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Abstract

In recent years, it has become clear that alot of corporate collgpse can be traced down to poor
leadership. As more and more black executives are climbing the corporate ladder, it is becoming al
the more necessary to explore how their effective leadership development can occur with private
organisations in South Africa. There are many chalenges and condraints asociated with the
leadership development of these executives. This can be expected as they are entering an
environment which has been largely white-dominated. As aresult they find themsdves facing the
chalenges of succeeding amidst negative perceptions they have experienced from their superiors and
subtle pressures from subordinates. Therefore, it can only be expected that if organisations are to
maintain a competitive advantage they need to understand how to effectively develop this new breed
of leaders Hence, the researcher has used a quditative gpproach to investigate the complexities of
the experiences of black executivesin private organisations. In terms of the theoretica framework,
the research focuses on some of the new approaches to leadership. It was discovered that
leadership development is essentially a process that goes beyond mere training sessions, and largdly
involves the relaionships one has within the organisation. This involves relationships with superiors,
peers, and subordinates. The research indicates that if these relationships are managed effectively,
leadership development is enhanced. Whilst the role of forma training programs gppeared
somewhat downplayed, it was clear that these programs had a strong role in terms of their
psychologica impact on participants. They certainly affected their perception of the organisation and
their own sdif-efficacy. The research, therefore illugtrates how there are avariety of individua and
organisationd attributes that form abasis for effective leadership development of blacksin private
organisations. The researcher argues that if these are implemented, organisationa well-beingis
enhanced.
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1.1. Introduction

1.1.1. What isleadership?

From the outset it is important to have an understanding of what leadership is and what it entails.
Marshdl (1991) points out that unless we get this fundamental understanding right we may be
building a lot of leadership training and skills on faulty foundetions, cluttering up leaders with
methods and procedures that have little or nothing to do with their function.

Finding one specific definition of leadership is a very complex task as studies on thistopic are varied
and there is no generadly accepted definition (Bass, 1985). However, whilst there is no single correct
definition, defining the concept helps to ensure effective communication of the subject. In the 1950's,
renowned leadership theorist, Stogdill, captured what is considered an accurate definition of
leadership: "...the process of influencing the activities of an organised group in efforts towards goa
seiting and god achievement” (Stogdill, 1974, p.11). This definition of leadership highlights thet
leadership is primarily to do with influence and hence the ability to create followership. As the old
Chinese proverb dates, “If anyone thinks they are leading but has no- one following them, they are
merdy teking a walk”. Hence, any study on leadership will need to teke into account how such
influence is developed and an exploration needs to be made of the interaction between the
influencers and those influenced. The second aspect this definition points out is that of goak setting.
This hghlights how a primary function of leadership is the visonary aspect. When one spesks of
setting god's and working towards them, one is degling with the future; as Napoleon Bonaparte said,
“Leaders are deders in hope’. Hence, a large portion of leaderdhip involves deding with the
actudisdion of what was previoudy unseen.  From an extendve investigation into leadership in
South Africain 1983, Schilbach (in Gerber, Nel and Van Dyke, 1996, p.343) defined the concept
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as follows, "Leadership is an interpersona process through which a leader directs the activities of
individuas or groups towards the purpossful pursuance of given objectives within a particular
Stuaion by means of communication”. This definition highlights an important aspect of lesdership;
that isthat it is essentidly a process. Understanding leadership from a process  oriented perspective
is essentia when exploring the different dynamics within an organisation.

A more contemporary definition is provided by Kotter (1988, p.5), "the process of moving a group
(or groups) in some direction through mostly noncoercive means'. Kotter (1988) further suggests
that effective leadership is defined as "leadership which produces movement in the long-term best
interest of the group(s)". Maxwell (1993) outlines a misunderstanding of what leadership is by
highlighting how most people define leadership as the ability to achieve a postion, not to get
followed. Therefore they pursue aposition, rank or title and upon attaining it think they have become
aleader. This type of thinking creates two problems. Those who possess the ‘status’ of a leader
often experience the frugtration of few followers, and those who lack the proper titles may not see
themsalves as |leaders and therefore do not develop their leadership skills.

1.1.2. Management and leadership

Geabe e d. (1996) identify the main differences between leadership and management by
demondrating that a manager is a person who exercises the daily management functions of planning,
leading, organisng and contralling as a result of a formd pogtion of authority hed in the
organisation. On the other hand, a leader is any person capable of persuading other people
(followers) to strive for certain gods (formd or informal), irrespective of position (Robbins, 1996).
Kotter (1990) takes the concept further by illustrating how management and leadership can be
distinguished from each other along four factors which seem to be crucid facets of business success.
The first is ‘creating an agenda, where managers are seen to plan and budget, leaders establish
direction. In terms of ‘developing a human network for achieving the agenda, the second factor,
managers are concerned with organisng and gdaffing while leaders are concerned with digning
people with future visons. The third factor distinguishes between the way in which managers and
leaders ‘execute the agenda. Managers execute through problemsolving and controlling whilst



leaders motivate and ingpire followers. In terms of the find factor, ‘ outcomes’, managers are seen to
produce a degree of predictability and order, while leaders often produce useful change. Marshal

(1991) slumsiit up by dating that you can have a leader who is dso a good manager, or a manager
who is a leader, but the two functions are quite different and must not be confused. This research
focuses on the qualities of leaders mentioned above, and explores what enhances these qudities and
what inhibits them.

1.1.3. Leadership devel opment

Because management and leadership require skills which are essentidly different from each other, it
goes without saying thet the process by which leaders are developed will adso differ from the
process by which managers are developed. Leadership development can be conceived of as a
process of acquiring successively more complex maps and other necessary competencies over time.
However, there can be innate limits on these competencies that can be developed through education
and experience (Bass,1990). There will, however, aways be a ink between management and

leadership because leadership development in the managerid context has also been defined as the
process through which individuds learn, grow and improve their abilities to perform professond

management tasks (Latham, 1988). The need for leadership development is fast becoming apparent
in the current South African context, especidly in the private sector, which is characterised by
unique chdlenges such as the maintenance of competitive advantage in a turbulent business
environment. If it is ultimately a case of maintaining a high level of ddiverables, organisations cannot
help but invest into those who are responsible for such output; their human resource. Thereforeit is
important to explore what the current challenges and condraints are for organisationd leaders in

order to develop appropriate leadership development programmes for South African organisations.
The most successful organisations are those that invest in the development of their people (Human,
1990) and the effectiveness in improving leedership performance will depend firgly on identifying

what needs improvement (Bass, 1990). In order to find out this information one needs to explore
what the perceptions of the leaders are towards the current leadership development Strategies. An
exploraion of where the gaps lie in the different training programs becomes essentid. In order for
this to occur, there has to be an understanding of the experiences of black executives, who are

growing rapidly in number, hence the retionae for the current research.
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1.1.4. A rationale

The underdevelopment of individuas - of human resources - is a direct reflection on inadequate
leadership (Boon, 1996). Gerber et d (1996) capture the importance of leadership in South Africa
by sating that never before has South Africa had such a greet need for effective leadership, in the
country as a whole, in the government a dl levels in dl economic sectors and in many other

groupings. Leadership ultimately determines the qudity of life of dl citizens and the country depends
on sound leadership. Hence, the discusson of the need for leadership development in private
organisations lies in the context of a broader leadership vacuum in al sectors of South African
society. This means that in exploring perceptions of leadership development in an organisation, one
cannot avoid hearing of broader societal issues. Brand Pretorious (1996), Chairman and Chief

Executive of McCarthy Motor Holdings, suggests that effective leadership is the critical success
factor for future growth and prosperity in South Africa This seems apparent when one becomes
aware of the effect or influence that top management has on the rest of the organisation.

Public palicy will dways have an effect on busness. Theprimary role of business is business but due
to the current Stuation it is impossible to ignore political issues (Searle, 1989). Hence, when we
study leadership development of blacks, one cannot avoid taking into consideration the broader
paliticd dimate in which these organisations are Situated. In the economy there is a grave shortage of
skilled workers and management. Hofmeyer (1989) found that the main challenges managers have
been facing are human resource related: industrid relations chalenges, need for higher productivity;
skills shortage; training; race reations and black advancement. The immediate implication would be
that these issues should be addressed more directly in South African courses on human resource
management and Organisationd kehaviour. Thami Mazwa (1990) States that the choice South
African busnessmen are confronted with is between ‘development or destruction of the strongest
economy on the continent’.  Non-discriminatory leadership development has been identified as an
important means to achieve that goa. 1t has been suggested in the past that South African managers
have a pronounced short-term horizon, consgdering human resource issues secondary to technical

issues. However, more recently Khumalo (1995) stated that the most urgent chalenge facing South

Africa's contemporary human resource practitioners is the need to take people management to the
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epicentre of the national economic effort.With so much transformation intent around, what is it that
causes it not to work and whose fault is it when it fails? (Bergh, 1995). With dl thisin mind, one
sees the necessity to explore and re-evaduate how corporate leaders are being developed in South
African private organisations.

1.1.5. Current gpproaches to leadership

If one is going to explore the notion of leadership development it isimportant to do so based on the
understanding of the new approaches to leadership that are currently developing, as these have been
the emphasis of current leadership development programs. Kreitner and Kinicki (1998) point out
how new perspectives of |eadership theory have emerged over the past 15 years, varioudy referred
to as “charismatic’, “heroic”, “transformationd” or “visonary” leadership. They describe them as
competing but related perspectives of leadership and go on to differentiate between these new
gpproaches and the previous ones. The new perspectives differ from the previous leadership
theories which are largely transactional. Transactiond leadership focuses on the interpersona
transactions between managers and employees. Leaders are seen as engaging in behaviours that
maintain a qudity interaction between themselves and followers. The two underlying characteristics
of transactiona leadership are that, firdly, leaders use contingent rewards to motivate employees
and secondly, leaders exert corrective action only when subordinates fail to obtain performance
gods. In contrast, the new approaches to leadership emphasise “symbolic leader behaviour,
visonary and inspirational messages, nonverba communication, gpped to ideologicd values,
intellectud stimulation of followers by the leader, display of confidence in sdf and followers , and
leader expectations for follower salf-sacrifice and for performance beyond the call of duty.” Hence,
these gpproaches are said to be able to produce significant organisationa change and results
because they ‘transform’ employees to pursue organisationa goasin lieu of sdf-interests.

Robbins (1996) points out that one common theme in the latest approaches to leadership, is that
they tend to de-emphasize theoreticd complexity and to look at leadership more in the way in which
the average layperson views it. This is beneficid, as it means that experts in leadership are able to
aoply their know-how of the leadership development process without necessarily knowing a vast
amount about the technica content of the business. It dso means that employees will find it much
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easer to understand their own leadership development. As the globd enviromment has become
more competitive and dynamic, so top managers throughout the world have redised the need to
make changes in their way of operating if their organisations are to survive (Kotter, 1990). As a
result many new leadership studies have taken place in recent years. Renowned |leadership theorists
such as Burns (1978), Bass (1990), Avolio, Wadman and Y ammarino (1991), to name but a few,
have completed extensive leadership research and as a result a new theory, transformationa
leadership, has beenidentified as the most appropriate for contemporary organisations. It addresses
the inherent limitations of previous theories in that it provides an holigtic view of leadership, as well
as a st of universdly accepted principles which, if employed, should result in the improved
effectiveness of the organisation. It has been known as the *full-range leadership approach’ asit is
Seen to develop leaders and followers to heightened levels of potentid. Based on unique persondity
characterigtics, the leader behaves in a manner which attempts to influence followers to achieve
objectives (Ristow, 1997).

Also centrd to transformationa leadership is the fact that the behaviour exhibited by the leader
focuses not only on tangible inducements, but more on developing the followers to transcend thelr
own sdf interests for the good of the group (Bass, 1990). Transformational leadership therefore
integrates the Trait, behaviourd and gStuationad approaches to leadership, resulting in a more
universal approach to the subject. Transformationa leadership has four generdly accepted main
components commonly known as the Four I's of Transformationd leadership: 1. idedlised influence;
idedlised attributes and behaviours 2. Inspirationa motivation 3.intdlectua simulation 4.
Individualised consideration. As a result researchers such as Bass (1994), Havenga (1995),
Dorfling and Engdbrecht (1994) have recognised and argue for the implementation of the
transformationd leadership theory in South Africa The tranformationd leader is said to have
influence in every direction - downward with subordinates, laterdly with colleagues, upward with
superiors, and outward with clients and customers. Thus the leader can change the culture of the
organisation (Berry, 1998).

1.2. Leader ship education and training
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1.2.1. A rationae for leadership training

One of the ways in which organisations are attempting to develop leaders is through leadership
training workshops. Whilst leadership development is essentialy a process, these programs seem to
play alarge role as a kind of catayst in the leadership development process. Bass (1990) outlines
how training for leadership in any organisation can hgppen in a variety of ways: on or near a job;
coaching by supervisors, training as understudies; planned transfers; specia trainee positions or
project assgnments. Off the job there are workshops, role-playing, Smulaion games, computer-
assiged interaction. Human (1990) points out that athough it is true that there exists a body of
knowledge applicable to dl organisationa types, it is dso true that no sngle management
development agent, course or even product is value-neutral. He continues saying that our culture,
lecturing style, ourselves and the course contents are rich with ideologica and value assumptions.
Therefore those who design leadership development programmes need to take into consideration
issues concerning their own environment. Hence, a good understanding of the nature of the business
and the people one is training becomes paramount.

1.2.2.The training process

The effectiveness of leadership development programmes in improving leedership performance
depends firg on identifying what needs improvement and then on demondrating or helping the
trainee discover how to change his or her perceptions, cognitions, attitudes and behaviour. Before
any kind of training can occur, the gep between where the organisation is and where it plansto bein
terms of its human capacity, needs to be explored. If this does not occur, individuas may be trained
in areas they are aready competent in, and as result become demotivated by the purpose essness of

the traning. Latham (1988) illugtrates how it is important to identify training needs through
organisationd andyss This means that training needs must be linked to corporate strategy. It is the
ethicad respongbility of the organisation to provide training resulting in a reduction of the
obsolescence of employees. The training process needs to be congtructed in the same context asthe
business plan. This is necessary, as the organisation wants to see that through the process it will ill

maintain a competitive advantage. Training needs tend to differ in accordance to different groups of

people. Berryman-Fink (1985) conducted a study on mde and femade manager’s views of
communication and training needs of women. It was found that women needed training in
assertiveness, confidence building, public spesking and degling with males. Maes needed training in
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ligening, verbd <ills, nontverbd communication, empathy and sengtivity. This ressarch dso

explores these differing training needs for men and women.

1.2.3. Some training models

Latham (1988) outlines how Bandura's (1986) socia learning theory can be used in leadership
educeation. Bandura s theory illugtrates that people who judge themsdves low in sdf-efficacy have
difficulty in coping with environmental demands. They dwell on their persond deficiencies. They
imagine potentid difficulties as more formidable than they redly are. People with high sdf-efficacy
focus ther attention and effort on the demands of the situation. Sdf efficacy is increased when
experiences fall to validate fears and when skills acquired dlow mastery over Stuations once felt as
threstening. Only as people increase their ability to predict and manage perceived threats do they
develop a robust self-assurance that enables them to master subsequent chdlenges. Sdlf-efficacy
can be increased with extringic rewards, but as involvement and skills increese, socia, symbolic and
sdf-evdudive rewards become incentives and the need for extringc reinforcers is reduced. Sdlf-
efficacy can dso be increased by god-setting (a basis to judge on€'s performance); the ideais to
give the person difficult gods which are attainable. It is aso useful to have training in Srategies for
meaking the environment responsive and coping with hogtile environments.

Vroom (1997) outlines how behavioura changes require a process of sdlf-discovery and insight by
each indvidua manager. One method of stimulating this process is providing participants with a
picture of their leadership style. This picture includes a comparison of one's style with that of others
and the Stuationd factors thet influence one's willingness to share power with others. When they
compare results with each other this can occur in autonomous groups reducing dependency on

tranes.

Latham (1988) dso outlines a number of other theories used in leadership education. The leader
member exchange (LMX) model states that interdependence between managers and subordinates
is necessary for both the offer and the acceptance of opportunities of growth on the job. The LMX
model of leadership was seen as useful by its originators as they believed that the previous theories
of leadership were based on an incorrect assumption that the leader behaviour is characterised by a
sable or average leadership style. In other words, these modds assume a leader treats dll
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subordinates in about the same way. The LMX modd is therefore useful in the South African

context where there are alot of in-group/outgroup dynamics due to polarisation.

In double loop learning leaders are trained to overcome the need to defend against embarrassment
or threat, a individud, smdl group, inter-group or organisationd level. This is seen as preventing
learning and unproductive. Kaplan et d (1985) show how Job Smulation is useful as it avoids
reliance on questionnaires and appropriates the natura setting.  These modds are dso useful in that,
in a guided environment, they give the proteges the opportunity to reflect on their own behaviour. As
they see their own behaviour in relation to the idedised atributes, there is greater motivation to

change.

1.3. L eader ship development of blacks and women in the South African context

1.3.1. Leadership development and race relations

The ingroup/outgroup theory explains some of the issues about race relations in South African
organisations. Tgfe (1978) suggested that when members of a group interact with members of

another group, they compare themsalves on a number of vaued dimensions with this other group.

These inter-group socia comparisons will lead group members to search for certain characterigtics
of their own group that will dlow them to differentiate themsdves favourably from the outgroup.
Skin colour and accent are an example of this (Vrij & Winke, 1994). Vrij and Winkel (1994) point
out that speech style and spoken fluency between ethnic groups are much neglected as a way of

explaining negative assessment of ethnic groups. Asthisis an issue of relevance in South Africa, one
can see why it is important for organisations to ensure that they have a culture which embraces
people beyond skin colour and accent. Such an embracementcan help to create different informal

groups within the organisation. Dedling with such ingroup/outgroup dynamics becomes significant

because, inevitably some of the groups will have more ‘power’ than the others and this power will

be based on a common characteristic such as skin colour or accent. Because leadership
development is influenced by such power dynamics, those who are not in such in-groups may have
their leadership development affected.
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Race rdlations can a0 lead to informa groups within the organisations. These groups have differing
power, hence this ultimately affects leadership development. Richard Day (cited in Human, 1990)
dates that enabling black people and women to achieve their economic aspiraions through nor:
discriminatory employee development programmes has been identified as a crucid component of
long-term economic development in South Africa. He lso maintains that the attitudes of white mae
managers towards the abilities of black people and women are a mgor determinant of the
effectiveness of leadership development programmes aimed at black people and women. Day
(cited in Human, 1990) adds that the success of leadership development of previoudy excluded
groups depends on the group, who for the mogt part, gill believe that they are more capable
because they are white and mae. He dso found tha in terms of inherent cgpabilities and an
equitable climate white mae MBA sudents are more podtive in ther atitudes towards white
women than black people: The latter were il regarded as less assertive and objective than women,
less able to contribute to overdl organisationa gods, less sdf confident, less competitive, less
mathematically inclined and less cgpable of developing managerid kills.  Black people competing
with whites for access to some organisations are a a disadvantage, not only because they are not
white but also because they are generdly perceived as deficient in many of the qualities regarded as
necessary for good performance (Human, 1988). Kanter (1977) found that in American
organisations, low performance of minorities was partly due to pressure and the dominant group
exaggerating difference according to stereotypes. Previous empirical research suggests that many
white male managers in South African organisations regard women as |l ess capable than white males,
and black people as inherently less capable (Human & Allie, 1988). This is Sgnificant as it is white
males that are predominantly in postions of power in organsations, and hence, their perceptions of
their subordinates have strong repercussions on thelr leadership development.

Iron and Moore (1985) aso found that in the banking industry in the United States a number of
sructura factors had an impact on blacks in organisations, such as blacks not knowing whet is going
on in the organisation because they were not part of the network and the inability to get amentor. In
addition, as a result of a United States based exploration of racism and sexism in the workplace,
Fernandez (1981) pointed out that there is a strong perception that minorities in America are
excluded from informa work groups. Hence, to the extent that organisationd structures and

practices follow models based soldy on how white men develop, women and minorities are

17



disadvantaged (Morrison & Von Glinow, 1997). It therefore becomes paramount that |eadership
development endeavours are a reflection of al of the needs, characterigics and issues of the
proteges that are being developed. It dso becomes necessary for the organisaiond culture to be
such that it isinclusive as opposed to catering only for the dominant group.

Part of leadership development in South Africawill be proactively managing diversity. If blacks do
not resolve conflicts that involve themselves or their area, they are likely to be blamed for the conflict
(Dickens & Dickens, 1982). Therefore, blacks need skills a managing racism and at managing their
own rage over the racism they encounter (Cox & Nkomo, 1986).

1.3.2. Leadership development and women

Berry (1998) points out how people ill percelve women as not having the capecities for
leadership. However, arecent review has shown that overal women leeders are as effective as men
(Eagley, Karau, & Makhijani, 1995). Mae and femae group members who show masculine gender
role characterigtics are more likely to emerge as leaders of the group (Goktepe & Schneier, 1989;
Kent & Moss, 1994). Powell and Butterfidd (1989) highlight another view which is that because
there are only a few women in organisations it is mae-dominated and femaes have to adapt or die.
However, Watson (1988) points out that "acting like a man" can only help so much; the woman
manager who attempts to succeed by taking on masculine attributes must show enough power to be
taken serioudy but not enough to violate our cultura stereotypes about aggressive femaes. Watson
(1988) dso found that some masculine traits such as dominance do not work as well for femdes as
they do for maes. This seems to imply that men and women are judged as more effective when they
are in-role and less effective when they occupy positions that were defined for the opposite sex
(Eagley et d., 1995). Research that shows a difference in standards of leadership due to the gender
of the leader suggests that leaders are being evaluated by an implicit theory, where the difference
between mae and female leaders would be expected to have less to do with behaviourd differences
than how people think mae and femae leaders should behave (Berry, 1998). Hence, one of the
current challenges for leadership development drategies is to congder some of the issues facing
black women, which are often a combination of sexism and raciam.

1.4. Elements of leader ship development
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1.4.1. Leadership development and change
With the numerous changes occurring in this country, adapting to change will be instrumentd in
South Africa, as Manning (1997, p.197) points out:
South African firms, without exception will have to radically change their view of people, the
way they employ them, and the way they tap into their potentid. South African managers
need to wake up fast to the new redities, and to their own shortcomings.
Thisis so because of the vast changes occurring in the demographics of organisations and dso in the
restructuring of the workplace due to technology and down-szing. Leaders are agents of change -
people whose acts affect other people more than other people' s acts affect them. Leadership
therefore occurs when one group member modifies the motivation or competencies of othersin the
group (Bass, 1990). If leadership development is to occur, it seems as if employees need to be
given the power to bring about change. A lack of this may be due to what Charlton (1992)
describes as percelved powerl essness to bring change. Charlton (1992) adds that, aternatively, the
‘expandable pi€ concept of power, giving power to get power, leads to greater reciprocity of
influence. The leader and the follower are willing to be mutualy influenced by one ancther (Charlton,
1992).

Picken and Dess (1997) have emphasised the powerful influence of organisationd culture on the
activities of organisations and their performance. They add that in a variety of waysit is the leaders
who carry the organisationa culture. Powerful organisationa cultures do not remain in place without
srong commitment - both words and deeds, by leaders throughout the organisation (Picken &
Dess, 1997). A characteristic of an organisation with longevity is that it has a leadership which is
sengtive to the environment and can act upon change (De Geus & Arid, 1996). Bearing in mind the
vast shortage of such leaders in South Africa, Mol (1990) suggests thet there are many people in
leadership positions but very few leaders. Hence, it is not an issue of not aving enough managers
within organisations, but it is more an issue of having a lot of managers who are underdeveloped in
terms of leadership. Changes in the business environment today have resulted in an increasing need
for leadership in more jobs and have resulted in the increase in the challenges faced by leadership
(Kotter, 1988). Often subordinates have been blamed for organisationa falure, yet al forms of
corporate collapse have deep roots in the hidden imperfections and deficiencies of corporate leaders
(Freemantle, 1992).
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If leaders are to change their organisations, a central aspect of this is to change the organisation’s
culture. When one speaks of changing a culture it gppears impossible, but athough nationa cultures
change only very dowly if a al; organisationd cultures may be conscioudy changed. (Hofstede,
1997). This can come about by leaders having the ability to challenge and change the perceptions of
their employees. Fedlings and perceptions of change are a function of the culture structure, informal
relationships of an organisation and how it relates to its environment (Kaplan, 1994). Therefore it is
this socio-culturd context that will influence individua perceptions of leadership development in a
changing environment. These perceptions will in turn have implications for South African
organisations gpproach to leadership development. Perceptions of leaders are important as
subordinates are more likely to modd their own leadership style on that of their superiors if they
perceive their immediate supervisors to be successful and competent (Bass, 1990). Hence, any
study of change and development in an organisation has to do adso with the study of perceptions of
leaders and employees, concerning the continual changes they experience in their rdaionships.

A growing issue of concern in South Africa is the high number of technologicd changes and their
educational implications. The adage that knowledge is power has paticular relevance for
supervisors faced with new technologies. To the extent that first level supervisors lack the
technologica expertise to make credible pronouncements about the usefulness or appropriateness of
anew technology, they may lose some of their credibility and power in their work groups (Vecchio
& Zdesny, 1997). Therefore, leadership development and training amidst such turbulence becomes
al the more necessary.

1.4.2. L eadership development and relationships with superiors

An extengve industry wide study found that between 75 - 90% of the successful manager’s time
was spent on interpersond activities. Managers preferred an active, hands-on orientation reacting to
the initiatives and needs of others whilst motivating people in ardatively ungructured way. (Kotter,
1988). This points toward the notion that relationships with one's superiors are akey factor in one's
leadership development within an organisation. Hofmeyer (1989) points out that too many
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advancement programmes consist of training programmes which candidates are asked to attend, yet
most of what a person learns a work is on the job, particularly from a superior. The key to any
developmenta program is the support and attitude of the line manager, who has the power to crush
or empower trainees - the problem has been that as many as 80% of managers see people as
incompetent and therefore evoke a sdf-fulfilling prophecy of responding to this incompetence (Hall,
1990). Many companies have found out the hard way that an essentia critica success criteria
underpinning equa opportunity is the visble support of top management (Charlton, 1992). The
relationship between superiors and subordinates is dso dgnificant in tha motivation to learn
leadership skillsisinfluenced by bosses extent of promoting and supporting training activities (Y ukl,
1998 ). Rdationships between superiors and subordinates aso need to focus on bottom line issues,
and for this reason Casmir and Keets (1996) outline how it is well documented that most cultura
groups prefer a leader who successfully addresses both group productivity and harmony. Hence,
leadership development srategies need not only focus on people development whilst forssking the
maintenance of a competitive advantage in terms of ddiverables. This is necessary as any leader
finds fulfilment in high productivity. Therefore, a dichotomy need not be crested between harmony
and productivity, and leaders need to communicate this. Hence, a mgor element in superior’s
relationship with subordinates involves enhancing their ability to be productive

It is important to note that the relationship between subordinates and superiors is something which
subordinates can  proactively manage. Gabarro and Kotter (1997) state that managing your boss
requires an understanding of the boss and his or her context, as well as your own Stuation. At
minimum one needs to appreciate one's boss godls, pressures (especialy from his or her own boss
and others at the same leve), strengths and weaknesses, and blind spots. In addition to this Berry
(1998) also points out that despite the fact that there has always been a focus on the influence a
leader has on a group, upward influence from the group can change the leader's behaviour and help
members accomplish goas. Thacker and Wayne (1995) found that neither ingratiation nor
assertiveness by subordinates in organisations were effective, but rationa persuasion did contribute
to an impresson of promotability. Deluga and Perry (1991) found that there was a difference in
tactics used by in-group and out-group. The in-group members were more likely to report that their
influence attempts were effective, they were lesslikely to use codition forming, assertiveness, and
gopeds to higher authority. This notion of in-group and out- group membership (where the in-group
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refers to those closer to the superiors) seems to affect leadership development considerably. The
notion of upward influence becomes significant especidly when one is attempting to be proactive
about one's promotion or when on€e's development is being blocked by one' simmediate boss. Hui
(1990) dates that dthough Hofstede's (1980) conceptudisation of the individualism - collectiviam
framework is useful in thet it provides a Smple way of dassfying cultures - it mistakenly assumes
that collectivigts treet most people dike. Hence, even in a collectivigt culture one can find in-groups
and out-groups as subordinates are not al treated dike by superiors. Hui (1990) argues that
collectivisam is target specific in that members of collectivitic cultures favour certain in-groups such
as family and friends. One could argue that this dynamic is very evident amongg individuasin Third
World Africa. Therefore, there may be implications in terms of the relationships black leaders have
with subordinates. Collectivigs belong to a smdl number of stable in-groups that play a centrd role
in their lives, wheress individudists beong to many in-groupsthat exert little influence on ther lives.
When in-group gods and persond godls clash, in-group goals take precedence over persond goas
for collectivigts but not for individudigs. If what Hui (1990) proposes is true, then there would be
sgnificant implications for leadership development in organisations where there are in-groups and
out-groups based on race. The group which the leaders who have the influence to promote belong
to becomes an issue of importance.

The socid exchange within the in-group dyad between leader and subordinate alows the
subordinate to assume more respongbility and in return receive nore recognition and support from
the leader. The leader benefits from the members work and receives the member's loydty and
respect. In-group exchange can result in grester overdl performance and worker stisfaction with
leader. Subordinates who are extravert and have attitudes smilar to the leader's are likely to bein
the in-group (Phillips & Bedeian, 1994). Subordinates dso have an influence on leaders in that they
may have aleader prototype in the form of specific characteristics which have developed over their
experiences of what aleader ought to belike. Leaders who arein their supervisor’s out-group may
find it difficult to access and provide sufficient specid rewards and benefits to ther in-groups so as
to succeed in their attempts at mplementing new technology (Vecchio & Zdensy, 1997). Hence,
one' s leadership development is influenced to a large extent by whether one is in the superior’sin-
group or out-group.
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Another mgjor aspect in subordinate/superior relationshipsisthat of participation versus direction.

Y ukl (1998) points out that one of the difficulties bosses face isin trying to find a balance between
being overprotective and giving autonomy. Some subordinates fedl that bosses do not give them the
authority to accomplish te responsibilities which have been given. Superiors, a times may believe
they are delegating when it is seen as abdication by subordinates (Bass, 1990). Participation has
been seen to be problematic when it is pushed for even when it is not needed; this is seen astime
wagting (Wright, 1984). Some bosses risk participative decision-making only when a high qudity
solution is not needed; this can dso be viewed negatively by subordinates (Bass,1990). Sdf-
confidence and a persond sense of identity are likely to have a strong effect on aleader’ stendencies
to be directive or participative (Bass & Barrett, 1981). If the power of leadersis suddenly increassed
in an experiment, the amount the leaders can be directive is dso increased, and, in fact, the leaders
do tend to increase ther directiveness (Shiflett, 1973). It was dso found that highly authoritarian

persondlities wanted powerful, prestigious leaders who would strongly direct them (Bass, 1990).

Y ukl (1998) dso illustrates how many bossesfail to do the things necessary to facilitate subordinates
development of leadership skills. Leadership development is hindered if the following occur: bosses
are preoccupied with immediate crises or their own career advancement; bosses are insecure
because they see subordinates as potential competitors; if they see mistakes as persond failures as
opposed to learning experiences, Freemantle (1992) adds that passive resistance occurs when
bosses become immersed in their own thing. Boon (1996) outlines how the guidance of arespected
colleague is often easier to accept than that of senior leaders or managers which may be regarded as
suspect. Therefore, it is quite clear that this superior/subordinate relationship needs to be managed
well as there has dready been a history of adversarid relationships in the workplace in South

Africa

1.4.3. Leadership development and responsibility

The firg leedership challenge for al human beings is to lead themsaves (Boon, 1996). Courage is
something that people respect and because they respect it, they listen to and are guided by the
behaviour of courageous people (Boon, 1996). Block (1993) supports the notion that subordinates
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are responsible for their own development proposing that one of the cornerstones of partnership 5
joint accountability. He states that bosses are no longer responsible for the morale, learning, or
career of their subordinates. They resign their care-taking role towards their subordinates. If people
want the freedom that partnership offers, the price of that freedom is to take persond accountability
for the success and failure of our (the organisation’s) unit and our community. As Robert Goizuita,
chairman of the Coca Cola Company explains:

We obvioudy have little control over globd trends, curency fluctuations and devauetions,
natural disasters, politica upheavas, social unrest, bad weather or schizophrenic stock markets.
Wedo, however, have complete control over our own behaviour (Manning, 1997, p.9).

A sense of regponsbility seems to be a characterigtic of effective leaders. Berry (1998) points out
how new studies which have been carried out (focussing on the leader's initiative, respongbility, task
orientation and need for achievement) have found that leaders aredifferent from group membersina
number of ways. Leaders were found to be more persuasve and more willing to accept the
consequences of their decisions (Bass, 1981). Berry (1998) suggests that the different effect smilar
programs have is possbly due to the manner of congruction of the programs, suggesting thet the
models should adso suggest what not to do and not only what to do. It seems as if part of
developing a sense of responghility lies in creating an environment where leaders do not parent
adults. Charlton (1992) states how leadership involves a paradigm shift from viewing employees as
children to creating adult expectaions in an environment which offers meaningful work and
involvement as the way to access human potentidl.

Singer (1991) quotes research where low performing students had amost no sense of their own
future. Their future was grictly short-term and they believed the ability to shape it was in the hands
of fate. On the other hand successful students had a much greater persond sense of control over
ther future. They thought in time horizons of 5-10 years ahead. Interestingly , 1.Q. and family
background were not indicators of success. The key differentiator was a profound and positive
vison of thair future. Again, thereisasense of taking respongihility.
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1.4.4. Leadership development and learning

Hersey and Blanchard (1982) summarise recent thinking by pointing out that leadership competence
can be learnt, but the question is the willingness of the people to learn to become adaptable. It
seems as if a centrd part of leadership development is learning and cregting an environment where
others learn. Senge (1991) dtates that a leader adopts the active role of teacher and creates a
learning culture. This process of learning has been described by South African executivesin Kely's
(1986) research. Participantsin this research commented that:

| had to learn to be more sendtive in my dedlings with people.

| learnt that you can't play around with people as if they’re @wns. If somehow a trust
relationship breeks, you can't easlly fix it.
Being sdf-taught, I'm a very hands-on manager. | had to learn to alow them people to do it thelr
own way. | had to learn to dlow them to make their own mistakes.

Leaders face the chdlenge of being able to continue to receive negative feedback from their
colleagues despite their rise in gatus. It is aso a challenge for them to avoid becoming isolated from
below. Leadership development helps risng executives become conscious of such tensions,
otherwise ther risng status may inhibit continued learning (Kgplan, Drath & Kofodimos, 1985).
Bryson and Kelly (1978) state that idedlly one should learn to be aleader by receiving appropriate
feedback while serving as a leader; one should be promoted to higher levels of leadership
responghilities because of one's past peformance as a leader and one's promise of future
performance. Education for leadership occurs in the context of the current stage of development in
which the leader is found (Bass,1990).

1.4.5. Leadership development and power

In recent years, researchers have outlined the importance of power anadyss which recognises the
reciprocd and mutudly trandformative dimensions of power interaction even in gtuaions of
congderable inequdlity. It dso entalls atention to the way many inditutions are organised around
professonad expertise and information resources, and chalenged by assartions of commund
authority, or mora apped by dispossessed and powerless groups. Because leadership has to do with
“power-bases’, studying leadership development necessitates the exploration of power dynamics.
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A key role of leaders appears to be the ability to share power, and in o doing, empower
subordinates. This seems to occur partly through continuous interaction with one's subordinates.
Severd key ingghts emerged from some South African research by Gail Kdly on the skills necessary
for CEO's success and the process whereby these can be cultivated. The most sgnificant of these
relates to the importance, from the CEO's point of view, of being in touch with one's people - of
being able to communicate with them, empower them and draw them in behind one. Another
important factor was the ability to not only cope with change but also to initiate change.

Charlton (1992) points out that the acid test of leadership is the presence of empowered people in
organisations. Empowerment in turn depends on the belief that ‘| can begin to create my own future'.
This n turn presupposes an internd locus of control which places responsbility squarely on ‘my

shoulders rather than externdising respongibility for change and blaming others - both below and
above you in the organisation. This aso comes about largely through interaction, as Charlton (1992)
argues that the primary reason for loss of credibility amongst leadership is thet it is insengtive to its
condtituents. lan Macrae of Eskom (cited in Charlton, 1992) believes that a critical ingredient in his
own leadership ability was ‘ support from my superior who expressed confidence in me and space to
fulfil my respongbilities. Research into effective managerid competencies in South Africa by
Lapinsky (1990) points out the importance of effective feedback to subordinates, while & the same
time dlowing individuds to take persona responghility for making changes and testing thelr
effectiveness. An example from Lapinsky’s (1990) research illustrates this empowerment process.

| took on her development and | encouraged her to develop her job. | regraded the job and it
came out as far bigger job than the traditiona job. She is now an integra part of the business...|
have garted looking at giving people additiona responshilities. | am growing their jobs within
internationa and local gandards. The carrot | am offering them is to develop within thelr

jobswith clear sandards of performance. The benefit is obvioudy dso to the business.
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1.5. Leader ship development and cultural contexts

1.5.1. Contextualisation of |leadership development

To assume that outsders can develop a country using so-called modern management techniques and
theories has proven deplorable arrogance (Hofstede, 1997). Hofstede (1997), $esking of an
article published in 1980 entitled, “Do American Theories Apply abroad?’ argued, with empirica
support, that generdly accepted American theories like those of Madow, Herzberg, McCleland,
Vroom, McGregor, Likert, Blake and Mouton may not, or only very partly, goply outsde the
borders of their country of origin. Hofstede (1997) goes on to outline some differences between
magjor cultures which have resulted in differences in organisationa cultures and hence gpproaches to
leadership:

It s;cemsasif different nations vary in their vaues and hence d<o differ in what is held in high regard.
This aso then influences who people will ook up to as leader. Hofstede (1997) gives a number of
examples to outline such differences.  In the United States, managers are cultural heroes yet in
Germany, engineers are; hence in Germany there is not even an emphasis on business management
schools but rather on the production role and apprenticeships. In Japan there is a permanent worker
group, which is @id according to seniority as opposed to position. They are therefore controlled
more by peer group decisions as opposed to the manager. On the other hand the United States
culture profile is reflected in the American. management theories which emphasise market processes,
focus on managers as opposed to workers (such as in Jgpan), and emphasise the individud.

In France there is a resstance to the idea of the matrix organisation. Individuas such as the great
French thinker, Fayol, could not understand Frederick Taylor's (the father of scientific management)
denid of the unity of command principle and the notion that an employee could report to two
different bosses. On the other hand, the Dutch place a very high emphasis on consensus whilst in the
United States leadership is often associsted with assartiveness. Hence in Holland leadership
presupposes modesty (despite at times time consuming ritua consultations and the pretence of such
modesty). Leadership drategies will dso differ in overseas Chinese firms, which tend to be family
owned, where there is centralised decison-meaking. The szeiskept smdl by assumed lack of loydty
of non-family members
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Hofstede (1997) argues that, at best, one can hope for a dia ogue between equas with the locals, in
which the Western partner acts as the expert in Western technology and the locd partner as the
expert in loca culture, habits and fedings. Hofmeyer (cited in Human,1990) addsto thisby pointing
out how the educational component of leadership development differs from country to country and
needs to be adapted to the South African context by focussng on management of the change
process, how change takes place and how it isresisted. It is essentid that transformation processes
are ether South African originated or South African customised amidst the exposure to a whole
vaiety of imported leadership development materids (Bergh, 1995). Unfortunately, training and
learning options have, for some time now, become fairly standard, creating a comfort zone of
conventiond wisdom where programmes are sdected smply because they have been shown to
work (Eagley, 1995). Hui comments on the relationship between the effective sugtainability of
leadership styles and socio-cultura context (cited in Bridin, 1990). Thus, he argues that different
contexts will necesstate different leadership styles and different gpproaches to leadership
development. Mitchdll and Foa (cited in Bass,1990) found that an understanding of the locd cultura
context becomes important as leaders have been rated more effective when they have been trained
in the norms of the followers. Unless leeders perceptions of the challenges they face are addressed,
only symptoms of current leadership problems will be treated and not the underlying problems
(Human & Bowmaker-Faconer, 1992). If nothing ese, the genera lack of success in economic
development of other countries should be sufficient argument to doubt the vdidity of Western
management theories in non- Western environments. (Hofstede, 1997).

Berry (1998) outlines how it is important for an overseas company to learn about what a host
country's people think about leadership. For example in Puerto Rico, turnover of staff increased
because participatiive management was seen as a Sgn of mismanagement (Marrow, 1964). More
recently, in a study by Ejiogu (1983) set in Nigeria, it was found that employees did not find
participation that important but performed better under more directive and autocratic supervisors.
Hence, one' sindividua vaues and culture influence the nature of one's leadership development.

Caamir and Keats (1996) discuss the following ingghts on multi-cultura leadership: Leaders who
vaue having close rdations with subordinates could be expected to employ a leadership style
different from that of leaders who do not vaue this.  Subordinates from different cultures prefer
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different leadership styles because they expect different things from their leeder. In Audtrdia, Chinese
middle managers may have a perception of leadership which is somewhat collectivist and may St
awkwardly with Ausradian individuadigtic vaues. Chinese middle managers gppeared to vaue a high
level of maintenance because of their high need for harmony. Other researchers aso suggested that
the transferability of the Japanese leadership development mode to Singapore is neither feasible nor
desrable. Singaporeans are highly competitive and individudigtic. This works againg the Japanese
vaues of “groupism”. Because Singgporeans are consstently lodking for opportunities to better
themsdlves, they are highly mobile, making voluntary turnover rates high and the emphasis on group
vaues low. Hence, if leadership development processes are to be effectively implemented,
organisations need to be aware of the prevalling cultura context in which they are located.

Therefore, this research explores the dynamics of leadership development in light of the uniqueness
of the broader South African context. Boon (1996) postulates that there is an “African Way” for
leadership to occur: In the process of interactive leadership, one works hard at bresking down
barriers between people and between dasses This is physcaly reflected in ‘umhlanganos
(mesetings) where each person, regardless of rank, has the same opportunity to contribute their

opinion, and to encourage or even simulate discipline of an individua or the group (Boon,1996).

While this may seem advantageous, proposing a new idea that does not originate from one's group
may be viewed as sdfish in ardatively collectivig culture (Horngtein, 1986). In one study, individuas
who were strongly biculturd (that is who understand and respond favourably to two different
cultures) showed more leadership behaviour in mixed cultura groups than those who were low an
this attribute (Garza, Romero, Cox & Ramirez, 1982). This strength would be sgnificant for alot of
black executives of whom mog, if not dl, have been exposed to more than one culture,

1.5.2. Differencesin leader/follower dynamics

Leaders from different cultures exhibit noticeably different behaviourd patterns (Tayeb, 1988).
Casmir and Kesets (1996) provide the argument that people pursue different gods for different
reasons therefore leaders from different cultures might favour certain leadership practices because
such practices may be perceived as indicators of certain desirable qudities. For example in some
cultures the prevadent view is that most Stuations require aleader who is decisive and powerful while
in other cultures it may be a consultative leeder who is required. Smilarly, subordinates from
different cultures may be used to acting a certain way because such behaviour are seen as indicators
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of certain desirable persona qudities (e.g. avoiding disagreement with one's leader can be seenasa
sign of respect by some but servility by others).

1.5.3. A comparison with Zimbabwe

A useful area to explore when looking at culturd contexts is whether the leadership development
issues facing South African private organisations are unique to South Africa or are there any patterns
which have dready been experienced by a country which has had asmilar historica legacy. For this
reason, Zimbabwe makes a useful point of comparison. In a study on the redressing of racid and
gender imbaances in the Zimbabwean labour market, Brigid Strachan (1993) outlines a variety of
prevailing attitudes amongst executives which are very smilar to those in South Africa:

In terms of leadership development, the first pogtions to be Africanised in Zimbabwe were labour
relations, publish reations and marketing. This is because these were seen to be the interface
between management and labour, and management and the community. In production, finance and
generd adminidration, black advancement has been dower, partly due to the fact that these
positions lead to top management and are concerned with overal control and functioning of the
company (Strachan, 1993). This can be compared to issues of current concern in South Africa, such
as glass calings where bladks and women find themsdlves in positions where there is no scope for
promotion, and no power to bring organisationa change. This margindisation within organisations is
difficult to address as blacks are sometimes put into marketing, labour relations, and marketing
departments because of their language skills. Hence, it becomes difficult to draw the line between
margindisation of certain departments and the genuine utilisation of the expertise of a particular
group. Neverthdess, a common dte in both Zimbabwe and South Africa has been ethnicdly
homogenous departments within organisations.

Strachan (1993) goes on to describe how, after 1980 many whites were incorporated into the
private sector from the army, the civil service and the police without gppropriate “experience’
athough the private sector maintained that they were “skilled and experienced administrators’. Such
white appointees did sometimes become obstacles to change, often not educated with progressive or
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new management practices. Currently in South Africa, leaders, as change agents, dso face the
chdlenge of those who block change through not embracing new practices, yet ill being in the
organisations due to “experience’. Hence, there gppears to be a similar conflict between ‘the old
school’ and “the new school’.

Black managers in Zimbabwe expressed the view that there was a lack of gppreciation and
undergtanding of African culture, and a common assumption that everything to do with ‘white

culture is right. However, it was dso evident that there was a “company” culture, which black
management often underestimated the importance of absorbing if they wished to succeed in the
organsation. Thereisasmilar catch 22 Stuation that is present in South Africa today, where blacks
want ther cultures recognised and yet at the same time are aspiring to conform to organsationa

cultures which tend to be white dominated) in order to gain promotion. Thisis atenson which black
people pursuing leedership face today.

Organisational commitment was also seen as a premise for recruitment and promoation in Zimbabwe.
Strachan (1993) found that with the emigration of some 50% of the white population many vacancies
were crested. Whilst initialy these were filled by whites, this is no longer the case. Many young
whites are leaving Zimbabwe believing there is no future for them due to their racia group. New
recruits are therefore in the mgority black as many companies prefer to train young blacks whom
they know will stay in the country, rather than whites who may gain experience and leave.

One of the areas where Zimbabwe differs from South Africais in the government’s caution in black
advancement in the Private Sector. Government did not want to accelerate the flight of skilled whites
and black advarcement in the private sector would creste a black middle class which was
contradictory to the development of socidism. Hence, for the first few years after independence
there was rapid advancement for whites who filled the vacancies that became available due to
emigration. However, currently, in South Africa, there is a growing black middle cdass and no
indication that government is displeased with this. This means that the nature of government
intervention in the advancement of blacks in private organisations differs, despite the fact that there
has been concern about ‘white flight' in both countries.
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Hence, it is useful for South Africa to take into consideration what has occurred in surrounding
countries, as this will hdp in underdanding the nature of leadership development in private
organisations, and adso serve aswarnings not to make similar mistakes.

1.6. Creating a culturefor leader ship development

Y ukl (1998) outlines a number of factors which influence the degree to which there will be a culture
of leadership development in organisations. These are: the prevailing attitudes and values about
development; the degree to which individud learning is regarded as highly important for
organisationd  effectiveness, the use of symbols and dogans that embody vaues such as
experimentation, flexibility, adaptation, salf-devel opment, continuous learning and innovation.

Kotter (1997) points out that leaders dmost dways have had opportunities during their twenties and
thirties to actudly try to lead, to take a risk, and to learn from both triumph and failures. Such
learning seems essentid in developing a wide range of leadership skills and perspectives. Kotter
(1997) outlines the following as being important for cregting an amosphere for leadership
development:
alengthy generd management course
srong informa networks needed to support multiple leedership initiatives
the creetion of challenging opportunities for rdatively young employees (for many organisations
decentraisation is the key).
encouraging managers to participate in these activities. Well-led businesses tend to recognise and
reward people who successfully develop leaders.
inditutionaising a leedership- centred culture is the ultimate act of leadership.

An organisationd culture with mentorship as an integrd part of it has dso been found to be hdpful
for leadership development. Mentors may aso benefit from the mentoring experience because it is
likely to increase their job satisfaction and help them develop their own leadership skills. Turban and
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Dougherty (1994) found that proteges were more likely to initiate mentoring relaionships and get
more mentoring if they had high emaotiond stability, internd locus of control orientation, and sdf-
monitoring. This culture of leadership development which involves mentoring needs to be
communicated by top management, as Gail Kelly's (1986) research found that CEOs had superb
communication skills both on interpersona and organisationd levels.
Some examples of this are comments such as:
| make mysdlf available to my executivesimmediately for business and private needs.
My days are totdly ungtructured - they involve a few meetings and gppointments and a lot of
walking about and chatting to people a dl levels. | bdieve in heavy networking.
| spend the grestest portion of my day moving around and taking to people, we are a greet
company for visble management.

Hence, it is only through such interaction that a culture of mentoring and, ultimately, leadership
development can be developed.

1.7. Implementation strategies

Charlton (1992) outlines some implementation strategies which can be carried out

1. To start developing, reorganising and rewarding leadership as part of a broad educational

drategy.

2. To make human sKills and people management an integrd part of every university or post matric
learning process.

3. Trainers, educators, line managers, professionas of any persuasion need to commit themselves to

become competent trainers of leadership (with sandards of excellence maintained).
4. To conduct extensive research that focuses on a broader leadership sample together with
researching the leaders role in empowerment, equa opportunity, culture and motivation - ina

way that lendsitself to practica application

5. To make use of leadership development programs that are tried-and-tested and shared,
particularly in a Third World context.

6. To edablish centres of learning for leadership, catering for a variety of students from politicd,
business, culturd, religious and even sporting organisations - with acommitment to follow-up and
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implementation of competencies.

In addition to outlining research findings on magor aspects of leadership development, this literature
review has illustrated that it is essential to have an understanding of leadership development
processesin different cultura contexts, specificdly in the South African context. The literature review
has outlined some mgjor differences in how leadership development is perceived across cultures.
Theliterature review has made it clear that South African organisations have key features about them
as aresult of the country’s broader legacy of gpartheid. Some mgor factors influencing leedership
development have been described. These have included the relationships between subordinates and
superiors. Such relaionships have dements in them that can either enhance or inhibit the process of

leadership development. The literature review has dso outlined some individud atributes which help
to cregte a culture of leadership development. This includes a variety of skills, such as effective
communication and sharing of power. The importance of training programs was aso mentioned, and
the role of a variety of training modes was highlighted. As a result of this literature review, there
should be a clearer notion of the difference between management and leadership and the nature of

leadership development, in that it is ultimately a process as opposed to avariety of programs. It was
aso argued that there is a growing need for leadership development and understanding the new

gpproaches to leadership was seen as part of the solution. For there to be any effective leadership
development an exploration needs to be carried out on the issues mentioned above. Hence, this
research explores some of the status quo in leedership development, in an attempt to highlight some
of the strengths and weaknesses of this process n South African. The following chapter outlines
how the current research was carried out.
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Chapter 2

2.1. Research Question
This study aimsto explore black organisationa leaders perceptions of the challenges and congraints
of leadership development in the South African context. It includes the following sub- questions.

1.What are the capabilities and vulnerabilities associated with the current leadership development
processes?

2.As black leaders have been developed how has this affected their perception of themsdves, their
relationships and their organisations.

2.2. Thequalitative paradigm

Operating in a quditative paradigm has been found to be useful when complex hypotheses are
involved (Bass, 1990). The researcher found it useful usng quditative methods as this research
explored complex dynamics of human behaviour, as signified by the depth of the research questions.
Bryman, Bresnen, Beardsworth and Keil (1988) found in their research on project leaders that the
use of quditative methods dso makes room to illustrate awider array of contextud variables. Such
variables are grounded in people' s experiences and, therefore, are more accessible to leaders and
researchersaike (Bass, 1990).

In addition to this, the search for meaning and significance in the behaviours of leaders and their
followers, as well as related events, is aided by quditative research (Van Maanen,1979). The
actions of people can be explained in terms of the total context in which they occur insteed of the
isolated or manipulated eements within the Stuation (Smith, 1975).
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Whilgt alot of qualitative research begins with deductions from theory (Orpen, 1987), this research
depends more on andytic inductions. Thus, movement is a circular process involving the search for
and collection of specific data, the development of crude hypothes's, and then the examination of the
data (or new data) to see how well the inferred hypotheses it the data (Bogdan & Taylor, 1975). In
this research, the crude hypotheses were developed implicitly through the different categorisationsin
the coding as shown below. Orpen (1987) argues that more of such quditative study is needed and
is likdy to find its way into the study of leadership as the limitations of quantitative methodsin dedling
with organisationd complexities become increasingly apparent. In addition to this, McCdl and
Lombardo (1978) advocated more leadership research using ethnographic methods of ungtatistical
naturalists to detect the subtleties and nuances involved in the leadership process. Greater atention
needs to be paid to unconscious motives that affect the leaders and followers perspectives (Bass,
1990). Often, qualitative research can ded better with the art and craft in leadership than @n the
more objective quantitative anaysis (ibid, 1990).

2.3. Sampling

For the purpose of this research four participants were sdected from three different private
organisaions in an urban area. The four participants provided a fair range of views on the issue as
well as staying within the scope of an exploratory study. Participants were sdected using a criterion
based convenience sampling approach. The criteria for selection were that they were organisationa

leaders in top or middle management. The additiond fourth participant headed an organisation in

Zimbabwe and provided a useful benchmark for comparison. This was useful to provide data on a
neighbouring country which has experienced a Smilar process of trangtion. Two of the participants
were from the same organisation and of different gender; this dso enriched the data in that

comparisons could be made between them aong gender lines. Participants were from three different
private organisations so that the data would become richer with different experiences of the
individuds, and there was the opportunity to explore how the indudtries differed, as this would

perhaps affect leadership development. All the participants were black, to explore how changes in

policy and resultant changes in private sector business have had an effect on black leadership
development. All participants were informed of the details and ams of the research, and their

informed consent was obtained for their participation.
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2.4. Data cdllection.

Each participant was interviewed individudly with the am of obtaining an in-depth exploration of
their perceptions of chalenges and congraints of leadership development in South Africa Each
interview was conducted in three phases smilar to Seidman’s (1991) approach (see Appendix 1).
The first phase accessed the participants own leadership development path, thet is the participant
recongtructed the conditutive events in their past (Seidman, 1991). The secord phase of the
interview addressed the current challenges faced by the participant, in relation to leadership
development. In the find phase of the interview participants were asked to reflect on their own
experiences and current chalenges and condraints expressed in the earlier phases. In these
interviews participants were asked specific questions using an interview guide (see appendix 1)
developed from the research questions and the literature review. From these in-depth interviews one
could see how the participant’s experience interacted with powerful socia and organisationa forces
that pervaded the contexts in which they live and work (Seidman, 1991). The interviews were
conducted in English. Only one of the interviews was audio tgped. The other participants felt more
comfortable without atape-recorder, hence the researcher took notes instead.

Seidman’s (1991) three-interview approach was not used entirely as the researcher did not conduct
three separate interviews for each participant, but instead merged them into one long one. Thiswas
for a number of reasons Firdly, the participants were giving up part of their working-time, therefore
the interviews could not be unnecessarily prolonged. In addition to this, the participants did not
rigidly keep to the different phases set out by the researcher, and for this reason it was not essentia
that there were three different interviews.

2.5. Dataanalysis

The transcribed interviews were analysed by looking for common themes and examining therr inter-
relatedness. Patton’s (1990) method of content andyss was used. This involved articulating
coherent themes and paiterns in the data, and identifying excerpts from the interviews as examples of

the underlying concept. For example, a code which surfaced was affirmation, as shown in the
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example below. This was then linked to other related codes, such as recognition from the boss

Together these would begin to create a theme which could be called recognition.

The esearcher read through the transcriptions while writing comments (memos) in the margins
indicating what could be done with different parts of the data (Patton, 1990). Open coding was
used. This means the researcher located themes and assigned initia codes or labelsin afirst attempt
to condense the mass of data into categories (Patton, 1990). The researcher was open to creating
new themes and to changing these initia codes in subsequent analyses. The themes were at a low
level of abdraction and came from the researcher’s initid question, terms used in literature, terms
used by members in the socia setting, or new thoughts simulated by the data  For example, the
researcher would recognise how affirmation and recognition would relate to promotion and so a new
theme would emerge concerning how training programs were not just a source of  intellectua

dimulation but dso of affirmation. Affirmation would then aso be linked to other themes which
were emerging, such as job satisfaction. Hence, new themes would emerge asthey were linked up
to each other. Some codes would surface under a variety of themes. For example, the code
mentor ship/coaching would fal under the theme of |eader ship devel opment and women and aso
new approaches to leadership. Open coding aso extended to andytic notes or memos that the

researcher wrote to himsdf.

After open coding the researcher made aligt of themes. This helped him see the emerging themes at
aglance. It gimulated the researcher to find themes in future open-coding. The researcher used the
ligt to build a universe of dl themes in the study, which he was open to recognise, sort, combine,
discard or extend for further andysis (Neuman,1997). Making such a lig of themes helped the
researcher when it came to conparing the lists across the transcriptions and seeing which ones could
be merged into the same theme.

Axia coding occurred during the second pass through the data. In this phase of the andyds the
researcher focused more on the initially coded themes than on the actud data During axid coding
the researcher asked about causes and consequences of the participants behaviour and attitudes.
Conditions and interactions in their relationships were looked a. The researcher adso looked for
categories which dustered together.
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Sdective coding occurred during the third pass through the data. It involved scanning the data and
previous codes. The researcher looked sdectively for cases that illustrate themes and made
comparisons and contragts. This can be seen in the discusson section of the thess, where the
researcher also made comparisons with literature. At this stage the researcher looked for certain

cases in the data which confirmed what the literature may have suggested. For example, the
researcher explored the data to see if there were any confirmations for the use of transformationa

leadership. The researcher aso recognised specific themes identified in earlier coding and elaborated
more than one mgjor theme. Themes based specificaly on the research questions were dso given
specid atention whilst recognising the other themes which emerged. Therefore, there was afocus on
race-related issues and relationships within the organisations. As a result of such sdlective coding,

mgor themes ultimatdly guided the researcher’s process of andysis. Ultimately, the researcher read
through the data a number of times, completing different processes of andysis on each pass through

the data

An example of the opencoding process is provided below. The example is presented so that the
researcher's question is provided. This is followed by the participant’s response with the code in
itaics above,

Uniqueness

I’'m the only black female who's a grade G. I'm the top black female here but that
Perception (others cf self)
says nothing because I’'m nowhere. | might be seen by others as an agent of
change
Gender dynamics
because its always been males . Other people in the plant when | started were
excited to see a black female. But | have to feel I'm in aworthwhile position. | don’t
Racerelations
feel my job counts. The person | was told is aracist said our department is
Affirmation Responsibility
worthwhile. Its not my responsibility as an individual to prove this. X (her boss)
boss’ inadequacies
should say to Y (general manager), “Why do you want to see the minutes?”. | have

mentor ship/coaching
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no role model except outside the region. In terms of organisational culture; | don’t
isolation Affirmation

feel | have arole. | don’t feel I'm part of this company. My department is used.

Duration/commitment

Maybe if | were to stay longer then | could say this is the organisational culture.

Agent of change/influence

There's not much | feel | can do on my own. It could be limited. The general

Boss' inadequacies Link with boss Team

manager sees the negative aspects of my boss and then thinks we are all like that.
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Chapter 3

Results

The results will be presented in the following way: Firdtly, there will be an outline of leadership
qudities which have been described by the participants. This will be followed by the training
component of leadership development and how the experience of training has an impact on different
organisationa aspects such as promotion. Leadership development will also be outlined describing
participants experience of broader socio-political and globa contexts. Relaionships within the
organisation and their impact on leadership development will aso be described. Thiswill incdlude race
relations and interactions with superiors and subordinates. Findly, the participants perception of

leedership qudities is dso illugtrated in the results. As job satisfaction and motivation contribute to
leadership development this chapter dso contains a section which outlines the participants sense of

motivation and job satisfaction and how this contributes to their leadership development.

3.1. Leadership qualities

There were certain quaities which were outlined as strengths of |eaders that the participants knew.
These were: people leadership skills, andytic minds, human competence; technicad competence;
drategic visonary ability; being a resource alocator; creeting leaders for tomorrow; recognising and
rewarding good performance; and disciplining poor performance.

One of the participants stated that good leaders were those who did not mind getting their own
hands dirty; they are not autocratic; they put themselves in your shoes, they care about why you have
done things differently; they don’t have to fear their position being in jeopardy. Another participant
highlighted that if you are a good leader, your authority will never be compromised or chalenged
because your subordinate islooking at you for leadership.

The leaders interviewed seemed to have a strong internd locus of control as they spoke of being
responsible for their leedership development. This was evident in the meaning they atached to their
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promotions. A participant said “| fed | deserved it. It was long over due” Another participant
outlined thet for him, promotion involves taking to his boss and tdling him the skills he has and how
he feds heis being underutilised. He added that

For me, promotion is not a surprise.....in dmost al my promotions | actualy triggered the
process of getting a promotion by convincing my boss thet | could handle the tasks that were
one level above the leve | was occupying a the timey, If anindividuad comesto meand tells
me that his contribution has not been recognised , I'll say ‘Go back and <l
yoursdf.......If you don’t do that, don’t expect anybody to pull you up....sdll your successes!’

This sense of having a strong internd locus of control was re-emphasised as one of the participants
pointed out that “you're in charge when you teke charge. It's very important. Promotions don’t
count. It's taking charge” A leader was seen as having a power base, and how s/he used the
power base was important. The power base could be knowledge, position, a system, or being a
parent. One of the participants expressed that “by age aone peoplelook up to me for leadership.”

The notion of a leader’s threshold for particular experiences such as pain or embarrassment was
seen as a source of leadership strength. It was aso pointed out that a leader overcompensates by
having a good understanding of the environment and then manipulating it. One of the leaders pointed
out that a lot of them could have been better leaders earlier if they had paced themsdves and
planned their own career development. A strength of a leader which the participants highlighted was
the ability to withstand those things which can be used againgt him or her such as age, qudifications,
and colour. One of the participants pointed out that “the true test of leadership islike ashoot through
arock.” Sdf-aufficiency was seen as a strength of one of the leaders, as she pointed out that if her
boss leaves she could “fend for hersdf”.

One of the leaders described how his job involves creeting leaders and the environment for them to
develop. It was aso stated by one of the participants that it is important to understand those coming
up in the organisation. The morae of the people in the organisation and the ability to motivate one's
subordinates was seen as an important leadership quaity. The participants had a strong sense that
leaders can be developed as opposed to only having born leaders.
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One of the participants heading an organisation pointed out the importance for him to be seen a
functions such as employees weddings. In this way, identification with on€'s organisationa culture
was seen as aleadership quality. One of the leaders stated that as aleader

you have to accept that you're the representation of that organisation’s aspirations,
vison...you stand for the organisation. People expect you to change those things in the
organisation you don't represent. You have to embody the culture of the organisation.
You'reasymbol of the organisation.

One of the paticipants ssaw himsdf as a key figure who will ensure thet the right culture is
maintained. He saw it as his responsbility to ensure that his followers know what the culture is and
that they not only conform to the culturd requirements of the company but influence others to do so.
A centra aspect in leadership qudlities was the notion of vision. One of the participants stated: “I
cregte the vison. | communicate the culture and the vison and create Structures that support that
vison.” The participants also expressed the importance of risng beyond mediocrity. One of them
sad, “l am a person who goes beyond the limits of my expected outputs to deliver more, over and
above what my customers require.”

Being multifaceted was seen as a necessary quaity for future leaders. Ore of the participants
pointed out that “Some people here have been developed to accept the multi-disciplinary
requirements of business We no longer want somebody who only knows science - we want
somebody who understands finance, engineering, human resources, marketing. Those are the people
that we'll develop to become our future generd managers and M.Ds.”

The leadership defidiencies stated were the following: myopia (lack of globa thinking); low
understanding of human potentid; a negative perception of Africa; a poor sense of service
excellence; the inability to give one' s department direction.

It was pointed out that some managers have no leadership skills. They frighten, thresten and trest
“family men like children.” One of the participants pointed out that there were alot of managersin
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her organisation who feared their position being in jeopardy and this would influence their leadership
syle. This can be contrasted with the sense of resolve and security which another participant
expressed describing his own leadership skills “1 say guys, we want to get there - what can we do
to get there? Irrespective of whether the person was below me, above me, or by my sde. So it

does't make any difference - | dtill use the same tactics to lead.”

Another deficiency was that of lipservice. When describing the organisationd culture one of the
participants pointed out that it is just preached but very few live up to it. Some leaders were dso
seen as lacking in interaction with particular departments resutting in their isolation. For example,
one of the participants fdt that there was not much interaction with the genera manager, who does
not come to the departmenta functions. This was aso expressed in that managers do not know or
understand those on the shop-floor, as they do not take time to listen to them. This can be linked to
the importance of having a sincere care for one's subordinates. One of the leaders described how
lan Smith (former Rhodesian prime minister) stated recently that Mandela was atrue statesman yet
“the rest of us aren’'t statesmen. We have no generosity of heart”. Another leadership weakness
stated was when top management assumed that al the members of a department were as inadequate
as the head of that department. Again, this is linked to a lack of individudised interest in on€'s
subordinates.

3.2. Education, Training and skills development

3.2.1. Emphasis on personal training and development

The leaders interviewed seemed to place a dsrong emphasis on ther persond training and
development. Education was seen as source of strength for promotion. One commented, “...then |
got tired and | needed some extra energy to see me into the next level of business, so | decided to
go back to university”. It was pointed out that after going on a particular management development
program one fedls good about onesdlf. Organisationa support was seen as an important factor for
one s training. One of the participants sated that “My organisation gives me the support | need in
terms of dlowing me time to attend the leadership workshops’. This support includes resources,
finances, and more importantly, opportunities to engage in training.
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3.2.2. Training and promotion
The ahility to sl one’ s skillswas seen asimportant. Part of initiating a promotion was seen as having
the ability to tdl one's boss of the skills one has and how one is being underutilised. In this regard,

merely being trained was not seen as enough. In a sense, one has to sdl the results of one straining.

This was dso seen in leadership’s plea for loca knowledge from their subordinates. A participant
sad, “Share with us your knowledge and skillsl” Skills were therefore seen as useful in their
practica application.

Going on particular training courses was seen as gving one the opportunity to be transferred to other
departments from a department which one is dissatisfied with. 1t was aso pointed out that one
develops leadership qudlities and then the promotion is a confirmation of this. Leadership was not
seen as being merely to do with position, as one of the participants mentioned that his secretary isa
leader because she takes charge and overcompensates by having a good understanding of the
environmen.

3.2.3. Training gaps

It was pointed out that thereisatraining gap on a number of leves.

One of the participants said....
The word levd is not the senior management in terms of kills, it's the shop floor guys.
Those guys were employed after they had done standard five or Six... they don’'t have the
required skills for problem solving. Theré's no logic in the way they think and it becomes
difficult...s0 yes, skills shortage on the shop-floor, terrible, bad news.

The introduction of Adult Basic Education and Training into one of the organisations was seen as
useful in that it would develop shop-floor workers by giving them basic skills. Corporate socia
respongbility endeavours have been carried out with the am of increasing the skills base, hence
addressing the imbalance of the past.

It was pointed out by a participant that at middle management leve there are a group of people who
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have been in the field for 15 to 20 years and have been promoted over the years. However, they
have not got university degrees and know their job only up to a certain level. He added:

If you bring something new they struggle. They are therefore used for training purposes as
they have experience, but with the new technologies, there is a need for graduates with the
latest know- how. Recruiting these people would be appropriate to lead the organisation
into the next millennium.

It seems as if there were aso gaps amongst those in leadership positions as it was Sated that “we
are taking people who dready occupy leadership postions but don't have the leadership skills, or
need enhancement of their leedership skills” One of the respondents fdlt there was a skills shortage
with regards to hersdf. This skills shortage was linked to not having a career development plan on
ariva in the organisation. It was aso pointed out that most of the managers (who had been in exile)
were not skilled as leaders.

3.2.4. Skillsneeded for leader ship

It was pointed out that the current chalenges in South Africacdl for new leadership kills in tune
with current times One of the participantssaid “it is easy for people to be historic and think they are
efective.” The multi-disciplinary nature of leadership development was aso seen as important. A
participant stated that “we no longer want somebody who only knows science. We want somebody
who understands finance, engineering, human resources, marketing. Those are the people that we'll
develop to become our future generd managers and managing directors.”

Skills necessary for leadership were differentiated from other skills. One of the participants said, “I
can't do, | have to get results through others. | don't write dedls for the company, | guide people to
do so. | don't produce results but I’'m judged by them.” Another participant outlined a variety of
skillsthat he saw as necessary for leaders amidst the rigorous training they go through:

Vison and understanding, the big picture, the ability to trandate the vison into user-friendly
language that his followers can understand.
Leaders need to have the ability to identify the training needs of the people and then apply the
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required learning solutions to close the gapsin employees
Leaders need to motivate, to make their followers fed important; recognising and rewarding
good performance and non-tolerance of poor performance

Amidst dl the emphasis on leadership skills it was pointed out that ultimately the leader needs to be
able to add vaue to the organisation. Thiswas seen when a participant pointed out thet,

My critica role is to ddiver to the business through the mobilisation of the people that follow
me. The main emphasis in the organisation is profitability through optimisation of process,
manpower, machinery etc

3.2.5. Leader ship development and training content

Different types of training for leaders were mentioned, both in-house and outside the organisation.
Technikons have dso played a role in offering courses geared towards leadership development.
Forma presentations dedling with issues such as the difference between a leader and a manager,
role-plays and case studies were aso used. Through these programs leeders gained sKills in dtaff
development, financid control budgeting; human resource skills such as recruitment, hiring and firing,
competence acquisition process and workplace assessment.

A participant also stated that a great dedl of leadership development occurs outside formal settings.
For example, transferable skills that have been developed through experience were aso mentioned.
These were ligtening skills, communication skills, and empathy which were seen as coming through
interaction. A participant explained how “there is a lot to learn without going into a classroom or a
forma workshop. And I'm sure I'm a better person and | understand people better.” Other
transferable skills mentioned by particpants were computer skills, project management, organisation
of functions, and learning to ded with dl types of people from grass roots leve to government
officds

Leadership development was described as an all-embracing concept that goes further than training.
Whilgt training was seen as technicd, leadership development was perceived as behaviourd and
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focuses on the intangible. In addition to this, leadership development was seen as long-term whilst
training is short-term. In addition to this an organisationd culture where leadership development is
emphasised was aso seen as hepful. One of the organisations was described as having a culture
which will diminate poor performers whilst supporting the hightfliers. It was seen as a learning
organisation which drives to achieve the highest level of innovation. 1t was adso found thet training
was limited by whether one was dlowed time off for further training. One of the participants pointed
out that her efficiency was being used againgt her, as she dated that if she was to leave her
department for four weeks it would fal apart.

The programs experienced by one of the participants were described as following a training cycle.
Parts of the cycleincluded:

1. Needsidentification (what behaviour changes are needed etc.).

2. Andysis of the organisation today and tomorrow (does the organisation need it? Do we have
the people internally who are capable of being developed in that form or outsde? Can we run
it oursalves or outsource?

3. Appoainting a development agent: the development agent designs the devel opment processes,
restructures the organisation to make room for this development.

4. Implementation of programs

5. Evauation of the effectiveness (review quarterly etc.).

The participant stated that the programs need to be made part of the performance management
system and the career development package. He added that most South African organisations do
not have a systematic form of getting training needs. The identificationof training needs was seen to
be war ped because whites are ahead of blacks aready.

3.3. Contextualisation of leader ship development

3.3.1. Global thinking
The participants seemed to be motivated to be up to date with international standards. One of the

participants illustrated his enjoyment of an aspect of hisjob by stating that “this was an exciting field
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because we were deding with the implementation of world class manufacturing and it kept me
abreast with the latest developments in the manufacturing sector”. There aso seemed to be astrong
emphasis on getting internationa exposure. One of the participants spoke of how her boss recently
had the option to go to France on business or to do the management development program; he

choseto go to France.

A lage pat of the chdlenge for the participants organisations and hence the participants
themsdlves, was to measure up with internationa standards. One of them pointed out:

If we achieve that, then we'll be dong the same levels as the Japanese who don't need supervision
or management. That's the ultimate godl and | find it a chalenge.

The organisation bench-marking with those companies abroad that are successful seemed to have a
strong impact on leadership development. One participant commmented:

We were looking a how first world companies were being managed and that's when |
started acquiring leadership skills because we were dedling with the leedership styles of those
internationa companies that are successful.

Asthe economy in South Africa was seen to be struggling, one of the participants argued thet, “we
have gone a step further by investing outside South Africa....So we are trying to take our eggs out of
one basket and spreading them.” This meant the necessity of shifting to a globa paradigm. Global
competitiveness was seen as a catdys for organisationa change.

At the same time one of the participants described his experience in working for a US multinationa
company in South Africa: It had high demands dien to the African environment “adong with atinge
of arogance. Everything from a policy manua. No room for creativity or diversty from the
meanudl....indoctrination.Comply or you are out.” On€'s leadership initiative was seen as being
thwarted in such an environment as leadership was not seen as being a&kin to crestivity. The
multinationa was seen to be here in South Africa to create top positions for Americans and locals

were operatives, where one cannot lead much but only execute the leader’ s decisons.
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3.3.2. Origin of training programs

One of the participants suggested that the ultimate god of training programs is the same whether
locally or abroad:

There was concern when we atended one of the programs that it was based on the
American environment, American style and American language...I think it was just a matter
of falling to gpply the principles not the specifics.

However, other participants seemed to think that training programs had the weskness of being too
Eurocentric, based on a Eurocentric persordity as opposed to the African culture. One of the
participants stated that they were

Based on the premise that every worker is a European persondity. A direct transplant of
United States culturel/, A ot of management training is given by whites who've rever lived
with a black and therefore have no conception of how a black thinks except a gardener.
Therefore it becomes condescending because it is too basic; and boring because it is based
on giving something to people who know nothing.

3.3.3. Socio-palitical environment

It was seen as necessary to be aware of the current socio-political climate of South Africa One of
the participants described his organisation as having dready had a vison before the advent of the
New South Africa. He pointed out that it is important to be close to people who matter, especialy
the government. It was aso seen as important to play one's part in addressing the imbalances of the
past, such as developing creches in rurd areas and supporting smal businesses. One of the
participants pointed out that the government of the day is black and because of that as a black
person she can relate to members of it; this was seen as an advantage.
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The South African government has adso encouraged workplace forums where didogue could ke
place between management and workers, but while such moves were seen as gppropriate for the
loca environment it was pointed out that multi- nationa organisations in South Africaare not as union
oriented. This meant that one could not implement that which was legal and locd. Hence, one of the
participants said, “I wasn't in aposition to challenge that...My experience told me | was not going to
change an American ethos’.

3.3.4. Local knowledge

Loca knowledge about the unique South African work environment was aso seen by participants as
important. It was also mentioned that a lot of what we call success is American, for example, the
balance sheet and capitdism. One participant went on to illustrate how it is current thinking which

drives business and yet Africa has no strong ideas, and hence has been looked down on. There are
no books on African management. Yet, semming from America, the impact of the business
drategist, Michael Potter’s Competitive strategy theories was mentioned with regardsto influentid
drong idess. Different nations strong ideas were pointed out by a participant: The American
philosophy was ‘go west’ which had a srong emphasis on individudism; in Germany it is
adminigration, a kind of perfectionist approach where nothing is caried out unless its wdl
researched; and Japan has a communa orientation. Despite these comments about internationa

approaches, the participant stated that “we are not succeeding as corporate |leaders because we
have not given oursdves suffi cient time to reinterpret concepts to our own loca environment.”

3.4. Racerelations

Being black was seen as advantageous when it came to dealing with the government. A participant
pointed out that “the government of the day is black. We know and can relate to them.” However,
when it came to corporate socid responshbility it was said that people do not see the need to give,
“egpecidly the blacks’.

One of the respondents described how she was not given a job description when she got into the
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organisation. She had arranged to get it from the Human Resources person by hersdf. She attributed
this to the fact that she is black, or if not, because “they don't care about the job”. Race was aso
seen as something an individua needs to ded with and manage. A participant expressed how “its
not a problem. If they don’t like me it's their problem. | went to a private school and dedt with it”.
In addition to this there was also an dement of seeing racism as problematic only in so far as it
affects others, hence the participant added: (The Situation is fine) As long as he's pretending and |
don't fed it and seeit”.

One of the participants felt that despite being able to do a better job than him, she would never be
considered for a promotion to her boss' position because she is not just a femae, but a black one.
She gtated that it isaman’sworld. She pointed out that she is demotivated because there is no room
for growth between middle and top management for black femaes. She suggested that perhapsit is
because of the nature of the particular industry she is working in. In addition to this she illustrated
how being the top black femde at her branch does not mean anything because “I’m nowhere...its
dways been maes’. She outlined how when she sarted to wark for the organisation, there was
excitement amongst the shop-floor workers because of the ariva of a black femae who may
represent their interests. Although she pointed out that she felt her job did not count, she stated that
the person she was told wes racist happens to be the one who finds her department worthwhile. In
other words, there was incongruence between what she was told about the individua and her
persona experience. She aso pointed out how she has not got arole model, except for outsidethe
region. Hence, there appears to be ether a shortage of role models for black femaes, or poor
mentoring Srategies.

One of the participants pointed out that he is too far at the top of the organisation for anyone to
discriminate againgt him racidly. He pointed out that he plays amagor rolein cresting policy to make
sure there is no discrimination. Another participant Sated that discrimination is iminated from his
organisation because of the rigorous selection process where only those without prejudice are hired.
He aso pointed out that his organisation
is one of the first companies that has crested the right environment for respect and dignity
and it's driven from the top down, from the M.D. who says, if anyone falls to treat any
other employeeequdly — it'simmediate dismissd irrespective of your leve..
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3.5. Relationshipswith superiors and subordinates

3.5.1. Autonomy (self-management)

There seemed to be a strong desire for the participants to have autonomy from superiors. One of the
participants felt that what she does is not gppreciated. She pointed out that overall her boss does not
make her fed vauable or important and only complements her occasiondly. As aresult, this lack of
affirmation affects the level of autonomy she experienced. A ot of the behaviour of the superior's
posture toward subordinates seemed to be influenced by his rdationship with his own boss. For
example, it was pointed out that superiors tend to threaten you because they have been threastened
by their boss. Hence, it is likely that the level of autonomy experienced by subordinates was dso
influenced by the pressures exigting in the boss relationship with his superiors. The perceptions one
hed of their superior’s expectations aso affected the level of autonomy one operated in. One of the
participants explained that “Y ou tend to shy away because you see that they think you know what
you're doing and you don’'t want to show them that you don't.” Therefore, there was the sense that
working by oneself autonomously was vaued more than doing the right thing. The participant chose
to hide her lack of knowledge than reved it. Being able to “fend for mysdf’ was seen as a
leadership strength. It was aso highlighted that one could tell the difference between delegation that
comes from the desire to develop someone and delegation that stems from the boss' laziness. When
the latter occurred it does did not motivate but “makes me cheeky and frustrated”. Hence, the
moativation behind employees being given autonomy becomes dl the more sgnificant. Conflict dso
arose from a boss having a sequential approach to carrying out tasks. These were situations where
an individuad wanted to move onto a different task but the boss required that something ese be
finished, even though the individua believes that one never finishes the task. Hence, one's autonomy
was affected in the area of task completion. There was a perceived lack of flexibility in the sequence
which one chose to carry out one's work. One of the participants compared his current job to
previous ones, pointing out that today he can make his own decisions, in terms of who his supplier is,
negotiating purchasing prices, determining process times, and level of automation. He described his
job as more chdlenging and found fulfilment in the fact that his decisons are more linked to the find
profitability of the business.
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The participants are dso encouraging autonomy amongst subordinates where there is a focus on
people development and empowerment through job enrichment. One of the participants described
his organisation as moving from dictating to supporting and mentorship. Another participant
expressed how being given autonomy by his boss crested an environment which was supportive for
atuning the minds of the managers that were to report to him. He also expressed how he was not
only given responghility but the authority to carry out that responsbility. His boss, the head of the
organisation, was only available for emergencies.

3.5.2. Superiors inadequacies

The participants could identify a variety of their superiors own ahilities as leaders. For example, one
of the participants could differentiate between her boss as a person and as a leader. She Stated that
“(my boss) is a good person but lacks management skils. He can't give us direction. | can do a
better job than him”. The participant expressed how she wished she had a different boss. It was dso
pointed out that when her boss lacks direction she aso ends up lacking direction. The participant
expressed how she fdt that her boss limits himsdf in his own development and therefore his
subordinates are limited. She also expressed and gave suggestions of how her boss should and can

chdlenge hisbossin away he has not been doing. In addition to this it wasfdt that when the generd
manager sees the negative aspects of her boss he then thinks the whole department is like that.

Another point of frustration was when one' s boss runs away from certain challenges because they

bring attention to the department. She aso pointed out the tendency to not want to expose a* black
brother”. In other words, she did not want to highlight her bosses weaknesses to the other superiors
asthiswould be being a*“sdl-out”.

There was aso disagreement with superiors about the timing of promotion. This meant that there was
conflict arising from different ideas as to when an individua should go on a management development
program. Promation was seen as satisying as it isa sign of recognition from superiors, showing their

awareress of one’s outputs and successes. Such experience of promotion gives one courage.

One of the participants pointed out that in terms of his relationship with peers, there is no conflict
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because they complement each other’s strengths and weaknesses, He pointed out that “ The way
we operate is such that, that peer of mine will ill need my strengths for him to succeed”. He stated
that he had not actualy experienced any disregard of authority from peers or subordinates.

3.5.3. Relationships with subordinates

The participants seemed to want a break in the mindset that there is a dichotomy between workers
and managers. One of them argued that “Y ou want to change the mindset that you are a the top so
you know everything. One of the participants expressad his satisfaction with the team gpproach and
the manner in which one gets a lot of support from one's subordinates through working as a team.
He expressed how this involves setting goas as a teeam and motivating the team. He added that he
would find it difficult working as a specidigt like he used to; he is more comfortable working with

people.

One of the chalenging aspects of deding with subordinates was playing the role of mediator when
there has been conflict between subordinates. Another challenge involved dedling with a subordinate
who had acted beyond his sphere of authority during an emergency sStuation. On the other hand,
there was a sense in which the teams were sdf-managed to some extent. A participant argued that
“we no longer need to say to the guys you have done wrong because they can pick it up for
themsdlves- they know the parameters, they can measure their own performance.”

One of the wesaknesses which the participants expressed about themsalves as leaders was that they
do not know whet the problems of the workers are which impact on their work problems such as
absenteaism.
| don't think there is any leader who has gone through that process of catching ataxi, going
to spend the night in the ‘western’ areas and waking up a 6 am, walking to the taxi rank and
coming to work. We don't know. It's a whole world that we don't know. That's a
weskness. ... Once we understand those conditions, we will understand them better. That's
an area of opportunity.
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One of the participants pointed out how he got feedback from subordinates saying that he tended at
times to approach them with a preconceived idea. His response to this was that it was reasonable as
he was trying to bring transformetion.

So you can't go for democracy when you know the direction. We know where we want to
be. Once these people become mature then I’ Il be more democratic.

He pointed out that this gpplies to certain change-related aspects, as opposed to other aspects such
as performance reviews where he is open and demoaatic. Therefore, it appears as if some leaders
were seen as being inadequate by subordinates because of a lack of understanding on the part of
subordinates, that democracy cannot be gpplied at al times. On the other hand, it could be a case
of superiors having another weakness in that they have an espoused participative culture yet the
participation is limited to trivid issues.

3.6. Leader ship development and change

One of the participants felt that one's ahility to act upon change was dependent on the type of
department one worked in.. For example, the employees in marketing and sales were perceived as
being in a better pogtion to respond to change. One of the participants pointed out that she may be
percelved as an agent of change by the virtue of the fact that there have ways been men working in
her industry. However, she did not see herself as an agent of change, due to her being both black
and femde. She seemed to express the sense that she was not able to change much by onesdlf; a
need for @-operation from others. She added that thereis “not much | fed | can do on my own. It
could be limited”.

One of the things said about |eaders was that people expect them (leaders) to change those thingsin
the organisation they do not represent or stand for. Leaders were therefore seen as agents of
organisationa change. One of the participants illustrated how & a course in London a Dutch leader
had stated, describing the organisationd culture in Holland, thet “it is very important in Holland to be
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one of the boys. The difference between leaders and boys is to know when to change what you are
doing.” One of the deficiencies of leaders that was pointed out was the inability to make up one's
mind fast enough whether to change direction.

One of the participants pointed out the need for leaders in South Africa to embrace the current racia
changes taking place in the workplace. He pointed out that alot of these leaders are retrogressive in
terms of change and their change management skills are low. He commented that “ All their decisons
are based on precedent while the world around them is changing.”

It was a'so mentioned that real change must be wholesome as opposed to piece-med. Thiswas sad
in the context of how one of the organisations brought about change by having a new leadership, for
example a new board was created. This need for deep change was dso seen when one of the
participants stated that in problemsolving the aim isto find out from the team what the root causeis.

He added that transformation management has been purely designed for the purposes of adapting
training to the South African context. One of the participants saw himsdf asan *architect of change’
by planning the objectives, execution, necessary resources, supportive gructures, review and
implementation of the change.

One of the challenges mentioned by a participant was the process of taking his team of seventy
through a transformation to a place of empowerment. A change occurring in one of the organisations
was described as the transformation from being managers to becoming leaders. He dated that his
role was to change the old management style to the new leadership approach, and in so doing was
directly involved in that change process as a change agent. A sense of fulfilment seemed to come
from being a change agent. One of the participants exclaimed: “It's an exciting part of the business
to transform, to see change happening.” It was aso mentioned that it is not easy to change mindsets
and that people have a tendency b go back into their comfort zones. One of the ways this is
managed is to make those that resist change very uncomfortable; making it difficult for them when
they move back to their comfort zones. This was said to be bearing fruit. One of the reasons given
for people going back to their comfort zones is the fact that they felt their old approach worked
anyway. The participant pointed out that his organisation has no choice but to change in view of
globa competitiveness. He pointed out that the fina actiontaken with regards to those who block
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the process of change isto remove them. This can be done by redeployment to environments outside
South Africawhere there is no need for change currently due to low competitiveness and technology
in those regions. The ahility to change mindsets was linked to having strong leadership skills. A
participant pointed out that “ there must be very drong leadership skills in terms of changing the
mindsets of my subordinates” He went on to mention that he was seen as undemocrétic by his
subordinates when it came to change related aspects, in that he did not consult them before change
related implementation.

There was dso a willingness to experience individua change. One of the participants stated thet
“when my colleagues are not happy with my management style or my leadership style | dways say,
‘Guys, tear me to pieces, tell mewherel amwrong.’” It helps me to grow aswell and to learn”.

3.7. Job satisfaction and motivation

It was evident that the participants found training and education to be a source of motivation. This
was seen in one of the things said by a participant: “I got tired and needed some extra energy to see
me through to the next leve in business, so | decided to go back to universty”. Being a leaning
organisation impacted on the motivation of the leaders. One of the participants expressed: “I think
that’ s the driving factor....thet there’s never an end to learning. Learning does not end.”

Another source of motivation was when deding with latest technologies. One of the participants
expressed that the field in which he was working was exciting in thet it kept him aoreast with the
latest technologies in the manufacturing sector. One of the participants expressed his dissatisfaction
with the mediocre, saying “I am a person who never gets satisfied with just doing enough.” One of
the weaknesses observed amongst leaders was poor world-class performance and service

excdlence.

Recognition from one's superiors brought a sense of job satisfaction. Getting a promotion brought
about a sense of fulfilment that one is getting the rewards of one's efforts. In addition to this
satisfaction and motivation was derived from producing results. One of the participants described
their current job as more exciting than previous jobs because he is operating a a much higher level
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“in terms of getting results out.” The fact that his current job is more linked to the profitability of the
business makes it more chalenging.

The participants aso played the role of motivating their team. One of the participants illustrated how
he motivates his subordinates: “Right, what do we want to achieve as a team....who is the
champion? Who has got the passon?’ One of the participants stated that his main chalenge was
empowerment and moativation of subordinates. The am has been to make the job exciting for every
employee, 0 asto avoid absentesism and false illnesses. The challenge has been to make employees
look forward to coming to work so that when they come they produce their best. The ability to
motivate a person was described as being part of the “latest know-how.”

The participants dso had a strong team orientation in that there was alot of satisfaction gained from
getting results through people as opposed to working individualy. There was dso a sense of
satisfaction in the role of being a leader. One of the participants stated: “1 wouldn’t trade it. |
wouldn't like to be led.” On the other hand, one of the participants pointed out how some of the
managers in her organisation were content because they are getting good packages but she felt there
is more needed and it is the company’ s responsibility to give them skills.

Demotivation dso came as a result of not believing one can be promoted because of inherent
qudities such as being black and femae. Demotivation was aso the result of having tasks delegated
to one when one's boss was apathetic as opposed to the boss desire to develop. Another
participant mentioned that a source of fulfilment was when he was given both authority and

responghbility.

The manner in which one was initiated into the organisation was seen as sgnificant. One of the
participants who had been in the organisation for a few years pointed out how she never got the
opportunity to know the company. This was also coupled with the fact that her department was not
the core competency of the business, hence her sense of vaue to the organisation is diminished. She
dtated that “we need to fit oursaves in with other departments...it makes you count”. Hence, feding
that one added value and belonged to the organisation increased motivation.
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There was dso disstisfaction with the fact that one could not mativate for one's own management
development but needed on€'s boss to do so. This was problematic if ane's boss was unwilling.
Hence, there was a decrease in motivation due to not having any perceived control over one's own
development.

Role ambiguity aso contributed to job-dissatisfaction. One of the participants commented: “I don't
fed | have arole. | don't fed I'm part of this company. Our department isused.” A feding of being
redundant was aso associated with demotivation. There was dso a difference between job
satidfaction as perceived by others and the actud job satisfaction experienced. In terms of the
travelling opportunities one of the participants gets when people ask her/him people ask, “ ‘Aren't
you happy? she says, ‘ There’'s more than that'”.

This results section has outlined the perspectives of the participants on a variety of issues It is

important to now explore how these findings relate to the literature and to andyse what the
implications of these perspectives are. Thiswill be covered in the following chapter.
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I ntroduction

As one looks closdly at the results of this research, it becomes apparent that a study of leadership
development can be divided into three mgjor aress of focus: Firdtly, theindividual attributes that
are necessary for one to go through the leadership development process successtully. Some of these

individud attributes that emerged and were seen as contributing to leadership development were the
strong emphasis on the participants' individua development, training and education. The participants
had astrong learning culture and in addition to this took responsibility for their own development.

They were dso individuas who had learnt to manage racism in on their own.
They had a strong sense of taking respongbility for their own future.

The second major areainvolves the rel ati onships these participants have with their superiors, peers
and subordinates. Their rdaionship with their immediate boss was sgnificant and centrd to their
leadership development. This relationship had either a positive or negeative effect on them. In addition
to this there was aso a clear indication that the participants valued affirmation and recognition from
their bosses. Their promotion experiences were an indication to them of such recognition. The
participants clearly appreciated being given autoromy and the scope to lead. There was dso a
strong emphasis on new leadership gpproaches, such as coaching and mentoring. In a sensg, it is
these relationships that link the individua with the organisation and largdly influence one's experience
of organisationd life.

Findly, there are a number of organisational characteristics that help to create a culture that
breeds leaders. There was a strong desire to fed that one belonged to the organisation and was
adding vaue to it. There was a clear sense of differentiation between management and other black
workers, yet they were influenced by the perceptions of these other workers. Therefore it was
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evident that the organisations Hill operated on quite a hierarchicd system. The generd dichotomy
between managers and workers was seen as problematic, in that managers were seen as not
knowing their workers a dl. The main gap in organisationd training programs was in their lack of
gpplication to the South African context. There was dso a desire for authenticity to be present in

one' s organisation, where there was no incongruence between espoused vaues and actual vaues.

This research will be discussed with these different areas of focus in mind, showing how each of
these areas interact with the others as one would expect to find in any system. One may expect that
the emphasis of this research would be specificaly on the different training courses the leaders have
attended. However, what has emerged from this research has given a clear indication that leadership
development is a process one goes through, mainly on-the-job. Therefore, this discusson will focus
on different eements of |eadership development, which are essentialy process- oriented.

4. 1. Individual attributes

4.1.1. Managing race and gender relations

The research focuses on the leadership development of black people. It is necessary to explore and
note the degree to which their being black was significant to them, if it was. It is dso important to
explore the degree to which they were able to manage racism. As the literature review outlines,
black people need skills of managing racism and managing their own rage over the racism they
encounter. In this research being black was seen as an advantage in some scenarios and a
disadvantage in others. There was a sense of being able to relate to the government and others in
“power” and yet being both black and femade was seen as a hindrance to one€'s development.

Therefore where being black was a disadvantage was in areas involving an atempt to have asense
of belonging in a predominantly white organisation. The fact that the legidation had changed
concerning racid issues in South Africa seemed to aso influence the participants. There was a sense
that even though one may find it difficult in an organisation the participants had the broader backing
of the legidation and palitical power.

The participants seemed to percelve racid issuesin terms of regulations and policy. Thiswas seenin
how, when asked about racism, they would talk about discriminatory practices. The literature review
points out how Day (cited in Human, 1990) dtates that the success of leadership development of
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previoudy excluded groups depends on the group who for the most part, till believe thet they are
more capable because they are white and mae. However, this research has illustrated that with the
leadership development of more and more black people, this scenario is changing. This was seen in
how leadership development was perceived as being stunted by black superiors In addition to this
one of the participants mentioned how he was too far up in the organisation to be discriminated
againg and added that he is involved in cregting policies to ensure that there is no discrimination.
One then has to ask whether there was no concern for subtle racism; which does not necessarily
result in discrimination but can lead to ingroup/outgroup dynamics where individuas become
isolated, dbet informally. Hence, one wonders whether it is an organisation which has experienced
racial reconciliation or whether it is merely a matter of integration. Perhaps there was a lack of
confidence in whether red reconciliation would occur. This can be seen in one of the comments
made where the participant stated that the racism was not an issue as long as she does not fed it or
seeit. The top management seem to have amgor role in ensuring that there is no discrimination. For
example, the managing director had the power to dismiss immediatdly. In this way they become a
symbal for a culture which does not entertain racism. This confirms what one of the participants
pointed out that it is up to the leader to diminate from the organisation that which she does not
represent.

A lot of the racid awareness of the participants was fudled by the expectations other black people
had of the participants. This was seen in one of the participant’ s description of when shefirgt arrived
a the organisation and the shop floor workers were anticipating change because of her being in that
position as a black femae. This sense of group identity was dso seen in leaders' rdationships with
their bosses. For example, when one of the participants mentioned that one does not want to expose
one's black brother. There appears to be a lot of group loydty as such a satement may mean that
her promotion was not as important to her as maintaining the dignity of her bosses. This may reflect
eements of a collectivist culture where one tends toward group loyaty before individua interests.
The literature review outlines how Hui (1990) argues thet for collectivigts, when in-group gods clash
with persond gods, the in-group gods take precedence over persond goas. Hence, the affiliation
and loyalty to the group of black people seems to have both positive and negetive efects on one's
leedership development. On the one hand group loyaty can be counterproductive and manipulative,
whilst on the other hand the group can act as a support to motivate one as an agent of change. Itis
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therefore quite interesting to note the tension one can go through, where one€ s bossisin onesin-
group due to a common ethnicity but then in an out-group due to his level in the organisation. One
then needs to explore which congtructs create a larger sense of distance, the difference in levd, the
gender or ethnic difference. It is quite Sgnificant that gender was seen as more of a concern than

race by the femae participant. This was seen in how this participant mentioned that it was aman’'s
world. She did not say “Its white people's world.” She mentioned that this may have been due to
the nature of the industry. Hence, the leadership development of women seems to be very much

dependent on the nature of the industry and the stereotypica perceptions of the roles played by

managers in those indudtries. When shejoined the organisation individuas at lower levels saw her as
a change agent due to her being the only black femde & that levd. It is Sgnificant to note that race
and gender were perceived as reasons to expect change as opposed to other factors such as
persondity or education.

It was mentioned that there were a number of managers who were quite satisfied with their good

packages and yet not as interested in developing their skills. At the same time it was mentioned that
the managers, especidly the blacks, did not seem to see the need to give, when it came to corporate
socid respongbility. There was therefore a sense of black managers feding their job was a reward,

of not just working for the organisation but dso due to the retion’s past, the organisation owed them
something. Thisis asmilar phenomenon to what was found in Zimbabwe after independence, where
black employees wanted ‘a piece of the cake'. This attitude may aso be prevadent because the
blacks have fdt that it was more difficult to get to where they are than their white colleagues and
hence, they fed they are more deserving, and their need to be recognised for the hard work

becomes stronger. When they do not receive recognition it may result in abdication of dl desire to
bring about organisationa change as their organisational commitment decreases. This was reflected
in one of the participants, who left his job and another who stated how she had given up. Hence, it
semsasif one€' s confidence in bringing about change in an organisation influences one' s commitment
to the organisation and hence the gtaff turnover. This redly goes without saying, as one is more likely
to remain in an organisation if one knows tha there is the posshility of changing what one is
disstidfied with.

It seems to be important that top management is avare of what is being said informally within the
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organisation so that it can address certain outlooks which new potential leaders embrace. The
example that springs to mind is when a participant mentioned how the individua she was told was
racis was the very person who supported her department. Therefore, it seems as though two
messages were being sent to her. Such relationships with superiors are key for the championing of
her leadership development and certain labels attached to these can hinder her perception of them. It
is important, therefore, that those directly involved in leadership development inform incumbents to
be wary concerning what they are told about other employees unless of course they see it for

themsdves.

One of the leaders also mentioned how the identification of training needs was somewhat warped as
whites were dready ahead of blacks. When training occurs this would need to be taken into
condderation without perpetuating any polarisation by training them separately. With regards to this,
Charlton (1992) suggedts in the literature review that learning is effective when the whole
management team attends courses together. Whilst a lot of her relationships seemed to be dl right,
one of the participants pointed out that she thinks that if she is not promoted it is because sheis a
black femae Therefore, it seems as though there is dill an environment where, dthough there is no
overt discrimination there are certain standard reasons which are Hill given for perceived glass
ceilings. The challenge which becomes gpparent, is what type of leadership style she must adopt in a
mde-dominated organisation. Watson (1988) suggests that “acting like a man” can only help so
much; the woman manager who attempts to succeed by taking on masculine atributes must show
enough power to be taken serioudy, but not enough to violate our culturd stereotypes about
aggressve femaes,

4.1.2. Autonomy

In the literature review Y ukl (1998) points out how one of the difficulties bosses face is in trying to
find a baance between being overprotective and giving autonomy. Yukl (1998) adds that some
subordinates fed that bosses do not give them the authority to accomplish the respongbilities which
they have been given. The tensons around the question of autonomy therefore have an impact on an
individuas tasks and hence higher leadership development. There were a number of tensons
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around the notion of autonomy. The leaders appreciated being given the scope to make decisons
and cary out their leedership role. This was in areas such as determining prices and other areas
involving decisonmaking. However, there was awareness that often superiors can delegate out of
laziness. Hence, the kind of autonomy which was appreciated was that which was integrated into
one's job, where it was clear that the superior was doing it for the subordinates developmenta
purposes as opposed to just being lazy. In the literature review, Bass (1990) outlines how superiors,
a times may believe they are delegating when it is seen as abdication by subordinates.

Other tendgons which lie in the area of autonomy are when it involves spheres of authority. In the
example outlined by a participant, one of the emplbyees under him purchased certain materia for
emergency safety purposes, yet it was beyond his authority. In a case like this superiors wants to
encourage autonomy and yet certain rules are placed there not to be broken. Organisationd leaders
have to develop skills of judgement to know how to act in such cases.

4.1.3. Organisational commitment:

The organisationa commitment of the participants seemed to be linked to how much the organisation
had invested into their development. There was a sense in the participants of doing more than the
required amount of work. Having the organisation invest in one€'s development seemed to say more
to the participants than just vauing ther contribution but it said something about vauing the
participants as people. As a result, such affirmation appears to have increased the participants

organisationa commitment. Much can be said about this consgdering how highly in demand black
executives are. Leadership development drategies seemed to have an effect of enhancing
organisationd commitment. The participant who did not get the opportunity to go on a management
development program spoke of how she was thinking of leaving the organisation. One of the
participants gppreciated being given both authority and responsbility. What seems to be lacking in
the managers who become complacent with their good packages, is that they have responsbility but
no authority. Or they are unaware of their authority; or choose not to use it for some reason or
another. This was seen when one of the participants mentioned that the organisation does not need
her department; it uses them - Her boss not having authority. She dso mentioned how she felt her
boss needs to challenge his boss on some issues but does not as he does not want to draw atention
to the department - Her boss not exercisng his authority. It gopears as if the combinaion of
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increesed respongbility and authority results in a growth in orgnanisationd  commitment. Being
isolated from the rest of the organisation clearly affeced on€'s sense of commitment to the
organisation and hence one's leadership development. Hence, one of the Strategies used for scope
for development would be to try to move to another department. This glass ceiling effect (where
there is no scope for promotion mainly due to race or gender) in some departments resulted in one
of the participants saying that even though she could do a better job than her boss she would never
get his position. This factor may imply that organisations with more interdepartmental manoeuvrability
solve the problem of isolation (as many members of the organisation would have worked in avariety
of departments) and those with potentia for leadership within an organisation are not overlooked.

4.1.4. Individual responshbility

Bardura (1986) as outlined in the literature review, states that only as people increase their ability to
predict and manage perceived threats do they develop a robust salf-assurance that enables them to
measter subsequent challenges. This sense of being able to shape one' s future seemed gpparent in the
participants. They seemed to take respongibility for their own development. This meant that they

were saf-motivated individuas. This was reflected in a variety of ways. Firdly, the manner in which
they approached promotion reflected this. The fact that promotion was seen as something planned,
not a surprise - something well deserved, seems to suggest that they had a persona leadership
development strategy. In order for this to work, al parties need to play ter part, as one of the
participants pointed out that she was not given a career development plan when she entered the
organisation. Hence she stated that she did not know her role and was demotivated. It seems as if

the employees exposure to the whole aganisation has an impact on organisationd commitment and
hence on the sense of respongibility. This implies that being given a career development plan can

motivate the leaders and dso helps to avoid role ambiguity at the different job levels one goes
through. The role ambiguity then affects motivation levels as it is difficult to measure whether or not
one has been successful without knowing what is expected of one. Despite the emphasis on taking
responsibility for one's promotions, the leaders appreciated affirmation from their bosses. One of

them pointed out how her boss rarely complimented her. Such affirmation was therefore a source of

moativation. The leaders wanted to fed that they add vaue to the organisation and are hence
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gopreciated. This kind of affirmation would enhance organisational commitment. The fact that the
participant saw promotion as a symbol of recognition from on€e's superiors illustrates that interest in
promotion goes beyond monetary gain but fulfils that need for recognition. One s leadership
development would no longer just involve one's competencies on the job, but one becomes

individualy respongible for communicating these strengths to one's superiors.

4.2. Relationships

Block (1993) supports the notion that subordinates @e responsible for their own development
proposing that one of the cornerstones of partnership is joint accountability. He states that bosses
are no longer respongible for the morale, learning, or career of their subordinates. They resign their
care teking role. If people want the freedom that partnership offers, the price of that freedom isto
take persond accountability for the success and failure of our unit and our community. This was
evident in the current research where the leaders proposed a move to leadership approacheswhich
indilled a sense of patnership, through job enrichment and teamwork with line managers. The
leaders showed their disapprova of scenarios where bosses attempt to parent adults. Leadership
involves a paradigm shift from viewing employees as children to cresting adult expectations in an

environment which offers meaningful work and involvement as the way to access human potentia

(Charlton, 1992). Powerlessness creates organisationad systems where political skills become
essentid and ‘covering yoursdlf’” and 'passing the buck’ become the preferred style for handling

interdepartmenta differences (Bennis, 1984). An dement of this was present in the research, where
one of the participants perceived her boss as not wanting to bring attention to the department and
hence not challenging the status quo when it was gppropriate to do so. This may have been due to
perceived powerlessness to bring change. Alternatively, the ‘expandable pi€ concept of power

giving power to get power leads to grester reciprocity of influence. The leeder and the follower are
willing to be mutualy influenced by one another (Charlton, 1992). For example, in this research, the
boss would see that alowing his subordinate to go on a management development progiam would
benefit him and in so doing enhance his leadership by displaying his ability to develop another |eader.
Therefore it seems that followers will need to be aware of this dynamic so that they do not
perpetuate the practice of enabling their bosses to have a care-taking role. It seems as if where there
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is aleadership development culture the subordinates will help their immediate boss to lead well. The
team approaches suggested in the research creste an environment where each team becomes
personaly acountable for its success or falure. At the same time this can be contrasted with the
head of an organisation who stated that he did not produce results but was judged by them. This
seems to suggest the importance of cregting an environment where it is rot only the leader who is
judged by the results but individuas within the organisation, if indeed, they are being developed into
leadership. This breeds a culture of persond accountability in the leadership development process.

As the literature reMew outlines, the motivation to learn leadership skills is influenced by the bosses
extent of promoting and supporting training activities (Yukl, 1998 ). The key to any developmenta
program is the support and attitude of the line manager, who has the power to crush or empower
trainees - the problem has been that a large amount of managers see people as incompetent,

resulting in a sAf-fulfilling prophecy (Hal, 1990). Many companies have found out the hard way thet
an essentid critica success criteria underpinning equa opportunity is the visble support of top
management (Charlton, 1992). Any program that does not address these issues is smply
empowering people to leave the organisation. Again, one of the participants was dissatisfied and
thinking of leaving partly because her department was not receiving visible support from the genera

manager, and as aresult she felt isolated.

4.3.0rganisational attributes

4.3.1. On-the-job training

An extengve industry wide study found that between 75 - 90% of the successful manager’ s time was
spent on interpersond activities. Managers preferred an active, ‘hands on’ orientation reacting to the
initiatives and needs of others whils motivating people in a rdatively ungructured way.
(Kotter,1988). Hofmeyer (1989) points out that too many advancement programmes consist of

training programmes which candidates are asked to attend, yet most of what a person learns at work
is on the job, particularly from a superior. This idea can be linked with a comment made in the
research that alot of learning takes place in informa settings such that the experience curve becomes
more sgnificant than the learning curve. One may then ask the question, ‘What's the point of having
training programs? Whilst they play their partin educetion, it seems thet they have a deeper effect in
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terms of their perceived bendfits. Thisisin terms of their motivating effect; giving one a sense of well-
being; the saf-efficacy increases and the research dso seemed to show that there is an increasein
organisationa commitment as aresult of one's development being invested into. Hence, whilst alot is
said about the content of leadership programs, it seems as though their effect on the candidate goes
far beyond that and islargely dependent on their symbolic vaue.

4.3.2. A learning organisation

Amongst the participants there was a strong sense of leadership development being amost
synonymous with continuous learning. The participants seemed to have a strong desire to keep
learning. Whilst 1 may be true that the training programs were linked to promotion, there was a
genuine need for both intellectua stimulaion and technical development. The type of learning
emphasised had to do with the more human skills as opposed to technical. As alot of these were
gained through experience, the experience curve for these black executives was steep. Thismay aso
be due to the fact that they were going into predominantly white organisations. The programs, hence,
had a symbolic role, in tha being invited to attend them affirmed the leaders, however, alot of the
red learning seemed to take place on the job. This is because the competencies mentioned which
were seen asimportant seemed to be people skillswhich are largely learnt on the job.

There were someindividuas in the workplace who do not become leaders, who refused to embrace
a learning culture. For example, those of whom it was said by one participant, “If you bring
something new they struggle’. Part of developing a learning culture seems to involvetheremova of
those who are not willing to learn, and hence, those who will block change. There was mention of

deployment, which supports this notion. The change which comesin is one which involves the whole
system. For example, in one of the organisations the board was changed. This can only happen

when one is dediing with an organisation where building a learning culture is deemed more important
than maintaining the jobs of those who have been in the organisation for long but are blocking

change.

The learning required of the leaders was aso pervasive in that it needed to cover a variety of aress.
It was said that the future managing directors would need to have a multi-disciplinary gpproach. This
would mean that those being developed for leadership would have grester manoeuvrability and
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supports the notion that such exposure enhances leadership development. Part of developing a
learning culture would involve globa awareness, as there was a strong emphasis on keeping abreast
with the latest tecmologies. Hence, the standard of excellence should not be based on on€'s
immediate environment but on the globa context. Part of being a leeder therefore was reflected in a
bresk away from a myopic outlook on life. This is reflected in the manner in which developing
countries are for globdisation. For example, one of the participants mentioned how he was shifting a
bank in Zimbabwe from seeing itsdf as a Zimbabwean bank to seeing itsdf as abank operating in a
Zimbabwean environment. Hence, for the leaders to maintain a globa perspective they need to first
have a conceptua understanding of their organisations broader purpose. This needs to take place
during initiation. One of the participants pointed out that his organisation was now investing abroad;
this means that globa awareness is now important for leaders within the organisation not just for
competitive reasons but aso for broader stakeholder interests. This appears to be a new finding in
terms of leadership development in developing countries where there is currently a whole “world”
to be continuoudy learning about, as globalisation continues.

While there were the positive agpects of globdisation, there were times when the researcher would
get a sense of the perpetuation of a South African culture of ‘The best is dways out there” Thiswas
Seen in aspiring to reach the same levels as the Japanese. Whilgt this may be a useful benchmark, it
should not necessitate aspiring to use the same leadership styles as the Japanese, asthey are deding
with a different group of people. It was quite clear from literature that styles of leadership will need
to differ asit is sengtive to contexts followers find themsalves in.  In the literature review, Hofstede
(1997) described how cultura heroes difer from country to country. It appears asif bearing thisin
mind helps one to be aware that follower perception of leadership differs from country to country
and that leaders need to be sendtive to this. Therefore, part of the learning for organisationd leaders
involves the exploration of South African organisations can contextudise what they know about
effective leadership development One aso needs to explore why the west and the Japanese may
have been successful as it may not be necessarily because of its leadership styles. There may be
numerous other economic factors. One of the ironies in this research was the strong emphasis on
globdisation whilgt a the same time having a strong desire to see the build up of African ‘strong
ideas . Thistenson ran throughout the discussons and is atenson which needs to be managed in dl
leadership development strategies.
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When spesking of the latest ‘know how’ the leaders were not only spesking of technical solutions
but dso certain people sKkills. A lot of importance was placed on what were seen as modern
gpproaches to leadership and human relations. They appeared to look down on what was seen as
archaic. Autocratic managerid styles were associated with being archaic. Therefore there was a
strong motivaion to see that their organisations would not be archaic but experience the latest
developments on both technica issues and human ones. It was interesting to observe this because a
lot of the team and coaching emphases are actudly approaches to leadership development which
have aways been there but perhaps are new to these organisationa environments.

One of the reasons why some potentia leaders are not released by their superiors to go on
leadership workshops is because the organisations sill vaues its ddiverables more then learning. If
this were not the case then organisations would plan these workshops around employees work
deadlines, as opposed to saying that they cannot leave for a few weeks because of deadlines. This
type of planning can dso come about in the form of career development strategies for the individuad.
Part of having a learning culture necessitates leaders who have long-term thinking as opposed to
short-term, and hence see the vaue of such learning.

There were strong suggestions through this research that training is more effective when it takes into
consderation the people who are being trained. Despite their appreciation of training workshops, the
leaders seemed to dl react differently to their training experiences. This may have been dueto their
different experiences of racism. For example, one of them did not see it as much of a problem when
some examples used were Eurocentric, whilst another participant seemed to find it belittling. Hence,
the workshops, if not atuned to the candidates can negate their purpose. They can become
empowering or disempowering depending on the message they communicate. In addition, the
literature review describes how black people competing with whites for access to some
organisations are at a dsadvantage, not only because they are not white but also because they are
generdly perceived as deficient in many of the qualities regarded as necessary for good performance
(Human, 1988). Therefore, these stereotypes affect that salf-efficacy black employees have when
attending training programs, hence, the learning which takes place in the organisation is thwarted.
Kanter (1977) found that in American organisations, low performance of minorities was partly due

72



to pressure and the dominant group exaggerdaing difference according to stereotypes.

One of the participants mentioned that those who give some management traning have no
conception of how a black person thinks except the few unskilled workers they have been exposed
to. As a result, the training programs become condescending and boring. This statement shows that
one of the frudrations of these leaders is feding belittled by some of the training, hence the
importance of having culturdly diverse groups when training occurs. The fact that the participant
mentioned a “black” way of thinking goes to show that there is not yet the perception of a shared
culture in South Africa, even amongd top management. There seemed to be some resentment
towards these courses and white people in generd, for grouping blacks as a generalised “other”
which is known only through stereotypes. Hence part of the struggle of the leadership development
of blacks was continuoudy having to chalenge stereotypes about themsaves. This becomes a
difficult tenson, where one is atempting to digtinguish oneself from the stereotypes one has been
labelled with whilst a the same time not wanting to be perceived as being aoof, by the black people
a lower levels.

When an organisation embraces a learning culture a variety of things occur: The leaders become
more authentic because they are willing to have their mistakes pointed out by peers or subordinates,
and learn from them. One of the participants pointed out his posture in terms of learning from his
peers. “Guys, tear me to pieces, tell me where | am wrong? It helps me grow and learn”. It dso
cregtes an environment where superiors are willing to learn from subordinates by asking them
questions. This dedre to integrate loca knowledge into their knowledge base affirms the
subordinates and gives them more confidence, enhancing their leadership development.

Senge (1991)states that aleader adopts the active role of teacher and creates alearning culture.

One of the ways in which the leaders suggested this happens is through appreciating the loca
knowledge of their subordinates and giving them the room to manage themsdves. Sdf-managed
teams therefore seem to have the effect of breaking the externa locus of control associated with
learning where the workers assume the answer is “out there somewhere” As aresult of such a
learning culture there is opportunity for growth within the team as its members discover where they

compensate for each other and hence can maximize on the avalable human resources. Lifelong
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leaming is a fundamenta vehicle for leadership. Hersey and Blanchard (1982) summarise recent
thinking by pointing out that leadership competence can be learnt, but question the willingness of
people to learn to become adaptable.

As the literature review outlines, severd key insghts emerged from some South African research by
Gail Kelly on the skills necessary for CEO's success and the process whereby these can be
cultivated. The most significant of these reaes to the importance, from the CEO’s point of view, of
being in touch with one's people - of being able to communicate with them, empower them and
draw them in behind one. Another important factor was the ability to not only cope with change but
a0 to initiate change. Therefore, alearning culture is very much dependent on the CEO’ s example
and the networks of relaionships within the organisation. The network of relationships aso has the
potential to support alearning culture by being a channd for the free flow of ideas. This means the
organisation becomes a community of learning, as long as there is “boundarylessness’ in the free
flow of idess

In addition to this, Charlton (1992) points out that the acid test of leadership is the presence of
empowered people in organisations. Empowerment in turn depends onthe belief thet ‘| can begin to
creste my own future. This in turn presupposes an internd locus of control which places
respongibility squarely on on€e's shoulders as opposed to externalising responsibility for change and
blaming both superiors and subordinates.

Ned Chgpman (cited in Charlton, 1992), from Southern Life points out that the polarisation of
communities in South Africa has been so marked that we have tended to live in our own
compartments. Consequently we need to go out to different communities and understand other
people’ s worlds. Linde (1999) shares his experience of taking some executives to a township for
lunch (esting South African traditiona food) and the shocked slence some of them had as they
pondered on how they did not redlise the living conditions of their workers.

This experience was supposed to have the effect of creating better understanding of subordinates
and helping to bridge the polarisation. One of the participants pointed out thet gaining such an
understanding of the workers would help in solving absenteeism problems. Leaders have failed to
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ingil meaning, trust and empowerment in their followers, because they are out of touch with
themsdves and the people they serve. The primary reason then for aloss of credibility isleadership
that is insendtive to its congtituents (Charlton, 1992).

Flexibility of leadership dtyle is dependent on diagnosing the developmenta level and needs of
people with respect to specific tasks and responghilities. This is an important &ctor in the
relationships between leaders and their subordinates. It also prevents the problem of leaving aone
those who need to be directed, and harassing people who are competent, when delegation should
be applied (Blanchard, 1991). While autonomy was seen in a postive light, it was dear that the
participants fdt it was important how autonomy was indilled and what it was communicating.
Therefore, when autonomy is communicated effectively, the relationship between the superior and
subordinates is enhanced.

Charlton (1992) states that if we do not add value to an organisations human resources then we do
not deserve to be taken serioudy. This, in turn, necessitates getting close to line managers to find out
what “goods’ need to be delivered. Charlton (1992) dso points out that leedership training is most
effective when the entire management team attend a course together. Coupled with this, it isdso vita
that the organisation adopt ownership of any leadership development - through atrain the trainer
process which is then cascaded down the organisation. Perhaps it may be appropriate to suggest
that one of the benefits of the entire management team attending the course is that it reinforces the
concept of a learning culture; where the courses are not for a “chosen few” but leadership
development is seen as benefiting the organisation as a whole. This then encourages the reciprocity
of power sharing and teamwork. The organisation then develops a culture of  life-long learning as
opposed to learning only for the short-term goa of getting a promotion.

Part of being a learning organisation is the investment into education programs for employees. The
literature review has highlighted a variety of models which can be usad in view of the chalenges and
condraints experienced by leaders in organisations. Latham (1988) outlines a number of other
theories used in leadership education. The leader member exchange (LMX) model can be used to

enhance a sense of interdependence between managers and subordinates to bring about
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opportunities of growth on the job. The LMX moded of leedership was seen as useful by its
originators as they believed that the previous theories of leadership were based on an incorrect
assumption that the leader behaviour is characterised by a stable or average leadership style. In
other words, these moddls assume a leader treats dl subordinates in about the same way. The LMX
modd is therefore useful in the South African context where there are lot of ingroup/outgroup
dynamics due o polarisation. One participant described how she appreciated her boss as a person
but not as a boss. This implies that there is a different dynamic a work when it comes to work
related issues as opposed to persond. The LMX modd will be useful to explore the dynamic nature
of this rdationship. It would adso be useful in exploring the nature of this participant’s boss
relationship with his superior, and how thisimpacts on his relationship with his subordinates.

Double loop learning can help leaders when it comes to issues of trangparency and authenticity.
Here they are trained to overcome the need to defend against embarrassment or threst, at individua,
smdl group, inter-group or organisationd level. Thisis seen as preventing learning and unproducive.
Argryris and Schon (1978) date that this approach shows people the discrepancy between their
organisationd leaders espoused theories and their actions. This is useful in view of the fact that
participants felt that a lot of what was cdled organisationa culture was merdy lip-service. These
models are dso useful in that, in a guided environment, they give the proteges the opportunity to
reflect on their own behaviour. As they see their own behaviour in relation to the idealised attributes,
thereis grester motivation to change.

4.3.3. Organisational culture

The literature review outlines eements of an organisationd culture that influence the degree to which

leadership development occurs. These include: the prevailing attitudes and va ues about devel opment
the degree to which individua learning is regarded as highly important for organisationa
effectiveness; the use of symbols and dogans that embody vaues such as experimentation,
flexibility, adaptetion, sdf- development, continuouslearning and innovation (Y ukl,1998).

In order for the leaders to be developed, it seemed as if they had to embrace a large part of the

corporate culture. There was aso an informa part of this culture, such as going to employees

76



weddings, mentioned by ore of the participants. According to one of the participants, the generd

manager did not atend her departmenta functions. Whilst some of these may not have been directly
work-related, this contributed to the fedling of isolation of the department and hence, the participant.
This would affect her leadership development. When a department is not involved in the core
competence of the business and becomes isolated it may be due to an organisationa culture which

focuses only on deliverables. There seemed to be such a Situation in this organisation where perhgps
the generd manager was not managing “generdly” but more involved in generd management only

over those departments which are directly related to the profit made by the branch. Therefore, in

order to enhance leadership devel opment throughout the organisation, the generd manager needs to
have a corporaie mindset which embraces dl the departments;, understanding and affirming their

vaue. Thiswill aid when it comes to initiating, communicating or changing the organisationd culture.

A tension which became apparent in the research was the fact that |eaders were ultimately interested
in deliverables yet a the same time needed people through which they could get these results. One
of the participants said that he is no longer “doing” but the results he gets are through others, yet he
is il ultimately judged by their work.  The leaders had to therefore be developed in such a manner
that they were not so people oriented that they lost sight of what their ultimate god was, and & the
same time not so goak oriented that they forget that they were only as successful as their gbility to
mohilize and work with people. The need for such baance is dso something which cannot be
avoided throughout the leadership development process. Sometimes one can get the feding that the
people are there only to be used by the organisation to produce profit. In that vein, the employees
really become human “resources’ in the redl sense. However, this seems to have an impact on the
employees sense of vaue to the organisation. Whilst on the one hand they find fulfilment in knowing
that they are adding vaue to the organisation (monetary), they aso need to know that they are
vaued as individuas who contribute to the corporate culture beyond merely the profits they make.
This can be seen in how the leaders could sometimes fed like used puppets. Therefore, when
leadership development becomes a commitment to develop a leader as an individua beyond their
current contribution, organisational commitment can be enhanced as the leader feds more vauable
and less used. This seems to be an important issue in the leedership development where individuas
can eadly fed they are accepted in terms of their contribution but not in terms of being incorporated

into the corporate culture. This may be due to a number of factors. For example, when it comes to

77



some change issues there seemed to be limitations placed in terms of the autonomy alowed. One of

the participants mentioned how he wes seen by his subordinates as being too prescriptive when it
came certain change relaed issues. He pointed out that he would give them more autonomy on
issues such as their own performance gppraisa. Therefore, when one observes such a scenario it

spdls out anumber of things, perhaps autonomy can be lip-service, in that subordinates are made to
fed they are free to make their own decisions only on issues which are not redly seen asimportant -

and on issues only they can redly reflect on, such as their own importance. On the other hand, there
may be a genuine case of sating boundaries as to how far autonomy goes. In the same vein a

manageria level there may be a place for the argument that the black managers can bring change and
have autonomy within their job description but not in the realm of the organisationd culture. It isin

this organisationd culture where the values of the organisation are made or changed, often in informal

settings. If the black leaders and some departments are excluded fom this informa interaction it
affects their ability to bring about change in the culture of the organisation.

4.3.4. A team-oriented organisation

There is a drong argument in this research for having what happens a shop-floor levd dso
happening at the top; the team gpproach. It was interesting how one of the participants pointed out
that there was an advantage of working as a manageria team, in that their skills would complement
each other to the point where it would reduce conflict as they needed each other. At shop floor level
there was a0 this team approach. Hence there becomes an organisationa culture built around
teamwork. This removes counterproductive competitiveness within the organisation. It was dso
important for one to have a boss who champions one' s leadership development. For example one of
the participants mentioned how his boss attuned the managers who would report to him (the
participant) to his leadership. Whilst the team approach is useful and embraces elements of the
African way of relating, there can be some disadvantages. One of the participants mentioned that she
could not bring about change by hersalf. Whilst this may be true, it appears as if a times there can
be a tendency for Africans to hide behind a team, and only act when they have got team support.
This means that change will only occur when the group concurs with it and it can perpetuate a culture
which fears going ‘againgt the grain’. One of the participants went “againg the grain” and points out
that he left an organisation he had been working for as he redlised that he could not change an
American ethos, hence there are limitations to individuds bringing about change in the corporate
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culture. Again, as Hofgtede (1997) points out, one finds that the culture of each organisation seems
strongly entrenched into the broader culture of where the organisation originated from. For example,
the American multi-nationd organisation reflected an American ethos which was not easy to remove.
It becomes difficult to implement South African leadership development Strategies in an environment
which is resstant in this manner, where so much is dready prescribed. Such organisations attempting
to trangpose an American ethos into Africa would need to become sengitive to the &ct that the
majority of their employees are from a locd environment even if their senior management is from

abroad.

What can also enhance the team approach is when a boss and the subordinate have shared values.
In one of the scenarios described by a participant, tenson would develop as the boss would want
certain projects to be completed before the subordinate could start on another; whilst the
subordinate (the participant) saw the Stuation differently. It would be important for them to discuss
what values they shared and didn’'t share and see how they could bridge certain gaps. It was dso
useful that the participant understood some of the pressures her boss faced from his boss, and hence
could attempt to manage her boss in that regard. This illugtrates that one's leadership development
will aways be linked to top management as it is not merely a case of one's relaionship with one's
immediate boss but so one's boss relationship with his boss. Hence, the organisation needs to be
seen as a sysdem with inter-related eements which can al affect each other as opposed seeing
everything in isolation.
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ations breeding lead

Organisations that aim to develop their leaders will need to develop a thorough understanding of the
challenges and condraints of the leadership development of black people. Coupled with this there
will need to be a shift in terms of how they see black executives in private organisations. This
research certainly highlighted that black leaders in organisations are no longer settling for just
operationd tasks, where in effect they are only executing someone else's decisions. There was aso
a sense of fulfilment found in bresking from a culture of slence to a culture where one chdlenges
one's boss. Hence, it seems asif there will aso be a growing need for the space to dlow for upward
influence. These leaders were not satisfied with mere symbolic roles but wanted to be genuine
change agents. This was seen in the way in which one of the participants mentioned that being the
top black femde at her branch did not mean anything in red terms. Leaders are therefore devel oped
as their superiors become more willing to share power with them. The leaders need to be trained in
how to bring about change, as one of the participants was confident about her job-related
competencies, bu not her ability to bring about structurd change. In addition to this, it also seems
quite clear from this research that there was a relationship between their embracing their leadership
role and their job satisfaction. The participant who did not redly see herself as a leader was not
fulfilled in her job.

There was ds0 a cdlear indication that organisations that breed leeders have individuas like these
who vaue being mentored. One of the participants pointed out that she did not have a role modd
except for outsde the region. This means that in developing leadership development Sirategies one
would need to explore how to integrate such mentoring and perhaps how to have more links with
other regions for these purposes. In such a mentoring environment the leaders are dlowed to make
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mistakes. It has been said that knowledge come through our successes yet wisdom comes through
our mistakes. Many leaders find it a chalenge to alow their successors to make mistakes, yet thisis
the very thing which brings wisdom, and hence enhances their leadership ability. This can be
illustrated by a scenario described by one of the participants where she pointed out that “you tend to
shy away because you see that they think you know what you are doing and you don’t want to show
them that you don’'t.” In an organisation that breeds leaders there is freedom to make mistakes and
no pressure to appear perfect, or to try to conform to the superior’s misguided expectations. In this
environment there is an authenticity in both those being developed and the devel opers, which adlows
for such transparency about inadequacies.

Where some leaders have become isolated due to their boss's inadequacy or neglect of their
department, this can be avoided if the top management begins to manege- by-waking about
(MBWA). Such practices display an interest in each department and will make potential |eaders
more visible beyond the limitations of their current immediate boss. Organisations that breed leaders
adso focus on the intangibles long-term issues. It was clear from the research that leaders found
fulfilment in producing results. But where does that |eave those leaders whose successes would only
be redised in five years? Therefore, if leaders are to be developed throughout the organisaion
srategies have to be formulated to evaluated their performance, despite the difficulties associated
with this. Part of leadership development training should therefore explore how to ded with unseen
results. One of the participants mentioned how sucaess, for this part of the world, has become
American (for example, the baance sheet). Perhaps, questioning the way in which success is
measured in an organisation will result in rewarding those who aso produce results, dbeit that they

are unseen.

Organisations that breed |eaders need to develop leaders who are courageous in their ability to dedl
with tough people-oriented situations. For example one of the participants described a chalenging
scenario as being one involving mediation of a digpute whichwas due to a persondlity clash. Another
difficult task is when one is acting as a change agent and has to confront those who are ressting
change, even if this may be subtle resstance. One of the participants stated that the truest test of
leadership is like a shoot through a rock. Part of leadership development therefore is to build an
environment which encourages the leaders to take responshility for their own emations and
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atitudes, and hence their own development. This means that the emphass, as one participant
illustrated, is no longer promotion, but leadership, which inevitably gets recognised in the form of
promotion.

These leaders cannot be motivated by just a good package; they are different in this regard. It was
clear that they differ from their subordinates, for example people would think one of the participants
would be happy because of her travelling opportunities, yet she sated tha there was more to her
work than that was dso meaningful to her. In developing these leaders it is important to explore the
factors that give them job satisfaction and motivate them, beyond receiving good packages. The
chdlenge is therefore to find ways of cregting a shift from managers being merdly satisfied with their
packages to a place where there isa high leve of organisationa commitment. The key seemsto liein
two aress. Firdly, the organisation working on past grievances which if left undedt with, can cregte
an environment of “I deserve this whether | perform or not”. Secondly, even a managerid levd,
there needs to be a break away from an adversarid relationship with top management by the black
managers being wdl integrated into the organisation’s culture and hence taking ownership of the
organisation’s values. This can only occur if they play arole in creating those vaues. As one of the
participants stated, top management needs to know their subordinates so that they are aware of

what motivates each one. Leaders were aso described as having a power- base. Organisations that
breed leaders encourage them to have an awareness of this power-base so that they can be aware
of their leadership strength. It aso becomes important for them to be aware of the power- bases of
others as this would enhance their teamwork.

The generaly accepted dementsof transformationa |eadership mentioned in the literature review can
be applied to the leadership development of blacks in private organisations. For example,
individualised attention is important as it was clear from the research tha each of the participants
had unique experiences, despite being black. Their experiences were dependent upon aspects such
as their bosses' perceptions of their department and their relationships with their subordinates. For
leaders to be developed effectively they need to be given individud attention as each have a unique
experience of the organisation. The importance of intellectual stimulation becomes apparent when
one consders the strong need the participants had for learning and the manner in which this was a

sourceof motivation. The participants seemed to lack inspiration motivation from superiors. This
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was gpparent where the participants did not have role models. There was a strong indication that the
leaders wanted superiors who had transformationa leadership qualities. Where this was lacking,
there was demotivation and lack of job satifaction. Idealised influence dso featured in that the
leaders had certain idedls they clear about and aspired towards. However, there was not much
mention of seeing such influence n leaders above them. Therefore, it appears as if these black
leaders are somewhat transformationd, but face the challenge of being pioneers as black executives.

While this research has the limitation of a very smdl sample, it is ussful in dlowing for an in-depth
exploration of avariety of dynamics involved in the leadership development process. The research is
therefore useful as a springboard for further exploration of issues which surfaced which were beyond
the domains of the current sudy. These issues can be used to develop questionnaires for quantitative
research which will have a much larger sample sze. Another limitation was that the researcher did
not re-interview the participants at a later stage to perhaps verify some of their satements. This
would have been useful as what is said concerning leadership development can often be sengtive to
one' s experiences on the particular day that oneis interviewed at work. A difficulty with leedership
as a ubject is that it is very broad, nevertheless, this means that a variety of rdaed issues have
semmed, which will be useful in enhancing leadership development processes.

If these factors mentioned above and in the rest of this research are taken onto consideration and
implemented, there is no reason why South African private organisations cannot be a place of both
harmony and high competence on the globd market. The leadership development of blacks in
private organisations is an issue which cannot be forced upon organisations, but one trusts hat
CEOs in this nation will take the first step of making the smple decison: We are going to be an
organisation that breeds leaders!
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APPENDIX 1
Interview Guide

Phase 1:

Place of birth and growing up

Age bracket or age (30-40) (40-50) (50-60)

What are the types of jobs you have had up to this point?

Describe an incidence where you were promoted. What wasiit like in comparison to others?

How would your current working environment compare with previous ones in terms of
organisationa structure and your own job description?

Phase 2

What do you understand by the concept ‘leadership’ in an organisation?

As aleader, what challenges do you face in the work that you do?

What are the strengths of |eader s you have been working with in this organisation?
What are the deficiencies of leaders you have been working with in your organisation?
It has been said that there are many people in leadership postions yet very few leaders. Can you
comment on thiswith regards to your organisation?

What do you understand by the concept ‘ leadership development’ ?

How does the |eadership development process take place in your organisation?

How have you experienced this?

Describe the leadership development programs that youhave been exposed to.

How do they suit the South African context?

What are the selection criteriafor them?

Are there any gaps you have come across in the programs?
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What competencies have you acquired through the variety of leadership development programs you
have gone through?

What are the issues you face with regards to your own leadership development?

Is there discrimination?

Are there glass cellings?

What transferable skills have you acquired through experience, with regards to leadership?

Inwhat ways, if any, do you see yoursdlf as an agent of change in your organisation?

‘Organisationd culture’ . What do you underdand by this term? Can you summarise this in your
organisation?

What do you fedl about your role as aleader in your organisation?

How comfortable are you in this role? Describe your relationship with superiors and subordinates.

92



	Nyamuda

