarchy through reports, records and
inspections
7. Budgeting - depend on economic planning, accounting and
control
Approximate

Implication for leadership:

date of

Peleg (2008) mentions that POSDCORB is a good starting point for

development:

analysing management functions and activities in a structural way.

1937
Relationships:
POSDCORB is an expansion of Fayol's list of Five functions of management.

3.3.3.2 Invention, innovation, diffusion trilogy

Name:
Invention, innovation, diffusion trilogy
Executive summary:
Austrian economist, Joseph Schumpeter, argued that technological change was a major
determinant of industrial change (Schumpeter, 1994).

He argued that an industry's

economic structure changes from within. According to Kelly (1999), Schumpeter named
the process, of industrial transformation through radical innovation, creative destruction.
Theorists
associated with
narrative:
J. Schumpeter

I

I

Core principles:
According to Schumpeter (1994), the trilogy divides the technological
change process into three distinct phases:
1. Invention - the technological change process including the
conception of new ideas
2. Innovation - the process that involves the development of new
ideas into marketable products and processes
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3. Diffusion - the stage in which the new products and processes
spread across the potential market
Approximate

Implication for leadership:

date of

The major implication for leadership is on the management of change,

development:

especially concerning innovations.

1939

economic cycles in capitalistic economies, are the result of rule

Schumpeter believed that the

changing innovations. The introduction of revolutionary products and
services by successful entrepreneurs is the fundamental force driving
sustained long-term economic growth, but destroys the power of
established institutions and organisations in the short term.
Relationships:

Abernathy and Clark later in the century challenged Schumpeter's creative destruction view
of innovation by introducing their narrative on Transilience maps.

3.3.4 1940s

During and after World War II, American scientists began to push the idea that
everything, including human behaviour, could be scientifically explained and predicted.
During the 1940s, American companies conducted research focusing on making
employees more productive and managers more effective.
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3.3.4.1 Force field analysis

Name:
Force field analysis
Executive summary:
Force field analysis is a leadership narrative developed by Kurt Lewin, a pioneer in the field
of social sciences. According to Hersey and Blanchard (1988: 135-137), it is a technique
that enables leaders to diagnose situations. Lewin (1943) assumes that in any situation there
are both driving and restraining forces that influence any change that may occur.
Theorists

I

Core principles:

associated with

I

According to Lewin (1943), the driving and restraining forces that

narrative:

I

influence change are:

K. Lewin

1. Driving forces - forces affecting a situation by pushing in a
particular direction, initiating a change and keeping it going
2. Restraining forces - forces acting to restrain or decrease the
driving forces
When the sum of the driving forces equals the sum of the restraining
forces, it reaches equilibrium. Equilibrium represents the present level
of productivity, as shown in figure 2.

Approximate

Implication for leadership:

date of

According to Hersey and Blanchard (1988: 135), Force field analysis is

development:

useful to look at variables involved in determining effectiveness. It

1943

helps leaders understand the driving and restraining forces that influence
change.

Changes in the relationship between the driving and the

restraining forces raise or lower the equilibrium and can influence the
present level of productivity.
Relationships:
Force field analysis is part of the power school within the Ten schools of thought from
Mintzberg et al. (1998). (The Ten schools of thought narrative is discussed in detail in
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section 3.11.14.)

Typology:

forces

Force Field Analysis Model
Orivingand restraining: forl;eS
111 equilibrium
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Figure 2: Equilibrium representing the present level of productivity (ACCEL team, 2008)

3.3.4.2 Bounded rationality

Name:
Bounded rationality
Executive summary:
Simon (1997), during the 1940s, explored the boundaries of human decision making in
dynamic environments.

He pointed out that people decide rationally only in a limited
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number of situations. They make choices according to their interpretation of the situation.
As such, they are only partly rational and are in fact emotional or irrational in the remaining
part of their decisions and actions.
Theorists

I

Core principles:

associated with I Simon (1997) argues that rational decisions are bounded, in that
narrative:
H. Simon

Idecisions are made without all the relevant information.

In addition,

organisations, themselves, act as boundaries. These boundaries allow
organisation members to focus and act without the need to (re)think
through each action.

According to the Bounded rationality narrative, information in an
organisation is of two kinds:
1. Facts that can be verified with data
2. Values that come from the paradigms embedded in the
organisation's culture and common approaches
Approximate

Implication for leadership:

date of

Leaders should be aware that they seldom have access to all relevant

development:

information. They frequently rely on a strategy ofsatisfYing, by making

1947

the best decision on limited information. Leaders must therefore guard
against choosing the first opportunity that seems satisfactory, and rather
seek the best solution based on fact.

Relationships:
Bounded rationality is part of the cognitive school of the Ten schools of thoughts of
Mintzberg et al. (1998: 151).
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3.3.4.3 Cybernetics

Name:

Executive summary:
During World War II, the mathematician, Norbert Wiener (1948), and several colleagues
developed a new branch of applied science and named this science of information feedback
systems cybernetics.
Theorists

Core principles:

associated with

According to Wiener (1948), Cybernetics had great success in helping

narrative:

factories control their machines.

N. Wiener

factors influenced a machine's output, controlling production was

S. Beer

difficult. Engineers tried to determine operating rules by varying one

Pre-cybernetics, when numerous

factor at the time, only to realise that changing one disrupted the others.
Cybernetics overcame this problem by adding a simple automatic
feedback loop to the machine that regulated the last variable in a line
that automatically controlled the other variables. Corrections by the
machine's control system would be calculated immediately, from the
bottom up and without human intervention. Engineers no longer had to
calculate settings before a machine could begin production.
1. Negative feedback loops - minimize differences between the

current situation and the desired situation by feeding the
outcome of an action back into the system; discrepancies
between the outcome and the desired situation leads to a
corrective action whose intent is to reduce the gap
2. A positive feedback loop - tries to widen a gap, this transfer of
information across corrective feedback loops results
emergent, unplanned behaviour such as self-organisation
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In

Approximate

Implication for leadership:

date of

Wiener (1948) explains that Cybernetics can be used to analyse

development:

properties of a particular, dynamic system using control and

1948

communication principles.

The narrative focuses on the system's

components as well as the relations between them. Cybernetics offers
leaders a better understanding of an organisation's purpose by providing
insight into how a system interacts with its environment. It can be used
as a justification to develop a one-dimensional, mechanical, hierarchical
planning and control cycle, as well as an organisational design
framework where organisations are perceived as living organisms
interacting in a wider environment. It provides a language to describe
and understand complex and dynamic behaviour.
Relationships:

Cybernetics gave birth to System theory that was later transformed for business use by
leadership narrators such as Stafford Beer (Beer, 2003).

3.3.5 1950s

The 1950s in the United States and much of Westem Europe were generally considered
conservative in contrast to the social revolution of the next decade.

Suburban

developments and family principles were important and education was in strong demand.
This decade revolutionised entertainment with the introduction of television (Roberts,
1999; Sutton Coldfield College, 2008).

Many leadership narratives were developed

during this time, including the aaDA loop, the PEST analysis and the Hierarchy of
human needs. Peter Drucker also played a significant role in leadership thinking in this
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and many decades to follow, by his introduction of Management by objectives and the
establishment of the SMART principles.

3.3.5.1 PEST analysis

. NUIIlber:

10.

Name:
PEST Analysis

.

Executive summary:
Beginning in the 1950s, research on organisations emphasised the importance of
understanding the wider meso- and macro-economic environment in which organisations
operate.

An organisation on its own cannot affect environmental factors, nor can

environmental factors affect the profitability of an organisation. Conducting a strategic
analysis entails scanning the general or macro-economic environment to detect and
understand the broad, long-term trends (Value Based Management, 2008).
Theorists

Core principles:

associated with

The PEST analysis divides the general environment into the following

narrative:

categories:

F. Aguilar

1. Political - the pressures and opportunities brought by changes of
the government and public attitudes toward the industry, changes
in political institutions and the direction of political processes,
legal issues, and the overall regulatory climate
2. Economic - a society's economic structures and such variables as
the stock exchange, interest and inflation rates, the nation's
economic policies and performance, exchange rates
3. Social - cultural attitudes, ethical beliefs, shared values, level of
differentiation in lifestyle, demographics, education levels
4. Technological - changes in technology that can alter the firm's
competitive position, by industrial mergers, the emergence of
new strategic groups and the cost of production gets reduced by
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process innovation

The categories can be further subdivided with time and geographic
scope as variables (Value Based Management, 2008).

Approximate

Implication for leadership:

date of

Observing social

development:

reputation among stakeholders.

factors

helps

leaders maintain

organisations'

Early 1950s
Leaders need to:
1. Understand a category's relevant trends
2. Understand trend interdependencies
3. Distil likely issues from the identified trends
4. Forecast the direction of issues
5. Derive implications for the organisation

Relationships:
12Manage (2008) mentions that extended fonns of PEST analysis exists, i.e. SLEPT (which

has added the legal component), or STEEPLE (social, technological, economic,
environmental, political, legal and ethical).

3.3.5.2 OODA loop

Name:
OODAloop

Executive summary:
The OODA Loop (Observe, Orient, Decide, and Act) is an infonnation strategy narrative for
infonnation warfare developed by Colonel John Boyd. Although the OODA narrative was
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clearly created for military purposes, elements of the same narrative can also be applied to
business strategy. Boyd developed the narrative based on his earlier experience as a fighter
pilot and work on energy manoeuvrability. He initially used it to explain victory in air-to
air combat, but in the last years of his career, he expanded his OODA Loop narrative into a
grand strategy that would defeat an enemy strategically by psychological paralysis
(Hammonds, 2002).
Theorists

Core principles:

associated with

According to Hammonds (2002), Colonel Boyd viewed the enemy as a

narrative:

system that is acting through a decision making process. This decision

Col. J. Boyd

making process is based on:
1. Observations of the world around it - the enemy will observe
unfolding circumstances and gather outside information in order
to orient the system to perceived threats
2. The orientation phase - (of the loop) is the most important step,
because if the enemy perceives the wrong threats, or
misunderstands what is happening in the environment around
him, then he will orient himself in wrong directions and
ultimately make incorrect decisions

3. Decision-making - could operate at different speeds for the
enemy and your own organisation

4. Action - the goal should be to complete your OODA Loop
process at a faster tempo than the enemy's do, and to take action
to lengthen the enemy's loop
Approximate

Implication for leadership:

date of

Boyd emphasized that leaders must know that strategy should always

development:

revolve around changing the enemy's behaviour, not destroying their

Early 1950s

forces. He explains that leaders should aim to generate non-cooperative
centres of gravity for the enemy through ambiguity, deception, novel
circumstances and fast transient manoeuvres. The enemy will subside
when their centres of gravity are isolated and mistrust is developed
within their system. The morale and decision process of the enemy
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(competitor) shatters when their thought-process is attacked.
Relationships:
The parallel between Boyd's ideas and the masterpiece of Sun Tzu, The art ofwar, are that
both advocate the ideas of harmony, deception, swiftness, and fluidity of action, surprise,
shock, and attacking the enemy's strategy (Giles, 1910).
Typology:

.

.The· OOpA 100PcaIl be org

manoeuvres
in order
for orgam
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3.3.5.3 Hierarchy of human needs

Name:
Hierarchy of human needs
Executive summary:
The Hierarchy of needs explains motivation and behaviour as the result of different
fundamental needs that drive individuals (Maslow, 1954, Hersey & Blanchard, 1988: 32
47). Motivation is required to undertake action. Maslow (1954) assumed that all humans
have an inner core based on the sum of an individual's feelings, emotions, desires, needs,
and wants.
Theorists

I

Core principles:

associated with

I

Maslow (1954) classified this sum into five groups calling it the

narrative:

I

Hierarchy ofNeeds. These five needs are:

A. Maslow

1. Physiological needs - the requirements for survival: food, water
and shelter
2. Safety and security - the needs of individuals for physical
security for themselves and closely related people:

safety,

security of home and family, order and stability, are key words
in this class
3. Social affiliation - the requirement to meet social needs: love,
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affection and a sense of belonging to groups
4. Esteem and recognition - the desire for strength, achievement,
mastery and competence and for independence and freedom
5. Self-actualisation - this drive is not present in all, but when the
four lower ranking needs have been met, some develop a
particular calling: Self-actualised people have a mission bigger
than themselves

At a given moment, one class of needs dominates.

When met, it

activates another, higher class of needs.
Approximate

Implication for leadership:

date of

For leaders, the location of the individual's needs in the hierarchy

development:

greatly determines motivation and actions. However, meeting all needs

1954

within one class is not required for preferences to shift. The narrative is
applicable not only to employee satisfaction, but to consumer purchase
processes.

Many natural leaders sometimes demonstrate self-actualisation, a
strong, powerful and sometimes dangerous force.
Relationships:

According to Hersey and Blanchard (1988: 36), Clare W. Graves developed a theory that
might be compatible with Maslow's Hierarchy of human needs. Graves can be seen as one
of the major contributors of Spiral dynamics (as discussed later, refer to section 3.11.11).
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Self-actualization
Esteem

Figure 3: Hierarchy of human needs (Wikipedia, 2008)

3.3.5.4 Management by objectives

Name:
Management by objectives
Executive summary:
Drucker (1993) stressed the importance of the relationships between manager and staff.
Management by objectives defines and manages routines in a coherent and consistent
manner and allows the assessment of managerial performance.

Drucker's typology of organisational goals clarified tensions created by the varyIng
interpretations of goal statements from different stakeholders. Management by objectives
takes high-level corporate objectives and translates them into a cascade of key tasks, key
results, performance standards, and areas of activity. Drucker introduced SMART as a tool
to verify the quality of objectives.

SMART is the acronym for specific, measurable,

achievable, realistic and time-related. It has proved to be a tool that has stood the test of
time and is still in use in many organisations today.
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The planning and control cycle concluded with career development reviews to assess
employees' current performance, outline career paths, and determine training and
development needs.
Theorists

Core principles:

associated with

Drucker (1993) mentions that the Management by objectives' typology

narrative:

distinguishes between eight tangible and intangible objectives:

P. Drucker

1. Market standing - the organisation's position in the market with
regards to quality and market share
2. Innovation - the value of new product development
3. Productivity - the level of output
4. Physical and financial resources - the nature and extent of
resources in product development and production
5. Profitability - profit and return on investment
6. Manager performance and development - managerial output,
growth, activities, and style
7. Worker performance and attitudes - individual output, turnover,
absenteeism, satisfaction and moral
8. Public responsibility - the organisation's use of natural resources
and contribution to the public good

Approximate

Implication for leadership:

date of

Goal setting in organisations helps leaders to:

development:

1. Set the direction and focus attention

1954

2. Provide a rationale to the outside world for organising activities
3. Provide a justification for demonstrated behaviour
4. Offer a standard of assessment of performance
5. Provide identity for its members

The Management by objectives framework enables leaders to focus on
new ideas and innovation by liberating them from the day-to-day
activities that overwhelm their ability to manage their organisation's
main objectives.
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Relationships:

Like Fayol, Drucker held that the better the relationships, the greater the organisation's
achievements.

He departed from Scientific leadership's emphasis on efficiency and

structure by advocating that a leader's primary task is to manage for results by translating
corporate objectives into departmental, group and individual measures of performance.

3.3.5.5 Product market matrix

Name:

Product market matrix
Executive summary:

Igor Ansoff, argued that strategic planning was essential for firms operating in a complex,
turbulent environment (Ansoff, 1957, 1981). His article, Strategies for diversification, in
the Harvard Business Review provided a practical framework for selecting a firm's
expansion route in a growing market by reasoning that long-range planning was necessary
to drive managerial decision making when the speed of change exceeded the firm's ability to
respond.
Theorists

Core principles:

associated with

Ansoff (1957, 1981) simplified the competitive position of firms by

narrative:

defining two dimensions. The two dimensions are:

I. Ansoff

1. The products - what it sold
2. The markets - to which they are sold
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Managing growth effectively required that new products fit within the
finn's mission, organisational strengths and existing products.

A

common threat between products had to exist to create synergy.

According to Ansoff (1981: 98-100), an organisation could make four
strategic choices depending on the newness of the market and its
products:
1. Market penetration - the relatively low risk, growth strategy
directed towards selling existing products to existing customers
primarily through well- known markets and products
2. Market development - the medium risk, growth strategy to sell
existing products to new customers
3. Product development - the medium risk growth strategy to
introduce new products to existing customers
4. Diversification - the highest risk strategy that markets new
products to new markets and requires acquiring experience in
both sectors

The selection of a growth strategy depends on the finn's level of risk, its
current set of products and markets, and the organisational preference
for either products or markets.
Approximate

Implication for leadership:

date of

These strategies help leaders systematically prepare organisations for

development:

the future by understanding the gap between the finn's current and

1957

desired position.

Relationships:

Ansoff (1981: 28-29) mentions that there are many contributors of analytic insights to his
work and business practice in general. Some of these contributors are: Andersen, Drucker,
Kline, Levitt, Fayol, Chandler and Simon.
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3.3.5.6 Attribution theory

Name:
Attribution theory
Executive summary:
The perception of humans of their and others' behaviour can be evaluated with the
Attribution theory (Heider, 1958). Attribution theory is about how people make causal
explanations.
Theorists

Core principles:

associated with

Heider (1958) argues that either internal or external factors detennine all

narrative:

behaviour:

F. Heider

1. External or situational attribution - an outside factor, agent, or

Jones & Davis

force (which is outside the individual's control) assigns causality

Kelley

and the individual perceives that they do not have control
2. Internal or dispositional attribution - causality is assigned to an
inside factor, agent or force (which falls inside the individual's
control) and the individual can choose how to behave

Approximate

Implication for leadership:

date of

Leaders can evaluate the perception of their and others' behaviour with

development:

the Attribution theory. The theory explains that a leader's selection of

1958

style holds the way in which employee behaviour is interpreted and
perceived. Therefore the leader's choice of behaviour is influenced by
attributions (as discussed above). It is important for leaders to be aware
of their biases and develop ways to minimise them.
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Relationships:
Seeing that the AttTIbution theory holds that a leader's selection of style is related to the way
employee's behaviour is interpreted, it might to some extent be related to Theory X and
Theory Y. These two theories have a similar stance, in that they explain that leaders have
different views of the inherent motivators for the behaviour of employees.
Typology:
The Attribution th""n....'
. It therefore was organise

3.3.5.7 Bases of social power

Name:
Bases of social power
Executive summary:
Processes of power are pervasive, complex, and often disguised in our society. The five
bases of social power narrative assume that power and influence involve relations between
at least two agents. It argues that the reaction of the receiving agent is the more useful focus
for explaining the phenomena of social influence and power. French and Raven (1959)
examined the effect of power derived from the various bases of attraction and resistance to
the use of power. Attraction and resistance are the recipient's sentiment towards the agent
that uses power. They conclude that the use of power from the various bases has different
consequences.
Theorists

Core principles:

associated with

According to French and Raven (1959), the Bases of social power is a

narrative:

narrative that identifies five bases or sources of organisational power (a

J. French

sixth was added later):

RH. Raven

1. Reward power - the ability of one person to reward another
individual for the completion of influenced actions
2. Coercive power - the expectation to be punished if not
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conforming to the influence attempt
3. Legitimate power - position power, derived from a person's
position in an organisation
4. Referent power -

comes from loyalties and friendships

developed over a long period of time
5. Expert power - derived from an individual's expertise in solving
problems or performing specific task
6. Information power - well-informed individuals with the ability
to persuade others
The difference between expert power and information power is subtle.
The first is to some extent related to the image of the expert and the
second is closely related to the need of the individual to keep up to date
with new research.
Approximate

Implication for leadership:

date of

French and Raven have contributed to leadership the understanding why

development:

people's actions are influenced by others. It is important for leaders to

1959

note however that power and authority come from the person being
influenced and not the person in the more powerful position. If the
follower chooses not to follow them, they are no longer leaders.

Relationships:

French and Raven's (1959) power taxonomy is similar to what Yukl proposed in 1989.
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3.3.5.8 Motivation-hygiene theory

Number:

Name:

17

Motivation-hygiene theory
'>

Executive summary:
Herzberg, Mausner and Snydennan, analysed the foundations of job motivation based on a
large-scale literature review and a survey amongst 200 engineers and accountants from the
Pittsburgh area (Herzberg et a!., 1959). They challenged the traditional view that workers
are only satisfied or dissatisfied with their jobs and proposed a system with dual continuums
of satisfiers and dissatisfiers to understand employee motivation and satisfaction. Thus,
when workers are satisfied, they attribute their satisfaction to the work itself. When they are
dissatisfied with their jobs, they are concerned about their work environment.

The

researchers named their dual continuums motivation and hygiene (Hersey & Blanchard,
1988: 63-66).
Theorists

Core principles:

associated with

Herzberg et a!. (1959: 113-119) defined the dual continuums,

narrative:

motivation and hygiene as:

F. Herzberg

1. Hygiene factors - those factors that help prevent dissatisfaction,

B. Mausner

though it does not lead to higher levels of motivation but

B.B. Snydennan

dissatisfaction exists without them; examples are policies and
procedures, working conditions and salary
2. Motivation factors - the factors that lead to job satisfaction and
higher levels of motivation, if not activated these factors are
neutral;

examples

are

achievement,

recognition

and

responsibility
Approximate

Implication for leadership:

date of

Preferably, the two approaches, hygiene and motivation, must be carried

development:

out simultaneously. Leaders should treat people in a way for them to

1959

obtain a minimum of dissatisfaction. They must utilise people to enable
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them to achieve, get recognition, grow and advance in their careers.
Leadership ought to focus on rearranging work to promote motivation
factors.
Relationships:
The Motivation-hygiene theory is based on Maslow's Hierarchy of human needs. Herzberg
et at. (1959) theorised that the factors that motivate the worker or those likely to satisfy their

needs, lead to positive job attitudes, because they satisfy the individual's need for self
actualisation.

3.3.6 1960s

The 1960s were signified by complex, inter-related cultural and political trends.
Rampant drug use became inextricably associated with the counter-culture of the era.
People broke free from the social constraints of the previous age through extreme
deviation from the norm (Roberts, 1999; Sutton Coldfield College, 2008). One of the
narratives introduced during this age was System dynamics.

3.3.6.1 Theory of mechanistic and organic systems

Name:
Theory of mechanistic and organic systems
Executive summary:
Through the Theory of mechanistic and organic systems, T. Burns and G.M. Stalker have
provided a way to understand which organisation forms fit to specific circumstances of
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change or stability (Burns and Stalker, 1994).
Theorists

Core principles:

associated with

Burns and Stalker (1994) explain that mechanistic organisation form

narrative:

and management system, has the following characteristics:

T. Burns

1. Appropriate conditions - stable

G.M. Stalker

2. Distribution of tasks - abstract nature of each task, distinct from
the concern as a whole
3. Who defines or refines tasks - each level in the hierarchy is
reconciled by immediate supervisors
4. Task scope - precise definition of rights and obligations attached
to functional roles
5. How is task conformance ensured - translation of rights and
obligations into the responsibilities of functional positions
6. Structure of control, authority and communication - hierarchic
and contractual
7. Locating of knowledge - reinforcement of hierarchy by the
location of knowledge
8. Communication between members of concern -

vertical

communication
9. Governance - instructions and decisions issued by superiors
10. Values - insistence on loyalty and obedience
11. Prestige - greater importance attached to internal rather than
general knowledge and experience

The contradictory characteristics of the organic organisation form and
management system (versus the mechanistic system) is depicted as
follows:
1. Appropriate conditions - changing
2. Distribution of tasks - realistic nature of the individual task
3. Who defines or refines tasks - adjustment and continual
redefinition of individual tasks, set by the total situation of the
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concern
4. Task scope - scheduling responsibility as a limited field of rights
5. How is task conformance ensured - spread of commitment to the
concern beyond technical definition
6. Structure of control, authority and communication - network,
presumed community of interest
7. Locating of knowledge - omniscience no longer imputed to the
head of the concern, knowledge located anywhere in the network
8. Communication between members of concern -

lateral

communication
9. Governance - information and advice
10. Values -

commitment to the concern's task and to the

technological ethos
11. Prestige - importance attached affiliations and expertise
Approximate

Implication for leadership:

date of

This narrative has provided leaders with an understanding of

development:

organisational forms, to choose the best fit for their organisation's

1961

specific circumstances.

Relationships:
The planning school within the Mintzberg et at. (1998) Ten schools of thought uses the
Theory of mechanistic and organic systems as example. They refer to it mutually with the
Levers of control and therefore it needs mentioning as a noteworthy relationship.
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3.3.6.2 McClelland's theory of needs

.
I

Name:

McClelland's theory of needs
.'
...
Executive summary:
...

David McClelland (1961) proposed that individuals acqUIre specific needs over time.
Humans' life experiences shape these needs, which are classed as achievement, affiliation,
or power. These three needs influence a person's motivation and effectiveness in certain job
functions.
Theorists

Core principles:

associated with

According to McClelland (1961), the motivation of an individual can

narrative:

result from one of three dominant needs:

D. McClelland

1. The need for achievement - the extent to which a person wants
to perform challenging tasks on a high level
2. The need for affiliation - people seek good interpersonal
relationships
3. The need for power - might be typical to people who like to be
in charge

Approximate

Implication for leadership:

date of

Leaders should take note that generally all three these needs are

development:

prevalent in individuals.

1961

Although training can be used to modify a need profile, one of these

They are shaped and acquired over time.

needs will be the dominant one. This dominant need can also be related
to the person's personality. Understanding this, leaders might use these
principles to recruit, train and develop employees.
Relationships:
The theory of needs was built on earlier work of Henry Murray. According to Hersey and
Blanchard (1988: 66-68), it appears that McClelland's theory might be related to Herzberg's
Motivation-hygiene theory. From the core principles discussed above, it seems that there
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might be a correlation with Maslow's Hierarchy of human needs.
Typology:·.
McClelland's

3.3.6.3 Theory X and Y
The American psychologist, Douglas McGregor, studied leadership styles. McGregor
(1960) argued that managers operate from their personal view of how employees
function. He separated managers into two groups based on Maslow's Hierarchy of human
needs.

McGregor (1960) related Theory X managers to lower order needs in the

hierarchy and Theory Y managers to higher order needs.

Due to the contradictory

viewpoints of Theory X and Theory Y, they were split for the purposes of this study.
McGregor (1960) support this point of view by explaining the two theories as separate
entities.

Name:
Theory X
Executive summary:
McGregor (1960), who studied leadership styles, argued that managers operate from their
personal view of how employees function. Leaders are separated into two groups based on
Maslow's Hierarchy of human needs. Theory X leaders are related to lower order needs in
the hierarchy and Theory Y leaders to the higher order needs (Hersey & Blanchard, 1988:
54-57, McGregor, 1960: 244-246).
Theorists
associated with

I

I

Core principles:
According to McGregor (1960: 33-44), Theory X managers assume that

narrative:

people are intrinsically lazy, take no responsibility, are incapable of

D. McGregor

self-discipline, and only want security. People must be controlled and
threatened before they will work. The autocratic leadership style is the
only one that will work when the following assumptions are made:
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1. The average human being has an inherent dislike of work and
will avoid it ifhe or she can
2. Because of this human characteristic, most people must be
coerced, controlled, directed, and threatened with punishment to
get them to put forth adequate effort toward the achievement of
organisational objectives
3. The average human being prefers to be directed, wishes to avoid
responsibility, has relatively little ambition, and wants security
above all
Approximate

Implication for leadership:

date of

McGregor (1960) suggested that leaders could use either theory to

development:

motivate employees in most cases. He warns that Theory X leaders

1960

only have the option to use autocratic leadership.

Leaders should take note that their beliefs and assumptions about what
motivates members of their team influence their leadership style.

If

leaders assume that team members dislike work, they will tend towards
an authoritarian style of management.
Relationships:
McGregor separated the two groups based on Maslow's Hierarchy of human needs. Theory
X leaders are associated with the lower order needs in the hierarchy.

Schein (1992) also used McGregor's work to call for a contingent approach to an effective
leadership style, one that depends on the leader's preference for a style, their experience,
inner drivers, organisational context, the environment at large and the job at hand.

.·TheoryX
the'ieader.

.specific focus· on Ta~k..
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Name:

29

TheoryY

Executive summary:

As previously mentioned, McGregor (1960) stated that leaders operate from their perception
of the way in which employees function. He separated leaders into two groups based on the
Hierarchy of human needs (discussed earlier in this chapter). McGregor relates Theory X
leaders to lower order needs and Theory Y leaders to the higher order needs, of Maslow's
Hierarchy (Hersey & Blanchard, 1988: 54-57, McGregor, 1960: 244-246).
Theorists
associated with

I

I

Core principles:

According to McGregor (1960: 45-176), Theory Y managers assume

narrative:

that people like their work, are intrinsically motivated, have self-control

D. McGregor

and do seek responsibility.

Employees can be consulted since

individuals are emotionally mature, positively motivated towards their
work; and understand their own position in the leadership hierarchy.

The assumptions made by Theory Y leaders are:
1. The expenditure of physical and mental effort in work is as
natural as play or rest
2. People will exercise self-direction and self-control in the service
of objectives to which they are committed
3. Commitment to objectives is a function of the rewards
associated with their achievement
4. The average human being learns, under proper conditions, not
only to accept responsibility but to seek it
5. The capacity to exercise a relatively high degree of imagination,
ingenuity and creativity in the solution of organisational
problems is widely, not narrowly, distributed in the population
6. Under the conditions of modern industrial life, the intellectual
potentialities of the average human being are only partially
utilised

Approximate

Implication for leadership:

date of

As previously discussed, a leader's assumptions about the team's

development:

motivation factors influence their leadership style. If leaders believe

1960

that employees take pride in doing a good job, they will tend to adopt a
more participative style.

According to McGregor (1960), leaders will find that the participative
approach to solve problems and making decisions lead to better results
than authoritarian orders.

However, according to McGregor (1960)

Theory Y's participatory leadership is not always the better leadership
style. One of the reasons is that Theory Y is difficult to implement in
production operations, but on the contrary works well with managing
professionals.

McGregor (1960) also contends that contrary to Theory X, Theory Y
leaders can choose their style.

It is their personal choice to be

autocratic, paternalistic, consultative, or participatory; depending on the
specific circumstances.
Relationships:

Schein used McGregor's work to call for a contingent approach to an effective leadership
style.
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3.3.6.4 System dynamics

Name:
System dynamics
Executive summary:
According to Forrester (1985: 67-72), System dynamics simulates interactions between
objects in dynamic systems in order to understand how complex systems changes over time.
Central to System dynamics are feedback loops that allow nonlinear behaviour. System
dynamics maintained that feedback in the form of external financial audits, customer
surveys, and personal performance reviews helps companies adjust appropriately and
improve their performance.
Theorists

I

Core principles:

associated with

I

Forrester (1985) explains that the System dynamics modelling technique

narrative:

I

are based on two building blocks:

J.W. Forrester

1. Stocks - that could be thought of as a bathtub where flow

accumulated, like a balance sheet
2. Flows - that could be thought of as a drain that emptied the
stock, like a profit and loss sheet

Central to System dynamics are feedback loops that allow nonlinear
behaviour.

Feedback refers to factor A affecting factor B and B

affecting A through a chain of causes and effects. The system as a
whole must be studied in order to determine the effects of a change in
one variable: if A

=

B then A means B and B means A making it

impossible to determine the cause from the effect.
Approximate

Implication for leadership:

date of

System Dynamics can be used by leaders as a modelling technique as

development:

well as a metaphor for organisational development. When leaders use

1961

this technique, it models two aggregation levels: the market and the
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organisation.

Its common applications for leaders are:
1. Market behaviour
2. Supply chain optimisation
3. Logistics and material requirements planning
4. Business planning
5. Project planning

As a metaphor, System dynamics maintained that feedback in the form
of external financial audits, customer surveys and personal performance
reviews helps leaders to adjust organisations appropriately and thereby
improve their performance.
Relationships:

In the 1960s, the Massachusetts Institute of Technology developed System dynamics as an
offshoot of the broader discipline of Systems thinking (Forrester, 1985). Systems thinking
detected structures underlying complex problems and allow individuals to become aware of
the mental models they used to perceive reality.

110

3.3.6.5 Diffusion of innovations

Name:
Diffusion of innovations

Executive summary:
Everett M. Rogers did research on how fanners adopt agricultural innovations (Rogers,
2003). His work stemmed from both his personal interest in understanding why farmers in
Iowa, including his father, resisted using new inventions in their field. Rogers also wanted
to know how these new applications diffuse among farmers over time. He reviewed the
existing studies on diffusion of innovations from other disciplines and found considerable
similarities among them.

Diffusion is defined as the communication process by which a new idea or new product is
accepted by the market, while the rate of diffusion is the speed by which a new idea spreads
from one consumer to the next. Adoption, similar to diffusion, deals with the psychological
decision making processes of the individual, rather than those of a collective market.

Theorists

I Core principles:

associated with

I Rogers (2003) showed that a diffusion process in a social system

narrative:

follows an S-Curve. The adoption of a technology begins with slow

E.M. Rogers

change, followed by rapid change and ends in slow change (as the
product matures or new technologies emerge). He also held that people
adopt new technological innovations at different times and at different
rates.

Rogers then used these varying rates of adoption to distinguish different
phases in the diffusion process making.

The cumulative number of

adopters follows the S-curve. The number of newly converted adopters
plotted as a frequency against time follows a bell-shaped curve. This
number, of new adopters, rises until halfway through the S-curve after
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which their numbers decrease. Rogers makes the model actionable, by
introducing innovativeness - the degree to which an individual is
relatively earlier in adopting new ideas than other members in a social
system.

This allowed Rogers to distinguished five groups of adopters as ideal
types:
1. Innovators - the first 2.5% of adopters are venturesome and
educated, appreciate technology and are motivated by the idea of
being a change agent in "their reference group
2. Early adopters - the next 13.5% of adopters are the social
leaders, who are educated and the visionaries in their market
3. Early majority - the next 34% of adopters are deliberate and
have many informal social contacts, rather than looking for
revolutionary changes to gain productivity enhancements in their
firms, they are motivated by evolutionary changes
4. Late majority - the next 34% of adopters are sceptical, traditional
and of lower socio-economic status, they are very price sensitive
and require completely preassembled, bullet-proof solutions
5. Laggards - the last 16% of the adopters are technology sceptics,
who want only to maintain the status quo, they tend not to
believe that technology can enhance productivity and are likely
to block new technology purchases
Approximate

Implication for leadership:

date of

Roger's model has found wide appeal amongst leaders to be applied in

development:

such disciplines as marketing and management science. The model's

1962

most significant application by leaders, is the Bass diffusion model
where the process of how new innovations are adopted through the
interaction of current and potential users is described mathematically
(Bass, 1969: 215-227).
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Relationships:
As discussed above, the most significant application of the Diffusion of innovation narrative
is the Bass diffusion model by Frank Bass (Bass, 1969: 215-227).

Typology:" .

3.3.6.6 Structure follows strategy

NUDl~er: .

Name:
Structure follows strategy

Executive summary:
Alfred Chandler (1969), based his narrative on four case studies of American conglomerates
that dominated their industry from the 1920s onward. He described how these companies
(Du Pont, General Motors, Standard Oil of New Jersey and Sears Roebuck) developed over
time.

Chandler described strategy as the determination of long-term goals and objectives and
structure as the design of the organisation that administers strategy.

Changes in an

organisation's strategy led to new administrative problems, which, in turn, required a new or
refashioned structure for the successful implementation of the new strategy (Mintzberg et

a/., 1998: 24-45).

Theorists

Core principles:

associated with

Chandler (1969) identified four sequential stages to describe how the

narrative:

abovementioned companies developed:

A. Chandler

1. Acquisition of resources - such as employees and raw materials
and the build-up of marketing and distribution channels
2. Establishment of functional structures - to increase efficiency
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3. Adoption of growth and diversification strategy - diversification
into new markets and products to overcome limits of the home
market
4. The creation of the then revolutionary, diverse form - to manage
large conglomerates

Although organisational

multi-division forms

was

implemented

differently by each of the organisations, Chandler showed that the need
to restructure arose from a strategic shift driven by new technologies
and market changes. Chandler argued that new organisational forms are
no more than a derivative of strategy as he defined it.
Approximate

Implication for leadership:

date of

The

development:

organisational structure to match a defined strategy:

1969

following

three

step

approach helps leaders

design

an

1. Select a basic organisation design
2. Mod.ify the design as needed
3. Supplement

it

with

coordinating

mechanisms

and

communication arrangements
Relationships:

Later in this century, narratives like the Seven S model showed that strategy implementation
was more complex than the relationship between strategy and structure as Chandler had
suggested (Crainer, 1995: 34-35).
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3.3.6.7 Four laws of media

NIJ"mber:<'

Name:

.25

Four laws of media

Executive summary:
Marshall McLuhan , saw culture as a derivative of technological change rather than an
independent factor. He introduced the public to such tenus as the global village and the

message is the medium (McLuhan and Lapham, 1994).

McLuhan saw media as an extension of self.

He therefore contended that technology

extends natural human abilities. Technologies are not simple additions to human existence,
it change how humans think, feel, and act.

McLuhan argues that it even change the

individual's perception and information processing. He substantiates his well-known saying
that we shape our tools and our tools shape us, by explaining that new technologies have
psychological, physical, and social effects.

McLuhan made an interesting observation that communication media went full circle in the
1960s. It started with oral, folk stories to written books, then back to an oral culture. This
time, television and radio reached larger audiences at greater distances. He predicted that
these new connections would lead to a global village that shared a common, oral culture
(McLuhan and Lapham, 1994).

Theorists

I

Core principles:

associated with

I

According to McLuhan and Lapham (1994), four laws of media could

narrative:

I

be extracted.

M. McLuhan

The four laws help describe the properties of each

medium or technology:
1. Extend - an individual's or organisation's use of technology in a
new way extends the reach of body and mind
2. Reverse - when a technology is pushed to its limit, it risks
reversing the target audience's enthusiasm for its original
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benefits into complementary or even opposite emotions
3. Retrieve - the current media stimulates and reinforces only some
senses and motor skills, a successful new medium will retrieve
and enhance a sense or skill that the current media do not
stimulate
4. Obsolescence - the new media subsumes older forms of media,
the old technology is not eliminated, but loses its initial
reputation and effectiveness
Approximate

Implication for leadership:

date of

McLuhan's model can be used by leaders as a thinking tool to assess

development:

successful product or organisational change adoptions where human

1964

interaction is essential.

Relationships:
No noteworthy relationships were discovered in this study, but the author does however not
imply that no relationships exist. As was stated in the previous chapters, all interpretations
are subjective, as the author becomes part of the meaning making process within a social
constructivism framework.

3.3.6.8 The leadership/managerial grid

Name:
The leadership/managerial grid
Executive summary:
The Leadership/managerial grid, focuses on production and relationship orientations, as
uncovered in the Ohio State and Michigan University studies (Blake and Mouton, 1964). It
went a little further by creating a grid based on leaders' concern for people (relationships)
and production (tasks). The narrative suggests there is a better way to lead people; it is
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called the 9, 9 way.

Theorists

I Core principles:

associated with

According to Blake and Mouton (1964: 8-9), the Leadership/managerial

narrative:

grid uses two axis:

R.R. Blake

1. Concern for people - is plotted using the vertical axis

J.S. Mouton

2. Concern for task - is along the horizontal axis
Both axes have a range of 0 to 9. These two dimensions can be drawn
as a graph or grid, as can be seen in figure 3.

Blake and Mouton (1964) mentions that most people fall somewhere
near the middle of the two axes.

Nevertheless, by going to the

extremes, that is, people who score on the far end of the scales, the
following four types ofleaders are proposed:
1. Impoverished leadership - low task, low relationship (refer to
•

in figure 3) - leaders in this position have little concern for

people or productivity, they do just enough to get by
2. Country club leadership - low task, high relationship (refer to
•

in figure 3) - for leaders in this position, task is less

important than good interpersonal relations, their goal is to keep
people happy (this is a soft Theory X approach and not a sound
human relations approach)
3. Authority-compliance - high task, low relationship (refer t o .
in figure 3) - leaders in this position desire tight control in order
to get tasks done efficiently, they consider creativity and human
relations to be unnecessary
4. Organisation man leadership - (refer to ~ in figure 3) - also
termed middle-of-the-road leadership, they attempt to balance
their concern for both people and production, but they are not
committed
5. Paternalistic, father knows best, leadership - (9+9) - a style in
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which reward is promised for compliance and punishment
threatened for non-compliance
6. Opportunistic, what's in it for me, leadership - (Opp) - the style
utilised depends on which style the leader feels will return him
or her the greatest benefit
7. Team leadership - high task, high relationship (refer t o .

III

figure 3) - this leadership style is considered to be ideal, these
leaders work to motivate employees to reach their highest levels
of accomplishment, are flexible and responsive to change and
they understand the need to change
Approximate

Implication for leadership:

date of

As discussed, the most desirable style for leaders would be to be a Team

development:

leader - which implies a high focus on task as well as a high focus on

1964

relationship.

Leaders should realise that at times, certain situations

might call for the use of the other styles. By carefully studying the
situation and the forces affecting it, leaders will know at what points
along the axis you need to be in order to achieve the desired result.
Relationships:

Hersey and Blanchard (1988: 100-102) mentions that the Leadership/managerial grid might
have given some terminology to some points in the Ohio State studies.
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Figure 4: The leadership grid

3.3.6.9 Expectancy theory

Name:
Expectancy theory

Executive summary:
Vroom (1964) explains that the Expectancy theory deals with motivation and management.
It assumes that behaviour is a result from conscious choices among alternatives.

purpose of these choices is to maximize pleasure and minimize pain.

The

Vroom (1964)

suggests that the relationship between people's behaviour at work and their goals was not as
simple as was first imagined by other narrators. He realised that individual factors such as
personality, skills, knowledge, experience, and abilities contributes to an employee's
performance. The expectancy narrative explains that individuals have different sets of goals
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and can be motivated if they have certain expectations (Hersey & Blanchard, 1988.)

Theorists

Core principles:

associated with

According to Vroom (1964), the Expectancy theory is based upon the

narrative:

following three beliefs:

V. Vroom
E. Lawler
L. Porter

1. Valence - the emotional orientations that people hold with
respect to outcomes and rewards
2. Expectancy - the different expectations from employees and
their levels of confidence about their capability
3. Instrumentality - employees' perception of whether they will
actually receive what they desire

Vroom suggests that an employee's beliefs about valence, expectancy
and instrumentality interact psychologically. In this way, they create a
motivational force, such that the employee will act in a way that brings
pleasure and avoids pain. This force can be calculated via a formula:
Motivation = Valence X Expectancy(Instrumentality).

Approximate

Implication for leadership:

date of

Leaders can use the above-mentioned fonnula to indicate and predict

development:

things as job satisfaction, occupational choice, the likelihood of staying

1964

in a job, and the effort that people might expend at work.

Relationships:
According to Hersey and Blanchard (1988: 29), the linkage of the Expectancy theory,
between effort and performance and valued outcomes is not only important in understanding
motivation; it is also important to understand a number of narratives, especially the Path
goal theory discussed elsewhere in this study.
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3.3~6.10 SWOT Analysis

Name:

SWOT analysis
Executive summary:

SWOT analysis was developed by the middle of the 1960s for large organisations to
determine the strategic fit between an organisation's internal, distinctive capabilities and
external possibilities and to prioritise actions.

SWOT is an abbreviation for strengths,

weaknesses, opportunities and threats. In the early 1950s, two professors of business policy
at Harvard, George Albert Smith and C. Roland Christiansen, began questioning whether a
finn's strategy matched its competitive environment. In 1960, a number of large American
enterprises commissioned a long-range study at Stanford Research Institute to investigate
why their long-range planning efforts were unsuccessful. The Stanford Research Institute's
research team interviewed five thousand managers at one thousand companies over nine
years. They found that the difference between what an organisation planned to do and what
they actually accomplished was about thirty-five percent.

The problem was not the

management team's quality of information, but their ability to reach a committed agreement
on constructive objectives rather than settling for feeble compromises.

The research team determined the interviewees' perceptions on the positive and the negative
about the present and the future. This enabled them to make strategic decision making more
explicit and they developed SWOT for this purpose (Andrews et al., 1969).
Theorists
associated with
narrative:

G.A. Smith

c.R. Christiansen
B.P. Learned
K. Andrews

W.D. Guth

I

Core principles:

I Andrews et al. (1969) mentions that the SWOT analysis consists of
four principles:
1. Strengths - those potential factors that make a firm more

competitive than the competition
2. Weaknesses - potential limitations and defects ingrained in an

organisation and/or weak factors relative to direct competitors
3. Opportunities - future factors that allow the organisation to
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improve its relative competitive position
4. Threats - those future factors that reduce the firm's relative
competitive position

The steps in the common three phase SWOT analysis process are:
1. Detect strategic issues - identify, analyse and rank external
and internal issues relevant to the firm's strategic position
2. Determine the strategy - Identify the organisation's strategic
fit, formulate alternative strategies and select an appropriate
strategy
3. Implement and monitor strategy - through action plans,
assigned responsibilities an monitoring progress
Approximate date Implication for leadership:
of development:

Leaders can use SWOT to determine the strategic fit between their

1969

organisation's

internal,

distinctive

capabilities

and

external

possibilities. It also assists them to prioritise actions. SWOT also
helps leaders reach a committed agreement on constructive objectives.
Relationships:
The SWOT analysis is part of the design school within the Ten schools of thought from
Mintzberg et al. (1998).
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3.3.6.11 Contingency theory

Name:
Contingency theory
Executive summary:
Contingency theory is a behavioural narrative that claims that there is no best way to
organize a corporation, to lead a company, or to make decisions. Fiedler and Chemers
(1984) argue that organisational-, leadership- and decision-making styles that are effective
in some situations may be not successful in other situations. This approach departs from
trait and behavioural narratives by asserting that group perfonnance is reliant on the leader's
psychological orientation and on three contextual variables: group atmosphere, task
structure, and the leader's power position.
Theorists

I Core principles:

associated with

I Fiedler and Chemers (1984) explain that group perfonnance is a result

narrative:

of interaction of two factors.

F.E. Fiedler

situational favourableness. In this narrative, leadership effectiveness is

M.M. Chemers

I

These factors are leadership style and

the result of the leader's interaction with the members of the group and
the degree to which the leader has control over the situation.

The three categories of situational control are:
1. High control - a predictable environment with support of the
group and highly structured tasks
2. Moderate control - situations that presents mixed problems
where the group might support the leader, but the task is
relatively ambiguous
3. Low control - difficult situations, leaders might feel that the
group does not like them and the task is often unstructured and
unclear
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In other words, the optimal organisation-, leadership - and decision
making style depends upon various internal and external constraints or
factors, like the size of the organisation and technologies being used.

Approximate

Implication for leadership:

date of

According to Fiedler and Chemers (1984) the implication of

development:

Contingency theory on leadership is that:
1. There is no universal way to lead and manage an organisation

1964

2. The design of an organisation and its subsystems must fit with
the environment
3. Effective organisations not only have a proper fit with the
environment, but also between its subsystems
4. The proper design of an organisation and the appropriateness of
the leadership style satisfy the needs of the organisation

In the Contingency theory, the success of the leader is related to various
factors such as subordinate, task, and/or group variables.

The

effectiveness of a given pattern of leader behaviour is dependent upon
the demands imposed by the situation.

This narrative stress using

different styles of leadership appropriate to the needs created by
different organisational situations.

Relationships:
Situational leadership (Hersey & Blanchard, 1988) evolved from the initial thoughts of the
Contingency narrators.

Situational leadership is an extension of Blake and Mouton's

Leadership/managerial grid and Reddin's 3-D management style. It expanded the notion of
relationship and task dimensions to leadership, and added a readiness dimension.
Contingency theory is similar to Situational leadership in that there is an assumption of no
simple way that is always right. The main difference is that Situational leadership focuses
more on leadership behaviours according to situational factors; whereas Contingency theory
takes a broader view including contingent factors about leader capability as well as other
variables within the situation.
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3.3.6.12 Situational leadership

Name:
Situational leadership
Executive summary:
In simple terms, a situational leader is one who can adopt different leadership styles

depending on the situation. Most leaders do this anyway. They try not to get angry with a
nervous colleague on their first day and chase up tasks with some people more than others
because they know they will forget otherwise.

Hersey and Blanchard (1988: 170-200) explains that Situational leadership is based on:
1. The amount of guidance and direction a leader gives - they use similar terminology
to many other narratives and has also influenced the terms used in this study, namely
task behaviour (and relationship behaviour, which is discussed in the next point)

2. The amount of socioeconomic support a leader provides - the term used in this sense
is relationship behaviour
3. The readiness level of the followers to perform achieve a specific objective

Effective leaders are versatile in being able to change their style according to the situation.
Although there is no one right style, leaders tend to have a preferred style, and in applying
Situational leadership, they need to know which one is for them.
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Theorists

Core principles:

associated with

Hersey and Blanchard (1988) characterised leadership style in tenus of

narrative:

the amount of direction and support that leaders give to their followers,

K. Blanchard

and so created a simple grid (refer to figure 4):

P. Hersey

1. Directing - leaders define roles and supervise closely, they make
decisions and communicate them largely one-way
2. Coaching - leaders still define roles but seek ideas and
suggestions from the follower, decisions remain the leader's
prerogative and communication is two-way
3. Supporting - leaders facilitate and take part in decisions, but
control is with the follower
4. Delegating - leaders are still involved in decisions and problem
solving, but control is with the follower who decides when and
how the leader will be involved

Approximate

Implication for leadership:

date of

Situational leadership allows leaders to analyse the needs of the

development:

situation they are dealing with, and then adopt the most appropriate

1969

leadership style. It has proved popular over time because it passes the
two basic tests of such narratives:
1. It is simple to understand
2. It works in most environments for most people

The narrative does not just apply to people in leadership or management
positions: we all lead others at work and at home.
Relationships:

Hersey and Blanchard (1988: 116-122) mentions that they based their Situational leadership
model on work done by the Ohio State studies. The Ohio State studies were conducted in
the 1960s and focused on leadership behaviour.
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Figure 5: Situational leadership

3.3.7 1970s

In the 1970s, the focus shifted from the 1960s social activism to social activities for

people's own pleasure.

A notable exception in this decade was the growth in

environmentalism.
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By the end of the decade, the feminist movement had helped change women's working
conditions and the hippie culture, which has started in the 1960s, peaked in the early
1970s. The United States experienced an economic recession, but the economy of Japan
prospered.

The economies of many third world countries continued to make steady

progress in the early 1970s mostly because of the mentioned green revolution (Roberts,
1999; Sutton Coldfield College, 2008).

The 1970s delivered on a vast number of narratives, which will be discussed next.

3.3.7.1 Path-goal theory

Name:
Path-goal theory
Executive summary:
Path-goal theory explains that a leader can affect the performance, satisfaction and
motivation of a group. However, whether leaders can do so effectively also depends on
situational factors. House (1971) identified different leadership styles depending on these
factors.
Theorists

Core principles:

associated with

According to House (1971), there are four different types ofleadership

narrative:

styles depending on the situation:

R. House

1. Directive leadership - the leader glVes specific guidance of
performance to subordinates
2. Supportive leadership - the leader is friendly and shows concern
for the subordinates
3. Participative leadership - the leader consults with subordinates
and considers their suggestions
4. Achievement-oriented leadership - the leader sets high goals and
expects subordinates to have high-level performance
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Approximate

Implication for leadership:

date of

House (1971) holds that a leader can affect the performance,

development:

satisfaction, and motivation of a group by:

1971

1. Offering rewards for achieving performance goals
2. Clarifying paths towards these goals
3. Removing obstacles to performance

However, leaders should take situational factors into account, such as:
1. Subordinates' personality and locus of control - a participative
leader is suitable for subordinates with internal locus of control
and a directive leader is suitable for subordinates with external
locus of control
2. Self-perceived ability - employees that believe they have a high
ability themselves do not like directive leadership
3. Characteristics of the environment - when a group is working on
a task that has a high structure, directive leadership is redundant
and less effective

Leaders must take cognisance of various factors when applying the
above-mentioned styles. Directive leadership can reduce employees'
satisfaction when a highly formal authority system is already in place.
Moreover, when subordinates are in a team environment offering great
social support, the supportive leadership style becomes less necessary.
Relationships:

According to Hersey and Blanchard (1988: 109-112), the Path-goal model was built on the
Ohio State leadership studies and the Expectancy theory.
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3.3.7.2 Servant-leadership

.l.'11

Name:

~

_T
<

32

Servant-leadership

Executive summary:
Robert K. Greenleaf in The Servant as Leader, an essay that he first published in 1970,
coined the phrase Servant leadership.
servant first.

In that essay, he said that the Servant-leader is

It begins with a natural feeling to serve first.

Leading then becomes a

conscious choice. Greenleaf (1998) mentions that this is in sharp contrast from persons who
is leader first, this might be due to an unusual power drive and the need to acquire material
possessions. He explains that the leader-first and the servant-first are two extreme types.
Between them, there are variations of leadership (Greenleaf, 1991).

Greenleaf developed Servant-leadership after reading a novel by Herman Hesse in which a
servant who looked after all the group's needs accompanied a party of travellers. When the
servant left, the group fell apart. This led Greenleaf to view the servant as the group's
leader.
Theorists

Core principles:

associated with

The idea of servant leadership means, that a leader's primary motivation

narrative:

must be to serve their followers. Servant leaders serve the people they

R.K. Greenleaf

lead, which imply that they are an end in themselves rather than a means
to an organisational purpose or bottom line.

Approximate

Implication for leadership:

date of

Servant leaders are effective because the needs of followers are so

development:

looked after that they reach their full potential, hence perform at their

1970

best. Looking at leadership in this way forces leaders away from self
serving, domineering leadership and makes those in charge think harder
about how to respect value and motivate people reporting to them.
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Relationships:
A number of leadership authors, such as Ken Blanchard and Peter Senge have commended
the Servant-leader concept as an overarching framework that is compatible with other
leadership models. Some of these models include Total quality management and Learning
organisations (Greenleaf, 1998: 2).

3.3.7.3 Groupthink

Name:
Groupthink

Executive summary:
Irving Janis (1972) researched group decision-making,. also called Groupthink.

The

foundation is human social behaviour, where maintaining group cohesiveness and solidarity
is more important than considering the facts. Janis based his research on historical events
where Groupthink contributed to unsound decisions that were made.

Theorists

I Core principles:

associated with

I

Janis (1972) lists the following negative consequences of groupthink:

narrative:

1. The group limits its discussion to only a few alternatives

I.L. Janis

2. The solution initially favoured by most members is never
restudied to seek out less obvious pitfalls
3. The group fails to re-examine those alternatives originally
disfavoured by the majority
4. Expert opinion is not sought
5. The group is highly selective in gathering and attending to
available information
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6. The group is so confident in its ideas that it does not consider
contingency plans

Approximate

Implication for leadership:

date of

Groupthink is a result of cohesiveness in groups and is an important

development:

factor for leaders to consider in decision processes, such as workshops,

1972

meetings, conferences and committees.

Relationships:
Groupthink is a result of cohesiveness in groups, already discussed by Lewin in the 1930s.

3.3.7.4 Growth phases model

Name:
Growth phases model

Executive summary:
The Growth phases model of Larry E. Greiner (1972) suggests that organisations go through
of growth and need appropriate strategies and structures to cope.

Theorists

Core principles:

associated with

According to Greiner (1972), the Growth phases model of Greiner

narrative:

describes five phases of organisational development and growth:

L.E. Greiner

1. Growth through creativity - start-up of company, entrepreneurial
phase; characterised by hard work and low earnings
2. Growth through direction - sustained growth and functional
organisation structure; characterised by budgets and standardised
processes
3. Growth through delegation -

decentralised organisational

structure; characterised by formal communication
4. Growth through coordination and monitoring - formation of
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product groups; characterised by centralisation of support
functions and motivation through lower-level profit sharing
5. Growth through collaboration - new evolutionary path, team
action for problem solving; characterised by decentralised
support staff and advanced information systems
Approximate

Implication for leadership:

date of

Leaders can use this descriptive framework to understand why certain

development:

leadership

1972

mechanisms work, and why some do not work at certain phases in the

styles,

organisational

structures,

and

coordination

development of an organisation.
Relationships:

More recently, Greiner added a sixth phase to his narrative:
6. Growth through extra-organisational solutions like mergers, holdings, networks of
organisations

.
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3.3.7.5 Five star model

Name:
Five star model

Executive summary:
Jay Galbraith (2002) developed the Five star model as an organisational design framework.
The narrative uses design policies to guide organisational decision-making and behaviour.

Theorists

Core principles:

associated with

According to Galbraith (2002: 11-17), the Five star model contains the

narrative:

following five categories:

J. Galbraith

1. Strategy - detennines direction through goals, objectives, values,
and or missions
2. Structure - determines the location of decision-making power
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3. Processes - the flow of infonnation and decision processes
across the organisation's structure
4. Rewards - influence the motivation of organisation members to
make employees' goals in line with the organisation's objectives
5. People - influence and define employee's mindsets and skills
through

recruitment,

promotion,

rotation,

training

and

development

The five factors must be internally consistent to enable effective
behaviour.

The preferred design process is composed in the following order:
1. Strategy

2. Structure
3. Key processes
4. Key people
5. Roles and responsibilities
6. Infonnation systems
7. Perfonnance measures and rewards
8. Training and development
9. Career paths
Approximate

Implication for leadership:

date of

The Five star model emphasises that the organisation's structure

development:

depends on the diversity of the business.

1973

account if it is service or product based, uses a single production line or

Leaders should take into

multi lines or services one market segment or multiple segments
(Galbraith, 2002).
Relationships:

Galbraith (2002: 10) refers to similar work done by Mohnnan, Galbraith and Lawler in
1998.
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Typology:
The Five stat m.odel, trUe to

its

theme.

3.3.7.6 Seven lateral relationships

Name:
Seven lateral relationships
Executive summary:
Jay Galbraith (1974), regarded organisations as information processors. He argued that the
more uncertain an organisation is about its task, the greater its need for information
processing.

According to Galbraith (1974) the Seven lateral relationships, organisations can achieve a
higher level of information processing capacity through:
1. More coordination using rules or procedures
2. Stronger hierarchy that focuses on exceptions outside the norm
3. Clearer targets and goal setting

However, these three traditional approaches provide limited information processing
capacity. Changes to the organisational structure are required when additional information
processing is needed.
Theorists

Core principles:

associated with

Galbraith (1974) classified the lateral relationships as follows:

narrative:

1.

J. Galbraith

Mutual adjustment - joint decisions by leaders on the same
hierarchical level

2.

Liaison role -

a liaison officer is responsible for the

communication between two interdependent departments
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3.

Task force - a temporary task force can be created when more
than two departments are involved in decision making

4.

Team - a transformation of the temporary task force into a
permanent cross-departmental team

5.

Integration role - integration roles include, project managers,
program managers, or product managers

6.

Managerial linking role - financial control is added to the
integration role

7.

Matrix organisation - a dual authority structure, reporting to a
line manager and an integration officer

Approximate

Implication for leadership:

date of

Leaders within an organisation can pursue two design strategies:

development:
1973

1. Reduce the level of required information processing by adding
surplus resources or by output-based rather than input-based
planning
2. Increase the organisational capacity to process information
through the investment in vertical information systems or the
creation of lateral relationships that cut across hierarchical
authority (Galbraith, 2002).

Relationships:

Taking into account that Galbraith was responsible for the Seven lateral relationships and
the Five star model, they might be related to each other.
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3.3.7.7 Ten managerial roles

Number:·
37

Name:
.

Ten managerial roles

Executive summary:
In Ten managerial roles, Henry Mintzberg (1973) describes the work life of a leader. He
first identified characteristics of the job and then identified separate roles in managerial
work. Each of these roles is defined as an organised collection of behaviours belonging to
an identifiable function or position. Mintzberg (1973: 58-77) separated these roles into
three subcategories:
1. Interpersonal contact
2. Information processing
3. Decision making

Theorists

Core principles:

associated with

Mintzberg (1973: 51-53) described the work life of a leader within an

narrative:

organisation by identifying thirteen characteristics of the job:

H. Mintzberg

1. Leaders process large, open-ended workloads under tight time
pressure - a leader's job is never done
2. Managerial activities are relatively short in duration, varied and
fragmented and often self-initiated
3. Leaders appear to prefer interruptions in their work
4. Leaders prefer action and action driven activities and dislike
mail and paperwork
5. They prefer verbal communication through meetings and phone
conversations
6. Mail only receives hasty treatment and must be processed
regularly
7. Telephone calls and unscheduled meetings are only used by
leaders for brief contacts with well-known persons
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8. Scheduled meetings consume more time than any other medium
9. Leaders spend little time in open-ended plant visits
10. Network relationships are a significant and complex component
of the leader's work
11. They maintain relationships primarily with their subordinates
and external parties
12. The leader spends least time with his superiors
13. Their involvement in the execution of the work is limited
although they initiate many of the decisions

Mintzberg (1973: 92-93) then identified ten separate roles in managerial
work, each role defined as an organised collection of behaviours
belonging to an identifiable function or position:
1. Figurehead - the manager performs ceremonial and symbolic
duties as head of the organisation
2. Leader - fosters a proper work atmosphere and motivates and
develops subordinates
3. Liasion - develops and maintains a network of external contacts
to gather information
4. Monitor - gathers internal and external information relevant to
the organisation
5. Disseminator - transmits factual and value based information to
subordinates
6. Spokesperson - communicates to the outside world on
performance and policies
7. Entrepreneur - designs and initiates change in the organisation
8. Disturbance handler - deals with unexpected events and
operational breakdowns
9. Resource allocator -

controls and authorises the use of

organisational resources
10. Negotiator - participates in negotiation activities with other

139

organisations and individuals

He separated these roles into three subcategories:
1. Interpersonal contact - 1, 2 and 3
2. Infonnation processing - 4, 5 and 6
3. Decision making - 7-10

Mintzberg analysed individual leader's use and mix of the ten roles
according to the six work related characteristics (Crainer, 1995: 513
518).
Approximate

Implication for leadership:

date of

Mintzberg's study on the nature of managerial work exposed many

development:

leadership myths requiring change, such as replacing the aura of

1973

reflective strategists carefully planning their finn's next move with one
of fallible humans who are continuously interrupted. Indeed, half of the
managerial activities studied lasted less than nine minutes. Mintzberg
(1973)

also

found

that

individual

capabilities

influence

the

implementation of a role. However, the organisation determines the
need for a particular role. Mintzberg addressed the common belief that
it predominantly a leader's skill set that determines success. Effective
leaders develop protocols for action given their job description and
personal preference, and match these with the situation at hand.
Relationships:

Mintzberg (1973: 8-27) compares the Ten managerial roles to:
1. The classical school - which includes POSDCORB
2. The great man school - which includes biographical and autobiographical writings
on leaders
3. The entrepreneurship school - includes the writings of economists, such as Joseph
Schumpeter
4. The decision theory school - it is to Herbert A. Simon's work that this school owes
its origin
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5. The leader effectiveness school - this school includes the narratives of McGregor
and Fiedler among others
6. The leader power school- Melville Dalton's study is part of this school
7. The leader behaviour school - A study done by Leonard Sayles is included in this
school
8. The work activity school- which include the work ofSune Carlson

3.3.7.8 Action centred leadership

Name:
Action centred leadership

Executive summary:
John Adair (2008) argues that it is not who you are but what you do which establishes you
as a leader. A leader needs to balance the needs of the task, the team and the individual,
shown clearly in his 3-circle theory (refer to figure 7 below).

Theorists

I Core principles:

associated with

I

narrative:

I looks at the process from above, ensuring the best possible overview of

J. Adair

According to Adair (2008), the leader whilst balancing the three circles

what is happening.
Leaders' behaviour include:
1. Task

related

-

providing

clear

objectives,

appropriate

procedures, ensuring there is evidence of progress, avoidance of
digression and deadlines are met
2. Team related - commitment, trust, and openness, a sense of
purpose, stability, cohesion, success and fun
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3. Individual related - to be included, to contribute, to receive
feedback, to feel safe and to grow
Approximate

Implication for leadership:

date of

Action centred leadership teaches leaders that in order for them to be

development:

effective he needs to carry out the functions and demonstrate the

1973

behaviours appropriate to the circles, varying the level according to the
needs of the situation.

Relationships:
It seems that the dual focus on task and relationships has a resemblance to the

Leadership/managerial grid, discussed in section 3.8.8.

=\';;uVilcjentl~eUle~~J.e]~sruLP

is one of the

Task

Figure 7: Action centred leadership

142

3.3.7.9 Eleven principles of leadership

Name:
Eleven principles ofleadership

Executive summary:
To help leaders be, know, and do; the U.S. Anny (1973) follow these eleven principles of
leadership:
1. Know yourself and seek self-improvement
2. Be technically proficient
3. Seek responsibility and take responsibility for your actions
4. Make sound and timely decisions
5. Set the example
6. Know your people and look out for their well-being
7. Keep your workers informed
8. Develop a sense of responsibility in your workers
9. Ensure that tasks are understood, supervised and accomplished
10. Train as a team
11. Use the full capabilities ofyour organisation

Theorists

I Core principles:

associated with

I

narrative:

The eleven principles ofleadership of the U.S. Anny (1973) are:

1.

U.S. Anny

Leaders should know themselves and seek self-improvement
- in order to know themselves, they have to understand their
attributes and continually strengthen those attributes

2.

Leaders should be technically proficient - they must know
their job and be familiar with the employees' tasks

3.

Seek responsibility and take responsibility for their actions
leaders must search for ways to guide their organisation to
new heights and when things go wrong, they must not blame
others, but rather analyze the situation, take corrective
action and move on to the next challenge
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4.

Make sound and timely decisions - leaders must use good
problem solving, decision making and planning tools

5.

Leaders should set the example - by being a good role
model for their employees

6.

Leaders should know their people and be concerned for their
well-being - know human nature and the importance of
sincerely caring for employees

7.

Keep workers informed - leaders must know how to
communicate with not only them, but also seniors and other
key people

8.

Leaders should develop a sense of responsibility in their
employees - help to develop good character traits that will
help them carry out their professional responsibilities

9.

Ensure

that

accomplished

tasks
-

are

understood,

communication

IS

supervised

and

the key to

this

responsibility
10.

Train as a team - according to the U.S. Army true teamwork
is very important, a group of people working together does
not mean that they are a team

11.

Leaders should use the full capabilities of their organisation
- by developing a team spirit, they will be able to employ
their organisation to its fullest capability

Approximate

Implication for leadership:

date of

To inspire people into higher levels of teamwork, the Eleven principles

development:

of leadership suggests there are certain things leaders should be, know

1973

and do.

It does not come naturally but can be acquired through

continual work.

Relationships:
Although the Eleven principles of leadership narrative was mentioned together with several
other narratives, no clear relationship could be established by the researcher.
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3.3.7.10 Leadership continuum

Name:

Leadership continuum
Executive summary:

The Leadership continuum of Tannenbaum and Schmidt (1973) suggests that autocratic
leaders are more likely to make their own decisions and not engage their subordinates,
whereas a more democratic leader (laissez-faire manager) gives subordinates a greater
degree of delegation in decision-making.
Theorists

I

Core principles:

associated with

I

According to Hersey and Blanchard (1988: 107-108), the differences in

narrative:

I

the afore-mentioned styles of leader behaviour are based on

R. Tannenbaum
W.H. Schmidt

assumptions, by the leader, concerning the source of their authority as
I

well as about human nature.

These leadership styles are:
1. The authoritarian leaders - assume that power is derived from
their position in the organisation and they assume that people
are lazy and untrustworthy
2.

The democratic leaders - assume that power is granted by the
group they lead and that people are self-directed

Approximate

Implication for leadership:

date of

To choose the most appropriate style and use of authority, the leader

development:

must consider:
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1973

1. Forces in the manager

(Apparently the

2. Forces in the subordinate

Continuum was

3. Forces in the situation

originally created

4. Time pressure

in the 1950s)
Relationships:
In 1938, Lewin and Lippitt proposed classifications of leaders based on how much

involvement leaders placed into task and relationship needs.

Tannebaum and Schmidt

expressed this range of leadership behaviours along a continuum in 1973, ranging from
boss-centred (task) to subordinate-centred (relationship).

rganised asa SupfJo'ktingn
.relationsbip.being the two oPP9sites"cifthe oontinu
.findings. of this· s1:i:ldy· is that the·· foCUs. of le3dersbipn
moved b~eenili~etwo opposite .
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Figure 8: Leadership continuum (Value Based Management, 2008)

3.3.7.11 Contractual organisation

Name:
Contractual organisation
Executive summary:
In his work, Understanding Organisations, the British management writer, Charles Handy

(1976), listed over sixty factors that influence the effectiveness of organisations.

For

Handy, work motivation is one of the key variables of organisational performance and he
introduced the concept motivation calculus to better his understanding of this variable.
Theorists

Core principles:

associated with

Handy's (1976) motivation formula contained three components:
147

narrative:

1. The strength of the person's need

C. Handy

2. The expectation that the effort expended leads to a particular
result
3. The instrumentality, the means to obtain results and satisfy the
given need

The value of each of the factors is subjective and detennined by the
individual involved.

The calculation to reach a decision occurs

unconsciously.

Each of these decisions is reached within the context of a psychological
contract between the employee and the organisation. This covers the
legal contract and the entire set of expectations. Organisations often
chooses a dominant type of psychological contract:
1. Coercive contracts - no choice exists other than undertaking the
task and is controlled by law and order, employees must comply
or be punished
2. Calculative contracts - are entered on a voluntary basis, the main
consideration is personal gain or reward, if the organisation
reqUIres

more

effort,

the

employee

expects

a higher

compensation, of which wages are only a factor
3. Co-operative contracts - the individual identifies with the
organisation's goals and makes them his own, their effort is
based on the degree the individual has input in the company's
goals
Approximate

Implication for leadership:

date of

The individual's need and importance to the organisation underlines this

development:

narrative. It provides insight into the most effective triggers. Leaders

1976

should take note that a source of conflict arises when the organisation
and the individual differ on the perception of the contract's content. The
conflict causes disconnect between the two parties.
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Leaders tend to prefer a contract based on their worldview and
experience.

Handy explored the boundaries of the three psychological contracts by
describing the Contractual organisation. When the rate of change from
global competition overwhelms the bureaucratic component's ability to
control the organisation from a central point, it fractures and results in
dynamic employee networks. Organisational focus is required because
management time is limited.

Outsourcing non-critical functions

becomes essential for companies and leaders to remain agile.

Under these conditions, leaders are forced to split employees into three
types of workers, each providing a different contribution:
1. The core - full-time, highly paid professionals, technicians and
executives who own the organisational knowledge
2. A contractual fringe - individuals and organisations who provide
material and service inputs to the organisational core
3. A flexible workforce - part-time or temporary workers employed
to handle peak workloads
Relationships:

The Contractual organisation narrative is related the Handy's Gods of management
(discussed later in this chapter).
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3.3.7.12 Three tasks of management

Name:
Three tasks of management
Executive summary:
Peter Drucker (1977: 36) argued that three tasks face the leaders of every organisation.
According to him, none of our institutions exists by itself and as an end in itself. Every one
is an organ of society and exists for the sake of society. Business is not exception. Free
enterprise cannot be justified as being good for business. It can only be justified as being
good for society (Drucker 1977: 40).
Theorists

Core principles:

associated with

According to Drucker (1977), the three tasks that leaders face are:

narrative:

1. Defining the specific purpose and mission of the institution

P. Drucker

2. Making work productive and the worker achieving
3. Moreover, managing social impacts and social responsibilities

Approximate

Implication for leadership:

date of

Drucker (1977) did not only make leaders aware of the organisation's

development:

purpose, mission and productivity, he contributed greatly to the

1977

awareness of oganisations' social responsibility.

Relationships:
Many narrators was found to have been inspired by Drucker's work and constantly referred
to it. The most important contribution that was more recently considered in many narratives
was the term knowledge worker that he already coined in 1959.
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3.3.7.13 Whole brain model

Name:

Whole brain model
Executive summary:

The Whole brain model from Ned Herrmann (1996) is a technique to analyse personal and
organisational thinking preferences. Once an individual understands his or her thinking
style preferences, the door is open to improved communication, leadership, management,
problem solving, decision making and other aspects of personal and interpersonal
development.

According to Herrmann (1996), a four-quadrant interconnected set of mental processing
modes (see figure 8) drives the functioning of the human brain.
Theorists

Core principles:

associated with

Herrmann (1996) mentions that the four specialised modes in the Whole

narrative:

brain model are:

N. Herrmann

1. Rational self - analytical, mathematical, technical and problem
solving
2. Safekeeping self - controlled, conservative, planned, organised
and administrative in nature
3. Feeling self - interpersonal, emotional, musical, spiritual and the
talker modes

4. Experimental self - imaginative, synthesizing, artistic, holistic
and conceptual modes
Approximate

Implication for leadership:

date of

Herrmann (1996) warns that leaders should take cognisance that if

development:

humans think or function differently than their preferences, even if they

1976

have the skills, it is more likely that they will find it somewhat
uncomfortable and consuming more oftheir energy.
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Relationships:
The Whole brain model supersedes left brain/right brain thinking in earlier narratives. In
addition, it has advanced new concepts of thinking research and their applications

III

business settings.
Typology:
The Whole

their thirLking
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Figure 9: Whole brain narrative (12Manage, 2008)

3.3.7.14 Internationalisation process

Name:
Intemationalisation process
Executive summary:
Jan Johanson and Jan-Erik Vahlne (1977) saw internationalisation as a learning oriented
process. Their narrative emphasised the gradual and incremental character of international
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expansion. Organisations could best reduce their risk level by adopting an evolutionary
approach.
Theorists

Core principles:

associated with

The intemationalisation process model or Uppsala model was based on

narrative:

four case studies of Swedish companies with operations in more than 20

J. Johanson

countries, namely Volvo, Sandvik, Atlas Copco and Facit.

J. Vahlne
Johanson and Vahlne (1977) found that these firms had built their
presence in foreign markets, rather than by making large foreign
production investments at single point in time using two variables:
1. Market commitment - Johanson and Vahlne distinguished four
sequential steps where each consecutive step meant an increased
resource commitment to a particular market; their establishment
chain consisted of:

a. Irregular export activities
b. Export via independent sales representative
c. Establishment of overseas sales subsidiary
d. Establishment of foreign manufacturing subsidiaries
2. Market knowledge - organisations enter those markets that they
know best and only move into more distant markets after feeling
that they have gained sufficient knowledge
Approximate

Implication for leadership:

date of

The intemationalisation process is composed of the market experience

development:

and the market knowledge component. Johanson and Vahlne created a

1977

dynamic model by assuming that market knowledge and experience
both

affect

commitment

decisions

and

the

way

current

intemationalisation activities are carried out. Current commitment
decisions and activities in tum change the level of market knowledge
and market experience. This feedback loop creates a learning cycle.
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Relationships:
In 1990, Johanson and Vahlne listed three situations when finns do not need to follow the

incremental steps of the establishment chain:
1. Finns with access to a large pool of resources are less susceptible to the
consequences of (bad) commitments and able to step up their intemationalisation
effort at a faster rate
2. Relevant market knowledge can be acquired in ways other than through direct

experience when market conditions are stable and homogeneous
3. Once a finn has gained experience from a market with similar conditions, it may be
possible to generalise this experience and apply it to the new target market

TYPology:
theestablisbt'll

3.3.7.15 Six boxes

Name:
Six boxes
Executive summary:
The six boxes narrative is a diagnostics tool of organisational effectiveness. Weisbord
(1976: 430-447) identified six key areas in which things must go right and be internally

consistent for an organisation to be successful. The result of the diagnosis is a prioritised
list of ready to be implemented interventions that can drive a change process.
Theorists

Core principles:

associated with

According to Weisbord (1976), the diagnosis involves a ten-step process

narrative:

during which the consultant or manager builds a profile of the

M. Weisbord

organisation.
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Phase I - produce a high-level scan:
1. Draw the boundary between organisation and its environment
2. Draw the organisation's input/output system by listing inputs,
outputs, transfonnation processes and feedback mechanisms
3. Establish issues for the most important output using a
satisfaction congruity matrix
4. Establish issues for the stakeholders of the organisation based on
their satisfaction level
Phase II - focus on identified key issues (six boxes):
5. Purposes - the business we are in
6. Structure - dividing up the work
7. Relationships - managing conflict between people
8. Rewards - the incentives
9. Leadership - keeping the boxes in balance
10. Helpful mechanisms - adequate coordinating technologies
Approximate

Implication for leadership:

date of

This approach gives attention to issues such as planning, incentives,

development:

rewards, hierarchies, accountabilities and perfonnance assessments,

1976

among others. These are all of great value for the leader.

Relationships:

Weisbord used Maslow's Hierarchy of human needs and Herzberg's Two factor theory to
diagnose the fit between the formal reward system and perceived reward system.

155

OUTSIDE Do'VUtONMfm
"Ewoy~:t~ ..

W1lii _ualllh lID<l~$dces. i1 impo.'ll:1

Figure 10: The Six box model (Weisbord, 1976)
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3.3.7.16 Strategic choice typology

Name:
Strategic choice typology
Executive summary:
The development of the Strategic choice typology helped launch the Configurational branch
of business strategy. Miles and Snow's study brought together the Situationalist and the
Universalist camps who were disputing how companies should compete in a given market.
For Situationalists, there is an intrinsic flaw in generic strategies because no two strategic
settings were ever the same.

For Universalists, general laws existed that made rules

applicable irrespective of circumstance.

Miles and Snow (1978) claimed that four

fundamental strategy types exist in any given business environment so that companies could
do well in an industry in more than one way, but not in a multitude of ways.

The adaptive cycle is the core narrative of the Miles and Snow Strategic choice typology
and defines the dynamic process in which organisations continually adjust internal
interdependencies to environmental opportunities and risks.
Theorists

I Core principles:

associated with I As mentioned, the adaptive cycle is the core model of the Miles and
It defines the process in which

narrative:

Snow Strategic choice typology.

Miles

organisations adjust internal interdependencies to environmental

Snow

opportunities and risks.

Miles and Snow (1978) defined three key

problems that organisations must solve in order to position themselves:
1. Entrepreneurial problem - leadership needs to select the domain
in which the company will compete, and allocate appropriate
resources to the identified product-market combinations
2. Engineering problem - once the products or services are
identified, a technical system must be developed that can
produce and deliver these goods
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3. Administrative problem - it focuses on rationalising those
activities that solved organisational problems during the
entrepreneurial and engineering phases (the lagging aspect), as
well as on formulating processes that allow the organisation to
innovate (the leading aspect)

Adaptation often occurs by moving

sequentially through the

entrepreneurial, engineering and administrative phases, but can start at
any of these three.

According to Miles and Snow (1978), organisations can be categorised
according to a limited number of organisational forms, each with its
own specific adaptation pattern:
1. Defenders - organisations that have a narrow product-market
focus to secure a stable market niche
2. Prospectors - organisations that continually search for new
market opportunities
3. Analysers - organisations that operate in two types of product
market domains, one that is relatively stable and the other in flux
4. Reactors - organisations that lack an effective response to
changes in the organisational environment
Approximate

Implication for leadership:

date of

Miles and Snow (1978) defined strategy as a consistent pattern of

development:

decision-making, and regarded the organisation's behaviour as the best

1978

identifier of its strategy.

Firms not only respond to changes in the

environment. They also act to influence and co-create them, but are
limited in making changes by the constraints from leaders' attitudes,
beliefs, and access to information.
Relationships:

A similarity was found between the Miles and Snow model and the Burns and Stalker
continuum of organisational forms (organic and mechanistic).
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3.3.7.17 Five configurations

I

Name:

I

Five configurations
Executive summary:
Henry Mintzberg synthesised organisational design literature into five ideal organisational
fonns or configurations that do not exist in the real world, but provide leaders a framework
to understand and design organisational structures. He defined organisational structure as
"the sum total of the ways in which it divides its labour into distinct tasks and then achieves
coordination among them" (Crainer, 1995).
Theorists

I

Core principles:

associated with

According to Crainer (1995: 515-516), Mintzberg defined five

narrative:

configurations:

H. Mintzberg

1. Simple structure - entrepreneurial setting, relies on direct
supervision from the strategic apex, the CEO
2. Machine

bureaucracy

-

large

organisations,

relies

on

standardisation of work processes by the techno-structure
3. Professional bureaucracy - the professional services finn, relies
on the professionals' standardisation of skills and knowledge in
the operating core
4. Divisionalised fonn - multi-divisional organisation, relies on
standardisation

of

outputs;

middle-line

managers

run

independent divisions
5. Adhocracy - project organisations, highly organic structure with
little· fonnalization; relies on mutual adjustment as the key
coordinating mechanism within and between these project teams
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In later work Mintzberg added two more configurations:
6. Missionary form - coordination occurs based on commonly held
ideologies or beliefs: standardisation of norms
7. Political form - no coordination form is dominant, control is
based on forming alliances

The structure an organisation chooses depends, to a great extent, on the
power of each of the following six components:
1. Operating core - the people directly related to the production of
services or products
2. Strategic apex - serves the needs of those people who control the
organisation
3. Middle line - the managers who connect the strategic apex with
the operating core
4. Techno structure - the analysts, who design, plan, change or train
the operating core
5. Support staff - the specialists who provide support to the
organisation outside of the operating core's activities
6. Ideology - the traditions and beliefs that make the organisation
unique

Four flows link the components:
1. Authority
2. Work material
3. Information
4. Decision processes

The organisation's structure depends on the organisation itself, its
members, and the distribution of power, the environment, and the
technical system.
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Approximate

Implication for leadership:

date of

Mintzberg provided leaders a framework to understand and design

development:

organisational structures.

1979
Relationships:

This model depends on contingency factors and therefore can be related to the Contingency
theory.

3.3.7.18 The gods of management

Name:

The gods of management
Executive summary:

The British management writer, Charles Handy (1995), classified organisational culture by
the power of individuals' roles and functions within an organisation. He identified four
archetypes, but did not prefer any of them since they co-exist in most organisations. To
reflect his point of view, he named the four cultures after ancient Greek gods who were
worshipped simultaneously.
Theorists

I

Core principles:

associated with

Handy (1995: 19-43) identified four archetypes within organisational

narrative:

culture:

C. Handy

1. Zeus or club culture - power is concentrated in the hands of one
individual, who frequently uses his network of friendships and
"old boys", the quality of quick decisions depends almost
entirely on Zeus and his inner circle
2. Apollo or role culture - a strong role culture places a premium
on order and efficiency, power is hierarchical and clearly defined
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in the company's job descriptions and decision-making occurs at
the top of the bureaucracy
3. Athens or task culture - the expertise required completing a task
or project generate power, the work, itself, is the leading
principle of coordination and decision-making occurs through
meritocracies
4. Dionysius or existential culture - organisations exist for
individuals to achieve their goals, employees see themselves as
independent professionals who have temporarily lent their
services or skills to the organisation, management is given low
status and perceived as an unnecessary counterweight and
decision-making occurs by consent of the professionals
Approximate

Implication for leadership:

date of

According to Handy (1995), the four gods symbolises the different

development:

styles of leadership and culture to be found in organisations.

1978

explains that the narrative helps leaders become aware of the different

He

cultures within the organisation. Effective interventions must aim at
striking a balance between the four cultures while remaining faithful to
an organisation's dominant culture.
Relationships:

No certain relationship could be found during this study.
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3.3.7.19 Six change approaches

Name:
Six change approaches
Executive summary:
The Six change approaches of Kotter and Schlesinger is a narrative to prevent, decrease or
minimize resistance to change in organisations. Kotter (1999: 30-36) mentions that leaders
must deal with change on a regular basis. He argues that few organisational change efforts
are a complete failure, but few tend to be entirely successful either. These change efforts
often run into some form of human resistance. Although experienced leaders know this,
little take the time to assess who might resist the change initiative beforehand.
Theorists

I

Core principles:

associated with

I

According to Kotter and Schlesinger (1979), there are four reasons that

narrative:

I

certain people are resisting change:

J.P. Kotter
L.A. Schlesinger

1. Parochial self-interest - some people are more concerned with

I

the implication of the change for themselves, rather than
considering the effects for the success of the business; they have
a desire not to lose something of value
2. Misunderstanding - communication problems and inadequate
information; specifically a misunderstanding of the change and
its implications
3. Low tolerance of change - certain people are very keen on
feeling secure and having stability in their work
4. Different assessments of the situation - some employees may
disagree with the reasons for the change and with the advantages
and disadvantages of the change process; they believe that the
change does not make sense for the organisation
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Approximate

Implication for leadership:

date of

The Six change approaches is a narrative to assist leaders to prevent,

development:

decrease or minimize resistance to change in their organisations.

1979

According to Kotter (1999: 31), leaders can predict the form resistance
might take. To enable this prediction, leaders need to be aware of the
reasons people resist change.

Relationships:
Except for the association with the other change narratives mentioned in this study, no
definite relationship could be established.
··Typology:
The Six change aprlroa,cheswas organised
discussion

3.3.7.20 Six coordination mechanisms

Name:
Six coordination mechanisms
Executive summary:
The Canadian academic, Henry Mintzberg (1979), distinguished
mechanisms from organisational design literature.

SIX

coordination

According to him, any group of

individuals that needs to accomplish a complex task faces two opposing requirements:
1. The division of labour of the task into subtasks to support specialisation
2. The coordination of these subtasks to accomplish the overall task

Mintzberg defined organisational structure as "the sum total of the ways in which its divides
its labour into distinct tasks and then achieves coordination among them".
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Theorists

Core principles:

associated with

Mintzberg (1979) mentions that these six coordination mechanisms are:

narrative:
H. Mintzberg

1. Mutual adjustment - coordination of work is made possible by a
process of informal communication between people conducting
interdependent work
2. Direct supervision - coordination is achieved by one individual
taking responsibility for the work of others
3. Standardisation of work processes - coordination is made
possible by specifying the work content in rules or routines to be
followed, it occurs before the activity is undertaken
4. Standardisation of output - coordination is obtained by the
communication and clarification of expected results, the
individual actions required to obtain a goal are not prescribed
5. Standardisation of skills and knowledge - coordination is
reached through specified and standardised training and
education, people are trained to know what to expect of each
other and coordinate in almost automatic fashion
6. Standardisation of norms - norms are standardised, socialisation
is used to establish common values and beliefs in order for
people work toward common expectations, Mintzberg added
this cultural based mechanism at a later stage

Approximate

Implication for leadership:

date of

Mintzberg assists leaders to accomplish complex tasks by discussing the

development:

division of labour of the task into subtasks, as well as the coordination

1979

of these subtasks to accomplish the overall task.

Relationships:
Mintzberg adopted Taylorism in the coordination mechanism concerning the standardisation
of work processes, as procedures are usually specified by work-study analysis. The goal
setting method of the standardisation of output is closely related to Drucker's Management
by objectives.
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Typology:
The Six coordination m<::ch:anisms Vlras Orlgatltised ,intol the

3.3.8

1980s

This decade saw social, economIC and general upheaval as wealth, production and
western culture migrated to new industrialising economies. The 1980s was an era of
tremendous population growth around the world as many newborns were the offspring of
Baby Boomers (Roberts, 1999; Sutton Coldfie1d College, 2008). Population growth was

particularly astounding in a number of African, Middle Eastern and South Asian
countries during this decade, with rates of natural increase close to or exceeding four
percent annually.

Many leadership narratives were developed, which included Appreciative inquiry, the
Eight attributes of management excellence and the Seven habits.

3.3.8.1 Theory Z

Name:
Theory Z

Executive summary:
William Ouchi (1981) came up with a variant that combined American and Japanese
management practices together to form Theory Z. According to Ouchi (1981), the secret to
the 1980's Japanese success was not technology, but a special way ofleading people. This
style focuses on a strong company philosophy, a unique organisational culture, long-term
employee development and joint decision-making.
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Theorists

Core principles:

associated with

According

narrative:

characteristics:

W.Ouchi

to

Ouchi

(1981),

Theory

Z

have

the

following

1. Long-tenn employment - organisations hire once a year, even if
they do not have work for all of them yet; promotions are
entirely from within
2. Collective decision-making - participative approach to decision
making
3. Collective responsibility - collective values, in particular the
sense of responsibility
4. Slow evaluation and promotion - this discourages the playing of
short-tenn corporate games
5. Implicit, infonnal control - with explicit, formalized measures
6. Moderately specialized career paths - in every organisation there
should be people that know the people, problems and procedures
of the other areas in the organisation
7. A holistic concern for the employee - including the family

Approximate

Implication for leadership:

date of

Ouchi (1981: 99-129) explains that leaders can consider the following

development:

steps to convert their organisations to Z organisations:

1981

1. Understand Theory Z organisations and their role - involve all
the leaders in the research
2. Audit the organisation's philosophy - people are guided by the
organisation's objectives, it gives them a sense of values to work
and live by
3. Define the desired leadership philosophy and involve the
company leader - the role of the Chief Executive Officer
becomes critical at this point
4. Implement the philosophy by creating both structures and
incentives - the organisation's formal reporting relationships
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guide them towards cooperation
5. Develop interpersonal skills - people must learn different skills
to adapt to colleagues, co-workers and clients
6. Test themselves and their organisation - when an organisational
innovation is implemented, there must be some measure to test if
it had the expected effect or not
7. Involve the union - dealing with unions
emotionally-charged

elements

IS

one of the most

within

organisational

development
8. Stabilise employment - stability comes in part as a direct
outcome of policy
9. Decide on a system for slow evaluation and promotion - slowing
down the process of evaluation and promotion is important to
sustain performance
10. Broaden career path development - leaders should rotate every
three to five years to set the example
11. Preparing for implementation at the first level - this is a top
down approach and therefore requires patience to establish
understanding and commitment
12. Seek out areas to implement participation - a step that has
proved significant in gaining productivity
13. Permit the development of holistic relationships - this is a
consequence of organisational integration
Relationships:

According to Ouchi (1981: 69), the choice for the label of this theory is an intentional
reference to the distinction between McGregor's Theory X, Theory Y and his Theory Z.
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3.3.8.2 Five dimensions of culture

NuIIlber:

52

I

Name:
Five dimensions of culture

Executive summary:
In the mid 1970s, the Dutch academic, Geert Hofstede, based his Five dimensions of culture
on an extensive survey at IBM in which he investigated the influence of national culture.
Hofstede (1991: 18) defined organisational culture as "the psychological assets of an
organisation, which can be used to predict what will happen to its financial assets in five
years time".
Theorists

Core principles:

associated with

Dealing with national cultural differences, the findings of Hofstede

narrative:

(1991) show that national cultures differ along five dimensions:

G. Hofstede

1. Power distance - the degree of inequality among people, which
the population of a country considers as normal
2. Uncertainty avoidance - the degree to which individuals require
set boundaries and clear structures
3. Individualism versus collectivism - the extent to which people
feel they are supposed to take care for or to be cared for by
themselves, their families, or organisations
4. Masculinity versus feminity - the extent to which a culture is

conducive to dominance, assertiveness, versus a culture which is
more conducive to people, feelings and the quality of life
5. Time orientation - the degree to which a society does or does not

value long-term commitments and respect for tradition
Approximate

Implication for leadership:

date of

According to Geert Hofstede (1991), there is no such thing as a

development:

universal management method or leadership narrative, valid across the

1980

whole world. Even the word 'management' has different origins and
meanings in countries throughout the world.
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Management is not a

phenomenon that can be isolated from other processes taking place in
society.

It interacts with what happens in the family, at school, in

politics and government.
Relationships:
Hofstede (1991: 13-14) mentions that social anthropology had an influence on his work. In
particular, the two American anthropologists, Ruth Benedict and Margaret Mead, played an
important role. Work done by the sociologist, Alex Inkeles and the psychologist, Daniel
Levinson, also prepared the way for Hofstede's work at IBM. Hofstede's research in return
supported the theoretical assumptions they made, twenty years before.
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3.3.8.3 Six thinking hats

Name:
Six thinking hats
Executive summary:
Early in the 1980s, De Bono invented the Six thinking hats method. De Bono (2000)
explains that it describes the nature and contribution of each type of thinking. He mentions
that many cultures regard argument as aggressive and non-constructive. This might be the
reason why many cultures take up parallel thinking, as described by the Six thinking hats.
De Bono (2000: 7) mentions that the point of parallel thinking is that the experience and
intelligence of every person in a group should be used in each direction. Everyone should
look and work in the same direction.
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Theorists

Core principles:

associated with

According to De Bono (2000: 13-15), the Six thinking hats are:

narrative:

E. de Bono

1. White hat - neutral and objective, concerned with objective facts
and figures
2. Red hat - anger, rage and emotions, gives an emotional view
3. Black hat - sombre and serious, it is cautious, careful and points
to the weaknesses in an idea
4. Yellow hat - sunny and positive, it is optimistic, full of hope and
is concerned with positive thinking
5. Green hat - grass, vegetation and abundant growth, it indicates
creativity and new ideas
6. Blue hat - cool and the colour of the sky, it is concerned with
control, organising the thinking process and therefore the use of
the other hats

Approximate

Implication for leadership:

date of

According to De Bono (2000: 176-177), the Six thinking hats has two

development:

major purposes. These two are:

1985

1. Simplify thinking - by allowing thinkers to deal with one thing
at a time
2. Switching between thinking - if a person in a meeting is for
example, persistently negative, the person can be asked to take
of the black hat; it then in return becomes a direct request to
become positive ifhe is requested to put on the yellow hat
De Bono (2000: 177) also mentions that it works best if it has become a
common language and everyone in the organisation understands it.

Relationships:

No obvious relationships could be established by means of this study.
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3.3.8.4 Five forces

Name:
Five forces
Executive summary:
Prior to Porter's publication, economists studying industrial organisation explained varying
levels of profitability between industries on their structural differences.

Porter (1980)

focused on private policy rather than on public policy, that is, how to maximize profits
instead of how to locate excess profits. Industry as a factor changed almost overnight from
a given to an important variable in a firm's strategic decision-making process. Porter (1980)
made it clear that choosing a firm's relative competitive position within a selected industry
is a decision of secondary importance.
Theorists

Core principles:

associated with

According to Crainer (1995: 868- 870), Porter's framework consists of

narrative:

five fundamental competitive forces:

M. Porter

1. Entry of competitors - assessing the ability of new entrants to
start operations and the structural barriers they must overcome
2. Threat of substitutes - assessing the ability of new products with
superior characteristics to replace existing product(s) or
service(s)
3. Bargaining power of buyers - assessing the relative strength and
number of buyers
4. Bargaining power of suppliers - assessing the relative strength
and number of sellers
5. Rivalry among the existing players - assessmg the relative
competitive strength ofrival finns
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Approximate

Implication for leadership:

date of

Michael Porter's innovative research in the 1980s changed leaders'

development:

perceptions of their own industry's importance as a factor for their

1980

company's strategy. Porter (1980) explains that business unit managers
would now have to study their industry's characteristics since an
industry's structure determines its relative economic attractiveness and
hence, the profit potential of all companies within that particular
industry.

Relationships:

Porter's Five forces framework is part of the positioning school from the Mintzberg et al.
(1998: 100-102) Ten schools of thought.

3.3.8.5 Appreciative inquiry

Name:

Appreciative inquiry
Executive summary:

Appreciative inquiry is a powerful way to facilitate a learning process within organisations
to understand their systems in ways that results in transformative change. It is about the 00
evolutionary search for the best in people, their organisations and the relevant world around
them. It involves systematic discovery of what gives life to a living system involves the art
and practice of asking questions.

These questions strengthen a system's capacity to

apprehend, anticipate and heighten positive potential (Watkins and Mohr, 2001).
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Theorists

Core principles:

associated with

According to Watkins and Mohr (2001: 37-39), the five core principles

narrative:

of Appreciative inquiry are:

D.L. Cooperrider

R. Beckhard

J .M. Watkins
Bol. Mohr

1. The constructionist principle - knowledge of the organisation as
well as its destination is co-created
2. The principle of simultaneity

inquiry and change are

simultaneous and not separate
3. The anticipatory principle - collective imagination is the most
important resource to enable constructive change
4. The poetic principle - organisations' stories are continually co
authored
5. The positive principle - momentum for change requires positive
affect and social bonding

Approximate

Implication for leadership:

date of

For leaders applying Appreciative inquiry principles, the speed of

development:

imagination and innovation replaces the difficult task of intervention;

1980

instead of negation, criticism and spiralling diagnosis, there is
discovery, dream and design.

Relationships:

Appreciative inquiry is grounded in the theory of Social constructivism, which enables
leaders to co-create the change process and the new realities within organisations.
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3.3.8.6 Seven S model

Name:
Seven S model
Executive summary:
According to Crainer (1995: 34-38), the McKinsey consultants Anthony Athos, Richard
Pascale, Tom Peters and Robert Waterman developed the Seven S narrative as an analytical
framework in the late 1970s when they researched organisational effectiveness.

The

consultants went full circle with this narrative by linking strategy with organisational
effectiveness.

McKinsey and Company began as consultancy firm that specialised in

organisational (re)structuring. By the 1960s, the organisation had developed into a strategy
consulting powerhouse.
Theorists

I

Core principles:

associated with

!

According to Crainer (1995: 34-35), the seven S narrative consisted of

narrative:

seven factors:

A. Athos

1. Strategy - the integrated vision and direction of the company as

R. Pascale

well as the manner in which it communicates and implements

T. Peters

that vision and direction

R. Waterman

I

2. Structure -

the

form

of the

organisational chart

interconnections between positions

in

the

and

organisational

hierarchy
3. Systems - the procedures and routine processes required to
perform the work, including the ways information moves
through the organisation
4. Staff - the personnel categories within the organisation, like
marketers, engineers
5. Style - the characterisation of the ways key managers set
priorities and behave in order to achieve the organisation's goals
6. Skills - the distinctive capabilities of the organisation as a whole
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7. Shared values - the core beliefs underlying the organisation's
existence and its expectations of its members, values act as an
organisation's conscience and provide guidance in times of crisis

To be effective, an organisation must have a high degree of internal
alignment among all seven S's. Each S must be consistent with the
other factors for them to reinforce one another. With the exception of
the skills factor, all Ss are interrelated and a change in one affects all
others.
Approximate

Implication for leadership:

date of

The original intention of the Seven S model was to help guide leaders'

development:

thinking about organisational effectiveness in the broadest sense.

1982

turned out to be an excellent tool for judging an organisation's ability to

It

implement a given strategy.
Relationships:
The Seven S model showed that thinking about strategy implementation was more complex
than the relationship between strategy and structure as Chandler had suggested.

3.3.8.7 Three generic strategies

Name:
Three generic strategies
Executive summary:
Michael Porter (1980: 34-46; 1985: 11-12) regarded the selection of a defendable position
within an industry as the result of a competitive strategic analysis.

He argued that

successful, profitable companies generally choose to compete either on low costs or by
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differentiating their products to meet specific customer needs. Although these two strategic
options are mutually exclusive, he added a third category of firms as niche players that serve
a specific market or product segment.

Theorists

I

Core principles:

associated with

I

Porter's (1980: 35-40; 1985: 11-16) three generic strategies are:

narrative:

I

1. Cost leadership - pursue lower costs in a broad target market

M. Porter

I

2. Differentiation - deliver differentiated products and services to a
broad target market
3. Focus - either pursue lowest cost or deliver differentiated
products to a specific niche market

Approximate

Implication for leadership:

date of

Porter (1985: 16-17) emphasized that leaders should be careful of the

development:

mutual exclusivity of cost leadership and differentiation. His argument

1980

was based on his observation that companies risk being stuck in the
middle where competitors surpass them both on cost and superior

product offerings.

Relationships:
Porter's Three generic strategies are part of the positioning school of the Ten schools of
thought of Mintzberg et al. (1998: 102-104).

3.3.8.8 Framing

Name:
Framing

Executive summary:
Amos Tversky and Daniel Kahneman are the founders of the Framing narrative, although
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Fairhurst and Sarr actually coined the term.

Unlike the central concept of the rational

choice narrative (people always strive to make the most rational choices possible), Framing
theory suggests that how something is presented (the frame), influences the choices which
people make (Tversky and Kahneman, 1986).

Theorists

Core principles:

associated with

Frames are abstract notions that serve to organize or structure social

narrative:

meanings. Frames influence the perception of the news by the audience.

A. Tversky

This form of agenda-setting not only tells what to think about an issue,

D. Kahneman

but also how to think about that issue.

Framing is a quality of

communication that leads others to accept one meaning over another
(Tversky and Kahneman, 1981).

Approximate

Implication for leadership:

date of

Using Framing techniques, leaders can focus the attention of people

development:

within a field of a meaning.

1981

Relationships:
Edward Zelinsky has more recently shown that framing effects can explain certain observed
behaviours of legislators.

3.3.8.9 Eight attributes. of management excellence

Name:
Eight attributes of management excellence

Executive summary:
Peters and Waterman (1984) developed the Eight attributes of management excellence. It is
based on research they did on excellent organisations and their success. This research had
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resulted in a theory, which the authors warn, is not new. It has been ignored by leaders and
leadership writers and has stood the test of time.
Theorists

Core principles:

associated with

According to Peters and Waterman (1984), the eight attributes of

narrative:

management excellence are:

T. Peters
B. Waterman

1. A bias for action - a preference for doing things without
overanalysing it
2. Close to the customer - learning and catering for the customer's
preferences
3. Autonomy and entrepreneurship - dividing the organisation into
small companies that function independently and competitively
4. Productivity through people --:- the efforts of all employees are
necessary and everybody should share in the rewards
5. Hands-on, value-driven - executives should keep in touch with
the business
6. Stick to the knitting - remaining with the business the company
knows best
7. Simple form, lean staff- few administrative and upper levels
8. Simultaneous loose-tight properties - a climate of dedication to
the values of the organisation

The last attribute (simultaneous loose-tight properties) is a summary of
the other seven.

According to Peters and Waterman (1984),

simultaneous loose-tight properties are the combination of the direction
and the individual independence of an organisation. Organisations that
live by the loose-tight principle are on the one hand strictly controlled,
but on the other hand, they allow and insist on autonomy,
entrepreneurship and innovation.

Peters added in a 200 I interview a ninth item to the list:
9. Capabilities concerning ideas, liberation, and speed
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Approximate

Implication for leadership:

date of

Peters and Watennan (1984), generalise about what the excellent

development:

organisations are doing. They concluded with eight basic principles of

1982

leadership that are accessible and practical for any leader to use.

Relationships:

The research and theorising of Peters and Watennan (1984) is based on the McKinsey
Seven S model.

3.3.8.10 Competing values framework

Name:

Competing values framework
Executive summary:

The Competing values framework of Quinn and Rohrbaugh is a narrative that was
developed initially from research done on the major indicators of effective organisations.
Based on statistical analyses of a comprehensive list of effectiveness indicators, Quinn and
Rohrbaugh (1983) discovered two major dimensions underlying conceptions of
effectiveness, namely organisational focus and organisational preference for structure.
These two dimensions fonn four quadrants..
Theorists

Core principles:

associated with

According to Rohrbaugh (1983), these quadrants seem to carry

narrative:

conflicting messages.

R. Quinn

organisation and management theory:

J. Rohrbaugh

These quadrants each represents a model of

1. Human relations - with emphasis on flexibility and internal
focus
2. Open systems - flexibility and external focus are emphasised
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3. Rational goal- emphasises control and an external focus
4. Internal process - with emphasis on control and an internal focus
Approximate

Implication for leadership:

date of

The Competing values framework can be used in the following

development:

organisational contexts:

1983

1. As a strategic tool to develop supervision and management
programs
2. To help organisations diagnose their existing and desired
cultures
3. As a tool to examine organisational gaps
4. To be used as a teaching tool for practicing managers
5. To help interpret and understand various organisational
functions and processes
6. To

help

organisational

members better understand

the

similarities and differences of managerial leadership roles
Relationships:

Again, no definite relationships were uncovered during this specific study. This does not
imply that such relationships do not exist.

3.3.8.11 Transilience maps

Name:

Transilience maps
Executive summary:

Technology and technology management received little systematic attention in the
formulation and implementation of firm policies until the 1980s. Abernathy and Clark
(1985) argued that although technological innovation imposes change, this change need not
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be disruptive for a company. To understand the effect of innovation on a firm, many
scholars attempted to study the structural characteristics of innovation within companies and
administrative practices.
Theorists

Core principles:

associated with

Abernathy and Clark (1985) divided innovations into two dimensions

narrative:

and drew a matrix of four cells they called the Transilience map, a

W.J. Abernathy

combination of the words transient and resilience to illustrate how

K.B. Clark

different product innovations affect the competitive situation in a certain
industry.

Transilience maps show the capacity of an innovation to influence the

firm's existing resources, skills and knowledge considering two distinct
perspectives:
1.

The first perspective focuses on how new technology and
manufacturing activities are being organized

2.

The second perspective deals with the activities needed by the
firm to service new markets and customers

These innovations can be grouped into four segments depending on
whether innovations conserve and/or destroy a market or whether or not
they make the technology obsolete.

Each segment has a different

competitive impact and each requires different organizational and
leadership skills. The quadrants are:
1. Revolutionary innovation - disrupts and renders established
technical and production competence obsolete, yet is still applied
to existing markets and customers, leadership should be capable
of sustaining consensus about long-term goals through
investments in new technology and innovation
2. Regular innovation - involves change that builds on established
technical and production competence and is applied to existing
markets and customers, leaders must apply methodical planning
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and consistency by aiming to achieve volume production and use
scale economies to lower costs and improve products
3. Niche creation - technology is readily available, the effect on
production and technical systems is to conserve and strengthen
established designs, leaders must nurture quick-footed capability
to stay ahead of competitors and strive to get maximum profits
4. Architectural innovation - new concepts in technology to forge
new market linkages forms the essence behind architectural
innovation, leaders must constantly scan for technological
developments and unmet market needs
Approximate

Implication for leadership:

date of

Abernathy and Clark's narrative can assist leaders to depict a firm's

development:

current and future strategy on innovation and to control the firm's order

1985

of change.

Relationships:
In 1985, Abernathy and Clark, challenged Schumpeter's 1942 creative destruction view of

innovation and argued that although technological innovation imposes change, this change
need not be disruptive for a company.

3.3.8.12 Value chain analysis

Name:
Value chain analysis
Executive summary:
Michael Porter published the Value ,chain analysis in 1985 as a response to criticism that his
Five forces framework lacked an implementation methodology that bridged the gap between
internal capabilities and opportunities in the competitive landscape.

183

This framework

focused on industry attractiveness as a determinant of the profit potential of all companies
within that particular industry (Porter, 1980: 34-46; 1985: 33-36). However, significant
differences in performance exist between companies operating within the same industry that
can be explained either by the company's participation in a successful strategic group or by
a firm's specific competitive advantages (Porter, 1985).
Theorists

Core principles:

associated with

According to Porter (1985: 36-45), Value chain analysis helps identify a

narrative:

firm's core competencies and distinguish those activities that drive

M. Porter

competitive advantage. The cost structure of an organisation can be
subdivided into separate processes or functions assuming that the cost
drivers for each of these activities behave differently. Porter's strength
was to condense this activity based cost analysis into a generic template
consisting of five primary activities and four support activities (see
figure 7).

Approximate

Implication for leadership:

date of

According to Porter (1985: 59-61), the Value chain can be used by

development:

leaders as a tool for diagnosing competitive advantage. It also helps

1985

leaders find ways to create and sustain that competitive advantage.
Porter also mentions, the Value chain provides leaders with a systematic
way to divide a firm into its activities. It also assists in grouping them.

Relationships:
Porter's Value chain is part of the positioning school of the Ten schools of thought of
Mintzberg et ai. (1998: 104-106).
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Figure 11: Value chain analysis (provenmodels, 2008)

3.3.8.13 PAEI

Name:
PAEI
Executive summary:
Dr. Ichak Adizes developed PAEI leadership styles. PAEI is an acronym for the four roles
of leadership, Producer, Administrator, Entrepreneur and Integrator. When we know our
own PAEI leadership style and the styles of those around us, we can improve how we
communicate with our co-workers and thus improve performance (Hersey and Blanchard,
1988: 9).
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Theorists

Core principles:

associated with

According to Hersey and Blanchard (1988: 9) the following are the four

narrative:

roles as developed by Adizes:

I. Adizes

1. Producer - leaders need to achieve results equal to or better than
the competition
2. Administrator - leaders should schedule, plan and control
3. Entrepreneur -leaders generate their own plan of action
4. Integrator - leaders need to merge individual strategies, risks
and goals into those of the group

These four key management roles are related to the social subsystems
within organisations. Some combination of all four makes up our
individual profile. There is no right or wrong combination. However,
the better balance, between all four styles, the more effectively and
efficiently leaders can deal with a variety of situations.
Approximate

Implication for leadership:

date of

Adizes argues that regardless of a leader's PAEI profile today, they can

development:

effectively change their profile through learning opportunities, practice

1980

and various techniques to be a better leader tomorrow.

(Adizes did work
on mis
management
already in 1976)
Relationships:
No specific relationships were established in the course of this study.
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3.3.8.14 Seven habits of highly effective people

Name:
Seven habits of highly effective people
Executive summary:
The Seven habits narrative of Stephen Covey is a narrative that is applicable to people's
personal life, social life and working life. However, the Seven habits framework is highly
applicable for leaders. According to Covey (1999:15-40), a person's paradigms affect how
they interact with others, which in turn affects how they interact and behave. Therefore,
Covey argues that any effective self-help program must begin with an inside-out approach,
rather than an outside-in approach.
Theorists

I Core principles:

associated with

I

narrative:

I should be:

S. Covey

1.

According to Covey (1999), the Seven habits of highly effective people

Be proactive - ability to control the environment by using self
determination

and

the

ability

to

respond

to

various

circumstances
2.

Begin with the end in mind - the leader should be able to see
the desired outcome focus on activities to reach that

3.

Put first things first - leaders must manage their own person,
they should implement activities to achieve the second habit

4.

Think win-win -

an important aspect of interpersonal

relationships
5.

Seek first to understand and then to be understood - developing
and maintaining relationships through good and empathic
communication

6.

Synergise - creative cooperation instead of individuals working
independently

7.

Sharpen the saw - learning from previous experiences and
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applying principles of balanced self-renewal
Approximate

Implication for leadership:

date of

Leaders should take note that their paradigms affect their interaction

development:

with others and in tum affect how others interact with us. Leaders

1989

should always start by examining their own character, paradigms and
motives.

Relationships:

Covey introduced an eighth habit in 2004.

3.3.8.15 Organisational configurations

Name:

Organisational configurations
Executive summary:

According to Mintzberg (1998: 307-309) the Organisational configurations framework
describes valid organisational configurations.

He mentions that each organisation may

consist of a maximum of six basic parts:
1. Strategic apex - which is top management
2. Middle line - or middle management
3. Operating core - operations and operational processes
4. Techno structure - analysts that design systems and processes
5. Support staff- which supports outside of operating workflow
6. Ideology - which refers to the beliefs, traditions; nonns, values and culture within an
organisation
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Theorists

Core principles:

associated with

Mintzberg (1998: 307-309) mentions that the six Organisational

narrative:

configurations are:

H. Mintzberg

1. Entrepreneurial organisation - is simple, small and young; not
much more than one unit consisting of a leader and the
employees
2. Machine organisation - operates highly programmed and is an
offspring of the Industrial Revolution, when jobs became
specialised
3. Professional organisation - the organisation's power belongs to
highly trained professionals that take care of the operating work
4. Diversified organisation - it is not an integrated organisation,
but rather a set of independent units coupled together by an
administrative structure
5. Adhocracy organisation - have to innovate in complex ways, it
fuses experts from different specialities into effective teams
6. Missionary organisation - dominated by a strong culture and
little distinction between leaders and workers

According to Mintzberg, political organisation lacks a real coordinating
mechanism and is characterised by the pulling apart of the different
parts.
Approximate

Implication for leadership:

date of

Leaders can use this narrative to understand the different organisational

development:

setups.

1983
Relationships:

Organisational configurations is part of the configuration school within the Ten schools of
thought of Mintzberg et at. (1998).
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3.3.8.16 Strategic intent

Name:
Strategic intent

Executive summary:
Hamel and Prahalad (1994: 141) argue that ''the dream that energizes a company is often...
more sophisticated, and more positive, than a simple war cry". Strategic intent is such a
dream. Hamel and Prahalad (1994) mentions that strategic architecture may point the way
to the future, but it is a Strategic intent that provides the energy for the journey. They
compare Strategic intent to the heart and strategic architecture to the brain. In order to
achieve success, a company must reconcile its end to its means through Strategic intent.

Theorists

Core principles:

associated with

Hamel and Prahalad (1994) mentions that the attributes of Strategic

narrative:

intent is:

G.Hamel
C.K. Prahalad

1. Direction - the point of view on the competitive position the
firm hopes to build into the future
2. Discovery - a unique point of view about the future
3. Destiny - the emotional edge to Strategic intent, the goal
employees perceive as intrinsically meaningful

Approximate

Implication for leadership:

date of

Leaders should turn Strategic intent into reality by ensuring that

development:

employees understand exactly how their contributions are crucial in

1989

achieving such a Strategic intent. They must not only find the goal
emotionally compelling, but they must understand the link between their
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job and the realisation of the goal. According to Hamel and Prahalad
(1994), leaders must therefore personalise Strategic intent for each
employee.
Relationships:

Hamel and Prahalad (1994) mentions that their work benefited from different narratives
such as the Product market matrix, Structure follows strategy and those by Michael Porter,
amongst others.

3.3.9 1990s

During the 1990s, a widespread adoption of personal computers, the Internet and the
increased economic productivity led to the equity market booms around the world
(Roberts, 1999; Sutton Coldfield College, 2008). As such, many countries, institutions,
companies and organisations experienced this decade as a prosperous time.

The 1990s have witnessed a new era of entrepreneurship theory and practice. Academic
scholars have taken entrepreneurship research to higher levels of sophistication via
conceptualisation, modelling and empirical study.

Entrepreneurs and leaders have

embraced new marketing and business philosophies and practices (Weinstein, 1998).
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3.3.9.1 Reengineering

Name:
Reengineering

Executive summary:
A business concept that played an important part in America's economic revival in the
1990s, was Reengineering. It was introduced by Michael Hammer and James Champy.
Hammer and Champy (1994) reinvented the nature of work to create hope for the
competitive turnaround business.

They argue that Reengineering is not about fixing

anything, it is about starting again.

Theorists

Core principles:

associated with

Hammer and Champy (1994: 32) defines Reengineering as ''the

narrative:

fundamental rethinking and radical redesign of business processes to

M. Hammer

achieve dramatic improvements in critical, contemporary measures of

J. Campy

performance, such as cost, quality, service and speed".

They explain that this definition contain four keywords:
1. Fundamental - asking fundamental questions force leaders to
look at the tacit rules and assumptions that underlie the way in
which they conduct business
2. Radical - getting to the root of things and not making superficial
changes, but discarding the old
3. Dramatic - it is not about incremental improvements, it is about
achieving quantum leaps in performance
4. Processes - the collection of activities that convert input into
output to create value
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Approximate

Implication for leadership:

date of

Reengineering describes how leaders, by redesigning a company's

development:

processes, organisation and culture can achieve a quantum leap in

1993

perfonnance.

Relationships:
Although many criticisms of Reengineering could be found, such as that of Eliyahu M.
Goldratt's Theory of constraints, no positive relationships were found during this study.
Goldratt feels that Reengineering does not provide an effective way to focus improvement
efforts on the organisation's constraints.

3.3.9.2 Change phases

Name:
Change phases
Executive summary:
Often, creating value requires significant change. Kotter (1999: 76-91) argues that there are
eight reasons why many change processes do not succeed:
1. Not establishing a great enough sense of urgency

2. Failing to build a substantial coalition
3. Not understanding the need for a clear vision
4. Failing to communicate the vision clearly
5. Permitting roadblocks against the vision
6. Not planning for short-tenn results and not realising them
7. Declaring victory too soon
8. Fail to anchor changes in corporate culture
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Theorists

Core principles:

associated with

Kotter (1999) created the following Change phases narrative, to prevent

narrative:

making the aforementioned mistakes. It consists out of eight steps:
1. Establish a sense of urgency

J.P. Kotter

2. Create a coalition
3. Develop a clear vision
4. Share the vision
5. Empower people to clear obstacles
6. Secure short-tenn wins
7. Consolidate and keep moving
8. Anchor the change
Approximate

Implication for leadership:

date of

According to Kotter, it is crucial for leaders to follow the eight phases

development:

of change in the above exact sequence to ensure that the mentioned

1990

mistakes are not made.

Relationships:
Kotter contributed many narratives with regards to change, these can be considered related
to the Change phases narrative.

3.3.9.3 Theory of constraints

Name:
Theory of constraints
Executive summary:
The Theory of constraints is a narrative that is the practical result of Goldratt's work on

194

thinking. Central to the concept is the acknowledgement of cause and effect. Traditionally,
management has divided the organisation into smaller, more manageable pieces.

The

objective is to maximize the performance of each part. The Theory of constraints claims
that a change to most of the variables in an organisation will have only a small impact on
the bottom line.

There are very few variables, perhaps only one, where a significant

improvement in local performance causes a significant improvement in global performance.
Such a variable is a constraint, which can be compared to the weakest link in a chain
(Goldratt, 1990).
Theorists

Core principles:

associated with

Goldratt (1990: 5-7) summarised the Theory of constraints process as:

narrative:

1.

E. Goldratt

Identify the system's constraints - includes prioritising them
according to their impact on the goal

2.

Decide how to exploit the system's constraints - includes
managing the system's resources

3.

Subordinate everything else to the above decision - investigate
the ways to reduce the limiting impact of the constraints

4.

Elevate the system's constraints - elevating it will ensure that it
will no longer limit the system

5.

If in the process a constraint has been broken - go back to the
first step

Approximate

Implication for leadership:

date of

Goldratt (1990) explains that the thinking processes give leaders a series

development:

of steps, which combine cause-effect and their experience and intuition

1990

to gain knowledge.

By knowing how to think, leaders can better

understand the world around them; and by better understanding, they
can improve.
Relationships:

As previously mentioned, Goldratt criticised Reengineering because they felt that it did not
provide an effective way to focus improvement efforts on the organisation's constraints.
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3.3.9.4 Five disciplines

Name:
Five disciplines
Executive summary:
Peter Senge (1990) wants to destroy the illusion that the world is created out of separate,
unrelated forces.

When leaders give up this illusion, they can then build learning

organisations. A learning organisation is an organisation where people continually expand
their capacity to create results, new patterns of thinking are nurtured and where people are
continually learning how to learn together.
Theorists

Core principles:

associated with

According to Senge (1990), the Five disciplines of this narrative are:

narrative:
P. Senge

1. Systems thinking - the integrative discipline that fuses the other
four into a coherent body of theory and practice
2. Personal mastery - people must regard their life and their work
such as an artist would regard a work of art
3. Mental models - deeply ingrained assumptions or mental images
that influence how we understand the world and how we take
action
4. Building a shared vision - if there is a genuine vision; people
excel and learn, not because they have to, but because they want
to
5. Team learning - team-members participate in true dialogue and

196

suspend their assumptions

All five disciplines must be employed in a never-ending quest to expand
the capacity of the organisation to create its future.

Learning

organisations are those organisations that can go beyond survival
learning, to perform generative learning:

a form of learning that

enhances their capacity to create.

Approximate

Implication for leadership:

date of

Leaders must learn to detect organisational learning disabilities and use

development:

the Five disciplines as antidotes to them.

1990
In a learning organisation, leaders are designers, stewards, and teachers.

They are responsible for building organisations where people
continually expand their capabilities to understand complexity, clarify
vision, and improve shared mental models.

Relationships:
The Five disciplines of organisational learning is part of the learning school within the Ten
schools of thought.

3.3.9.5 Dimensions of change

Name:
Dimensions of change

Executive summary:
Andrew Pettigrew and Richard Whipp (1991) distinguish between three dimensions of
strategic change.

They emphasize the continuous interplay between these change
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dimensions.
Theorists

Core principles:

associated with

Pettigrew and Whipp (1991) distinguish between three dimensions of

narrative:

strategic change:

A. Pettigrew

1. Content - the objectives, purpose and goals or the what

R. Whipp

2. Process - the implementation or the how
3. Context - the internal and external environment or the where

Approximate

Implication for leadership:

date of

The implementation of change

development:

reformulation-in-use process".

1991

interaction between the content of change, the process of change and the

IS

an "iterative, cumulative, and

Successful change is a result of the

organisational context.
Relationships:

During this study, no relevant relationships were found.

3.3.9.6 Three levels of culture

Name:

Three levels of culture
Executive summary:

Cultures are deep seated, pervasive and complex. According to Edgard Schein (1992: 3
15), we cannot understand organisational learning, development and planned change, unless
we consider culture as the primary source of resistance to change.
Theorists

Core principles:

associated with

According to Schein (1992: 16-27), culture can be analysed from the

narrative:

following levels:

E. Schein

1. Artefacts - visible organisational structures and processes, these
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are easy to observe but it is difficult to make sense of
2. Espoused values - strategies, goals and philosophies, these
reflect someone's original values
3. Basic underlying assumptions - unconscious, taken-for-granted
beliefs, perceptions, thoughts and feelings, these are the ultimate
source of values and action
Approximate

Implication for leadership:

date of

If leaders do not become conscious of the cultures in which they are

development:

embedded, those cultures will manage them. Cultural understanding is

.1992

desirable for everybody, but it is essential for leaders if they are to lead.

Relationships:
The Three levels of culture narrative might be related to other cultural theories, such as
Handy's Gods of management.

3.3.9.7 Business ecosystem

Name:
Business ecosystem
Executive summary:
A business ecosystem describes the structure and behaviour of a network of high-tech
organisations that share a key technological platform and the ways individual firms can
flourish in such an environment.

Moore (1996) studied change in large-scale social, economic and technical systems and is
the pioneer and originator of biological metaphors of organisation behaviour such as
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business ecosystems, internet ecosystems and the ecological approach to alliances and
alliance-based competition. His research is primarily based on case studies in the high
technology sector where the PC and internet technologies favoured network based
competition.
Theorists

Core principles:

associated with

The essence of a business ecosystem is that networks between

narrative:

companies need to be analysed from a higher conceptual level rather

J.F. Moore

than from the viewpoint of individual organisations.

A business

ecosystem's scope is the set of positive sum relationships (symbiosis)
between actors who work together around a core technology platform.
Irrespective of an organisation's individual strength, all actors in a
business ecosystem are connected and share the success or failure of the
network as a whole (Moore 1996).
Approximate

Implication for leadership:

date of

Leaders should take note of the concept of a Business ecosystem, or

development:

economic web, which is a community of organisations and stakeholders

1993

that operate within a particular business environment.
environment relationships co-evolve.

Within this

The Business ecosystem has

replaced traditional concepts, by organisations that create, deliver and
consume together.
Relationships:

No specific relationships were found within the course of this research.
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3.3.9.8 Five generations of innovation

NliiIlber:. .

Name:
Five generations of innovation

Executive summary:
Rothwell's (1994) five generations of innovation provides an historic overview of industrial
innovation management in the Western world between the 1950s and 1990s. Each of the
five innovation management generations arose from different and distinct business
environments.

Rothwell found that each new generation was, in fact, a response to a

significant change in the market such as economic growth, industrial expansion, more
intense competition, inflation, stagflation, economic recovery and unemployment and
resource constraints.
Theorists

Core principles:

associated with

According to Rothwell (1994), the five generations are:

narrative:
R. Rothwell

1. Technology push - from the 1950s to the mid-l 960s, fast

economic growth led to a black hole demand that allowed a
strong technology push and industrial expansion in the Western
world and in Japan; companies focused predominantly on
scientific breakthroughs
2. Market pull - the mid 1960s to the early 1970s were
characterised by a market shares battle that induced companies
to shift their development focus to a need pull. The central focus
became responding to the market's needs
3. Coupling of the research and development and marketing

functions - from the mid 1970s to the mid-1980s, rationalisation
efforts arose under the pressure of inflation and stagflation; the

strategic focus was on corporate consolidation and resulted in
product portfolios

4. Integrated business processes - when the Western economy
recovered from the early 1980s to the mid-1990s, the central
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theme became a time-based struggle; the focus was on integrated
processes and products to develop total concepts
5. System integration and networking - finally, from the 1990s
onwards, resource constraints became central; as a result, the
focus was on systems integration and networking in order to
guarantee flexibility and speed ofdevelopment
Approximate

Implication for leadership:

date of

Leaders should take note that a change in generation requires a company

development:

to update their strategic focus, overhaul the current innovation process

1994

and develop new market niches.

Relationships:
No relationships could be found by means of this study.

3.3.9.9 Value disciplines

Name:
Value disciplines
Executive summary:
The Value disciplines narrative of Michael Treacy and Fred Wiersema describes three
generic value disciplines. Any company must choose one of these value disciplines and act
upon it consistently and vigorously (12Manage, 2008).
Theorists

Core principles:

associated with

The Value disciplines' three generic value disciplines (12Manage,

narrative:

2008):

M. Treacy
F. Wiersema

1. Operational excellence - superb operations and execution often
by providing a reasonable quality at a very low price, the focus
is on efficiency
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2. Product leadership - very strong in innovation and brand
marketing, operating in dynamic markets, the focus is on
development
3. Customer intimacy - excel in customer attention and customer
service, focus is on customer relationship management
Approximate

Implication for leadership:

date of

Treacy and Wiersema argue that leaders must choose to excel in one

development:

value discipline within their organisation. They must aim to be the best.

1994

This does not mean the other two dimensions should be completely
neglected, but rather that the company should aim to be merely good
enough in these other two disciplines (12Manage, 2008).

Relationships:

The Value disciplines model is similar to Porter'sThree generic strategies.

3.3.9.10 Emotional intelligence

Name:

Emotional intelligence
Executive summary:

Goleman (1996) offered the first evidence that emotional and social factors are important.
He argued that the way people handle themselves and their relationships determine their
success in life and in their careers.
Theorists

Core principles:

associated with

Goleman agrees with Salovey's five main domains of emotional

narrative:

intelligence (Goleman, 1996: 43-44):

D. Goleman

P. Salovey

1. Knowing one's emotions - self-awareness, recognising feelings
as they happen is the keystone of Emotional intelligence
203

J. Mayer
R. Boyatzis
A.McKee

2. Managing emotions - an ability that builds on self-awareness is
handling feelings so they are appropriate
3. Motivating oneself - marshalling emotions for a goal

IS

important
4. Recognising emotions in others - another ability that builds on
self-awareness is empathy
5. Handling relationships - this skill largely deals with the
managing of emotions in others
Approximate

Implication for leadership:

date of

Goleman et al. (2002) argues that Emotional intelligence in leaders is of

development:

importance, because the leader's emotions are contagious.

1995

introduced the term primal leadership, which implies that a leader's

They

energy and enthusiasm enables an organisation to thrive. However, the
opposite applies as well; a leader's negativity and dissonance have a
negative impact on the organisation's earnings or strategy.
Relationships:

While doing research, Daniel Goleman became aware of Salovey and Mayer's work and
built on it in the early 1990s.
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3.3.9.11 Spiral dynamics

Name:
77

Spiral dynamics

Executive summary:
Spiral dynamics is a theory of human development introduced by Don Beck and Chris
Cowan. Their work was based on the theory of psychology professor Clare W. Graves, and
originally targeted at a business management audience. The American author Ken Wilber
has popularised these ideas in a series ofbooks.

Human nature emerges along a developmental path from one equilibrium state to the next.
These can be viewed as stages wherein each layer adds new elements to all that came
before; in turn, each stands in preparation for a next phase, which mayor may not come.
Every level of human existence offers a particular viewing point for the real world as
defined by its unique set of perceptual filters. These diverse reality views lead to very
different decision-making approaches, organizing principles for business, economic and
governance models, and ideas of what appropriate, effective living means (l2Manage,
2008).
Theorists

Core principles:

associated with

The five core principles of Spiral dynamics, according to l2Manage

narrative:

(2008) are:

D. Beck
C. Cowen
C.W. Graves
K. Wilbur

1. Human nature is not static or finite - it changes as the conditions

for existence change
2. New systems or levels are activated - people change their
psychology and rules to adapt
3. Humans live in a potentially open system of values - with an
infinite number of modes of living available
4. People and organisations can respond positively to leadership
principles - if they are appropriate to the current level of
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existence
5. A spiral vortex best depicts the emergence of human systems 
as they evolve through levels of increasing complexity

Approximate

Implication for leadership:

date of

Leaders should understand that at each stage of human existence makes

developme~t:

way for the next. A person sets of on one quest after the other and

1996

believes they will find the answer for their existence. The human quest
is therefore never ending.

Relationships:
Graves differs from Maslow and most other psychologists, by interpreting human
development as a closed state.

3.3.9.12 SECI model

Name:
SECImodel

Executive summary:
Ikujiro Nonaka and Hirotaka Takeuchi proposed a model to understand the dynamic nature
of knowledge creation and to manage such a process effectively. Nonaka et al. (2001: 16)
argues that knowledge creation is a cOntinuous process.

Theorists

Core principles:

associated with

According to Nonaka et al. (2001: 16-17), the SECI model consists of

narrative:

three elements:

I. Nonaka

H. Takeuchi
D. Teece

1. SECI process - the process of knowledge creation by means of

adaptation from tacit to explicit knowledge
2. Ba - the mutual context for knowledge creation
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3. Knowledge assets - the inputs, outputs and moderators of the
knowledge-creating process

These three elements interact with each other organically and
dynamically. The knowledge assets of an organisation are mobilized
and shared in Ba whereas the tacit knowledge held by individuals is
converted and amplified by the spiral ofknowledge through:
1. Socialisation - from tacit knowledge to tacit knowledge;
converting new tacit knowledge through shared experiences
2. Externalisation - from tacit knowledge to explicit knowledge;
articulating tacit knowledge as explicit knowledge, allowing it to
be shared by others
3. Combination - from explicit knowledge to explicit knowledge;
converting explicit knowledge into more complicated and
systematic sets of explicit knowledge
4. Intemalisation - from explicit knowledge to tacit knowledge;
explicit knowledge created is shared throughout the organisation
and converted to tacit knowledge by the individual
Approximate

Implication for leadership:

date of

The three elements should be integrated under clear leadership so that

development:

the organisation can create knowledge continuously and dynamically; it

1994

must become a discipline for organisational members.

Relationships:
The SECI model is based on Polanyi's distinction between tacit and explicit knowledge.
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The SECI model (Nonaka and Takeuchi)
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Figure 12: SECI Narrative (De Geytere, 2008)

3.3.9.13 Result oriented management

Number:
79

Name:
. . Result oriented management

Executive summary:
The Result oriented management system aims to achieve maximum results based on clear
and measurable agreements made upfront (12Manage, 2008).

Theorists

Core principles:

associated with

Result oriented management is primarily a leadership style, based on the

narrative:

thought that people will work with more enthusiasm and fun if:

J. Schouten

1. They clearly know what is expected of them

W. van Beers

2. Are involved in establishing these expectations
3. Are allowed to detennine themselves how they are going to meet
these expectations
4. Obtain feedback about their perfonnance

In Result oriented management, the leader sets goals, detennines

208

priorities, and makes resources available like time, money, and capacity.
The employee provides his time, knowledge and abilities and indicates
under which conditions he can deliver the required results. In doing so,
he takes the personal responsibility for achieving those results. Result
oriented management is a leadership system that works with so-called
Result oriented agreements.

All parties have the same expectations

about their targets and can approach each other on results.

All

agreements must always be SMART:
1. Specific
2. Measurable
3. Accepted
4. Relevant
5. Traceable

Within the borders of the agreements, the employees are fre.e to
detennine how they want to achieve their targets (12Manage, 2008).
Approximate

Implication for leadership:

date of

Result oriented management helps to translate corporate goals into

development:

divisional and individual goals.

1996
Relationships:

SMART was introduced earlier in the century by Peter Drucker.
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3.3.9.14 Ten schools of thought

Name:
Ten schools of thought

Executive summary:
The Ten schools of thought narrative from Mintzberg et al. (1998) is a framework that can
be used to categorise the field of strategic management.

He attempts to answer the

perennial question - what is strategy?

Theorists

Core principles:

associated with

After

narrative:

historical perspectives, Mintzberg et al. (1998) identify 10 schools of

H. Mintzberg

strategic thought:

B. Ahlstrand

J. Lampel

analysing

contemporary research/writing

and

considering

1. The design school - this school sees strategy formation as a
process of conception, the approach is that a deliberate process
formulates clear and unique strategies in which the internal
situation of the organisation is matched to the external situation
of the environment (i.e. SWOT Analysis). Architecture can be
used as metaphor.
2. The planning school - sees strategy formation as a formal
process, a rigorous set of steps are taken, from the analysis of the
situation to the execution of the strategy
3. The positioning school - sees strategy formation as an analytical
process, it places the business within the context its industry and
looks at how the organisation can improve its strategic
positioning within that industry
4. The entrepreneurial school - sees strategy formation as a
visionary process, the visionary process takes place within the
mind of the charismatic founder or leader of an organisation; the
school stresses the most innate of mental states and processes
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like intuition, judgment, wisdom, experience and insight
5. The cognitive school - sees strategy formation as a mental
process, it analyses how people perceive patterns and process
information; it concentrates on what is happening in the mind of
the strategist and how it processes the information
6. The leaming school - sees strategy formation as an emergent
process, leadership pays close attention over time to what does
work, and what does not work and they incorporate these lessons
learned into their overall plan of action; the world is too

complex to allow strategies to be developed all at once as clear
plans or visions, strategies must emerge in small steps, as an
organisation adapts or learns
7. The power school - sees strategy formation as a process of
negotiation, the strategy is developed as a process of negotiation
between power holders within the company and/or between the
company and its external stakeholders
8. The cultural school - sees strategy formation as a collective
process, it tries to involve the various groups and departments
within the company; Strategy formation is a collective process,
the strategy that is developed is a reflection of the corporate
culture of the organisation
9. The environmental school - sees strategy formation as a reactive
process and strategy is a response to the challenges imposed by
the external environment, here other schools see the environment
as a factor, the environmental school sees it as an actor
10. The configuration school - sees strategy formation as a process
of transforming the organisation from one type of decision
making structure into another
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Approximate

Implication for leadership:

date of

Mintzberg et at. (1998) divided the different approaches into coherent

development:

schools of strategy formation. By doing this they have clarified the

1990

confusion that exists for leaders.

Relationships:

1. The design school - includes the SWOT analysis
2. The planning school - includes the Theory of mechanistic and organic systems and
Levers of control
3. The positioning school- examples are Five forces and Value chain analysis
4. The entrepreneurial school - includes Seven surprises for new CEOs and Leadership
styles
. 5. The cognitive school - examples are the Whole brain narrative and Groupthink
6. The learning school - it includes Organisational learning, the Forget, borrow, learn
framework as well as the SECI narrative
7. The power school - includes Bases of social power, Stakeholder value perspective,
Core group narrative, Force field analysis, and Stakeholder analysis
8. The cultural school - which includes Appreciative inquiry, Cultural dimensions and
Cultural intelligence
9. The environmental school- includes Contingency theory and Situational leadership
10. The configuration school - an example is Organisational configurations
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3.3.9.15 Twelve principles of the network economy

Name:
Twelve principles of the network economy
Executive summary:
Kelly (1999) described the Twelve principles of the network economy. The emerging new
economy represents a tectonic upheaval in commonwealth, a social shift that rearranges
lives. More than mere hardware or software ever can. It has its own distinct opportunities
and its own new rules. People playing by the new rules will prosper; people ignoring them
will not.
Theorists

Core principles:

associated with

Kelly (1999) argues the new rules governing the global restructuring

narrative:

revolve around four axes:

K. Kelly

1.

Opportunities before efficiencies - wealth in this new regime
flows directly from innovation, not optimisation; that is, wealth
is not gained by perfecting what is known but by imperfectly
seizing what is unknown

2.

The ideal environment for cultivating the unknown is to nurture
the supreme agility and nimbleness of networks

3.

The

domestication

of the

unknown

inevitably

means

abandoning the highly successful known and undoing what was
perfected
4.

In the thickening web of the Network economy, the cycle of

find, nurture, destroy happens faster and more intensely than
ever before

According to Kelly (1999) the following twelve principles of the
Network economy are supposed to provide new rules for the internet
period:

213

1. The law of connection - embracing the dumb power
2. The law of plenitude - more gives more
3. The law of exponential value - success is nonlinear
4. The law of tipping points - significance precedes momentum
5. The law of increasing returns - make virtuous circles
6. The law of inverse pricing - anticipate the cheap

7. The law of generosity - follow the free
8. The law of the allegiance - feed the web first
9. The law of devolution - let go at the top
10. The law of displacement - the net wins
11. The law of churn - seek sustainable disequilibrium
12. The law of inefficiencies - do not solve problems

Approximate

Implication for leadership:

date of

The Network economy has its own opportunities and its own rules.

development:

Leaders that understand these new rules will prosper; leaders ignoring

1995

them will not.

According to Kelly (1999) these rules are:
1. Embrace the swarm - as power flows away from the centre, the
competitive

advantage

belongs

to

those

who

embrace

decentralised points of control
2. Increasing returns - as the number of connections between
people and things increase, so does the consequences of those
connections multiply
3. Plenitude, not scarcity - value is carried by abundance, inverting
traditional business propositions
4. Follow the free - resource scarcity gives way to abundance and
generosity begets wealth
5. Feed the web first - organisations' focus shifts from maximising
their value to maximising the network's value
6.

Let go at the top - as innovation accelerates, abandoning the
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highly successful becomes the most difficult and essential task
7. From places to spaces - opportunities for middlemen and
intermediaries are expanded greatly
8. No harmony, all flux - the most effective survival stance in
turbulence is a constant disruption called innovation
9. Relationship tech - the most powerful technologies are those
that develop soft relationships
10. Opportunities before efficiencies - wealth is to be made by new
opportunities and not merely training machines to be more
efficient
Relationships:

No certain relationship could be established for the purpose of this study.

3.3.9.16 Strategic stakeholder management

Name:

Strategic stakeholder management
Executive summary:

Berman et al. (1999: 491-492) explain that organisations view their stakeholders as part of
an environment to manage in order to assure revenues, profits and return to shareholders.
They argue that attention to stakeholder concerns may help an organisation avoid decisions
that might prompt stakeholders to undercut or prevent its objectives. The stakeholders
control resources that can facilitate or enhance the implementation of corporate decisions.
They therefore argue that stakeholder management should be part of an organisation's
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strategy, but should not drive the strategy.

Theorists

Core principles:

associated with

Berman et al. (1999: 502) argues that with Strategic stakeholder

narrative:

management, organisations address stakeholder concerns when they

S.L. Berman

believe doing so will enhance the organisation's financial performance.

A.C. Wicks

Within the framework of Strategic stakeholder management, they

S. Kotha

developed two distinct models:

T.M. Jones

1. The direct effects model - results indicated that leaders'
attention to two stakeholder variables (employees and product

safety or quality) may help improve the organisation's financial
performance
2. The moderated model - results suggests that the associations
among

stakeholder

relationships,

strategy

and

financial

performance are more complex than those suggested by the
direct effects model

Approximate

Implication for leadership:

date of

Stakeholder management is a means to an end for leaders. The ultimate

development:

result may have nothing to do with the welfare of stakeholders in

1999

general.

Instead, the leaders' and the organisation's goal is the

advancement of the interests of only one stakeholder group which is its
shareholders.

Relationships:
Berman et al. (1999) researched the relationship between stakeholder orientation and the
financial performance of organisations.

The result was this (Strategic stakeholder

management) and the following (Intrinsic stakeholder commitment) narratives. Their work
was based on earlier work of Edward Freeman.
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3.3.9.17 Intrinsic stakeholder commitment

Name:
Intrinsic stakeholder commitment
Executive summary:
As mentioned above, Berman et al. (1999: 491-492) explains that organisations view their
stakeholders as part of an environment to manage in order to assure revenues, profits and
return to shareholders.

They argue that attention to stakeholder concerns may help an

organisation avoid decisions that might prompt stakeholders to undercut or prevent its
objectives.

The stakeholders control resources that can facilitate or enhance the

implementation of corporate decisions. They therefore argue that stakeholder management
should be part of an organisation's strategy, but should not drive the strategy.
Theorists

I

Core principles:

associated with

I

Berman et al. (1999: 502-503) argued that with Intrinsic stakeholder

narrative:

I

commitment, organisations address stakeholder concerns because of a

S.L. Berman

moral commitment to stakeholder groups.

They believe that this

A.C. Wicks

commitment will drive strategic decision making, which in tum affects

S. Kotha

the organisation's financial performance.

T.M. Jones
Berman et al. (1999: 502) mentions that they did not find any results to
indicate support for this model.
Approximate

Implication for leadership:

date of

Stakeholder management is a means to an end for leaders. The ultimate

development:

result may have nothing to do with the welfare of stakeholders in

1999

general.

Instead, the leaders' and the organisation's goal is the

advancement of the interests of only one stakeholder group which is its
shareholders.
Relationships:
Berman et al. (1999) researched the relationship between stakeholder orientation and the
financial performance of organisations.

The result was this (Strategic stakeholder
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management) and the following (Intrinsic stakeholder commitment) narratives. Their work
was based on earlier work of Edward Freeman.
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3.3.9.18 Turnaround management

Name:
Turnaround management

Executive summary:
Lenahan (1999) explains that Turnaround management involves the development and
implementation of strategic plans. It also involves a set of actions for corporate renewal and
restructuring, typically during times of severe corporate financial distress. Often with the
help of outside turnaround consultants or strategy consultants, a root cause analysis is made
and a turnaround plan is devised and executed, assuming that the firm still offers the
potential to return to financial solvency, profitability, and strategic viability.

Theorists

Core principles:

associated with

According to Lenahan (1999) the strategy of Turnaround management

narrative:

should include:

T. Lenahan

1. Policy team concept - which should consist of senior managers
who will be responsible for the long-term strategy
2. Long-term view,;.... turnarounds should be viewed as a sequence
of linked activities
3. Turnaround philosophy -

a philosophy of maintenance

prevention, driven by business needs
4. Financial concerns - planning and executing an event as cost
effectively as possible
5. Current performance - the turnaround should not be used to
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mask the shortcomings of the maintenance philosophy
6. Plant turnaround history - the plant should perform as well or
better as before
7. Corporate knowledge - ineffective management of the event can
add more to its cost than any other factor
8. Project work scope - leaders should evaluate each proposed
project in terms of necessity, desirability and payback
9. Maintenance work scope -

leaders should challenge the

nomination of each major task to ensure there is a sound
business justification
10. Organisation - there is a range of types of organisation which
can be designed for the event
Approximate

Implication for leadership:

date of

According to Lenahan (1999: 2-17), the following should be taken into

development:

account when leaders consider Turnaround management:

1999

1. Reliability is the fundamental driver - a company needs
consistent means of production to be profitable
2. Cost of the event - a turnaround is financed from the company's
profits
3. Drain on resources - it often diverts personnel from other
important work
4. Hazard to plant reliability - it can destroy reliability
5. Potential safety hazard - it increases the potential for harm to
people, property and the environment
6. Risk of overspending and overrunning - there is always a risk of
the cost estimate to be exceeded and/or the duration being
extended

Relationships:

Turnaround management is similar to Project management; it has all its main elements, but
also has some features that make it unique. Turnaround management also consists of a
phased approach like that of project management. According to Lenahan (1999: 14-17),
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these phases are:
1. Initiation - parameters are defined, personnel appointed and data organised
2. Preparation - data is validated and transformed into a set of plans
3. Execution - planned work is carried out and monitored against the schedule,
duration, cost, quality and safety requirements
4. Termination - work is closed out and performance reviewed

3.3.9.19 Results-based leadership approach

Name:
Results-based leadership approach
Executive summary:
According to the Results-based leadership approach, it is not enough to gauge leaders by
personal traits such as character, style and values. Ulrich and Smallwood (2003) argues that
it is a mistake to focus on the leadership attributes that managers bring to the office, such as
analytic thinking, working with ambiguity and personal integrity. Rather, effective leaders
know how to connect these leadership attributes with leadership results (Ulrich and
Smallwood, 2003).
Theorists

Core principles:

associated with

Ulrich et at. (1999) argue that it is not about the inputs of leadership but

narrative:

about focussing on the outcomes of leadership.

D. Ulrich

strategic human resource management approach is to build leaders

J. Zenger

throughout the organisation that focus on both attributes and results.

N. Smallwood
The Results-based leadership formula is:
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The challenge in a

Effective leadership

=

attributes X results

Note that the equation suggests that leaders must strive for excellence in
both terms; that is, they must both demonstrate attributes and achieve
results. Each term of the equation multiplies the other and they are not
cumulative.
Approximate

Implication for leadership:

date of

Ulrich et al. (1999) recommend that leaders model what they want by

development:

continually asking what is required for achieving results and repeatedly

1999

telling stories about getting results.

Relationships:
Results-based leadership holds, like Baruch Lev did earlier on, that sustainable shareholder
value is directly related to assets that are not accounted for on a balance sheet.

3.3.10 2000s

Several wide-ranging topics dominated this decade, including international trade,
concerns over energy supplies and global warming.

The sudden increase in

telecommunications, a growing apprehension with international terrorism and war and an
escalation of the social issues of the 1990s contributed to these topics.
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3.3.10.1 Performance prism
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Name:

Performance prism

Executive summary:

The Performance prism is the Centre for business performance's measurement framework,
developed initially in collaboration with Accenture.

The Prism is a multi-stakeholder

framework and explicitly differentiates between stakeholder wants and needs and the
organisation's wants and needs of the stakeholder (Neely et al., 2002).
Theorists

Core principles:

associated with

According to Neely et al. (2002), the Performance prism has five facets:

narrative:

1. Stakeholder wants and needs

A. Neely

2. Strategy

C. Adams

3. Business processes
4. Capabilities and resources
5. Organisational needs ofthe stakeholders

In a wider academic context, there has been considerable work on the

design of performance measurement systems and the processes required
to design a Balanced scorecard or Performance prism. There has been
less research into the implementation of measurement systems.
Approximate

Implication for leadership:

date of

There is research evidence (Lingle and Schiemann, 1996, Conference

development:

Board, 1999) that companies with a balanced and formally developed

2002

performance measurement system perform better than those that do not
have such a system. There is also evidence that specific aspects of a
measurement system helps with decision-making. Therefore, this area
of research is important to both academics and leaders.
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Relationships:
The narrators of the Perfonnance prism criticise the Balanced scorecard for its lack of focus
on other stakeholders, such as suppliers and employees.

3.3.10.2 Level five leadership

Name:
Level five leadership
Executive summary:
According to Jim Collins (2001) in his book Good to great Level five leadership is based on
the idea that respect towards people, selflessness by the leader and a strong powerful
commitment to achieve results, bring out the best in subordinates. Level five leaders are a
paradoxical blend of fierce will and personal humility. They are stubborn and ruthless. Yet
they are humble. They are ambitious for their company, and rarely allow their ego to be an
obstacle for the success of their organisation. Though they accomplish great things for their
organisations, they attribute their remarkable accomplishments to their people, external
factors and sheer luck.
Collins (2001: 22) uses the following equation to explain Level five leadership:
Humility + Will

Theorists

=

Level five
I

According to Collins (2001: 20-22), the term Level five refers to the

associated with
narrative:
J. Collins

Core principles:

I

highest level in a hierarchy of executive capabilities that they have
identified in their research. The hierarchy is:
1. Highly capable individual - productive contributions through

talent, knowledge, skills and good work habits
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2. Contributing team members - contributes individual capabilities
to the achievement of the group objectives
3. Competent manager - organises people and resources toward the
effective and efficient pursuit ofpredetennined objectives
4. Effective leaders - catalyses commitment to and pursuit of a
clear vision
5. Level five executive - builds enduring greatness through a blend
of humility and will

Level five leaders embody all five layers.
Approximate

Implication for leadership:

date of

Collins (2001) mentions that Level five leaders lead with the help of

development:

disciplined people, disciplined thought and disciplined action.

2001
Relationships:

Level five leadership can to some extent be compared with Servant leadership, as such that
its bases are respect towards people and selflessness of the leader. It seems that Level five
leadership might be related to Maslow's Hierarchy of human needs, specifically with the
selfactualisation need.
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3.3.10.3 Leadership pipeline

Name:
I

Leadership pipeline

Executive summary:
Sometimes hiring an executive from the outside can be the only available short-term option.
However, Charan et al. (2001) argue that for the long term, leaders should build, develop,
and maintain a pipeline of skilled, prepared leaders from within the firm. Their Leadership
pipeline narrative helps to create such a funnel of future management talent by explaining
what changes in time application, skills and work values are essential for making the
transition from one leadership stage to the next.

In addition, their narrative helps to

understand the different demands of various management levels.
Theorists

I Core principles:

associated with

I Charan et al. (2001) argues that leaders should understand the natural

narrative:

hierarchy of work that exists in their organisation. This hierarchy takes

S. Drotter

the form of six career passages or pipeline turns:

J. Noel
R. Charan
W. Mahler

1. Managing self to managing others - when people are promoted
to first-line managers
2. Managing others to managing managers - a passage that is
frequently ignored; it consists of level-two managers that are
developed to become the organisation's leaders
3. Managing managers to functional manager - although the
difference between managing managers and functional managers
seem insignificant, it consists of many challenges; including
managing areas outside the leader's experiences
4. Functional manager to business manager - this passage might be
the most challenging as well as satisfying of a manager's career,
but it requires a major shift in skills, time application and work
values to become more strategic and cross-functional
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5. Business manager to group manager - leaders assume that if
they can run one business successfully, they can do so with more
businesses; the flaw in this reasoning is that they now need to
value the success of other people's businesses, not their own as
in the previous passage
6. Group manager to enterprise manager - if the Leadership

pipeline becomes clogged at the top it will affect all the
leadership levels

Each passage requires that people acquire new ways of managing and
leading:
1. Skill requirements - new capabilities are required to execute
new responsibilities
2. Time management - new time frames needed
3. Work values - beliefs focuses people's efforts
Approximate

Implication for leadership:

date of

Charan et al. (2001: 242) argues that leadership involves a series of

development:

passages that come with specific values, skills and time requirements.

2001

They warn that it is important for leaders not to skip passages as they
progress, because they might end up working at the wrong level and
clogging the pipeline. Clogging the pipeline implies that leaders may
diminish the performance of leaders that report to them, as well as the
rest of the employees down the line. Leaders that skipped passages, not
only fail to develop other leaders effectively; they also do not fulfil their
responsibilities.

Relationships:

The Leadership pipeline idea was based on work originally done at General Electric in the
1970s by Walt Mahler, a HR consultant and teacher. Mahler set out to identify all the
changes that were required to be successful at different leadership levels. He concluded that
the most important change involved work values. Mahler also developed the Crossroads
narrative, suggesting that there were specific leadership crossroads in every organisation,
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each with its own specific requirements.

Drotter refined and adjusted the crossroads

narrative into the Leadership pipeline narrative, James Noel and Ram Charan also
contributed later. The Leadership pipeline also seem to resemble the Peter principle to
some extent.
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3.3.10.4 EPIC advisers

Name:
EPIC advisers
Executive summary:
The EPIC advisers narrative from Stephen Banhegyi is an African leadership framework
based on the Attribution narrative and self-perception. According to Banhegyi (2003: 60),
Western consultants and professors developed most of the narratives that are used to teach
principles of leadership. He found these are not always relevant in Southern Africa, due to
the difference in environment from that of for example the United States.

Banhegyi (2003: 61) explains that the EPIC advisers narrative is an acronym of the first
letters of the required personality traits of leaders (as discussed below). He mentions that
this acronym is particularly interesting because: "leaders are not only adept at advising and
creating epics, but that this is probably the most important thing that they do".
Theorists

I

Core principles:

associated with

I

According to Banhegyi (2003: 60-61), effective leadership requires the

narrative:

I

understanding and exercise of certain personality and leadership traits

S. Banhegyi

I by

the person that is playing the role of leader, especially in the African

environment. These characteristics are:
1. Emotion - ability to stir up and project emotional states of the
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people around them, by speaking, body language and by the
leader's presence
2. Power - ability to exercise influence over others
3. Inspiration - ability to apply various techniques to inspire
people, one being to pay positive, focussed attention to someone
4. Charisma - manipulate the behaviour, values, beliefs and
attitude of people (therefore it can have a negative connotation)
5. Authority - power to enforce laws, command or judge
6. Vision - ability to see what does not yet exist and describe it in
such a way that others become interested and excited
7. Intention - seeing a desired outcome at the end of a process, by
following and intended course of action
8. Storytelling and journey making - good leaders are able to tell a
really good story of the organisation, where it has come from
and where it is going
9. Experience -leaders express faith in their followers and they in
return justifies that faith
10. Drama - could be used to mark mundane events, it creates
milestones in time and allow everyone to experience the same
emotions simultaneously
11. Role modelling - a crucial, unconscious mechanism used by
people to confirm their allegiance to a group
12. Self-perception - an unwavering impression by leaders of
themselves, as well as their worth will likely be seen in the same
light by those working with them

All leaders surveyed in research conducted in 2002 suggested that they
used these traits to some extent in their experience ofleadership.
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Approximate

Implication for leadership:

date of

The narrative suggests that the making of myth, meaning and reality

development:

through storytelling is one of the key skills of leadership, as is also a

2003

consultative, coaching approach.

Relationships:
The EPIC advisers narrative is based on the Attribution narrative.

3.3.10.5 Leadership styles

Name:
Leadership styles
Executive summary:
In their book, Primal leadership Goleman et al. (2002) introduced six leadership styles.

The six leadership styles use communication and interaction concepts of resonance as basis.
Theorists

I Core principles:

associated with I In the view of Goleman et al. (2002), good leaders are effective because
narrative:

I they create resonance. Resonance is the process where effective leaders

D. Goleman

attune to other people's feelings and move them in a positive emotional

R. Boyatzis

I direction. They speak authentically about their own values, direction,

A. McKee

priorities and resonate with the emotions of surrounding people. Under
the guidance of an effective leader, people feel a mutual comfort level.
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Resonance comes naturally to people with a high degree of emotional
intelligence (self-awareness, self-management, social awareness, and
relationship management) but involves also intellectual aspects.
Creation of resonance happens in six ways, leading to six Leadership
styles:
1. Visionary leader - moves people towards a shared vision, telling
them where to go but not how to get there
2. Coaching leader - connects wants to organisational goals,
holding long conversations that reach beyond the workplace,
helping people find strengths and weaknesses and tying these to
career aspirations and actions
3. Affiliative leader - creates people connections and thus harmony

within the organisation
4. Democratic leader - acts to value inputs and commitment via
participation, listening to both the bad and the good news
5. Pace-setting leader - builds challenge and exciting goals for
people, expecting
6. Commanding leader - soothes fears and gives clear directions by
his or her powerful stance, commanding and expecting full
compliance
Approximate

Implication for leadership:

date of

Typically, the most effective leaders can act according to and they can

development:

even skilfully switch between the various styles, depending on the

2002

situation.

Relationships:

Leadership styles are mentioned within the entrepreneurial school of the Tens school of
thought (Mintzberg et al., 1998).
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3.3.10.6 Beyond budgeting

Name:
Beyond budgeting
Executive summary:
According to Daum (2002), Beyond budgeting is a step in a long running battle to change
organisations from centralized hierarchies towards devolved networks. Most of the other
building blocks are in place.

Firms have invested huge sums in quality programs, IT

networks, process reengineering and a range of management tools including EVA, balanced
scorecards and activity accounting. Nevertheless, they are unable to realize the new ideas,
because the budget, and the command and control culture it supports remains predominant.
Core principles:

Theorists

I

associated with

I Daum (2002) argues that Beyond budgeting, replaces the budgeting

narrative:

I narrative with a more adaptive and devolved alternative. Criticizing

J. Daum

I

budgets is not new. However, to define a set of principles, that guides
leaders towards a new management narrative, that is lean, adaptive and
ethical, is. These twelve Beyond budgeting principles not only describe
performance management and the controlling process, but also the new
required leadership principles.

According to Daum (2002), these principles are:
The leadership principles

1. Creation of a performance management climate - measures
success against the competition, not against an internally focused
budget
2. Motivation through challenges - transferring responsibility
within clearly defined enterprise values
3. Delegation of responsibility - to operational managers, who can
make decisions themselves
4. Empowerment of operational managers - giving them the means
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and resources to act independently
5. Organisation based on customer-orientated teams - responsible
for satisfied and profitable customers
6. Creation of a single truth - open and transparent information
systems
The performance management principles

7. Target setting process - based on the agreement of external
benchmarks
8. Motivation and reward process - based on the success of the
team compared to the competition
9. Strategy and action planning - delegated to the operational
managers and takes place continuously
10. Resource utilisation process - based on direct local access to
resources, with agreed parameters
11. Coordination process - coordinates the use of resources on the
basis of internal markets
12. Measurement and controlling process - provides quick and open
performance information for multilevel control
Approximate

Implication for leadership:

date of

According to Daum (2002) Beyond budgeting should simplify the

development:

planning and management process. It should also become more flexible

2002

as leaders reduce the effort. He argues that it opens new possibilities for
strategic enterprise management with the transition to flexible resource
allocation.

Relationships:

Daum (2002) argues that the Balanced scorecard and Value based management have created
the framework for more flexible performance management, but still lack a transition to
operational planning and measurements that is flexible. He argues that Beyond budgeting is
aimed at filling that void.
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3.3.10.7 Core group theory

Name:
Core group theory
Executive summary:
Kleiner (2003) makes the bold statement that what comes first in every organisation is:
keeping the Core group satisfied (nonnaIly most of the top managers). Yet, according to
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Kleiner, Core groups are not inherently bad or dysfunctional. They are rather necessary and
even the best hope we have for ennobling humanity, since organisations are natural
amplifiers of human capability.
Theorists

Core principles:

associated with

An organisation's Core group is also the source of its energy, drive and

narrative:

direction.

A. Kleiner

perceive that the Core group needs and wants to let it go. Non-members

Alternatively, any organisation goes wherever its people

depend upon the Core group for direction. The Core group and its
members depend upon the non-members for their legitimacy.
Organisation charts do not normally mention Core groups. They exist
only in people's hearts and minds. After some time, organisations will
resemble their Core group and act like it. In addition, automatically
pivot and twist to give the members of the Core group what they think
they want and need, without even asking them (Kleiner, 2003).
Approximate

Implication for leadership:

date of

Leaders should take note that great Core groups hold an essential form

development:

of knowledge and set the context that establishes this knowledge as

Early 2000s

significant.

Relationships:
Core group theory is part of the power school within the Ten schools of thoughts from
Mintzberg et al. (1998).
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3.3.10.8 Seven surprises for new CEOs

Name:
Seven surprises for new CEOs
Executive summary:
Porter et aI. (2004) contributed the Seven surprises for new Chief Executive Officers
(CEOs). Newly minted CEOs may think they have the power to set strategy, the authority
to make things happen and full access to the finer points of their business. However, if
CEOs expects the job to be as simple as that, they are in for an awakening. Even though
they bear full responsibility for their company's well-being, they are a few steps removed
from many of the factors that drive results. They might have more power than anybody else
in the corporation might, but they need to use it with extreme caution. Porter has discovered
that nothing, not even running a large business within the company, fully prepares a person
to be the chief executive.
Theorists

I Core principles:

associated with

According to Porter et aI. (2004), the following seven surprises are most

narrative:

common for new CEOs:

M. Porter

1. You cannot run the company - the sheer volume and intensity of

J. Lorsch
N. Nohria

external demands take many by surprise
2.

Giving orders is very costly - no proposal should reach the CEO
for final approval unless he can ratify it with enthusiasm

3. It is hard to know what is really going on - certainly, CEOs are
flooded

with

information,

but

reliable

information

is

surprisingly scarce
4. You are always sending a message - a CEOs words and deeds,
however small or off-the-cuff, are instantly spread and
amplified, scrutinized, interpreted and sometimes drastically
misinterpreted
5. You arenot the boss - although the CEO may sit at the top of the
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management hierarchy, he still reports to the board of directors
6. Pleasing shareholders is not the goal - CEOs must recognize
that, ultimately, it is only long-term value creation that matters,
not today's growth expectations, or even the stock price
7. You are still only human - CEOs should recognise their needs
connections to the world outside their organisation, at home and
in the community, to avoid being consumed by their corporate
life
Approximate

Implicatioll for leadership:

date of

These Seven surprises for new CEOs carry some important lessons for

developmeIlt:

leaders (CEOs):

2004

1. New CEOs must learn to manage organisational context rather
than focus on daily operations
2. CEOs must recognise that their position does not confer the
right to lead, nor does it guarantee the loyalty of the organisation
3. CEOs must remember that they are subject to a host of
limitations, even though others might treat them as omnipotent

Ileiatiollships:

The Seven surprises for new CEOs is a narrative that is mentioned and related to the Ten
schools of thought (Mintzberg et aI., 1998).
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3.3.10.9 Change management iceberg

Name:
Change management iceberg

Executive summary:
The Change management iceberg of Wilfried KrUger is a strong visualisation of what is
arguably the essence of change in organisations: dealing with barriers. According to KrUger
(2004), many change managers only consider the top of the iceberg cost, quality and time

(issue management).

However, below the surface of the water there are two more

dimensions of change and implementation management:
1. Management of perceptions and beliefs
2. Power and politics management

Theorists

ICore principles:

associated with

I

According to KrUger (2004), the kind of barriers that arises and the kind

I

of implementation management that is consequently needed, depends

narra~ve:

W. KrUger

on:
1. The kind of change

2. Hard things only - information systems and processes just
scratches the surface

3. Soft things also - values, mindsets and capabilities is much more
profound
4. The applied change strategy, i.e. revolutionary, dramatic change
as in business process reengineering, evolutionary, incremental
change as in Kaizen

Below the surface of the Change management iceberg:
1. Opponents - have both a negative general attitude towards
change and a negative behaviour towards this particular personal
change, they need to be controlled by management of
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perceptions and beliefs to change their minds as far as possible
2. Promoters - on the other hand have both a positive generic
attitude towards change and are positive about this particular
change for them personally, they take advantage of the change
and will therefore support it
3. Hidden opponents - have a negative generic attitude towards
change although they seem to be supporting the change on a
superficial level (opportunists), here management of perceptions
and beliefs supported by information (issue management) is
needed to change their attitude
4. Potential promoters - have a generic positive attitude towards
change, however reasons they are not yet convinced about this
particular change, power and politics management seems to be
appropriate in this case
Approximate

Implication for leadership:

date of

According to KrUger (2004), dealing with change is a permanent task

development:

and challenge for leaders.

Early 2000s

achieve results at a level consistent with the acceptance that is below the
surface.

Superficial issue management can only

The base of the change management is rooted in both the

interpersonal and behavioural dimension and the normative and cultural
dimension, and is subject to power and politics management and to the
management of perceptions and beliefs.
Relationships:
In general, the Change management iceberg can be compared to all the other change

narratives, such as the theories by Kotter.
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3.3.10.10

The eighth habit

Name:
The Eighth habit
Executive summary:
Covey (2004) introduced the Eighth habit. He argues that striving towards greatness means
to act with integrity as an individual and to help others to do the same.
Theorists

I Core principles:

associated with

I

According to Covey (2004), the Eighth habit is to find your voice and

narrative:

inspire others to find theirs - striving towards greatness means acting

S. Covey

with integrity and helping others to do the same

According to him, greatness overlaps:
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1. Personal greatness - applying the Seven habits in the forms of:
vision, discipline, passion and conscience
2. Leadership greatness - applying the four roles of leadership,
which are modelling the Seven habits of highly effective people:
a. Path finding - creating the blueprint
b. Aligning - creating a technically elegant system of work
c. Empowering -

releasing the talent,

energy and

contribution of people
d. Modelling - building trust with others, the heart of
effective leadership
3. Organisational greatness - this is greatness turned into a vision,
mission and values and brings clarity, commitment, translation,
synergy and enables accountability
Approximate

Implication for leadership:

date of

According to Covey (2004: 4), being effective as leaders and

development:

organisations is no longer optional. The need in today's world is for

2004

greatness. Leaders need to tap into the human genius and motivation 
that is what he calls voice.

Relationships:

According to Covey (2004: 4-5), this habit represents the third dimension of his Seven habit
narrative.
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3.3.10.11

Four dimensions of relational work

Name:

Four dimensions of relational work
Executive summary:

According to Butler and Waldroop (2004), interpersonal common sense is critical in almost
any area ofbusiness.

Managers can boost productivity by:
1. Hiring the right employees
2. Making the best work (project) assignments
3. Rewarding performance in the right way
4. Promoting career development
Theorists

I Core principles:

associated with

I

narrative:

T. Butler
J. Waldroop

Waldroop and Butler (2004) argue that there should be distinguished
between four types of relational interests and skills:
1. Influence - professionals who enjoy developing and extending

their sphere of interpersonal influence
2. Interpersonal facilitation - people that are keenly attuned to the
interpersonal aspects of work situations
3. Relational creativity - people who are good at making
connections with groups of people through visual and verbal
imagery
4. Team leadership - these are people that want to see other people,
and interact with them

These Four dimensions of relational work are not discrete types; a
person can have great interest and skill in two or more areas or in none
of them. In addition, scoring high in one dimension may be detrimental
to other areas and to certain types of work. All four types of relational
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work contribute to the bottom line and should be rewarded.
Approximate

Implication for leadership:

date of

Leaders working on corporate strategy and financial performance are

development:

advised to remain sufficiently attentive to relational work: a business

2004

strategy is only as good as the people and teams who carry it out.

Relationships:
No specific relationships could be found as part of this research.

3.3.10.12

Organisational charts

Name:
Organisational charts
Executive summary:
Robert Simons (2005) suggests that there are tensions or levers underlying any organisation
design.
Theorists

Core principles:

associated with

Robert Simons (2005) indicate that there are four main tensions or

narrative:

levers underlying any organisation design:

R. Simons

1.

Strategy

(structure

follows

strategy)

versus

structure

(organisation design influences future strategies)
2.

Accountability (for today's goals) versus adaptability (to future

changes)
3.

Ladders

(vertical

hierarchies)

versus

rings

(horizontal

networks)
4.

Self-interest (individual) versus mission success (department,

business unit and corporation)
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Approximate

Implication for leadership:

date of

Although Organisational charts are not a new concept, it stays a vital

development:

part within most organisations. Leaders should take cognisance of the

2005

fact that every organisation has both a formal and informal structure.

Relationships:
The work of Simons on Organisational charts can be compared to the Growth phases of
Greiner, as well as the Levers of control by Simons.

3.3.10.13

Values-driven leadership

Name:
Values-driven leadership
Executive summary:
Richard Barrett presents his thinking based on his experience working with over a thousand
people in thirty-two countries on cultural transformation for the values-driven organisation.
He presents a whole system approach to cultural transformation, showing organisations how
they can change their culture to become values-driven organisations that support their
employees, their customers, their partners, their leaders and ultimately drive effectiveness
and profit (Barrett, 2006).
Theorists

I

Core principles:

associated with

I

According to Barrett (2006) the seven levels of corporate consciousness

narrative:
R. Barrett

is:
1. Survival consciousness - the organisational need, financial
survival
2. Relationship

consciousness

-

harmonious

interpersonal

relationships and good communication
3. Self-esteem consciousness - shows up in organisations as a
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desire for greatness
4. Transformation consciousness - the bridge that organisations
need to cross to create cohesion and a shift in their belief system
(from self-interest to the common good)
5. Internal cohesion consciousness -

the focus is internal

connectedness
6. Inclusion consciousness - external connectedness and employee
fulfilment
7. Unity consciousness - service to humanity and the planet

Barrett (2006) argues that organisations do not operate from anyone
specific level of consciousness, but tend to be clustered around three or
four levels.
Approximate

Implication for leadership:

date of

Barrett (2006) indicates that values are important for leaders, because

development:

the societal context within which organisations operate is changing. He

Late 1990s, early

mentions that leaders should understand that what the organisation is

2000s

and what it stands for, is just as important as what they sell.

Relationships:

Values-driven leadership is related to Maslow's hierarchy of human needs, as can be seen
by the resemblance of their core principles.
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3.3.10.14

Moral purpose

Name:

Moral purpose
Executive summary:

In an article regarding Moral purpose from Nikos Mourkogiannis, he describes four main
ideals of leadership. These can be used for inspiring and leading an organisation toward a
long-tenn competitive advantage. According to Mourkogiannis in Strategy+Business, a
moral purpose is a value that, when it is articulated, appeals to the innate sense which is
held by some individuals of what is right and what is worthwhile (Mourkogiannis, 2008).
Theorists

I,

Core principles:

associated with

I

Mourkogiannis (2008: 6-11) distinguishes four categories of moral

narrative:

I

purpose, which are most successful and influential in today's business,

N. Mourkogiannis

I

with four corresponding ideals ofleadership:
1. Discovery - the moral basis for actions is "I have freely chosen
it", typical

examples include innovative,

technological

companies such as IBM, Sony, Intel and Virgin
2. Excellence - the moral basis for actions is it constitutes
fulfilment, typical examples include professional and creative
companies such as Berkshire Hathaway, The Economist,
Apple and BMW
3. Altruism - the moral basis for actions is it increases happiness,
typical

example

organisations

include

many

political

movements, charities and also Wal-Mart, Marriott and the
Body Shop
4. Heroism - the moral basis for actions is it demonstrates
achievement, typical examples include ambitious and daring
companies such as S.G. Warburg, Microsoft, Ford and Exxon
Mobil
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Each moral purpose, in its own way, compels the people who work in
that organisation to rewrite the rules of their industry's game and
generate unprecedented results. It should resonate with the sensibility
of customers, employees and other constituents.

Approximate date Implication for leadership:
of development:

Great leaders have learned how they can use moral purpose to allow

2005

them to inspire and lead their organisation toward achieving long-term
competitive advantage.

Relationships:
Excellence can be compared with the Seven signs of ethical collapse narrative and heroism
can be compared to Strategic Intent.

3.3.10.15

Forget, borrow, learn

Name:
Forget, borrow, learn

Executive summary:
Establishing major innovations within the borders of a large corporation is one of the most
complex and important challenges for leaders. A new business with high growth potential
rarely coexists harmoniously with established business units. Often, innovation managers
face considerable head winds, when they move strategic experiments out of the incubator
into execution.

Theorists

Core principles:

associated with

The Forget, borrow and learn challenges from Govindarajan and

narrative:

Trimble (2005) are helpful in dealing with these headwinds.

V. Govindarajan
C. Trimble

246

Approximate

Implication for leadership:

date of

When the narrative of Govindarajan and Trimble (2005) is applied well,

development:

the emphasis in innovation can be shifted to organisational excellence.

2005

In this way, the organisation is becoming less dependent on excellent

leadership.
Relationships:
The Forget, borrow and learn narrative can be seen as part of the learning school from the
Mintzberg et al. (1998) Ten schools of thought.
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3.3.10.16

Seven signs of ethical collapse

Name:
Seven signs of ethical collapse
Executive summary:
After Enron, organisations remain poised with reporting systems, ethics officers, ethics
codes, ethics training and a host of other best practices. Moreover, leaders continue to
arrive on the scene just a bit too late to prevent the crimes, constantly in mop-up, repentance
and public relations nightmare mode (Jennings, 2006).
Theorists
associated with
narrative:
M. Jennings

I

Core principles:
Jennings (2006) identifies seven factors that predict ethical crashes:
1. Pressure to maintain those numbers - starting with the endfigure, working backwards
2. Fear and silence - if employees share issues, they get demoted
3. Young guns and a bigger-than-life CEO - bootlickers and an
iconic CEO
4. Weak: board - lacking experience or consisting of friends
5. Conflicts - Favouritism and nepotism
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6. Innovation like no other - a belief that the organisation is so
brilliant that nonnal governance do not apply to them
7. Goodness in some areas atones for evil in others - philanthropic,
environmentally sound and diversity dedicated organisations

Approximate

Implication for leadership:

date of

The Seven signs of ethical collapse from Marianne Jennings can help

development:

boards, executives, employees, analysts and investors to evaluate those

2003

company traits that, while not measurable, control the content of the
financial reports and whether executives will move into fraud (Jennings,
2006).

Relationships:
As antidotes for the Seven signs of ethical collapse, a number of other theories and models
can be considered and taken into account. Some of these are Charismatic leadership, Core
group theory, Groupthink and Intrinsic stakeholder commitment.

3.4 Conclusion

In this chapter, the sample of leadership narratives was explored. These narratives were
presented in a fonnat (by means ofa template) that enabled consistency and aided in the
readability thereof.

The leadership narratives were organised according to the decade in which they were
developed. These decades were introduced by means of a brief discussion of the most
significant social changes, which was taken into consideration later in this study.
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This chapter serves as an important backdrop to the rest of the study and will constantly
be referred to.

As can be seen from the discussions within this chapter, leadership as discipline has
received a lot of attention during the past century.

The mentioned narratives'

developmental patterns and lines were mapped and will be further discussed in the next
chapter.
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Chapter 4

A qualitative analysis of the thematic

patterns and lines of development of leadership
narratives

4.1 Introduction

This chapter serves to explain the qualitative analysis of the thematic patterns and lines of
development of the most significant organisational leadership models. As was explained
in chapter one, the analysis was executed thematically. This facilitated the integration,

comparison and presentation of findings. As such, this chapter is devoted to a theme by
theme analysis of the leadership narratives as found in chapter three. It is important to
note that these leadership narratives were already organised into the extracted themes in
chapter three. Chapter three can therefore be seen as an important predecessor of the
present chapter, as it contributes to the qualitative analysis of the data. The next section
will discuss the qualitative analysis of the data, of which theme analysis played a
significant role, as it laid the foundation on which the rest of the study was built.

4.2 Qualitative analysis of the data

This section will be devoted to an explanation of the methods used to qualitatively
analyse the data, in support of the primary aim of searching for thematic patterns and
lines of development of the sample of leadership narratives. The qualitative analysis was
done by means of theme analysis. Thereafter these themes were utilised in conducting a
story network analysis. As such, these methods will be discussed later in this section.
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Although these methods were used, there seems to be no clearly agreed upon rules or
procedures for analysing qualitative data. As discussed in chapter one, there might not be
any right or wrong way to perform qualitative data analysis, but it is important to
logically account for the stages in such a process (Spencer et a!., 2003: 200).

Schurink (2001: 242-243) adds to the above by explaining that the qualitative research
design is flexible, unique and evolves throughout the research process. It therefore does
not have fixed steps that should be followed and the research process cannot be exactly
replicated. His argument ties into the epistemological basis of this study by explaining
that within qualitative research, reality is regarded as being subjective.

Schurink (2001: 242-243) explains that one of the key elements of qualitative research, is
that concepts are in the form of themes rather than variables. As such, the sample of
leadership narratives were analysed by means of extracting primary themes. The next
section will therefore be dedicated to an in-depth discussion of the theme analysis process
undertaken in this study.

4.2.1

Theme analysis

As mentioned above, the leadership narratives have been qualitatively analysed with the
purpose of identifying and exploring the major themes in the present study. Theme
analysis is a respected and well-established qualitative method and serves as a very
important focusing device (Marshall and Rossman, 1995: 113; Spradley, 1980: 130-139).

Theme analysis, as qualitative method, enables sense making of data. This sense making,
in the present study, was achieved by means of story network analysis (which will be
discussed later).

Spencer et al. (2003: 212-214) explain that after having generated and applied a set of
themes, the analyst then makes use of the synthesised data to prepare descriptive
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accounts, identifying key dimensions and mapping the range and diversity of the
phenomenon.

In the present study, themes were selected on the basis of a review of the literature of the

sample of leadership narratives. By means of such a literature review, the primary focus
of these narratives was identified by the researcher and recorded as themes.

Theme analysis in this study, in a sense, served the purpose of a proverbial strainer,
which resulted in a more focused approach.

As such, theme analysis was used to

organise the data into themes that represented the leadership narratives' primary focus.
The data was then organised according to these themes, but in some cases such a theme
could not be extracted as the leadership narrative's primary focus was on the leadership
(management) of people and/or processes. This focus did not motivate the extraction of

another theme and these narratives could not be organised into any of the extracted
themes. These narratives were therefore subjected to further research later in this study.
Such research consisted of the extraction of typologies and the organising of the core
leadership narratives accordingly.

Seeing that these narratives proverbially sieved

through the theme analysis, they were considered as the core leadership narratives. The
concept of core leadership narratives and its relationship with the rest of the leadership
narratives will be explored later in this chapter.

The list of the themes that were extracted from the literature study will be discussed as
part of the findings, later in this chapter.

These discussions of the relevant themes

include a description of the theme, a list of the leadership narratives that was organised
into this theme as well as the relevant findings. Therefore the methodology used will be
discussed first, to provide a clear background for the reading of such findings. It is
important to note that a brief discussion of the organising of these narratives within their
relevant themes can be found within the populated templates of each leadership narrative
(under typology) in chapter three.
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In line with the epistemological viewpoint of this study, the choice of themes can by no
means be considered neutral or complete, but provided a method whereby the research
could be conducted in a focused manner. Such a focus enabled two major contributions
by this study. Firstly, it made the story network analysis possible, as this analysis method
was dependent on the identified themes to enable the search for developmental patterns
and lines of leadership narratives. This method will be discussed in the next section.
Secondly, it provided a method to identify the core leadership narratives that were
subjected to further research, as will be discussed in the next chapter.

4.2.2 Story network analysis

As discussed above, the theme analysis provided a basis on which further research was
built. In order to facilitate a comparative analysis of the data, the thematic categories
were utilised in a story network analysis. This section is therefore devoted to a detailed
discussion of the story network analysis.

It is important to note the fact that a considerable amount of overlap exists between the

themes, in that most leadership narratives could be divided into one or more of these
themes. The researcher decided to keep to one theme per leadership narrative for the
purpose of keeping the study focused. This decision was made by identifying the primary
focus of each leadership narrative, extracting the theme and organising the data

(leadership narratives) accordingly.

The reader is reminded that the themes are

discussed in detail in the findings section, later in this chapter.

To enable the researcher to consider both narrative and antenarrative, story network
analysis was used in conjunction with theme analysis, as methods to analyse the data. As
previously explained, Boje (2001: 62) has defined story network analysis as "the
categorising of story fragments into narrative maps read as nodes and relationships (links)
for abstract model building".
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The combination of theme analysis and story network analysis were found useful in the
present studY, as the story network analysis involved the mapping of the social
architecture of leadership narratives within their themes. This revealed thematic patterns
and developmental lines, which will be discussed under the relevant themes in the section
4.2.3.

According to Boje (2001: 63), such social architecture shows how narratives

(stories) are linked to one another.

Story network analysis within the present context was conducted by means of a

sociogram network display, which can be found in the appendix of this research (a
representation thereofcan be seen in figure 15, below). The reader is encouraged to read
the remainder of this section in conjunction with the sociogram network display

(obtained from the appendix), as a detailed explanation of the process followed will be
discussed next.

254

19105

1950s

19205

'ii$;:~!l:,';;

1930s

--C~------------e------
.
Figure 15: Sociogram network display (please refer to the appendixfor the complete diagram)

According to Neuman (1997: 437), a visual representation of data analysis is an accepted
method used in qualitative research and it enables researchers to communicate results to
readers. Within this study the sociogram network display (as can be seen in figure 15

above), serves as such a visual presentation of the findings within the study, as it will
enable the reader and other researchers to follow the analysis of the lines and patterns of
development of leadership narratives.

This contributes to this study, by means of

providing a coherent picture of the developmental process of leadership narratives, as
identified by the researcher.

Firstly, as can be seen infigure 16 below, the leadership narratives were categorised into
narrative maps. The leadership narratives are represented by a unique number as can be
found in the top left hand comer of the each completed template, as was used in chapter
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three. These numbers were then used to plot the narratives within their unique themes, as
extracted and organised by means of the theme analysis. The core leadership narratives
that could not be organised within the mentioned themes were also plotted.

Figure 16: Story network analysis according to themes (links not yet identified)

Secondly, the themes that were extracted from the sample of leadership narratives were
analysed in their historical context to search for developmental lines and patterns. This
was done in the following two ways (the process can be followed by examining the

complete sociogram network display, found in the appendix):

1. The decades in which the leadership narratives were developed were mapped on
separate transparencies, except where only a few leadership narratives were found
within a decade. If this occurred, more than one decade can be found on such a
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page. These transparencies are layers or dimensions of the network display and
serve two primary purposes. Firstly to ensure and enhance the readability of the
sociogram network display; and secondly to enable the extraction of a specific

time frame for the purpose of analysing and interpreting decade specific data.

2. The leadership narratives were further linked by means of lines, according to their
chronological order of development. These links contribute to the story and time
networking, as it connects the narratives in time sequence to other narratives.
Boje (2001: 65) mentions that "in antenarrative terms, the territory is messier than
the map." As such, it is important to note that these lines within the story network
analysis are simplifying a complex network of interrelationships between these
narratives.

Lastly, the sociogram network display, as discussed above, has revealed patterns that are
not apparent in a reading of the text. These patterns are seen as findings and will be
discussed next.

4.2.3

Findings

As mentioned in the first part of this chapter, the qualitative analysis of the data started
with a theme analysis. This was done by extracting themes from the sample of leadership
narratives and organising them accordingly. As such, this section will be structured
according to these themes.

The discussion of the themes will be conducted according to the following format:
1. A brief explanation of the theme
2. A list ofleadership narratives that were organised into the specific theme
3. A qualitative examination of the theme and its relevant findings

257

It is important to note that the findings made within these themes are speculative and

might be considered as possibilities for future research. Taking into account that this
study was conducted from a sociological point of view, these findings were mostly based
on the influences of social changes on the developmental patterns and lines of leadership
narratives. (These findings were revealed by the patterns found in the sociogram network
display and therefore the reader is encouraged to keep the diagram handy for referral
purposes).

4.2.3.1 Theme 1: Strategy

The leadership narratives that were organised into the strategy theme as listed below, was
concerned with the strategic direction of organisations. This list includes leadership
narratives that primarily consist of strategic tools, have a focus on appropriate strategic
directions according to the specific characteristics of the organisation, or explanations of
the importance of determining the organisation's strategy.

1. Competing values framework

9. Structure follows strategy

2. Five forces

10. SWOT analysis

3. OODAloop

11. Ten schools of thought

4. PEST Analysis

12. Three generic strategies

5. Product market matrix

13. Turnaround management

6. Seven S model

14. Value chain analysis

7. Strategic choice typology

15. Value disciplines

8. Strategic intent

According to the developmental lines and patterns of the present study, it was found that
the 1950s brought about the realisation that there is a need for strategic thinking and
analysis, probably to make sense of the growing complexity of organisations. PEST
analysis, the OODA loop and Product market matrix was consequently introduced.
Strategic thinking was taken to the next level in die 1960s and Structure follows strategy
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and the SWOT analysis was developed. Strategic choice typology followed in the 1970s.
Focus was given to strategy during the 1980s as the Five forces, Seven S, Three generic
strategies, Competing values framework, Value-chain analysis and Strategic intent
narratives was added. The Value disciplines and Ten schools of thought were introduced
in the 1990s.

According to this observation (and by examining the sociogram network display) it was
found that most contributions towards the strategy theme were made during the 1980s. It
seems that this period lent itself to this particular focus as many leadership narrators seem
to be from the United States and during this and the previous decade American industries,
especially automobile manufacturers, lost market to Japan and other countries.
Leadership thinking might have already been influenced by this market loss in the 1970s,
but it might only have manifested in the development of leadership narratives (with a

primary focus on strategy) in the 1980s. Such a focus on the strategic direction of
organisations might have been an attempt to reverse the severe effects that this market
loss had on their economy.

4.2.3.2 Theme 2: Innovation

Within this theme, leadership narratives were included that focused on, or was influenced
by innovation in general (these innovations were mostly technological). As such, the
following leadership narratives were found to address innovation:

1. Diffusion of innovation

4. Invention, innovation, diffusion

2. Five generations of innovation

trilogy
5. Transilience maps

3. Forget, borrow, learn

By examining the sociogram network display, it seems that the innovation theme
emerged during the 1930s. As such, the Invention, innovation, diffusion trilogy narrative
was the first narrative of the sample population to focus on innovation. During the 1960s,
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innovation became less threatening and the Diffusion of innovation narrative was
introduced. Innovation received some focus again in the 1980s and Transilience maps
were developed. The 1990s contributed to the innovation theme and the Five generations
of innovation was added. Some thought went again into the innovation theme during the
2000s when Forget, borrow, learn was introduced. As such, innovation seems to have
received focus throughout the century.

According to the discussion above, it seems that most leadership narratives with a
primary focus on innovation were developed in the last half of the 20th century. This
might have been due to the revolutionary introduction of technology within the
entertainment industry in the 1950s. These innovations, such as television, probably
motivated such a focus by leadership thinkers, as it started influencing society in general.

4.2.3.3 Theme 3: Cause and effect

Leadership narratives that were included in this theme were concerned with influences on
behaviour and the results of such influences.

Therefore the following leadership

narratives were divided into the mentioned theme:

1. Attribution theory
2. Systems dynamics

As can be seen in the sociogram network analysis, the need seems to have been created to
understand cause and effect in the 1950s, as the Attribution theory was developed.
System dynamics was introduced during the 1960s.

Although the sample that was

organised into the cause and effect theme was small, the following observations could be
made.

By considering the above, it was found that the cause and effect theme received attention
in the 1950s and 1960s. The world, in these two decades, moved from a generally
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conservative state into a rebellious social revolution. As people broke free from social
constraints and deviated from the norm, it might have influenced leadership thinkers to
ask questions such as "what ij?" By exploring influences on behaviour and the results
thereof, it seems that these leadership narratives have started to question general
assumptions (the norm) - similar to society in general.

4.2.3.4 Theme 4: Knowledge

The following narrative was included in this theme, as it was primarily concerned with
the creation and management ofknowledge and its effect on organisations:

1. SECI model

The SECI narrative was introduced in the 1990s.

By means of examining the sociogram network display, it was found that the birth of the
Knowledge Age most probably motivated the focus on knowledge. Such a focus on
knowledge was probably motivated by the widespread adoption of personal computers
and access to the internet. Suddenly information was available at a touch of a button and
knowledge was no longer the intellectual property of a selected few. This might have
influenced the creation of the SECI narrative as an information overload and the
management of knowledge became a real concern for leaders within organisations.

4.2.3.5 Theme 5: Information and communication

Within this theme, narratives were included that focused on the role of information and/or
communication principles related to organisational leadership.
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As such, this theme consists of the following narratives:

1. Bounded rationality

3. Fourlaws of media

2. Cybernetics

4. Seven lateral relationships

During the 1940s, as can be seen on the sociogram network display, another theme
emerged; it focused on information and communication.

Bounded rationality and

Cybernetics were established during this decade. The information and communication
theme received further attention in the 1960s as the Four laws of media was introduced.
The 1970s contributed to this theme by the addition of the Seven lateral relationships
narrative.

From the discussion above and by considering the sociogram network display, the
majority of work (on information and communication) was done in the 1940s. The major
focus of these leadership narratives might have been influenced by WorId War II, which
ended in 1945. Seeing that information and communication plays a major role in war, it
might have contributed towards the emergence of this theme.

The Four laws of media that was developed in the 1960s seem to have been influenced by
the electronic media, which became popular in the previous decade. According to the
sample, the latest work on information and communication seem to have been done in the
1970s.

This theme might be seen as the predecessor of the knowledge theme and

therefore its contributions might have ended in the 1970s.
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4.2.3.6 Theme 6: Culture

Leadership narratives included in this theme focused either on national cultures and their
effect on leadership and organisations, or on organisational cultures.

Therefore the

leadership narratives from the selected sample that were organised within this theme are:

1. Five dimensions of culture

3. Three levels of culture

2. The gods of management

According to the research, a new focus on organisational culture emerged as Handy
introduced The gods of management in the 1970s. The culture theme further developed
in the 1980s when another narrative, the Five dimensions of culture, was added by
Hofstede. He based his narrative on a study he has done at IBM, where he researched the
influences of national cultural differences. The 1990s introduced Three levels of culture.

By considering the above, it was found that the culture theme received a lot of attention
in the last part of the century. The earliest work on organisational culture within the
specified sample population was done in the 1970s. This might be contributed to the
growth in popularity of travel and the related awareness of other cultures. During this
time the concept of a global village was introduced as international travel for business
purposes became necessary. These three decades were also signified by rights activists
that denounced issues such as racism, which might have sensitised society towards the
existence of different cultures.

In line with these developments, leadership thinkers

focused their attention on the cultures that exist within organisations.
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4.2.3.7 Theme 7: Change

The narratives, included in this theme, focused on the change process andlor the effect of
change on leadership and the organisation. As such, the leadership narratives included in
this theme are:

1. Change management iceberg

4. Force field analysis

2. Change phases

5. Six boxes

3. Dimensions of change

6. Six change approaches

When examining the change theme within the sociogram network display, it was found
that during the 1940s the Force field analysis narrative was introduced. Force field
analysis is a useful technique to consider the forces for and against plans. It helps leaders
to weigh the importance of these factors and decide whether a plan is worth
implementing. It therefore was deemed part of the change theme. As such, Force field
analysis helps leaders to identify improvements that they could make to their change
plans. The Six boxes and Six change approaches were also organised into this theme.
The 1990s were dynamic and motivated narrators to contribute further to the change
theme.

As such, the Change phases and Dimensions of change narratives were

introduced.

By considering the above, it seems that it might have been the changes that were
motivated by innovation, which have brought about the need for leadership thinkers to
focus on change. The majority of leadership narratives from the sample populations that
was organised into the change theme were developed in the three decades starting in the
1970s and ending in the 1990s, similar to the culture theme. This might have been
because change and organisational culture is closely related, as most changes within
organisations have a cultural component.
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The earliest contribution towards this theme was found to be in the 1940s, which might
have been influenced by all the changes on society in general that was brought about by
the two World Wars. This is in line with Vago (1999: 19-26), which mentions that
conflict, such as war is a source of change. He explains that some of the major effects of
war are the development of new technologies as well as in the changes of the composition
of the labour force.

4.2.3.8 Theme 8: Design and structure

These leadership narratives were concerned with the design of organisations and
suggestions for possible effective structures. The following narratives were found to
have a significant (primary) focus on design and structure:

1. Five configurations

5. Six coordination mechanisms

2. Five star narrative

6. Theory

3. Organisational charts

of

mechanistic

and

organic systems

4. Organisational configurations

According to the sociogram network display, the 1960s saw rise to a focus on design and
structure of organisations as the Theory of mechanistic and organic systems was
developed.

During the 1970s, a big focus was found on organisational design and

structure as narratives like the Five star narrative, Five configurations and Six
coordination mechanisms saw the light. During the 1980s some work were added to the
design and structure theme through Mintzberg's Organisational configurations and work
on Organisational charts was introduced in the 2000s.

A majority of the leadership narratives found within the design and structure theme was
developed in the 1970s. This might have been influenced by the economic recession in
the United States as restructuring of organisations was necessary to cope with recession
related lay-offs. Another possible reason for this focus might be the contributions by
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leadership thinkers towards the strategy theme, as the strategy theme emerged during the
1950s and 1960s. This newly discovered focus on the strategic direction of organisations
might have necessitated the reconsideration of the organisation's design and structure to
fit their strategy.

4.2.3.9 Theme 9: Evolution

The leadership narratives included in this category were based on principles resembling
those of evolution or a linear developmental process.

. The following leadership

narratives' principles were based on those similar to evolution and were therefore
organised into this theme:

3. Spiral dynamics

1. Growth phases model
2. Intemationalisation process

It seems that as time went by, organisations started expanding and the evolution theme

emerged. The first contributor, during the 1970s, was the Growth phases narrative, which
was shortly followed by the Intemationalisation process. A contribution was made later
to the evolution theme, by the introduction of Spiral dynamics in the 1990s.

According to the sociogram network display, the evolution theme received its majority of
focus in the 1970s. This might have been related to the focus on design and structure as
discussed above, as such a focus might have sensitised leaders on their organisation's
growth and developmental processes.
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4.2.3.10 Theme 10: Thinking

Narratives included in this theme were concerned with thinking approaches and their
influence on leaders; these approaches have an influence on behaviour and on
organisations - these are:

1. Framing

4. Theory of constraints

2. Group think

5. Whole brain thinking

3. Six thinking hats

According to the present research, Groupthink seems to be the first narrative to address
the thinking process from the selected sample of leadership narratives. Groupthink was
developed in the 1970s, together with the Whole brain narrative. The 1980s delivered
upon the thinking theme and the Framing narrative and Six thinking hats were developed.
During the 1990s, the Theory of constraints was added.

From the discussion above, it was found that the leadership narratives concerned with
thinking, were developed in three decades, ranging from work in the 1970s until the
1990s. This is a similar developmental pattern to most themes, but particularly the
change and the culture themes. These thinking approaches might have been influenced
. by the growing need to change organisational culture and manage change.

These

leadership narrators therefore might have contributed the leadership narratives that
focused on thinking to equip leaders to deal with the rapidly changing organisations.
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4.2.3.11 Theme 11: Networks

Narratives within this theme are focused on networks and the network economy, applying
some of these narratives might lead to an enhanced network. The following narratives
were therefore organised into this theme:

1. Beyond budgeting

3. Twelve principles of the network

2. Business ecosystem

economy

According to the analysis of the data, it was found that during the 1990s a focus on
networks emerged, as the Business ecosystem narrative was the first to introduce this
concept. The focus grew with the introduction of the Twelve principles of the network
economy and the addition of Beyond budgeting in the 2000s.

From examining the above, it seems that this specific focus might be contributed to the
emergence of the network economy. Most work on networks was found in the 1990s and
continued into the 2000s. This theme might be related to the knowledge theme, as both
emerged during the last part of the 20th century. These patterns are congruent to the time
of development of the Knowledge Age or network economy.

As evident from the

reading of Giddens (2001: 375-379) it seems that a specific date of development cannot
be assigned to the Knowledge Age (network economy); although it might be roughly
estimated to be similar to that of these narratives (1990s and 2000s). The Knowledge
Age, also known as the network economy, is concerned with both networks and
knowledge and therefore such a link might be plausible.
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4.2.3.12 Theme 12: Power

The leadership narrative that was included in this theme dealt with the conceptions of
power. This narrative is:

1. Bases of social power

According to the analysis of the data, only one narrative was found in the power theme
and it was developed in the 1950s.

This newfound focus on power might be a late manifestation of such an interest that was
motivated by World War II, which ended in the 1940s.

4.2.3.13 Theme 13: Storytelling

The following narrative was included in this theme as it focused on the application of
storytelling principles to leadership within organisations:

1. EPIC advisers

Storytelling seems to be a new theme, the only narrative associated with this theme from
the sample population, was developed in the 2000s.

As discussed above, the storytelling theme seems to be in its proverbial baby shoes. The
emergence of this theme might be related to the relatively new conceptions of
postmodemism and narrative theory, as these (especially the latter) deals with the view
that reality is socially constructed through narratives or stories.

Although these

conceptions are not entirely new, it was found that the possibility exists that some of the
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leadership narratives have emerged with a lag. This implies that a social change or event
might take place and that some time might lapse before the narratives emerge in reaction
to such a change. It seems that in some instances time might be needed to process the
changes before a counter reaction (leadership narrative, in this case) is produced.

This is aligned with William F Ogburn's (1886 - 1959) Cultural lag theory, which
explains that societies operate as homeostatic mechanisms, where change disturbs the
equilibrium. This results in the other part producing compensating changes, to restore the
equilibrium. When this happens there is a difference between the new equilibrium and
the old one. The difference causes a lag, until the slower culture (usually nonmaterial)
catches up (Vago, 1999: 64).

Another possibility is that the storytelling theme might also be contributed to the natural
longing of humans to return to an uncomplicated state, as technology changes and
automates the world at a rapid pace. Storytelling is a communication method as old as
mankind. Therefore the growing complexity of the world, with all its technological
advancements, might have created the need among leaders to return to basic, natural
human skills for the purposes of managing people within organisations.

4.2.3.14 Core leadership narratives

The leadership narratives that were not organised into the mentioned themes might be
considered the core leadership narratives. These narratives' primary focus was on the
leadership (management) of people and processes, which is in line with the leadership
focus of the present study. As such, no predominant themes other than a primary focus
on leadership itself could be extracted and it could not be sensibly organised into the
abovementioned themes for the purpose of this research.
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These core leadership narratives are:

1. Appreciative inquiry

20. Motivation-hygiene theory

2. Charismatic leadership

21.Perlormanceprism

3. Contractual organisation

22. POSDCORB

4. Core group theory

23. Reengineering

5. Eight attributes of management

24. Result oriented management
25. Results-based leadership

excellence
6. Eleven principles of leadership

26. Scientific leadership

7. Emotional intelligence

27. Servant leadership

8. Expectancy theory

28. Seven habits of highly effective
people

9. Five disciplines
10. Five functions ofleadership

29. Seven signs of ethical collapse

11. Four dimensions of relational

30. Seven surprises for new CEOs
31. Strategic stakeholder

work

management

12. Fourteen principles of leadership
13. Hierarchy of human needs

32. Ten managerial roles

14. Intrinsic stakeholder commitment

33. The Eighth habit

15. Leadership pipeline

34. Theory X

16. Level five leadership

35. TheoryY

17. Management by objectives

36. Theory Z
37. Three tasks of management

(including SMART)
18. McClelland's theory of needs

38. Values-driven leadership

19. Moral purpose

The core leadership narratives, as mentioned above, were further subjected to the
extracting of typologies.

Spencer et aI. (2003: 214) explains typologies may be

developed once the nature of phenomena has been clarified and the data classified
according to a set of themes. Typologies are specific forms of classification that help to
describe and explain the segmentation of the social world or the way that phenomena can
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be characterised or differentiated. The next chapter will primarily focus on the process
followed to extract these typologies and its associated findings.

4.2.3.15 Theme 14: Supporting

The theme extracted from these leadership narratives was originally titled mixed. This
implies that it focuses on a mixed approach or style of leadership. These leadership
narratives encourage leaders to adapt their approach given the situation or on the other
hand explain that different leaders have different styles. Many of these have a grid or
continuum that explain the leadership styles and approaches as something that resembles
a mix between one entity that relate to task and the other that relate to relationships.

Through the theme analysis, the leadership narratives that were discussed in the previous
section were seen as core leadership narratives. As these core leadership narratives were
further analysed, it was found that these narratives had a single or dual focus on task
and/or relationships.

This finding was in line with the primary focus of the current

theme. It was therefore decided to only discuss the supporting theme after explaining the
core leadership narratives, as it might provide a better context.

These leadership narratives did therefore not only influence the selection of the
typologies of the core leadership narratives, but also supported the findings of the present
study - and was therefore renamed supporting theme.

Leadership narratives that were organised into this theme are:

1. Action centred leadership

5. Leadership styles

2. Contingency theory

6. PAEI

3. Leadership continuum

7. Path-goal theory

4. Leadership grid

8. Situational leadership
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4.2.3.16 An explanation of the term leadership

In this section the links and relationships between the leadership narratives (that were

organised according to themes) and the core leadership narratives will be explored. The
discussion will be illustrated by means of a diagram. This section will then be concluded
by a brief description of the researcher's understanding of the term leadership.

As discussed in the sections above, the sample of leadership narratives were qualitatively
examined by means of a theme analysis. Themes were extracted in this process and the
leadership narratives were organised according to them. The leadership narratives that
could not be organised in the selected themes, which primarily focused on leadership
itself were considered as core leadership narratives. These core leadership narratives can
be seen in the centre ofthe diagram below.

Leadership narratives that could be organised according to the extracted themes were
relevant to leadership but had another primary focus. These narratives as represented by
the circles surrounding the core leadership narratives are linked to the core narratives, but
are not seen as core narratives for the purpose of this study. There seems to be an
interrelationship between these themes and the core leadership narratives, which is
represented by the overlap in the diagram.
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Figure 17: The characteristics of leadership

This diagram, in some sense, can be seen as a contribution towards the description of the
characteristics of leadership.

By considering the above themes the researcher found that these played a significant role
in the focus of leaders within organisations.

The researcher therefore suggests that

leadership seems to be characterised by a(n):
1. Concern with the strategic direction of organisations
2. Consideration of the importance and role of innovation
3. Cognisance of the cause of the behaviours of employees and awareness of the
effect of their (the leader's) behaviour on others
4. Rapid sharing of information
5. Solid foundation of dynamic communication practices
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6. View that knowledge is a valuable commodity, as it is the product of the new
economy
7. Sensitivity towards the organisational culture and be able to steer it in the
appropriate direction, taking all employees with
8. Workable knowledge of change management and leaders should not only be
comfortable with change themselves, they need the skills to support and guide
employees through the changes that occur continuously within organisations
9. Understanding of the way that an organisation's structure is influence by its
strategic direction and as such, requires leaders to design or redesign their
organisations according to their strategic goal
10. Cognisance of the evolution of their organisation as each step in the process is
unique with its own challenges
11. Focus on applied thinking
12. Establishment of networks
13. Understanding of the importance ofpower
14. Ability to use storytelling to ensure that people relate to them and support their
direction and goal

The above discussion will be expanded in chapter six, as conclusions were made from
these findings.

This concludes the discussion of the findings of the qualitative analysis of the patterns
and developmental lines of leadership narratives in this chapter. It is important to note
that no findings were included in this section, with regards to the core leadership
narratives. This was done since these core narratives were subjected to further research,
which along with the extraction of typologies will be discussed in detail in the next
chapter.
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4.3 Conclusion

This chapter was devoted to the qualitative analysis of the thematic patterns and lines of
development of leadership narratives.

This was done by firstly explaining how the

qualitative analysis of the data was undertaken.

Theme analysis was discussed, as the method by which themes were extracted from the
data. Following this the themes, narratives and their links were examined through story
network analysis and visualised by means of a sociogram network display.

This chapter was then concluded with a discussion of the findings, which included an
explanation of themes and an exploration of the core leadership narratives (supported by

the supporting theme narratives).

From these discussions an attempt was made to

contribute to the exploration of the characteristics of leadership.

The next chapter will focus on further research of the core leadership narratives.

276

Chapter 5

Qualitative analysis of the core leadership

narratives

5.1 Introduction

In the context of this study, this chapter includes the typology of the core leadership

narratives.

As such, the qualitative analysis of the thematic patterns and lines of

development of leadership narratives, as discussed in the previous chapter, serves as
important backdrop to this chapter.

The first part of this chapter will be therefore be dedicated to a summary of the thematic
patterns and lines of leadership narratives and the qualitative analysis thereof This will
include a discussion of the core leadership narratives. After the context has been set, the
extraction of typologies of the core leadership narratives will be discussed.

The

discussion will then be enhanced by means of a visual representation of these typologies.
The chapter will be concluded with a discussion of the findings.

5.2 Summary of the qualitative analysis of thematic patterns and lines of
leadership narratives

This section will be used to briefly discuss and summarise the research up to this point, as
this (completed) part of the research serves as important backdrop to the rest of the study.
For a more comprehensive discussion, the reader is referred to chapter four.

As discussed, the sample of leadership narratives have been qualitatively analysed with
the purpose to extract the major themes in the present study. These themes were selected
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by means of a literature review and selected as they represented the primary focus of the
narratives.

Theme analysis in this study served the purpose of a proverbial strainer, which resulted in
a more focused approach. As such, theme analysis was used to organise the data into
themes that represented the leadership narratives' primary focus.

The data was then

organised according to these themes, but in some cases if such a theme could not be
extracted, the relevant narrative was seen as a core leadership narrative.

These core

narratives, according to the strainer analogy, were subject to the extraction of typologies
(to be discussed in this chapter). The leadership narratives that were organised according

to the extracted themes were subject to a story network analysis, which were discussed in
detail in chapter four.

The following themes were extracted from the literature study and used to organise the
data:

1. Strategy

8. Design and structure

2. Innovation

9. Evolution

3. Cause and effect

10. Thinking

4. Knowledge

11. Networks

5. Information and communication

12. Power

6. Culture

13. Storytelling

7. Change

14. Supporting

It is important to note that the organising of the leadership narratives into these themes

were partly discussed in chapter three, as it was added to the completed templates (as
found in the typology cell).

As mentioned, theme analysis provided a method whereby the research could be
conducted in a focused manner. Such a focus enabled two major contributions by this
study. Firstly, it made the story network analysis possible; and secondly, it provided a
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method to identify the core leadership narratives that was subjected to further research.
Such further research will be discussed next.

5.3 Extracting and organising of typologies
This section will focus on the typology of the core leadership narratives. These core
narratives will be briefly summarised, whereafter the extraction of typologies will be
discussed.

As discussed in the previous chapter, the narratives that was not organised into themes
were considered to be core leadership narratives, for the purpose of this study. These
core narratives are:

1. Appreciative inquiry

17. Management by objectives

2. Charismatic leadership

(including SMART)

3. Contractual organisation

18. McClelland's theory of needs

4. Core group theory

19. Moral purpose

5. Eight attributes of management

20. Motivation-hygiene theory

excellence

21. Performance prism

6. Eleven principles ofleadership

22. POSDCORB

7. Emotional intelligence

23. Reengineering

8. Expectancy theory

24. Result oriented management

9. Five disciplines

25. Results-based leadership

10. Five functions of leadership

26. Scientific leadership

11. Four dimensions of relational

27. Servant leadership
28. Seven habits of highly effective

work

people

12. Fourteen principles ofleadership
13. Hierarchy of human needs

29. Seven signs of ethical collapse

14. Intrinsic stakeholder commitment

30. Seven surprises for new CEOs

15. Leadership pipeline

31. Strategic stakeholder
management

16. Level five leadership
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32. Ten managerial roles

36. Theory Z

33. The Eighth habit

37. Three tasks of management

34. Theory X

38. Values-driven leadership

35. TheoryY

These leadership narratives were subjected to further research. This was done by means
of extracting typologies and organising the data accordingly. The typological analysis
was conducted next and therefore this section will be devoted to the discussion of this
process.

The typologies used in this part of the research were motivated by the leadership
narratives that were included in the supporting theme, as they emphasised a balanced
focus on task and relationships.

This finding was supported by Kotter's (1990: 25-30) explanation of the differences
between leadership and management, as discussed in chapter one. Kotter (1990: 25-30)
mentions that these differences are related to a balance in the focus of leaders between
task and relationships.

Important aspects, according to him, which are included in

management, is planning, budgeting, organising, staffing, controlling and problem

solving. In contrast to management, leadership includes, establishing direction, aligning
people, motivating and inspiring.

The mentioned supporting theme narratives as well as Kotter's (1990: 3-18) work, can be
visualised as a continuum (or even a grid) where the leaders preferences and skills can be
plotted. These narratives imply, as mentioned, that leaders apply these skills differently
in different situations, willingly or unwillingly and often have a preference towards one
of these polarities. This places individual leaders somewhere between these poles on the
continuum.

According to the leadership narratives that were organised within the

supporting theme, this is not a static position. Leaders can as such, adjust their approach
and style according to the given situation.
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By means of a literature study of the core leadership narratives, typologies were extracted
and recorded. The typologies that were extracted were compared with the argument of
Kotter and the supporting theme narratives, as mentioned above. Major similarities were
found and the typologies were titled accordingly. The core leadership narratives were
therefore organised into the following typologies:

1. Task - these narratives were focused on activities and inputs. With a concern for
processes and procedures.

Many of these narratives were to some extent

interested in measurements, to track progress towards achieving targets.

2. Relationships - these narratives had a people-focused approach and often
concerned with task outputs, rather than inputs. The narratives with relationship
focus could have a specific implication on one or more of the following:

a. The individual - narratives organised in this typology had a concern for the
individual employee, as person. They were often concerned with the person's
wellbeing and development.

b. The team - these narratives provided a focus on team dynamics and team
health.

Employees were viewed as part of a team and some narratives

emphasised the building of team spirit.

c. The social network or structure - the narratives organised within this typology
was often concerned with social responsibility and networking. Some were
concerned with the community of which the organisation was a part. Many of
these narratives take the role that organisations play in society into
consideration.

As mentioned, the core leadership narratives were organised by comparing the focus of
each of these narrative to the typologies, as listed above. The table below was used to
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record these findings. The table also served as summary of the findings and enabled the
interpretation of these findings.
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282

II.:l

../

-==

Relationship

..

.-=

"C

fIJ

Core leadership narrative

El

~

~

=

"C

=

.5

Eo-;

CJ
Q

~

Eo-;

00

Result oriented management

./

./

x

x

Results-based leadership

./

./

./

x

Scientific leadership

./

x

x

x

Servant leadership

x

./

x

./

Seven habits of highly effective people

./

./

./

./

Seven signs of ethical collapse

./

./

./

./

Seven surprises for new CEOs

./

./

./

./

Strategic stakeholder management

./

./

./

./

Ten managerial roles

./

x

./

x

The eighth habit

./

./

./

x

Theory X

./

x

x

x

TheoryY

x

./

x

x

Theory Z

./

./
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x
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./

./

./

./

It is important to note that these typologies were also recorded in chapter three within

each populated template.

In the present study, the typology was used to further qualitatively analyse the thematic

patterns, in order to detect possible lines of development within the sample of leadership
narratives. This was done by means of a diagram that visually represents the organising
of the core leadership narratives into the relevant typologies. In order to populate the
mentioned diagram, the core narratives were plotted according to their focus (or

typology). This revealed some developmental lines and patterns; as a result the diagram
as well as the findings will be discussed in detail in the next section.
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5.4 Findings

These typologies were extracted from the core narratives, but were also supported by
leadership narratives found within the supporting theme.

The core narratives were

plotted according to their typology on a diagram. This section will therefore be dedicated
to the discussion of this diagram and its relevant findings. The diagram has been titled

the leadership pendulum, as the developmental lines and patterns that were found by
qualitatively analysing the diagram, resemble the movement of a pendulum.

5.4.1

The leadership pendulum

This section will discuss the leadership pendulum and the developmental lines and
patterns found represented within the diagram. The organised data seem to suggest that
these leadership narratives have not evolved sequentially, but rather evolved in a

pendulum-like manner.

While plotting the data according to the typologies on the diagram, it was found that the
movement and patterns resembled that of a pendulum. This was achieved by plotting the
core leadership narratives that primarily focused on task-related leadership on the left and
those which had a primary focus on relationships on the right. Core narratives with a
dual focus, both on task and on relationships were plotted in the centre.

The core

leadership narratives were plotted against the above typologies according to their
chronological sequence based on the decade in which they were developed. By doing
this a developmental line was found that resembles the movement of a pendulum.

As such, the focus on task versus the focus on relationships can be seen as the two poles
or opposite ends that the pendulum might reach. It is easier to understand the dynamic
developmental patterns and lines of these core leadership narratives if these findings are
read in conjunction with figure 18, below (this diagram is available from the appendix
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and the reader is encouraged to continuously refer to it, as it plays an important part in
the contribution by this study).

This diagram is a visual display of the leadership

pendulum.
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Figure 18: The leadership pendulum

As can be seen from the above diagram, there seems to have been a definite swing (over

time) from the pendulum, from the one to the other side and back again. This motion
(swing) will be discussed in detail next, seeing that it is part of the findings of the present
research.

From the sample, it was found that the focus during the 1910s was on the task oriented
management end. Writers such as Taylor and Fayol contributed by suggesting Scientific
and Systematic leadership narratives.

285

In the 1920s, Max Weber started writing about Charismatic leadership, which seems to
be at the opposite end. Then in the 1930s the pendulum swung back into a more task
oriented space, where the POSDCORB narrative can be found.

It motioned back into the relationship focused leadership area as the Hierarchy of human

needs and Motivation-hygiene narratives saw the light in the 1950s. In the same decade,
it swung back into task-orientation, as Drucker contributed his work on Management by
objectives and introduced SMART as a measurement guideline.

The pendulum swung back into the relationship sphere as McClelland's Theory of needs
was established. Theory X and Y during the 1960s confirmed the swinging effect of such
a pendulum.

McGregor (1960: 245) mentions that leadership "is severely hampered

today in its attempts to innovate with respect to the human side of enterprise by the
inadequacy of conventional organisational theory".

The Expectancy theory that was introduced in the 1960s brought about an interesting
movement of the pendulum. Instead of swinging to the far edges of task orientation or
relationship focus, it oscillated over the equilibrium position and included both a focus on
task and relationships. However, the interest was more on the individual, than on teams.

The 1970s gave birth to an interesting new concept, still popular today, referred to as
Servant leadership. It made the pendulum swing high into relationship focus and added
another dimension of social relationships and networks, which would in the decades to
come become much more prominent.

The pendulum swung back to a higher task focus, but kept oscillating over the
equilibrium state, as the Ten managerial roles became known. It had a high focus on
task, but did include some areas of focus on teamwork. Still in the 1970s the pendulum
gained momentum and moved back towards the people side, but a high focus still
remained on task as the Eleven principles ofleadership was introduced. It seems as if the
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pendulum was hovering (moving slowly) over a state of equilibrium, where a dual focus
was on task and relationships (including relationships with the individual as well as the
team).

However, this did not last for long, as the Contractual organisation narrative pulled the
pendulum back into the relationship sphere, with low focus on task.

Charismatic

leadership was further explored in the 1970s, which kept the pendulum at the relationship
focus end. The pendulum swung back again into a high task focus with the addition of
the Three tasks of management narrative.

During the 1980s, the pendulum oscillated back into equilibrium as Ouchi introduced
Theory Z. Ouchi (1981) explains that the secret to Japanese success is not technology,
but in the way, they manage people. In the 1980s Japanese productivity was high and
American productivity has fallen, beneath Britain's. This narrative became popular as
Western organisations felt that they could learn much from the Japanese, hoping to
transform business.

Equilibrium did not last for long, when the pendulum moved high into relationship when
Appreciative inquiry was introduced. Subsequently, the Eight Attributes of management
excellence forced it back into equilibrium. The focus was dually on relationships and
task.

It seemed to move back towards the relationship side as Seven habits were

introduced, but the task focus did not disappear.

The 1990s brought about the expansion of Charismatic leadership, which kept the
pendulum high on relationships.

Leaders were appointed for their intelligence, but

Goleman (1996) argued that the view of human intelligence thus far is too narrow. To
close this gap, Goleman (1996) introduced Emotional intelligence.

The pendulum swung back into a task focus and Reengineering was introduced, also in
the 1990s.

Result oriented and Results-based management was established, which

brought it back, closer to equilibrium.
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Soon the pendulum hovered over equilibrium as Strategic stakeholder management and
Turnaround management was introduced.

The pendulum moved from equilibrium state, towards the relationship side, when
Intrinsic stakeholder commitment was introduced. In addition, it moved even higher in
the 2000s, towards the relationship side when Moral purpose was developed. A focus on
a higher calling can also be seen in Values-driven leadership.

During the first decade of the 2000s, it seems that the equilibrium was reached again as
the Performance prism was introduced. The leadership pipeline and Core group narrative
made the pendulum lean towards the relationship side.

An interesting phenomenon was found in the 2000s as some narratives had a more

cynical onslaught, compared to those of the previous century. Some of these are the
Seven surprises for new CEOs and the Seven signs of ethical collapse. A focus on both
task and relationships from a different angle was found. In this decade, the Eighth habit
moves the pendulum towards relationships, but the Four dimensions of relational work
bring it close to equilibrium again.

From the above, it seems that the core leadership narratives have developed in a pattern
that resembles the movement of a pendulum. Such a movement was established by
extracting typologies that represented the focus of the core narratives. The movements
started in the beginning of the 20th century with a high focus on task and moved to a
focus on relationships and back again. By the middle of the 20th century, a new position
was established as some leadership narratives focused dually on task and relationship.
This created an equilibrium position and throughout the last part of the 20th century this
trend was often seen. An interesting finding in the 2000s was that some narratives had a
more cynical onslaught. Up to the end of the time frame as represented by the sample of
leadership narratives, the movement of the pendulum continued between a focus on task
and/or relationships.
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This concludes a brief discussion on the movement of the leadership pendulum. In the
next section the possible driving forces that might be responsible for such a movement
will be explored. These driving forces include findings that were influenced by social
changes. It is important to note that these findings, although subjective, might contribute
towards the sociological focus of this study. These findings might also provide possible
avenues for future research.

5.4.2 Driving/orees o/the leadership pendulum

From the discussion in the previous section, possible driving forces of the leadership
pendulum will be discussed next.

It seems that during time of war (1910s, 1930s and early 1940s), the primary focus of

leadership thinkers was on tasks and activities. The effects of war on the economy might
have influenced such a dedicated focus to in some sense "get the job done". The opposite
seems true in the decades following war (1920s, late 1940s and 1950s), as the focus
shifted to a primary focus on relationships, rather than task. The possibility exists that
this might also be related to economic wellbeing and that in times of abundance the focus
shifts and leadership thinkers seem to be concerned with relationships.

In the 1960s, it seems that leadership thinkers and narrators started to realise that a dual

focus on task and relationship were necessary.

It was probably influenced by the

introduction of Theory X and Y, which were developed simultaneously and had opposite
focuses on task and relationships.

From examining the leadership pendulum, there seem to be generally a higher focus on
task during the first half of the 20th century. This might be related to the Industrial Age
and the establishment of newly found organisations. During this period work was more
dependant on manual labour as production lines were at the order of the day.
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Core leadership narratives that focused on relationships seem to have predominantly
developed in the last half of the 20th century as well as into the 21 st century. This might
be due to the change in working conditions as knowledge work became more popular and
.manual labour was on the decline.
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Figure 19: Driving forces of the leadership pendulum

The leadership pendulum itself, seem to have a strategic function. This implies that an
organisation's strategy determines how far the pendulum will swing between task and
relationships, as can be seen in the diagram above. It is important to take note that the

researcher therefore views strategy (and leadership) as dynamic rather than static
processes.
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In this light, all leadership narratives are viewed as potentially relevant and valid. These

leadership narratives serve a specific (and important) purpose, depending on the
organisation's context and strategy. No matter how high the focus is on relationship,
there will always be a counter focus on task. The position of the leadership pendulum
within the task versus relationships sphere might therefore be determined by the
organisation's external sociological factors. An interactive diagram (similar to figure 20
below) can be found within the appendix envelope in the back of this study.

This

diagram (figure iii - within the appendix) might aid the reader in interpreting the text
below.

The task/relationships sphere (circle) consists of a focus that starts on the left with an
extremely high focus on task and goes the proverbial full circle to end with an extreme
focus on relationships on the right. Task is represented by blue shading and relationships
by red shading in the interactive diagram (figure iii). Within this diagram, the white line
between task and relationship can be seen as a border, to some extent. The leadership
pendulum can therefore not (theoretically) cross the line and should only move along the
continuum between task and relationships.

This movement of the pendulum within a given organisation, as discussed above, might
be motivated by the external or sociological factors. These factors might include the
economy, the environment and politics. What this movement within the sphere implies is
that certain external factors might influence how relationship or task focused an
organisation will be. Such an example is that of the possible influence that war had on
the pendulum - as previously discussed. The diagram below is an example of such an
organisation in that it has a higher focus on task.
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Figure 20: An example of an organisation which is more focused on task

Not only might the strategic or external factors have an influence on organisations, the
internal factors should also be taken into consideration. It seems that the internal factors
might be the organisation's reaction to the external sociological factors. These internal
factors (such as the nature o/the work, the complexity and the availability o/resources)
could have an influence on the angle between the parameters of the leadership pendulum.
A bigger angle (as represented in figure 21 - compared to the angle infigure 22) might
be attributable to an organisation with much resources and a low complexity.
Organisations that have a small angle between the task and relationship boundaries or
lines might be because of elements such as being a small organisation, less resources or
perhaps a high level of complexity.
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Figure 21: An example of an organisation which is more relationship focused (and with a bigger
angle between the parameters)

It should be noted that the developmental lines and patterns as suggested by the

leadership pendulum is a reminder of what organisations could take into account when
doing strategic planning. It therefore does not suggest that a specific task/relationship
focus mix is better than any other. Many forces contribute to the boundaries wherein the
pendulum will move and the pendulum is only an analogy to remind of four important
factors:

1. Strategy, as with leadership thinking, is dynamic and constantly moving, no
definite decision on a specific rigid focus for leadership seem to be successful;
the forces of all the variables will always ensure some movement - even if the
movement is small
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2. There seems to always be a balancing act or juggle between task and
relationships, no matter how high the focus on either one of them; this might be
taken into account when leaders (and people) are appointed as well as when the
organisation does strategic planning

3. If the focus, for what ever reason, was significantly high on anyone of the
boundaries, it will most probably swing back into the opposite direction;
although it seems that the most preferred place, with the least discomfort is in the
equilibrium stage - and the pendulum might in stable times hover over this state

4. Forces that might contribute to the position of the pendulum on the
task/relationships sphere can include:

Technology, ideology, competition,

conflict, politics, the economy and globalisation (Vago, 1999: 10-34). As such,
these sources of social change can have a direct influence on strategic plans and
decisions.

5.5 Conclusion

In this chapter, the findings that were discussed in the previous chapter were briefly

summarised.

Thereafter, the leadership pendulum was revealed and explained.

An

account of these movements was given to illustrate the swing of such a pendulum.

This chapter was then concluded with a discussion of the possibilities of the driving
forces that might be responsible for these movements.

The next chapter will focus on the general conclusion and recommendations of this study.
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Chapter 6

Conclusion and recommendations

6.1 Introduction

This chapter serves as conclusion to the study. This will be achieved by providing a brief
discussion of the research and its findings. Conclusions will then be drawn from these
findings. Thereafter the value and contribution of the research will be discussed, as well
as the shortcomings of the study. The chapter will be concluded with the possibilities for
future research.

6.2 Summary of the research and findings

This section is dedicated to a summary of the research and its findings. This will serve as
backdrop to the following section that will draw conclusions from these findings.

The present research was motivated by the identification of a gap in literature.

By

examining the available literature, it seemed unclear exactly how various major
leadership narratives were linked or related to each other, how they were products of the
social construction process, and how they developed. It was unclear if the development
took a linear (evolutionary) or non-linear pattern. Therefore, as discussed in chapter one,
the research was aimed at answering the following questions:

1. What are the most significant developmental patterns and relationships of the
major organisational leadership narratives that have emerged since the inception
ofthe Industrial Revolution?
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2. What are the commonalities, relationships and thematic patterns amongst these
models?

This study was conducted by means of a qualitative analysis of data, which was gathered
by means of a literature review. In chapter one a thorough explanation of the research
methodology undertaken was done. This included a discussion of the research approach
and research procedures that were followed.

Research was approached within a sociological context, from a postmodern, social
constructivist epistemological point of view. The specific theoretical framework of this
study was narrative theory.

Anderson (1993: 324) argued that humans live and

understand their lives through "socially constructed narrative realities". According to this
perspective, leadership models and theories were viewed as socially constructed
narratives and were discussed in depth in chapter two.

In chapter three, the sample of leadership narratives were discussed. A template was

used to organise the data. It was found that the creation of organisational leadership
narratives originated at the beginning of the 20th century, when Frederick W. Taylor
discovered that work could be managed - and thereby made more productive.

His

thoughts were that productivity was not the responsibility of the worker, but of the leader
(Drucker, 1981: 19). These thoughts most probably lead the way for the other leadership
narratives to follow.

It was found that leadership rules and practices, which determined success in the

industrial economy, were constantly revised and transformed.

This resulted in the

development of various models of leadership. The developmental lines and patterns of
these were qualitatively analysed. These lines and patterns were discussed in chapter
four.
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The thematic patterns and lines of development of leadership narratives was found by
extracting themes from these narratives.

These thematic patterns and lines of

development can be seen in the sociogram network display - available in the appendix.

By means of the theme analysis process a group of core leadership narratives were found.
No predominant themes, other than a primary focus on leadership itself, could be
extracted.

These themes and their links to the core narratives are illustrated in the

diagram below.

Figure 22: The relationship between the themes and the core leadership narratives

Some conclusions were drawn from the diagram above and therefore the findings will be
further discussed. This discussion will serve as background to the conclusions that will
be made.
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Although the distinction between the tenn leadership and management are vague in most
models and theories, Covey (2004:5) attempted to explain it by stating that people in
leadership positions should manage things and must lead people. Kotter (1990:25-30)
adds to this by affirming that management includes planning, budgeting, organising,
staffing, controlling and problem solving; furthermore leadership includes, establishing
direction, aligning people, motivating and inspiring. These distinctions were found to be
valuable in the present study when the typology of the core leadership narratives were
discussed in chapter five.

The extraction of typologies of the core leadership narratives were found to reveal a
developmental pattern of such narratives. It seems as if these core narratives developed
in a pattern that resemble the movement of a pendulum and as such was titled the
leadership pendulum. A diagram that represents such a pendulum can be found in the
appendix.

The next section will be devoted to a discussion of the major findings and the conclusions
that were drawn from them.

6.3 Major findings and conclusions

This section will serve as backdrop to which the conclusions, which were drawn from
these findings, will be discussed.

Probably the first significant finding was that many of the sample of leadership narratives
had a primary focus which were leadership itself. The relationship between the extracted
themes and the core leadership narratives are represented by the above diagram (see
Figure 22, p. 296).
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This finding motivated the researcher to attempt to identify leadership characteristics - as
these themes in some sense represented the characteristics of leaders. This conclusion
was made as a possible contribution towards this popular subject.

By considering the above diagram, the researcher suggests that leadership seems to be
characterised by a(n):
1. Concern with the strategic direction of organisations
2. Consideration of the importance and role of innovation
3. Cognisance of the cause of the behaviours of employees and awareness of the
effect of their (the leader's) behaviour on others
4. Rapid sharing of information
5. Solid foundation of dynamic communication practices
6. View that knowledge is a valuable commodity, as it is the product of the new
economy
7. Sensitivity towards the organisational culture and be able to steer it in the
appropriate direction, taking all employees with
8. Workable knowledge of change management and leaders should not only be
comfortable with change themselves, they need the skills to support and guide
employees through the changes that occur continuously within organisations
9. Understanding of the way that an organisation's structure is influence by its
strategic direction and as such, requires leaders to design or redesign their
organisations according to their strategic goal
10. Cognisance of the evolution of their organisation as each step in the process is
unique with its own challenges
11. Focus on applied thinking
12. Establishment of networks
13. Understanding of the importance of power
14. Ability to use storytelling to ensure that people relate to them and support their
direction and goal
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Therefore, it is suggested, that strategy (for example) is not leadership and leadership is
not strategy. But these concepts, as mentioned above, are so interrelated that they cannot
be totally separated. This is illustrated in the next diagram.

Figure 23: Leadership without all of its characteristics

As can be seen in the above diagram, leadership will be incomplete without
characteristics such as strategy, change, culture and storytelling - amongst others.
Therefore, leaders need to take a holistic view of their roles within organisations.

The finding of the core leadership narratives, as mentioned above, also motivated further
research of these narratives. This was done by means of extracting typologies. These
core leadership narratives seem to be focused on either task and/or relationships. This
finding was supported by the narratives organised into the supporting theme. From the
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above discussion of the themes that were extracted from the initial sample of leadership
narratives, it seem that these themes (or in this case leadership characteristics) are
influenced by the core focus. That implies that if the leader's core (primary) focus is on
relationships - all of these characteristics will have a relationship focus. As example,
concepts such as strategy, thinking and change will all be focused on relationship; as
such, the contrary is also true. If the leader's primary focus is on task, it will influence
strategy, thinking and change (just to name afew) to be more task focused.

From the discussion above (and as explored in chapter five) the focus of the core
leadership narratives that were found to be either on task and/or relationship resembled
the movement of a pendulum. A diagram representing the developmental patterns and
lines of the core leadership narratives can be found in the appendix.

The following diagram represents how this finding might have an influence on
organisations.

As was discussed in the previous chapter, the choice by leaders and

organisations to be task and/or relationship focused might be influenced by external

(sociological) and internal factors.
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Figure 24: The application of the leadership pendulum analogy within organisations

Another conclusion that might be made is that any organisation might have a continuous
balance between a focus on task and on relationships. Such a focus might be influenced
by social changes and therefore leaders might consider a holistic view of their role within
the organisation, but also the organisation's role in society.

As discussed in the previous chapter, many factors might playa role in determining the
angle between the parameters.

A bigger angle between the two parameters (or

boundaries) might be attributable to an organisation with much resources and a low
complexity; as these organisations are usually production oriented and often dependant
on manual labour - which might require a task specific focus. Such a low complexity
implies that work might be straightforward as roles and responsibilities are easy to
define; and little overlap exists between jobs. Organisations that have a small angle

302

between the task and relationship poles (parameters) might be due to elements such as
being a small organisation, less resources or perhaps a high level of complexity. These
organisations might be complex due to a focus on knowledge work - where roles and
responsibilities are difficult to define. These types of organisations seldom have many
resources and people are often the proverbial jack ofall trades. This keeps the movement
ofthe focus on task and relationships small, as no extreme focus on either is conducive to
productivity in these types of organisations. The contrast might be explained by the
following example. It is easy to measure how many products are manufactured per hour
by a production line. Such work therefore might require a high focus on task to meet the
necessary targets. But knowledge work seems to be more difficult to measure, at best
only the outputs after many hours might be evident of the productivity of workers. This
might be contributed to many hours of research and planning, which might be mistaken
for low productivity if the angle between task and relationship is too large.

The researcher also suggests that by seeing leadership models and thinking as narratives,
the narrative method of the client knows best can be applied (Barry: 1997: 30). For the
purpose of this study, it can then read, the organisation knows best, as organisations are
free to apply the leadership narratives that are most suitable to their unique circumstances
given their internal and external factors.

Barry (1997: 31) therefore argues that this

concept, borrowed from narrative therapy teaches us how to link scholarly work with
practice.

This concludes the discussion of the major findings and the relevant conclusions. The
next section will be devoted to the explanation of the significance of the present study.

6.4 Value and contribution of the study

The value and contribution of this study will be explored in this section. This will be
achieved by considering its scientific significance and its sociological implications.

303

Considering the lack of existing research on the developmental patterns and lines of
leadership narratives, it is possible that the present study has gone some way towards
addressing this gap in the existing knowledge regarding the subject, thereby shedding
some light on a previously poorly explored area of research. As was evident from the
literature review, most related research tends to focus on the content and meaning of
leadership narratives. Very little research has been dedicated towards studying lines,
patterns and links regarding their development. In exploring and describing these, the
study might have contributed towards supplementing the limited existing knowledge and
understanding in this regard.

Based on the findings of this study, the following implications and suggestions are put
forward:

1. Providing a literature based overview of the major leadership narratives and
presenting them in a comparable format, can be seen as a valuable contribution of
this study.

2. The qualitative analysis of these leadership narratives in terms of their
commonalities, relationships and thematic patterns, displayed in the format of a
visual sociogram network diagram, can be considered as major contribution of the
study.

3. Considering the possible influence of social factors on the developmental patterns
and lines of leadership thinking could prove valuable. This consideration might
assist leaders in understanding these influences on organisations, leadership and
strategies. If leaders are aware of this they might take these factors into account
before conducting long-term strategic planning. Therefore, the examination of
such possible influences of these factors might in a sense serve a predictive
purpose. These influences might motivate the type of leadership needed within an
organisation and therefore might need to be taken into consideration.
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4. Another contribution by this study is the exploration and identification of various
thematic components of leadership, which has been set out in the format of a
visual model of leadership, and might go some way towards countering the lack
of clarity related to a commonly accepted definition of leadership identified in the
literature study.

5. These developmental patterns and lines might have predictive value. This can
assist leaders within organisations with strategic planning. Such planning would
not only take social factors into consideration, but would also look to the past to
see what influence such circumstances might have on leadership and
organisations, in the future. An example of such an influence is the phenomenon
that leadership narratives seem to have a higher focus on task in the decades that
had severe economic pressures. As such, the leadership narratives during the
prosperous decades seem to have a high focus on relationships. Therefore it
seems that there might be a correlation between the economic circumstances and
the focus on task opposed to relationships.

6.5 Shortcomings of this study

In a study such as this, certain imperfections in design, methodology and qualitative
analysis procedures invariably occur. As these imperfections could serve to affect the
validity of the findings made in the study, a critical examination of these elements are
necessary in order that their influence may be accounted for and that future studies might
benefit from taking cognisance of these factors. Therefore, this section is dedicated to
such a discussion.

As much of the research relied on the use of story network analyses (sociogram network
displays) and/or diagrams, the most important shortcoming of this study was the use of

such diagrams. Boje (2001: 72) explains that the graphic images of social networks are
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"elegant and intricate", but warn that there are limitations. He warns that it might lose
specificity and dynamics of the storytelling system.

Seeing that this study is reliant on many such diagrams, care was taken to add dimensions
and layers to, in some sense, illustrate the dynamics of such a narrative or storytelling
system. These diagrams also assisted the researcher to present data in their context 
explaining how it fits into a whole. Such explanations are in line with the sociological
view of the study, as Giddens (2001: 2) explains that sociology is concerned with a broad
view. The diagram aided the reader to follow the research and thematic patterns and lines
of development of leadership narratives, as this might have been difficult to follow from
only reading the text.

Another potential shortcoming pertains to the methodological component of the study. In
grouping leadership models according to their dominant thematic patterns, a degree of
subjectivity on the part of the researcher is inevitable, as most theories contain more than
one theme, necessitating a choice between different options. However, it is also the case
that such potentials for subjectivity are addressed within the context of postmodern,
qualitative research by an insistence that the researcher provides a transparent account of
her entire research process which can be studied by other researchers, thereby enhancing
the overall validity of the research process. Such a transparent account of the research
process has been provided.

This concludes the discussion of the shortcomings of the present study.

The

recommendations for future research will be discussed next.

6.6 Recommendations for future research

Based upon the conclusions and the perceived limitations of the present study, the
following recommendations for future research are put forward for consideration.
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Some of the findings made in the present study are suggestive of possibilities which
could be researched more comprehensively in future studies. Firstly, it was found that
the classification of the main leadership narratives could be expanded by further research.
The sample population could be increased, as well as a more detailed analysis could be
done to place these narratives on a more precise point on the leadership pendulum's line
of movement.

Another possible avenue for future research is that a more comprehensive picture of
developmental patterns could be further explored. This might justify the classification
and breakdown of other themes, as only the core leadership narratives were further
researched.

It should be of interest to observe if the other themes do have similar

developmental lines.

Lastly, as discussed in chapter four, thematic patterns and lines of development were
found to be possibly related to social changes. These findings were merely speculative,
but might provide possible avenues for future research.

The possibilities for future research were explored in this section, as these became
evident from the conducted research. The next sections will be devoted to the conclusion
of the research.

6.7 Conclusion

Based on a gap identified in existing literature, the aim of the study was to qualitatively
examine the thematic patterns and lines of development of the most significant leadership
models. The research was conducted from within a postmodern, social constructivist
epistemological point of view and was more specifically guided by the narrative
theoretical framework. The sample of leadership models were therefore considered as
leadership narratives.
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These leadership narratives were subjected to a qualitative analysis aimed at identifying
relevant themes and patterns of development, which were subsequently mapped into a
story network analysis, and visually represented in the form of a sociogram network
display.

The major findings of this study was summarised in the following graph and will be
briefly discussed next.

Figure 25: Conclusion of this study

From the sample of leadership narratives the core leadership narratives were identified,
but these could not be totally separated from the other themes as these themes were seen
to have a strong relationship to the phenomenon of leadership, and might represent
specific characteristics of leadership.
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The core leadership narratives were further analysed and organised into typologies. This
assisted in the qualitative analysis of the developmental lines and patterns of these
narratives.

It was found that these lines and patterns might have resembled the

movement of a pendulum. This pendulum was found to have a possible predictive value
for organisations as the movement of such a pendulum might be influenced by internal
and external factors.

The leadership pendulum might also influence the surrounding

themes, as these themes might adapt their focus according to the focus of the core
leadership narratives.

The discussion above indicates that the research pUIpose of this study was achieved, as a
qualitative analysis of the thematic patterns was successfully conducted, revealing the
lines of development of the most significant leadership narratives.

6.8 Personal afterword

I became interested in how leadership patterns and lines develop, when I started noticing
that many leadership ideas and the implementation thereof seem to be cyclic. After many
discussions (and philosophising) with my husband and many of my friends, I decided to
pursue this study. In the beginning my supervisor and I were interested in the change in
leadership thinking from the Industrial Age up to the current Knowledge Age, as I
discovered relevant work on this subject.

However, it soon developed into a more

focused approach and a definite problem statement.

The approach (as well as the interest in the subject) can largely be contributed to the
wonderful thoughts on leadership that can be found in the Bible. The parables that Jesus
used to teach people always fascinated me. These parables were metaphors, stories and
narratives in their own right. It is evident that many of the leadership principles that were
established over the last century can be traced back to those taught in the Bible.
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Another contributing factor to my interest in the study of leadership was the exposure
from a very young age, which my dad provided. He introduced me to the work of many
leadership thinkers. I think my fondest memory was my first introduction to the work of
the late Leo Buscaglia. When my dad showed me the video, I just could not tear myself
away from his beautiful thoughts and stories.

His work made me realise that our

interactions within a bigger system really mattered, perhaps from there my fascination
with sociology.

This research was more of an adventure than a mere journey. Sometimes the size of it
intimidated me and as I slowly progressed by eating the proverbial elephant piece by
piece, the research got a life of its own (as my supervisor rightly remarked). I read and
browsed through hundreds of books and often stood in awe of the huge number available
on the topic. This research can by no means do justice to the work done by these
leadership thinkers.

As any journey or adventure ends, this one did as well. As I look back, it leaves me with
fond memories of the discoveries I have made. It also taught me the value of people's
support on your journey. It reminded me that we live in a world where everything is
interconnected and that nothing is achieved without an effort. If I had to do it all over
again. .. I definitely will!

310

Bibliography
12MANAGE.

2008.

Beyond

budgeting.

http://www.12manage.com/methods fraser beyond budgeting.html Date of access: 13
February 2008.

12MANAGE.

2008.

PEST

analysis.

http://www.12manage.com/methods PEST analysis.html Date of access: 25 September
2008.

12MANAGE.

2008.

Spiral

dynamics.

http://www.12manage.com/methods graves spiral dynamics.html Date of access: 29
May 2008.

12MANAGE.

Value

2008.

http://www.12manage.com/methods valuedisciplines.html

disciplines.

Date of access:

30 April

2008.

12MANAGE.

2008.

Whole

brain

model.

http://www.12manage.com/methods hemnann whole brain.html Date of access:

26

September 2008.

12MANGE.

2008.

Result

oriented

management.

http://www.12manage.com/methods result oriented management.html Date of access:
13 February 2008.

ABERNATHY, W.J. & CLARK, K.B. 1985. Mapping the winds of creative destruction.
Technology Review.

311

ACCEL

TEAM.

2008.

Force

field

analysis.

http://accel

team.com/technigues/force field analysis.html Date of access: 25 September 2008.

ADAIR, J.

2008.

Action centred leadership.

http://www.johnadair.co.uk Date of

access: 30 April 2008.

ANDERSON, H. 1993. On a roller coaster: A collaborative language systems approach
to therapy.

(In Friedman, S. ed.

The new language of change:

Constructive

collaboration in psychotherapy. New York: Guilford. p. 323-344.)

ANDREWS, K.R., CHRISTENSEN, c.R., GUTH, W.D. & LEARNED, E.P.

1969.

Business policy, text and cases. United States: McGraw Hill.

ANSOFF, I. 1957. Strategies for diversification. Harvard Business Review, 35(5): 113
124, Sep-Oct.

ANSOFF, I. 1981. Corporate Strategy. Great Britain: Penguin Books Ltd. 205 p.

BANHEGYI, S. 2003. The epic advisers African leadership model. SDR, 2(2): 60-61.

BARRETT, R.

2006.

Building a vision-guided, values-driven organisation.

http://www.power-projects.com Date of access: 30 April 2008.

BARRY, D. 1997. Telling changes: From narrative family therapy to organisational
change and development. Journal oforganisational change management, 10(1): 30-46.

BASS, F. 1964. A new product growth model for consumer durables. Management
Scienc~

15(5): 215-27.

BEER, S. 2003. Diagnosing the system for organisations. Great Britain: John Wiley &
Sons, Ltd. 152 p.

312

BERG, B.L.

2007.

Qualitative research methods for social sciences.

6th edition.

Boston: Allyn & Bacon. 384 p.

BERGER, H.S. & LUCKMANN, T. 1967. The social construction of reality: A treatise
in the sociology of knowledge. New York: Anchor. 249 p.

BERMAN, S., WICKS, A., KOTHA, S. & JONES, T.M.

1999.

Does stakeholder

orientation matter? An empirical examination of the relationships between stakeholder
management models and firm financial performance. Academy ofManagement Journal,
42(5): 488-506, October.

BIRCHALL, D.W. 1995. The changing nature of managerial work: Overview. (In
Crainer, S. ed.

The Financial Times handbook of management.

London:

Pitman

Publishing. p.65-84.)

BLAKE, R.R. & MOUTON, J.S.

1964. The managerial grid: Key orientations for

achieving production through people. Texas: Gulf Publishing Company. 340 p.

BLUMBERG, S.K. 1981. Seven decades of public administration: A tribute to Luther
Gulick. Public Administration Review, 41(2): 245-48, Mar - Apr.

BOJE, D.M. 2001. Narrative methods for organisational and communication research.
London: Sage Publications Ltd. 152 p.

BOYCE, M.E. 1996. Organisational story and storytelling: A critical review. Journal
oforganisational change management, 9(5): 5-26.

BRUNER, J. 1987. Life as narrative. Social research, 54(1): 15.

313

BURNS, T. & STALKER, G.M.

1994.

The Management of Innovation.

Oxford

University Press. 312 p.

BUTLER, T. & WALDROOP, J.

2004. Understanding "people" people. Harvard

Business Review, Jun.

CHANDLER, A.D.

1969.

Strategy and structure: Chapters in the history of the

industrial enterprise. United States: The MIT Press. 480 p.

CHARAN, R., DROTTER, S. & NOEL, J. 2001. The leadership pipeline: How to build
the leadership-powered company. California: Jossey-Bass Inc. 248 p.

COLLINS, J. 2001. Good to great: Why some companies make the leap ... and others
don't. New York: HarperCollins Publishers Inc. 300 p.

CONGER, J.A. & KANUNGO, R.N. 1998. Charismatic leadership in organisations.
California: Sage Publications. 296 p,

COVEY, S.R. 1999. The seven habits of highly effective people: Powerfu11essons in
personal change. London: Pocket Books. 358 p.

COVEY, S.R. 2004. The 8th habit: From effectiveness to greatness. New York: Free
Press. 409 p.

CRAINER, S.. 1995. Thinkers: Henri Fayol. (In Crainer, S. ed. The Financial Times
handbook of management. London: Pitman Publishing. p.85-86.)

CRAINER, S.. 1995. Thinkers: Henry Mintzberg. (In Crainer, S. ed. The Financial
Times handbook ofmanagement. London: Pitman Publishing. p.513-518.)

314

CRAINER, S.. 1995. Thinkers: Michael Porter. (In Crainer, S. ed. The Financial
Times handbook of management. London: Pitman Publishing. p.868-870.)

CRAINER, S.. 1995. Thinkers: Tom Peters. (In Crainer, S. ed. The Financial Times
handbook of management. London: Pitman Publishing. p.34-38.)

CZARNIAWSKl, B. 1998. A narrative approach to organisation studies. California:
Sage Publication, Inc. 96 p.

DAUM, J.

2002.

Beyond budgeting:

A model for performance management and

controlling in the 21 st century? Controlling & Finance, 2002.

DAVENPORT, T.H. 2001. Knowledge work and the future of management. (In Bennis,
W., Spreitzer, G.M. & Cummings, T. G. ed. The future of leadership: Today's top
leadership thinkers speak to tomorrow's leaders. San Francisco: Jossey-Bass. p.41-58.)

DE BONO, E. 2000. Six Thinking Hats®. London: Penguin Books Ltd. 177p.

DE

T.

GREYTERE,

2008.

SECI

model.

http://www.12manage.com/methods nonaka seci.html Date of access: 26 September
2008.

DRUCKER, P.

1969.

Management's new role.

Harvard Business Review special

collection: 49 - 54, Nov - Dec.

DRUCKER, P. 1977. An introductory view of management. Harper's College Press.
588 p.

DRUCKER, P. F. 1981. Managing in turbulent times. London: Pan Books. 238 p.

315

DRUCKER, P. F. 2001. The essential Drucker: in one volume the best of sixty years of
Peter Drucker's essential writings on management. New York: HarperCollins Publishers
Inc. 258 p.

DRUCKER, P.F. 1993. Practice of Management. Collins. 416 p.

DU TOIT, A. 2003. Knowledge: A sense making process shared through narrative.

Journal ofknowledge management, 7(3): 27-37.

DU TOIT, C. 1988. Aspekte van die postmodemistiese idioom in die teologie. (Paper
read at the fifth bi-annual SAVAL main conference held in Umhlanga, Durban between
7-9 April 1988. Durban. 15p. Unpublished.)

ERNEST, P.

1999. Social Constructivism as a Philosophy of Mathematics: Radical

Constructivism Rehabilitated?

http://www.ex.ac.uk/-PEmest/soccon.htm

Date of

access: 29 February 2008.

FIEDLER, F.E. & CHEMERS, M.M. 1984. Improving leadership effectiveness: The
leader match concept, Second edition. New York: John Wiley & Sons, Inc. 269 p.

FORRESTER, J.W. 1985. Industrial dynamics. Students' Edition. Massachusetts: The
M.LT, Press. 464 p.

FREEDMAN, J. & COMBS, G. 1994. Narrative therapy: the social construction
of preferred realities. New York: Norton. 305 p.
FRENCH, J.R.P., & RAVEN, B. 1959. The bases of social power. (In Cartwright, D.,

ed. Studies in social power. Michigan: University of Michigan Press.)

GALBRAITH, J.R.

1974.

Organisation design: An information processing view.

Interfaces,4 (3), 28-36, May.

316

GALBRAITH, J.R. 2002. Designing organisations, an executive briefing on strategy,
structure and process: New and revised. California: Jossey-Bass, John Wiley & Sons,
Inc. 197p.

GEPHART, R.P., Jr. 1988. Ethnostatistics: Qualitative foundations for quantitative
research. California: Sage. 72 p.

GERGEN, K. 1998. Narrative, moral identity and historical consciousness: A social
constructionist account.

http://www.swarthmore.edu/SocSci/kgergen1/web/page.phtml

Date of access: 18 October 2008.

GERGEN, K. 1997. Toward a postmodem psychology. (In Kvale, S. ed. Psychology
and postmodernism. London: Sage Publications. p. 17-30.)

GERGEN, K.J.

1985. The social constructionist movement in modem psychology.

American Psychologist, 40: 266-275.

GERGEN, K.J. 1991. The saturated self: Dilemmas of identity in contemporary life.
New York: Basic Books. 320 p.

GERGEN, K.J.

1994. Realities and relationships: Soundings in social construction.

Massachusetts: Harvard University Press.

GIDDENS, A. 2001. Sociology: 4th edition. Cambridge: Polity Press. 750 p.

GILES, L. 1910. Sun Tzu on the art of war: The oldest military treatise in the world.
Translated from the Chinese by Lionel Giles. http://www.chinapage.com/sunzi-e.html
Date of access: 25 September 2008.

317

GIOIA, D., THOMAS, J., CLARK, S. & CHITTIPEDDI, K. 1994. Symbolism and
strategic change in academia:

The dynamics of sensemaking and influence.

Organisation Science, 5(3), p.363-83.

GODIN", S. 2002. Survival is not enough: Zooming, evolution and the future of your
company. New York: The Free Press. 265 p.

GOLDRATT, E.M. 1990. What is this thing called the theory of constraints and how
should it be implemented? Massachusetts: North River Press. 162 p.

GOLEMAN, D. 1996. Emotional intelligence: Why it can matter more than IQ. Great
London: Bloomsbury Publishing. 352 p.

GOLEMAN, D., BOYATZIS, R. & McKEE, A. 2002. Primal leadership: Realising the
power of emotional intelligence. Massachusetts: Harvard Business School Press. 306 p.

GOVIN"DARAJAN, V & TRIMBLE, C. 2005. Building breakthrough businesses within
established organisations. Harvard Business Review, May 2005.

GREENLEAF, R.K.

1991.

The servant as leader.

Revised edition.

Indianapolis:

Robert K. Greenleaf Center. 38 p.

GREENLEAF, R.K.

1998. The power of servant leadership.

California: Berrett

Koehler Publishers, Inc. 313 p.

GREINER, L. 1972. Evolution and revolution as organisations grow. Harvard Business
Review, Jul-Aug

HAMBIDGE, J. 1995. Post-modemisme. Pretoria: J.P. van der Walt. 86 p.

318

HAMEL, G. & PRAHALAD, C.K. 1994. Competing for the future. Massachusetts:
Harvard Business School Press. 357 p.

HAMMER, M. & CHAMPY, J. 1994. Reengineering the corporation: A manifesto for
business revolution. London: Nicholas Brealey Publishing. 223 p.

HANDY, C. 1995. Gods of management: The changing work of organisations. Great
Britain: Arrow Books Ltd. 268p.

HANDY, C.B. 1976. Understanding organisations. Penguin Books. 447 p.

HEIDER, F. 1958. The psychology of interpersonal relations. New York: John Wiley &
Sons. 322 p.

HERRMANN, N. 1996. The whole brain business book: Unlocking the power of whole
brain thinking in organisations and individuals. New York: McGraw-Hill. 334 p.

HERSEY, P. & BLANCHARD, K. 1988. Management of organisational behaviour 
utilising human resources: Fifth edition. New Jersey: Prentice-Hall, Inc. 474 p.

HERZBERG, F., MAUSNER, B. & SNYDERMAN, B.B. 1959. The motivation to
work. New York: John Wiley & Sons, Inc. 157 p.

HOFFMAN, L. 1990. Constructing realities: An art oflenses. Family process, 29(1):
1-2, Mar.

HOFSTEDE, G. 1991. Cultures and organisations: Software of the mind. Intercultural
cooperation and its importance for survival. London: McGraw-Hill Book Company.
279p.

319

HOUSE, R. J. 1971. A path-goal theory of leader effectiveness. Administrative Science
Leadership Review, 16: 321-339.

HOUSE, R.J. 1977. A 1976 theory of charismatic leadership. (In J.G. Hunt and L.L.
Larson eds. Leadership: The cutting edge. lllinois: lllinois University Press. p. 189
207.)

JANIS, I.L. 1972. Victims of Groupthink: A psychological study of foreign-policy
decisions and fiascos. Boston: Houghton Mifflin Company. 276 p.

JENNINGS, M.M.

2006.

The seven signs of ethical collapse: How to spot moral

meltdowns in companies... Before it's too late. St Martin's Press. 334 p.

JOHANSON, J & VAHLNE, J.E. 1977. Internationalization process of firm - model of
knowledge development and increasing foreign market commitments.

Journal of

International Business Studies, 8(1): 23-32.

KELLY, K.

1999. New rules for the new economy:

Ten radical strategies for a

connected world. New York: Penguin Books. 179p.

KLEINER, A. 2003. Who really matters: The Core group theory of power, privilege and
success. First edition. CurrencylDoubleday. 288 p.

KLEINER, A.

2005.

Let's rewrite the constitution to deal with organisations.

http://changethis.com/15.RewriteTheConstitution Date of access: 30 August 2007.

KOSTERA, M.

2005.

When spaces meet:

Images of spirituality and organising.

Tamarajournal ofcritical postmodern organisation science, 3(3): 56-66.

KOTTER, J. 1999. What leaders really do. Boston: Harvard Business School Press.
184 p.

320

KOTTER, J. P. 1990. A force for change: How leadership differs from management.
New York: Free Press. 180 p.

KOTTER, J.P. & SCHLESINGER, L.A.

1979.

Choosing strategies for change.

Harvard Business Review, 57: 106-114.

KRUGER, W. 2004. Implementation: the core task of change management. (In De Wit,
B. and Meyer, R. eds. Strategy: Process, content, context - an international perspective.

Third edition. London: Thomson Learning.)

KUKLA, A. 2000. Social Constructivism and the Philosophy of Science. New York:
Routledge. 170 p.

LENAHAN, T. 1999. Turnaround management. Oxford: Butterworth-Heinemann. 183

p.
LEWIN, K. 1943. Defining the field at a given time. Psychological Review, 50: 292
310.

LEWIS, J. & RITCHIE, J. 2003. Generalising from qualitative research. (In Ritchie, J. &
Lewis, J., eds. Qualitative research practice: A guide for social science students and
researchers. London: Sage Publications. p. 263-286.)

LYOTARD, J.P. 1984. The postmodem condition: A report on knowledge. Translated
from the French by Geoff Bennington and Brian Massumi. Minneapolis: University of
Minnesota Press. 110 p.

MARSHALL, C. & ROSSMAN, G.B. 1995. Designing qualitative research. London:
Sage. 178 p.

321

MASLOW, A.H. 1954. Personality and motivation. New York: Harper & Row. 411 p.

McCLELLAND, D. C. 1961. The achieving society. Princeton: Van Nostrand. 512 p.

McGREGOR, D. 1960. The human side of enterprise. International student edition.
Tokyo: McGraw Hill Book Company, Inc. 246 p.

McLUHAN, M. & LAPHAM, L.H. 1994. Understanding media: The extensions of man.
United States: The MIT Press. 392 p.

McMAHON, M. 1997. Social constructivism and the World Wide Web - A paradigm
for learning. (Paper presented at the ASCILITE conference. Perth, Australia.)

MILES, E.M. & SNOW, C.C. 1978. Organisational strategy, structure and process.
New York: McGraw-Hill Book Company. 274 p.

MINISTRY OF ECONOMIC DEVELOPMENT.
economy?

1999.

What is the knowledge

http://www.med.govt.nz/templates/MultipageDocumentPage

17263.aspx

Date of access: 18 January 2008.

MINTZBERG, H. 1973. The nature of managerial work. New York: Harper & Row,
Publishers, Inc. 298 p.

MINTZBERG, H. 1979. The structuring of organisations. Prentice Hall. 512 p.

MINTZBERG, H. AHLSTRAND, B. & LAMPEL, J. 1998. Strategy safari: A guided
tour through the wilds of strategic management. New York: The Free Press. 406 p.

MITCHELL, M & EGUDO, M. 2003. A Review of Narrative Methodology. Australia:
DSTO Systems Sciences Laboratory. 47 p.

322

MONK, G., WINSLADE, J., CROCKET, K. & EPSTON, D. 1996. Narrative therapy in
practice: The archaeology of hope. San Francisco: Jossey-Bass Publishers.

MOORE, J.F. 1996. The death of competition: Leadership and strategy in the age of
business ecosystems. New York: HarperBusiness. 297 p.

MOORE, T.M. 1982. The unmasking of modem science. Clearing house of the
international conferences ofChristian higher education, 27: 69-92

MOURKOGIANNIS, N. 2005 The realist's guide to moral purpose. Strategy+Business,
41:1-12, Nov.

NEELY, A., ADAMS, C. & KENNERLEY, M.
scorecard for measuring

2002.

Performance prism: The

and managing stakeholder relationships.

Financial

TimeslPrentice Hall. 208 p.

NELL, W.H. 2005. A postmodem, sociological exploration of current dream-related
discourses and practices. Vanderbijlpark: NWU. (Dissertation - PhD.) 389 p.

NEUMAN, W. L.

1997.

Social Research Methods:

Qualitative and Quantitative

Approaches. Wisconsin: Allyn & Bacon. 560 p.

NONAKA, I., TOYAMA, R. & KONNO, N. 2001. SECI, Ba and leadership: A unified
model of dynamic knowledge creation. (In Nonaka, I. & Teece, D., eds. Managing
industrial knowledge: Creation, transfer and utilisation. London: SAGE Publications
Ltd. p. 13-43.)

OCHBERG, R.L. 1994. Life stories and storied lives. (In Lieblich, A & Josselson, R.,
eds. Exploring identity and gender. The narrative study of lives. Vol. 2. Thousand

Oaks: Sage Publications. p. 113-144.)

323

OREGON STATE UNIVERSITY.

2007.

Definitions of anthropological terms.

http://oregonstate.edu/instruct/anth370/g10ss.html Date of access: 17 January 2008.

OUCHI, W. 1981. Theory Z: How American business can meet the Japanese challenge.
California: Addison-Wesley Publishing Company. 283p.

PEARSON, N.M.

1945. Fayolism as the necessary complement of Taylorism. The

American Political Science Review, 39(1): 68-80, Feb.

PELEG,

M.

2008.

POSDBORB

(Gulick).

http://www.12manage.com/methods gulick posdcorb.html Date of access: 13 February
2008.

PETERS, T. 1997. The circle of innovation: You can't shrink your way to greatness.
London: Hodder and Stoughton. 529 p.

PETERS, T. 2004. This I believe!

Tom's 60 Tills: An excerpt from Project 04:

snapshots of excellence in unstable times. http://changethis.com/2.ThisIBelieve Date of
access: 31 August 2007.

PETERS, T. & WATERMAN, R.

1984.

In search of excellence:

Lessons from

America's best-run companies. Warner Books. 360 p.

PETTIGREW, A. & WHIPP, R. 1991. Managing change for competitive success. Great
Britain: Blackwell Publishing. 336 p.

PINKER, S. 2003. The blank slate: The modern denial of human nature. New York:
Penguin Books. 528 p.

PORTER, M.E. 1980. Competitive strategy: Techniques for analysing industries and
competitors. New York: The Free Press. 396 p.

324

PORTER, M.E.

1985.

Competitive Advantage: Creating and sustaining superior

performance: New York: The Free Press. 557 p.

PORTER, M.E., LORSCH, J.W. & NOHRIA, N. 2004. Seven surprises for new CEOs.

Harvard Business Review, Oct.

PRAWAT, R. S., & FLODEN, R. E. 1994. Philosophical perspectives on constructivist
views oflearning. Educational Psychologist, 29(1), 37-48.

PRICE, R.G. 2004. Division of labor, assembly line thought - the paradox of democratic
capitalism. http://rationalrevolution.netlarticles/division of labor.htm Date of access: 2
February 2008.

PROVENMODELS.

2008.

Value

chain

anlysis.

http://www.provenmodels.com/26/value-chain-analysis/porter Date of access: 9 January
2008.

QUINN, R.E. & ROHRBAUGH, J.

1983. A spatial model of effectiveness criteria:

Towards a competing values approach to organisational analysis. Management Science,
29, 363-377.

RIESSMAN, C.K. 1993. Narrative analysis. California: Sage Publications. 88 p.

RITCHIE, J., LEWIS, J. & ELAM, G. 2003. Designing and selecting samples. (In
Ritchie, J. & Lewis, J., eds. Qualitative research practice: a guide for social science
students and researchers. London: Sage Publications. p.77-108.)

ROBERTS,

A.

1999.

Society

and

science

http://studymore.org.uk/sshtim.htm Date of access: 9 January 2008.

325

history

timeline.

ROGERS, E.M. 2003. Diffusion of innovations. Fifth edition. New York: Free Press.
551 p.

RORTY, R 1990. Philosophy and the mirror of nature. Great Britain: Billing and Sons
Limited. 424 p.

ROSEN, H.

1996. Meaning-making narratives:

social constructionist psychotherapies.
Constructing realities:

Foundations for constructivist and

(In Rosen, H. & Kuehlwein, K.T., eds.

Meaning making perspectives for psychotherapists.

San

Fransisco: Jossey-Bass Publishers.)

ROSENWALD, G.C. & OCHBERG, R.L. 1992. Storied lives: The cultural politics of
self-understanding. New Haven: Yale University Press. 304 p.

ROTHWELL, RR 1994. Towards the fifth-generation innovation process. Emerald
and International Marketing Review, 11 (1): 7-31.

SCHAEFER, RT. & LAMM, RP. 1998. Sociology. Sixth edition. USA: McGraw
Hill Companies, Inc. 708 p.

SCHEIN, E.H. 1992. Organisational culture and leadership. Second edition. California:
Jossey-Bass Inc., Publishers. 418 p.

SCHUMPETER, J.A.

1994.

History of economic analysis.

New York:

Oxford

University Press. 1260 p.

SCHURINK, E.M. 2001. Deciding to use a qualitative research approach. (In De Vos,
A.S., ed. Research at grass roots: A primer for the caring professions. Pretoria: Van
Schaik.)

326

SEIDMAN, S.

1998.

The postmodern tum.

New perspectives on social theory.

Cambridge: Cambridge University Press. 312 p.

SENGE, P. 1990. The fifth discipline: The art and practice of the learning organisation
New York: Doubleday. 424 p.

SENGE, P.M. 2002. Lessons for Change Leaders. (In Hesse1bein, F. & Johnston, R.,
ed. A leader to leader guide: On leading change. San Francisco: Jossey-Bass. p. 19

31.)

SHEEHAN, M.J. 2004. Learning as the construction of a new reality. The journal of
workplace learning, 16(3): 179-196.

SIMON, H.A. 1997. Administrative behaviour: A study of decision-making processes in
administrative organisations. Fourth edition. New York: The Free Press. 384 p.

SIMONS, R. 2005. Levers of organisation design: How managers use accountability
systems for greater performance and commitment. Massachusetts: Harvard Business
School Press. 290 p.

SPENCER, L., RITCHIE, J. & O'CONNER, W. 2003. Analysis: Practices, principles
and processes. (In Ritchie, J. & Lewis, J., eds. Qualitative research practice: a guide for
social science students and researchers. London: Sage Publications. p. 199-218.)

SPRADLEY, J.P. 1980. Participant observation. New York: Holt, Rinehart & Winston.
208 p.

SUTTON

COLDFIELD

COLLEGE.

2008.

Social

change

time1ine.

http://intranetl.sutcoLac.uk: 888/nln/SociologylbasketI/SocChangeTirneline/htmlsr sc06
Ola 005.htrn Date of access: 9 January 2008.

327

TALJA, S., TUOMINEN, K. AND SAVOLAINEN, R. 2005. "Isms" in infonnation
science: Constructivism, collectivism and constructionism. Journal of documentation,
61(1): 79-101.

TANNENBAUM, R., & SCHMIDT, W.H. 1973. How to choose a leadership pattern.
Harvard Business Review, May.

TAYLOR, F.W. 1998. Principles of scientific management. New York: W. W. Norton
& Company. 144p.

TVERSKY, A. & KAHNEMAN, D. 1981. The framing of decisions and the psychology
of choice. Science, 211: 453-458, Jan.

TVERSKY, A. & KAHNEMAN, D.

1986.

Rational choice and the framing of

decisions. Journal ofBusiness, 59(4): 251, Jan.

U.S. Anny Handbook. 1973. Military Leadership. US Routledge: Lawrence Erlbaum
Associates.

ULRICH, D. & SMALLWOOD, N. 2003. Why the bottom line isn't! How to build
value through people and organisation. New Jersey: John Wiley & Sons, Inc. 290 p.

ULRICH, D., ZENGER, J. & SMALLWOOD, N. 1999. Results-based leadership: First
edition. Massachusetts: Harvard Business School Press. 234 p.

VAGO, S. 1999. Social change: Fourth Edition. New Jersey: Prentice Hall. 422 p.

VALUE

BASED

MANAGEMENT.

2008.

Change management

iceberg.

http://www.valuebasedmanagement.netlmethods change management iceberg.html
Date of access: 26 September 2008.

328

VALUE

BASED

MANAGEMENT.

2008.

Leadership

continuum.

http://www.valuebasedmanagement.netimethodstannebaumleadershipcontinuum.htm
Date of access: 26 September 2008.

VALUE

BASED

MANAGEMENT.

2008.

PEST

http://www.valuebasedmanagement.netlmethods PEST analysis.html

Analysis.

Date of access:

29 May 2008.

VON GLASERSFELD, E.

1987.

The construction of knowledge.

California:

Intersystems Publications. 350 p.

VROOM, V. H. 1964. Work and motivation. New York: Wiley. 331 p.

WAGNER, P.

1994. A sociology of modernity:

Liberty and discipline.

London:

Routledge. 284 p.

WATKINS, J.M. & MOHR, B.J. 2001. Appreciative inquiry: Change at the speed of
imagination. California: Jossey-BasslPfeifer. 241 p.

WEBER, M. 1947. The theory of social and economic organisation: Translated by A.
M. Henderson & Talcott Parsons. New York: The Free Press. 436 p.

WEICK, K. 1995. Sensemaking in organisations. California: Sage. 248 p.

WEINSTEIN, A. 1998. The effect of market orientation and organisational flexibility on
corporate

entrepreneurship.

http://www.allbusiness.com/business-planning

structures/starting-a-businessI737349-l.html Date of access: 29 May 2008.

WEISBORD, M.R. 1976. Organisational diagnosis: Six places to look for trouble with
or without a theory. Group & Organisation Studies, 1(4): 430-447. Dec.

329

WHITE, M. & EPSTON, D. 1990. Narrative means to therapeutic ends. New York:
Norton. 229 p.

WIENER, N. 1948. Cybernetics: Or the control and communication in the animal and
the machine. Cambridge, Massachusetts: MIT Press. 232 p.

WIKIPEDIA.

2008.

Maslow's

http://en.wikipedia.org/wiki/Maslow'shierarchy of needs

hierarchy

of

Date of access:

needs.
25

September 2008.

WINSTON-CHURCHILL-LEADERSHIP, 2007. Definition leadership - for the 21st
century.

http://www.winston-churchill-leadership.com/definition-leadership.html Date

of access: 25 April 2008.

330

Index
18th century, 69

Attribution theory, 97

191Os,72

Authority-Compliance, 117

1920s,77

autocratic leadership, 105

1930s,80

Baruch Lev, 221

1940s,82

Bases of social power, 98, 212

1950s, 51, 87

Berman, 215

1960s, 51, 101

Beyond budgeting, 231

1970s, 51, 127

blogs,23

1980s, 52, 166,259

Bounded rationality, 84

1990s, 191

Business ecosystem, 199

19th century, 69

C. Roland Christiansen, 121

2000s, 221

Chandler, 176

20th century, 14, 16, 48, 70

Change management iceberg, 237

Abernathy and Clark, 181

Change phases, 193

Abraham Maslow, 91

Charan et aI, 225

Achievement-oriented leadership, 128

Charismatic leadership, 70, 77, 78, 248

Action centred leadership, 141

Charles Handy, 147, 161

African leadership framework, 227

Chris Cowan, 205

Alfred Chandler, 113

Clare W. Graves, 92, 205

Amos Tversky, 177

Colonel John Boyd, 89

Andrew Pettigrew, 197

communication process, 111

antenarrative, 37

Competing values framework, 180

Antenarrative,38

Contingency theory, 123,212

antenarrative analysis, 37

Contractual organisation, 147

Antenarrative analysis, 37

Core group narrative, 212

Anthony Athos, 175

Core group theory, 233, 248

Appreciative inquiry, 166, 173,212

Country Club leadership, 117

Attribution narrative, 229

Covey, 239
331

creative destruction, 81, 183

Fairhurst and Sarr, 177

Cultural dimensions, 212

Fiedler, 140

Cultural intelligence, 212

Fiedler and Chemers, 123

Cybernetics, 86, 87

Five configurations, 159

Daniel Kahneman, 177

Five dimensions of culture, 169

Daum, 231

Five disciplines, 196

David McClelland, 104

Five forces, 172,212

DeBono, 170

Five functions of leadership, 74

Design and structure, 166

Five functions of management, 81

Diffusion, 111

Five generations of innovation, 201

Diffusion of innovations, 111

Five star model, 134

Dimensions of change, 197

Force field analysis, 83, 212

Directive leadership, 128

Forget, borrow, learn, 246

discourses, 57

Forget, borrow, learn framework, 212

discourses and beliefs, 56

Four dimensions of relational work, 241

dissatisfiers, 100

Four laws of media, 115

Don Beck, 205

Fourteen principles of leadership, 75

Douglas McGregor, 105, 107

Framing, 177

Du Pont, 113

Fred Wiersema, 202

Edgard Schein, 198

Frederick W. Taylor, 12,68, 72,296

Eight attributes of management

French and Raven, 98

excellence, 166, 178

G.M. Stalker, 101

Eleven principles of leadership, 143

Geert Hofstede, 169

Eliyahu M. Goldratt, 193

General Electric, 226

Emotional intelligence, 203

General Motors, 113

Enron, 247

generalising from research, 44

EPIC advisers, 227

George Albert Smith, 121

equilibrium, 83

global village, 115

ethnostatistics, 63

Go1dratt, 194

Everett M. Rogers, 111

Goleman, 203, 229

Expectancy theory, 119, 129

Great Depression, 70, 80

332

Groupthink, 131, 212, 248

James Champy, 192

Growth phases model, 132

Jan Johanson and Jan-Erik Vahlne, 152

Hamel and Prab.alad, 190

Jay Galbraith, 134, 136

Harvard Business Review, 95

Jim Collins, 223

Henri Fayol, 74, 75

Joseph Schumpeter, 81, 140

Henry Mintzberg, 138, 164

Kelly, 213

Herbert A. Simon, 140

Ken Blanchard, 131

Herbert Simon, 84

Ken Wilber, 205

Hermeneutics, 59

Knowledge Age, 14,233

Hersey and Blanchard, 125

knowledge economy, 12

Herzberg, Mausner and Snyderman, 100

Kotter and Schlesinger, 163

Hierarchy of human needs, 87,91, 101,

Kurt Lewin, 83
language, 17,49,54,58,59,87, 171

105, 106, 107, 155
hippie culture, 71

Larry E. Greiner, 132

Hirotaka Takeuchi, 206

leadership, 9, 11, 13,20,48,51,68,83,
130,188,202,225,280,298

historical-comparative approach, 35
hygiene, 100

Leadership, 10, 225

Ichak Adizes, 185

Leadership continuum, 145

Igor Ansoff, 95

leadership models, 9, 10, 12, 14,22, 131

Ikujiro Nonaka, 206

leadership pendulum, 294

Impoverished leadership, 117

Leadership pipeline, 225

Industrial Age, 10, 12, 14,50,233

leadership rules and practices, 12, 296

Industrial Revolution, 9, 69, 189

leadership style, 108, 117, 123, 126

industrialisation, 9

leadership styles, 105

information processing, 115

Leadership styles, 212, 229

Intemationalisation process, 152

leadership theories, 14, 17

Intrinsic stakeholder commitment, 217,

Leadership theories, 63
leadership thinking, 56

248

Leadership/managerial grid, 124

Invention, innovation, diffusion trilogy,
81

learning organisation, 196
legitimation, 56

Irving Janis, 131

333

Lenahan, 218

Narrative analysis, 19,36

Leonard Sayles, 140

narrative theory, 22, 47, 60

Level five leadership, 223

Narrative theory, 18,62

Levers of control, 212

Ned Herrmann, 151

literature review, 14, 15,21,38, 100

Nikos Mourkogiannis, 245

logico-scientific, 61

nonmaterial culture, 15,48

Luther Gulick, 80

Norbert Wiener, 86

Lydnall Urwick, 80

of leadership narratives, 62

management, 11, 68, 70, 280

Ohio State leadership studies, 129

Management by objectives, 93, 165

OODA loop, 87, 89

Marianne Jennings, 248

Opportunistic leadership, 117

Marshall McLuhan, 115

Opportunistic, what's in itfor me,
leadership, 117

Maslow, 206
Max Weber, 78

Organisation man leadership, 117

McClelland's theory of needs, 104

Organisation Man Leadership, 117

McGregor, 140

Organisational charts, 242

McKinsey, 175

Organisational configurations, 188,212

Melville Dalton, 140

organisational leadership, 8, 12,68, 73,

message is the medium, 115

296

Michael Hammer, 192

Organisational learning, 212

Michael Porter, 173, 176, 183, 191

PAEI, 185

Michael TreacY,202

PAEI leadership styles, 185

Middle Ages, 50

Participative leadership, 128

Miles and Snow, 157

Paternalistic, father knows best,

Mintzberg, 184, 188,210

leadership, 117

modernism, 53

Path-goal theory, 128

Moral purpose, 71, 245

Performance prism, 222

motivation, 100

PEST analysis, 87

Motivation-hygiene theory, 100, 104

PEST Analysis, 88

multi-narrative, 13

Peter Drucker, 11,93, 150,209

Narrative, 37

Peter Senge, 131, 196

334

Peters and Waterman, 178

Robert Quinn, 180

POSDCORB, 75, 80, 140

Robert Simons, 242

positivism, 50

Robert Waterman, 175

postmodernism, 16,22,47,48,49,50,

Rohrbaugh, 180

51,52,57

roles and responsibilities, 8, 10

Postmodernism, 16, 48

Rothwell, 201

postmodemist epistemology, 35

sample design, 30

postmodernist perspective, 16

satisfiers, 100

Product market matrix, 95

Scientific leadership, 72, 74, 75, 77, 95

Project management, 219

scientific method, 53

qualitative, 15,38,251

Sears Roebuck, 113

qualitative data, 35

SECI model, 206

qualitative data analysis, 36

SECI narrative, 71, 212

qualitative research, 20,21,29,44,251

Servant-leadership, 130

qualitative research design, 32, 66

Seven habits, 166

qualitative research method, 35

Seven habits ofhighly effective people,

qualitative study, 39

187

quantitative, 15

Seven lateral relationships, 136

quantitative analyses, 20

Seven S model, 175, 180

quantitative analysis, 36

Seven signs of ethical collapse, 71, 247

quantitative approach, 20

Seven surprises for new CEOs, 212, 235

quantitative research, 44

Situational leadership, 124, 125,212

quantitative sampling, 29

Six boxes, 154

Reengineering, 192

Six change approaches, 163

relationships, 116

Six coordination mechanisms, 164

research methodology, 19,47

Six thinking hats, 170

Result oriented management, 208

SMART, 93,208

Results-based leadership approach, 220

snowball sampling, 31

Richard Pascale, 175

social change, 15, 47

Richard Whipp, 197

social construction, 13,37,295

Robert House, 78, 79

335

social constructivism, 16,22,47,57,58,

SWOT analysis, 121,212

63

SWOT Analysis, 210

Social constructivism, 17, 54, 174

System dynamics, 101, 109

social constructivist, 14

System theory, 87

social phenomena, 15

Systems thinking, 110

socially constructed realities, 56

T. Burns, 101

sociogram network display, 15,41,45,

tacit knowledge, 18, 62, 206

254,255

Tannenbaum and Schmidt, 145

sociological theoretical framework, 35

tasks, 116

sociological theory, 15,47

Team Leadership, 117

sociologists, 36

technology, 115

sociology, 15,47,48,51

Ten managerial roles, 138

Spiral dynamics, 205

Ten schools of thought, 122, 173, 177,
184,210

Stafford Beer, 87
Stakeholder analysis, 212

Ten schools of thoughts, 85

Stakeholder value perspective, 212

The Eighth habit, 239

Standard Oil, 113

The gods of management, 161

Stephen Banhegyi, 227

The leadership/managerial grid, 116

Stephen Covey, 187

Theme analysis, 38

story network analysis, 37, 38, 40, 41,

Theory of constraints, 193, 194
Theory of mechanistic and organic

64,251,253

systems, 101,212

storytelling, 38, 229
storytelling methodology, 18, 62

Theory X, 105, 168

Strategic choice typology, 157

Theory Y, 107, 168

Strategic intent, 190

Theory Z, 166

Strategic stakeholder management, 215

Three generic strategies, 176

strategy, 113

Three levels of culture, 198

Structure follows strategy, 113

Three tasks of management, 150

Sun Tzu, 91

Tom Peters, 11, 175

Sune Carlson, 140

Transilience maps, 181

Supportive leadership, 128

Turnaround management, 218

336

Walt Mahler, 226

Twelve principles of the network

Weisbord, 154

economy, 213
Two factor theory, 155

Whole brain model, 151

typology, 38, 40, 283

Whole brain narrative, 212

Typology, 40

wikis,23

Ulrich and Smallwood, 220

Wi1fried KrUger, 237

Value chain analysis, 183,212

William Ouchi, 71, 166

Value disciplines, 202

World War I, 70

Values-driven leadership, 71, 243

World War II, 70, 82, 86

Victor Vroom, 119

337

Table of figures
Figure 1: The growth in complexity of organisations
Figure 2:

69

Equilibrium representing the present level of productivity (ACCEL team,

2008)

84

Figure 3: Hierarchy of human needs (Wikipedia, 2008)

93

Figure 4: The leadership grid

119

Figure 5: Situational leadership

127

Figure 6: The Growth phases model

134

Figure 7: Action centred leadership

142

Figure 8: Leadership continuum (Value Based Management, 2008)

147

Figure 9: Whole brain narrative (l2Manage, 2008)

152

Figure 10: The Six box model (Weisbord, 1976)

156

Figure 11 : Value chain analysis (Provenmodels, 2008)

185

Figure 12: SECI Narrative (De Geytere, 2008)

208

Figure 13: Beyond budgeting (l2Manage, 2008)

233

Figure 14: The change management iceberg (Value based management, 2008)

239

Figure 15: Sociogram network display (please refer to the appendix for the complete

diagram)

255

Figure 16: Story network analysis according to themes (links not yet identified)

256

Figure 17: The characteristics ofleadership

274

Figure 18: The leadership pendulum

285

Figure 19: Driving forces of the leadership pendulum

290

Figure 20: An example of an organisation which is more focused on task

292

Figure 21: An example of an organisation which is more relationship focused (and with

a bigger angle between the parameters)

293

Figure 22: The relationship between the themes and the core leadership narratives

297

Figure 23: Leadership without all of its characteristics

300

Figure 24: The application of the leadership pendulum analogy within organisations. 302
Figure 25: Conclusion of this study

308
338

6££

APPENDIX
. A qualitative analysis of the thematic patterns and lines of development of the
most significant organisational leadership models

Kotie van Wyk
. !

Contents
1.1

Introduction

ii

1.2

Story network analysis (sociogram network display)

iii

1.3

leadership pendulum

vi

1.4

Conclusion

viii

1.1 Introduction

This appendix serves to aid in the exploration of the qualitative analysis of the thematic patterns
and lines of development of the most significant organisational leadership models. As such, it is
important to read the research in conjunction with this appendix.

As explained in the main research document, this analysis was executed thematically. The theme
analysis provided a method whereby the research could be conducted in a focused manner. Such
a focus enabled two major contributions by this study. Firstly, it made the story network analysis
possible, as this analysis method was dependant on the identified themes to enable the searchfor
developmental patterns and lines of leadership narratives. The next section will therefore be
devoted to the story network analysis (sociogram network display). Secondly, it provided a
method to identify the core leadership narratives that were subjected to further research, as will
be visually displayed in section 1.3.

... Pageii

1.2 Story network analysis (sociogram network display)

Story network analysis within the present context was conducted by means of a sociogram

network display (figure i).

The reader is therefore encouraged to read the main research

document (specifically chapters three andfour) in conjunction with the next diagram.

It is important to note that the themes that were extracted from the sample of leadenhip

narratives were analysed in their historical context to search for developmental lines and
patterns. This is represented by lines and layers (ofthe transparencies) infigure i.
As can be seen infigure i, the leadership narratives were categorised iIto narrative maps. The
leadership narratives are represented by a unique number as summarised below.

19108

8. Bounded rationality
9. Cybernetics

1. Scientific leadership

19508

2. Five fimctions ofleadership
3. Fourteen principles ofleadership

19208

10. PEST analysis

11. OODA loop
12. Hierarchy of human needs

4. Charismatic leadership

13. Management by objectives

19308

14. Product market matrix
15. Attribution theory

5. POSDCORB
6. Invention,

innovation,

diffusion

16. Bases of social power
17. Motivation-hygiene theory

trilogy

19408
7. Force field analysis

-------------------- Page iii

45. Six boxes

1960s

46. Strategic choice typology
18. Theory of mechanistic and organic

47. Five configurations

systems
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51. Theory Z
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Figure i: Sociogram network display
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1.3 Leadership pendulum

As explained in chapter five (in the main research document), the leadership narratives that
could not be organised into themes were subjected to further research. This was done by means
of extracting typologies and organising the data accordingly.

The typological analysis was

motivated by the leadership narratives that were included in the supporting theme.

These

narratives (marked in yellow in the previous section) explain that leaders can adapt their
approach given the situation or on the other hand contribute different styles to different leaders.
The mentioned approaches and styles were balanced between an emphasis on task and

relationships.

The core leadership narratives were plotted according to their typologies on a diagram. As can
be seen in figure ii, the core leadership narratives that primarily focused on task were plotted on
the left and those which had a primary focus on relationships on the right. Core narratives with a
dual focus, both on task and on relationships were plotted in the centre. The core leadership
narratives were plotted against the above typologies according to their chronological sequence.
By doing this a developmental line was found that resembles the movement of a pendulum (as

discussed in detail in chapter 5).
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1.4 Conclusion

This appendix served as aid to the interpretation of the present study. It primarily consisted of
diagrams that should be read in conjunction with the main research document. Therefore it was
decided to add the appendix as a removable document - which enables the reader to follow the
lines ofdevelopment as they are discussed.

It should be noted that this document is not a complete research document and should not be

seen as such. For more detailed discussions concerning the research and findings, the reader is
referred to the main research document.
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