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ABSTRACT

A survey of the llterature indicates that leadership is the axiom behind
a successful nation, business and organisation. However findings
emerging from widespread research demonstrate a lack of agreement
on the nature of leadership activity.

This study adopts a competence approach toward identifying what
excellent leaders do.

The purpose of this research was to identify leadership competencies
within a major South African company, from both a leader and follower
perspective. The sample consisted of ten excellent and ten average
leaders who were categorised according to performance appraisal
scores and peer and follower ratings. Each leader completed a
self-administered questionnaire rating his own leadership activity,
which was compared with two follower ratings per leader.

The results of the study confirm that leader self-evaluation is not a good
indicator of e'ffective leadership. Follower perceptions of effective
leadership indicate a statistically signific:antdifference between the two
groups concernir d the following competencies: the management of
attention through vision, meaning through communication, trust and
the deployment of self. These correspond with a large international
study conducted by Bennis .li!.r:l..d. Nanus (1985). In addition, excellent
leaders demonstrated the ability to empower followers - which is vital
in the South African and business context. In accounting for the
reasons behind excellent leadership and perceptual overlap with fol-
lower» it appears that sffectlveness depends on the ability to give and
receiv~feedback, together with an extensive interpersonal skill reper-
toire, and ability to adopt a learning orientation toward other people
and continually improve on inappropriate behaviour. These oornpetsn-
des have far reaching implications for the development and appfoatlon
of effective leadership within organisations.



iv

ACKNOWLEDGEMENTS

In many ways this was a company project, with the essential involve-
ment of select people throughout the Chamber of Mines. In particular
I would like to thank the "team" of:

1. Tom Main, CEO. of the Chamber for recognising the Importance
of the research and opening doors during the journey.

2. Roger Rowatt, head of tne Human Resource Department for his
motivation and facilitation during the Initial stages and commit-
ment to applying the recornrnendatlor-s arising from the research.

3. Naas van Nlekerk, friend, and manager of the Training Centre,
who allowed absolute autonomy, and who in many ways created
an empowering environment.

4. The leaders and followers who took part in the study as part of
their commitment to see more effective leadership in the com-
pany.

5. Junette Davidson. whose good humour and efficient typesetting
were crucial to the research.

6. Jay Owens. my supervisor, who sparked the interest In the
research, and whose refusal to' accept anything but excellence
exemplified leadership In the realising of this vision.

7. Sarah, whose courage, quest for growth and caring for people,
made the entire process worthwhile.



v

INDEX

Declaration
Abstract
Acknowledgements

ii
iii
iv

CHAPTER I : INTRODUCTION AND ORIENTATION

1.1 INTRODUCTION
r.a THE RESEARCH PROBLEM
1.3 RESEARCH QUESTION AND HYPOTHESES
1.4 KEY ASSUr"PTJONS AND LIMITATIONS
1.5 CLARIFICATION OF CONCEPTS
1.6 PRESENTATION OF CONTENTS

1
2
5
7
8
10

CHAPTER" ~liTERATURE REVIEW

2:1 INTRODUCTION - THE INTERNATIONAL CONTEXT
OF LEADE~SHIP 11

2.2 LEADERSHIP" AN ECONOMIC NECESSln 13
2.3 EVOLUTION OF LEADERSHIP THEORY 14
2.4 NEW THEORIES OF LEADERSHIP 18
2.5 THE CHANGING CONTEXT OF LEADf:RSHIP 19
2.6 EMPOWERMENT 22

2.6.1 Developing and creating empowerment -
a paradigm shift 25

2.7 LEADERSHIP VS MANAGEMENT 28
2.8 RELEVANT LEADERSHIP APPROAOHES 31

2.8.1 Robert Carkhuff - Empowering the creative leader
in the age of new capitalism 31

2.8.2 Senge (1990) - The art and practice of
learning organisations 34

2.8.3 Follower expectations of leaders -
Kouzes and Posner (1989) 37

2.8.4 Congruence of leader-follower perceptions 40
2.9 BENNIS AND NAN US - LEADERSHIP STRATEGIES

AND SOMPETENCIES 42
2.9.1 Strategy 1 - Attention tl,rough vision 44
2.9.2 Strategy 2 p Meaning through communication 46
2.9.3 Strategy 3 - Trust through positioning 48
2.9.4 \~trategy 4 - The deployment of self through

positive self regard 51



vi

2.10 SUMMARY 54

CHAPTER III : LEADERSHIP & MANAGEMENT DEVELOI?MENT

3:1 INTRODUCTION se
3.2 FORMAL MANAGEMENT EDUCATION 57
3.3 THE AMERICAN MANAGEMENT ASSOCIATION STUDY 59
3.4 INFORMAL MANAGEMENT EDUC.\TION 60
3.5 ASSESSMENT 62
3.6 THE LINE ~MNAGER AS TRAINER 63
3.7 LEADERSHIP DEVELOPMENT AND TRAINING

METHODOLOGY 63
3.7.1 Developing leaders and learning organisations 66

3.8 ORGANISATIONAL DEVELOPMEN'" GOMPLEMENTIt\lG
LEADERSHIP TRAINING 68

3.9 RECOMMENDATIONS 69
3.9.1 Clarification of a Corporate Philosophy t:9
3.9.2 Commitment from Top Management 70
3.9.3 Sound Strategic Human Resource Planning 71
3.9.4 Line Managers Ownership & Accountability 71
8.9.5 sot Specific Targets for Training 72
3.9.6 Appropriate Relevent Training Methodology 72
3.9.7 Competent Trainers 73
3.9.8 Dispel Negative Attitudes 73
3.9.9 Organisational Development 74
3.9.10 Regular Mnnitoring and Follow-up 74
3.9.11 Transformutional Management Attitudes 75

3.10 SUMMARY 75

CHAPTER IV : RESEARCH DESIGN AND METHODOLOGY

4.1 INTRODUCTION 77
4.2 THE CHAMBER OF MINES 77
4.3 THE SAMPLE 80
4.4 RESEARCH DESIGN/METHODOLOGY 82
4.5 COMPETENCE AND LEADERSHIP 83

4.6 ANALYSIS AND INTERPRETATION OF RESULTS 85
4.7 LIMITATIONS 88



vii

CHAPTERV: RESULTS

5. i INTRODUCTION
5.2 OVERALL COMPARATIVE SCORES
5.3 COMPARATIVE COMPETENCY SCORES
5A COMPARATIVE PERCEPTUAL GAP
5.5 INDIVIDUAL LEADERSHIP ACTIVITY
5.6 SUMMARY

90
91
96

100
102
105

CHAPTER VI : OISCU~SION

6.1 INTRODUCTION 107
6.2 INEFFECTIVE LEADERSHIP/FOLLOWER PERCEPTION 107

6.2.1 Introduction 107
6.2.2 Perceptual Congruence and Shared Meaning ,08
6.2.3 Perceptual concruence- Feedback 109
6.2.4 Organisational Culture 112

6.3 ACCOUNTING FOR SUCCESSFUL LEADERSHIP 116
6.4 CRITICAL LEADERSHIP COMPETENCIES 118

6.4.1 Vision 119
6.4.2 Meaning through Communication 119
6.4.3 Trust 120
6.4.4 Self 121
6.4.5 Empowerment 121

6.5 THE COMPETENCE ASSESSMENT METHODOLOGY 121
6.6 RECOMMENDATIONS FOR FUTURE RESEARCH 124

'3.f3.1 Broaden Leadership Sample 124
6.6.2 Application of Additional Methodology 124
6.6.3 Empowerment and Leadership 124
6.6.4 Leadership and Equal Opportunity 125
6.6.5 Leadership and the Learning Organisation 125
6.6.6 Leadership, ;.1trinsic Motivation and Meaning 125
6.6.7 The Applloatlon of Leadership Competence 126
6.(1.8 Identifying Leadership Competence 126

6.7 RECOMMENDATIONS FOR STRATEGIC LEADERSHIP
DEVELOPMENT 127

6.8 CONCLUSIONS 130

REFERENCES 131
APPENDIX 1 140
APPENDIX 2 144



viii

LIST OF TABLES

Table 2.1 Evolution of leadershlp theory 16
Table 2.2 Leadership vs management 30
Table 2.3 Leadership strategies/approaches 55
Table 3.1 Strategic development -

leadership and empowerment 76
Table 4.1 ExcelienVaverage ratinqs 81
Table 5.1 Comparative raw scores 92
n~ble 5.2 Overall sign!ficant difference between samples 93
'fable 5.3 Significant leadership com. itenoles 97
Table 5.4 Gap analysis comparative scores 100
Table 5.5 Individual leadership activities 102
Table 5.6 Follower/leader perceptual differences 104

LIST OF FIGURES

Figure 4.1 Chamber of Mines management structure 79
FigL:'Cl 5.1 Overall comparison between excellent and

average sample 94
Figure 5.2 Comparison of leader self ratings 95
Figure 5.3 Follower comparative means 95
Figure 5.4 Comparative mean scores 96
Figure 5.5 Competence categories - average sample 98
Figure 5.6 competence categories - follower comparison 98
Figure 5.7 Comparative perceptual gap differential 101
Figure ~.1 Strategic leadership development 129



"

CHAPTER I

INTRODUCTION AND OPJIENTATION.

1.1 INTRODUCTION

The purpose of this research is to identify leadership competencies
within a major South African company from both the leader and follower
perspectives. The leadership competence model of Bennis and Nanus
(1985), emanating from comprehensive research involving ninety ef-
fective leaders in the U.S.A. was used as a basis to distinguish excellent
from average leadership activity within the Chamber of Mines of South
Africa in order to assess its relevance and validity within the South
African context. In terms of the above model: the dual leadership
perspective of the leader and the led, and its focus on overt competen-
cies, the study is unique to South Africa.

In addition to the four competencies identified oy Bennis and Nanus,
empowerment has been added to the model as a fifth competency.
The authors uriginally saw empowerment as a consequence of all four
competencies. This research, however, hypothesised that empower-
ment was both a consequence and unique competence of effective
leadership, that is consciously expressed and enables ordinary people
to do extraordinary things in the face of adversity (Peters, 1989).

In light of South Africa's expanding 'skills shortage, the inclusion of
followers is vital to organisational growth in identifying behaviour that
leads to the empowerment of others, a crucial role of the leader and
line manager (Bennis and Nanus, 1985; Hofmeyr, 1989; Human, 1989).
Empowerment emphasises training people in the skills necessary to
discharge their responsibilities (Carkhuff. 1988) and removing or-
ganisational obstacles hindering the deployment of peoples potential
(Bennis and Nanus, 1985).

The objectives of the research allow for the symmetry of outcomes,
providing valuable information for strategic leadership development
and application consistent with an action research orientation.

This chapter will commence with a brief statement of the leadership
problem and consequences for organisations together with the lmpor- .



"

2

tance of the research from an international and iocal perspective. The
gap between leadership demand and supply will be discussed together
with the role of professional strategic human resource development in
bridging this void. The research question and hypotheses will follow
on from the above, aiming at providing essential information upon
which successful leadership development can occur. There8),.3r, the
research methodology will be outlined together with key assumptions
and definition of concepts. Finally, an overview of the layout of the
thesis will be discussed.

1.2 THE RESEARCH PROBLEM

"The need for leadership was never so great. A chrc 'c crises of governance
- that is, the pervasive incapacity of organisations to cope with their
expectations of their constituents - is now an overwhelming factor world
wide. If there was ever a moment in history when a comprehensive strategic
view of leadership was needed, not just but a few leaders in high office, but
by large numbers of leaders in every job, from the factory floor to the
executive suite, from developing business in the informal sector to a multi-
national corporation, this is it. In short, leadership is the pivotal.force behind
successful organisations. The new leader is one who commits people to
action, who converts followers into leaders and who may convert leaders
into agents of change." (Morrow, 1987: 10)

Bennis (1989) points out that most of the world's present problems,
expressed through a lack of Vision, greed, violence, timidity, and
authoritarian control, are sympt- .natio of a leadership crises at the
highest levels of national and international life. On a business level the
quality and impact of leadership has long been recognised as a crucial
element influencing organisational effectiveness (Vroom, 1976; Schein,
1980; Hersey and Blanchard, 1982; Peters, 1988; Senge, 1990).

Bennis (1989) in his book 'On Becoming a Leader', lists what he
considers to be the ten basic dangers to our society. The first is the
possibility of global war and the second, the prospect of a worldwide
epidemic, famine or depression. The third factor that could lead to the
destruction of our society is the quality of the management and
leadership of our institutions (Bennis, 1989:14).

In essence, our quality of life depends on the quality of our leaders.

Bennis lists three basic reasons why leaders are important:
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1. Leaders are responsible for the effectiveness - the success or
failure of organisations.

2. Constant change and uncertainty has left society without anchors
in our lives. Leaders fill the need for a guiding purpose that
creates meaning in a 'mad' world.

3. Leadership provides integrity and credibility to our institutions
after a history of fallen leaders who have stood on feet of clay.

On an international level exponential change confronts decision
makers in the form of increased global competition, rapid technological
progress, dynamic organisational structures, and greater employee
demands and expectations.

In addition, South African executives are amongst the most stressed
executives ill the world (Cooper 2D.d.Arbrose, 1984) as they are forced
to contend with complex racial, political and economic problems and
constant uncertainty in this regard; and an enormous skills shortage
facing South African companies (Sadie, 19SA: Andrews, 1988; Man-
ning, 1989; Hofmeyr, 1989; Human, 1989).

Yet effective leadership that 'enables ordinary people to do extraordi-
nary things in the face of adversity', can significantly Impact on the
above problems. It is an assumption underpinning this research that
leadership in South African business is vital for:

• Developing and managing human resources • a key ingredient in
successful! nations (De Geus, 1991; Spies, 1991).

G Addressing the burgeoning skills shortage through empowering
and developing SUbordinates.

• Providing a clear, hopeful vision of a new South Africa and a map
of how to get there,

• Addressing the fear, imm0bility and reactive position of organisa-
tions to the turbulent environment of business.

• Meeting the need for expanding expectations lor improved quality
of life, participation and self-expression that increasingly charac-
terises the global WOI kforce.
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• Obtaining the commitment from top management for or i]anisational
development, training and change process. Leadership in this
regard provides a critical leverage point for organisational change
and building learning organisations (Senge, 1991).

Numerous articles on leadership published within the last ten years
identify the gap between leadership supply and leadership demand.

"It is little exaggeration to S.l)' that the long-term health of any organisation
depends primarily on the quality of the people who assume its leadership
positions. Yet, for most organisations, the process by which people are
developed and selected for the most senior roles is relatively unnlanned and
in largepari, lmdescri.b.dt (Boyatsis, 1982 : 12).

This offers an enormous challenge to the organisational trainer,
manager, specialist and chief executive officer in an attempt to impact
on organisational performance through the generic functions of selec-
tion, appraisal, rew....;-·1and development (Fombrum ~, 1984:41).
Given the rnportance of leadership and increasing skills shortage,
strategic development that lmpac's on organisational perrorrnance
becomes pivotal in bridging the gap between demand and supply.

Strategic development is the identification of needed skiH~and active
management of employees learning for the long range future in relation
to explicit corporate and business strategies (Fombrum ~
1984:159). Yet the effectiveness of both formal and informal rnanaqe-
ment development programmes have been seriously qt, estioned
(Livingstone, 1871; Peters .aoQ Waterman, 1982; Be"nis and Nanus,
1985; Pruett, 1989). Business schools have been criticised for ignoring
critical success factors identified in recent leadership studies (Limerick,
Cunnington and Trevor-Roberts, 1984; Kelly, 1986), while manage-
ment development in South Africa has had similar unsatisfactory results
(Tomasko, 1985; Pruett, 1988; Hofmeyr,1989).
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1.3 RESEARCH QUESTiONS AND HYPOTHESES.

Results from this research will facilitate the bridging of the gap between
actual and effective training and development by focusing on effective
and effi(~iFmtleadershIp compe'enoles from both a leader and follower
perspective.

The leadership sample consists of twenty of the most. senior people In
the Chamber of Mines, and make up part of the Management Co-or-
dinatlng Committee (80 per cent of the total M.C,C.). Each person
represents a department or function within this private sector organisa-
tion, whose primary role Is to render an excellent collaborative service
to the mining houses. This suggests that the sample have a leadership
role both within the Chamber of Mines (to employees) and externally with
respect to the six mining houses (as stakeholders),

The researcher has Identified ten excellent and ten average leaders
from performance appraIsals, subordinate ratings, and the ratings of
two prominent members of the M,e,c. This will allow comparisons to
be made between the two groups. Immediately below the leaders In
the organisational hierarchy, a random sample of forty subordinates
was drawn, two per leader, providing a total sample of sixty,

This study adopts a competence approach to Identifying leadership,
focusing on what excellent leaders do, rather than measuring inherent
leadership potential. A major reason for selecting this approach, which
Is sharer! by Bennis rum Nanus and the American Society tor Training
and Development, Is that it provides a causatjnk between a statement
of competence and superior performance by a leader (Boyatsls, 1982),

A self administered questionnaire based on the competence model of
Bennis ;and Nanus (1985) was developed, comprising twenty-five
single concept statements. This was piloted on non-sample personnel
before being administered. Results from the questionnaire allowed
core competencies distinguishing excellent leaders to emerge,

In terms of the above, the study seeks to answer the following
questions:

1. What competencies dlstlngu!sh superior from average
performers?
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2. Do these correspond with the international study conducted by
Bennis so.d. Nanus (1985)7

3. Are the perceptions of excellent leaders and their subordinates
congruent?

It is hypothesi bed that;

1. The four competencies of tho management of attention, meaning,
trust and self will emerge. Consequently there will be significant
difference between leader self ratings and follower ratings of the
leaders between the eXCellE:ihtand average leader sample.

2. The perceptions of excellent leaders and their followers will be
relatively congruent. This will be expressed through comparitive
mean scores and a significantly lower 'gap differential' than the
average samplo. Effective leadership involves self awareness,
shared meaning and 9)a15, trust and congruence lJetween word
and deed. Consequently there will be a greater perceptual fit
between excellent leaders and followers.

3, Excellent followers will feel significantly more empowered than
average followers. Bennis~.m:! Nanus (1985) state that the con-
sequence of leadership Is empowerment. Empowerment has
been added to the existing four competenolas and will be
measured statistically to confirm this assertlon,

The structure of the questionnaire allowed for the analysis of results on
a number of levels, thereby confirming the above hypotheses.

This raw data was analysed using the Man-Whitney U test, a non-
parametric test '~Iustratlng the significant difference between groups ~
or the excellent and average leadership samples. Comparisons ware
made between the composite groups, leader self scores and follower
scores on the five leadership competencies in order to substantiate the
hypotheses.

Tables and figures illustrating the difference between the above groups
are displayed In Chapter V of this report, using group mean scores as
the unit of oomparlson.
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"Althougi: it is debatable that many of our scales achieve interval measure-
ment, most behavioural scientists are willing to make the assumption that
they doll (Runyon ao.Q Haber, 1980:25).

1.4 KEY ASSUMPTIONS ANI~ LIMITATIONS

1. Bennis 2DQ Nanus (11385) conducted In depth behavioural event
interviews and observations of ninety recognised leaders from
both the private and the public sector, oCl.)urrlng over several
years.

The exact replication of this study was not within the scope of this
thesis. Instead it was decided to focus extensively on a South
African company that played a major leadership role with respect
to the mining industry thr()Llgh twenty-eight diverse service func-
tions including comprehensive health care: Industrial relations;
refining gold and uranium, and representing the Industry nation-
ally and internationally. For this mason results may not be
generallsable to other organisations which would necessitate
controlling for orqanlsatlonel and industry effect.

2. I;'was also decided not to repllcate the methodology employed
by Bennis .12.O.d Naru I; but to elaborate and reflna their corn-
petence mode' through a questionnaire which, given time
shortages, will provide a useful Instrument to measure leadership
. competence or to duplicate the study across organisations In ihe
future.

In this regard, the questlomalre as a research tool Is limited in its
ability to probe for more detailed information. However, the
original model was not derlveld statistically and the use of the
ouestlonnare Rllows for a sclentflo comparison of leadership
competence In a South Afrloan context.

3. Tre questi\',mnalre utilised a nine point scale which for the pur-
poses of the Man-Whitney U test was assumed to be an ordinal
scale, The use of comparative mean scores assumes an Interval
scale of measurement.
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4. The sample, although fairly typical of many South Ai7j'~ancorpora-
tions, contains no black leaders and '~.nlyone black subordinate.
There are three women amon2:)~the ·'followerll sample. However,
as the competency approach is performance based, the absence
of minority groups does not affect the validity of the model.

Within these limitations, the study allows for the syrnrn "try of ou~comes
and therefore meaningful results, regardless of the findings. If the
results are positive and confirm the theory underpinning the model, the
model will have a relevant application within a South African organisa-
tion. If the hypotheses are dlsconflrmed, the results will suggest an
alternative empirically based model.

1.5 CLARIFICATION OF CONCEPTS

1. Leadership

Numerous authors comment on the difficulty in defining leader-
ship (Bennis M.d. Nanus, 1985; Kouzes S'lndPosner, 1989; Yuki,
1989; Senge, 1990) stating that it Is easier to define and recognise
what It Is not. Tom Peters defines leadership as "A unique alliance
between managers and workers that fully engages the talents and
potential Of everyone in the orqanlsatlon" (Peters, 1988 : 14),
Bennls.emQNanus (1985) emphasise the Importance of fostering
creative change through a vision by creating a meaningful work
context, communicating the vision, developing trust, and effec·
tlvely managing yourself - thereby empowering subordinates.
Peter Senge (1990) places emphasis on the creation of learning
organisations by emphasising vision, alignment of purpose enc
personal mastery and responsibility to affect change. For the
purposes of this thesis, leadership encompasses all the above
and Is defined as 'Tho competencies and process required to
enable and empower ordinary people to do extraQrdlnary
things In the face of adversity, and constantly turn In superior
performance to the benei!i~ of themselves and the orqantsa-
tlon.'

2. Empowerment, like leadership, is a much used and little under-
stood concept. Human (1989) sees empowerment as tha
process of developing subordinates who are able (competent),
willing (motivated) and allowed (authority and responsibility) to
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usa their full potential In discharging their responsibilities at work.
Other authors emphasise the process of enhancing feelings of
self efficacy among organisational members, through the iden-
tification of conditions that foster powerlessness and through their
removal by both formal and organisational practices and informal
techniques of providing efficacy infrrmation (Conger .ao.d. Kanun-
go, 1987).

For the purpose of this thesis empowerment is defined as:

"The act of investing and authorising, where people and organisations
are enabled to achieve goals. This involves the sharing of power and
authorising people to think a.id make decisions. Moreover, empower-
ing emphasises skilling people in competencies needed to discharge
their responsibilities" (Carkhuff, 1988: 13).

3. Job competence • tla set of generic characteristics expressed in
motives) traits, s(:.'~~imr:!fJe)social rules) knowledge and.skills which may
be apparent in many forms of behaviour and different actions (Boyat-
zls, 1982 : 21).

4. competence is defined as the exhibition of spfJclflc behaviour
and attitudes being clearly demonstrated and therefore
measurable, and Is distinguishable from inherent potential to
perform.

5. strategiC Training and Development Is lithe identification of
needed skills and active management of an employee learning for the
long-range future in relation to explicit corporate and business
strategies (Fombrum U, 1984 : 159), This includes activities
designed to ensure that Individuals are properly equipped to carry
out their Jobsthat fall Into the management development category
(Fombrum~, 1984: 49).

6. Learning - A persons ability to assimilate, conceptualtse and
Implement knowledge, attitudes and skills In a comprehensive
manner.

·1
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1.5 PRESENTATION OF CONTENTS

This research commences with an overview of the leadership crises on
an international and national level and the consequent impact on
organisational effectiveness. The value of the study in bridging the gap
between leadership supply and demand through identifying leadership
competence will follow, leading to the research hypotheses, rnethodol-
ogy, limitations and clarification of concepts.

Chapter II deals with a literature review of leadership theory underpin-
ning the leadership model together with previous research findings and
theorists, and how they compliment, differ arid elaborate on Bennis.mld.
Nanus' work. This is presented In tabular form at the end of the
chapter. The evolving business context will also be explored, together
with the need for empowerment and the crucial role of the leader In this
~egard.

Chapter III will briefly look at the practice of leadership development in
Unewith the cc.icem for action orientated research. This underpins
the recommendations of the research in develuplng leadership corn-
petencies in terms of strategic planning and implementation.

Chapter IV covers the research methodology. This Is preceded by an
account of the research question and hypothesis which ere founded
on the literature study. The organisational context of the research is
discussed, together with a detailed account of the sample, research
instrument, competence approach to leadership and analysis and
display of results.

Chapter V contains research results which are described and displayed
in tabular and figure form. Comparisons between the different groups
on a number Of levels are made, together with the slgnlficanoe of these
findings as a basis for the discussion of results in Chapter VI

Chapter VI • will summarise the findings and oritlcally discuss the main
findings. Recorr,mendatlor~ will be offered, particularly in terms ot the
development of I~adership competence, discussed In Chapter II'.
This Is followed by References and Appendices, Including the leader-
ship questionnaires administered to both the leaders and the follower~l.
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CHAPTER II

LlT,ERATURE REVIEW

2.1 INTRODUCTION· THE INTERNATIONAL CONTEXT OF
LEADERSHIP

South Africa faces a stark choice if it wants to survive pOlitically and
economically. The key to the 'high road' of economic growth and
democracy lies in the way we develop and manage our human resour-
ces (Tucker, 1991).

Spies (1991) points to South Africa's declining natural resources,
where mining and agriculture account for less than twenty percent of
our gross natlonal product. In future, the country's growth will be
reliant on the marriage between applied technology and the quality of
human competence.

De Geus (1991), however, points out that the need to develop human
resources is a world wide phenomenon. He quotes studies under-
taken by thf" United Nations where the two essential criteria behind
successful nations are:

1. The development and management of a country's human
resources.

2. Allowing International competition In order to raise the standards
and quality of local products and the utilisation of human resour-
ces in this regard. Consequently the problems or challenges to
South Africa are the same as the rest of the world, only different
in time, Intensity and space (Sengs, 1991).

An exponentially changing environment with increased competitive-
ness demands the ability to generate new Ideas and react more qulcldy
than competitors. Consequently, the rate at Which a company learns,
will be It's only source of cornpetltlve advantage in the future (Senge,
1991).

Sunter (1987) concurs, stating that economic power accrues to the
company who applies Intelligence to the front line. This necessitates
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a learning culture where people are empowered and consequently
willing, able and allowed to perform according to their potential
(Human, 1989).

However, the hierarchical model of organisations still predominates in
the western world, as the primary method of organising peoole to
achieve objectives. While this rneth id of organisation served it's
purpose during the industrial revolutlor J and war years, it is Inadequate
to cope with exponential change and the aspirations and productivity
of people in a competitive envoronment (Senge, 1991; Spies, 1991;
O'Brian, i991; McCrae, 1991). These hierarchies are contrary to the
basic human drive to learn, to find work meaningful! and to express
creativity, responsibility and competence (Senge, 1991; O'Brian, 1991;
Hall,1990; Deming, 1991). They are based on a control orientation of
power, operating from a win-lose orientation rather than an
'expandable pie' framework, which is the basis for the learning or-
ganisation. Deming (1991 : iv) summarises the impact of this thinking
on the quality ot an organisation's human resources:

"The prevailing system of management has destroyed ow' people. People
are born with intrinsic motivation, self esteem) dignity, curiosity to learn, joy
in learning. The forces of destruction begin with toddlers - a prize for the
best Halloween costume ... grades m school, gold stars - and on up through
university. On the job people, teams, divisions are ranked ~rewards for the
one at the top, punishment for the one at the bottom ... causing further loss,
unknown and unknowable.

Instead the job of management in education, industry and government
should be the optimisation of a system (not it's fragmentation into manage-
ment by objectives, and business plans put together division ~}'division}.11

This comment Is Indicative of a leadership and managment crises at
every level of society. Given the imperitive of the optimisation of a
country's human resources, and of creating an environment where this
can be realised, the role of leadership with organisations takes on a
new meaning. Drucker elaborates on the, leader's role:

"The manager is the dynamic, life giving element in every business. Without
his leadership the resources of production remain resources and never
become production. In a competitive economy, above ali, the quality and
performance of the managers determine the success of a business, indeed
they determine its survival. For the quality andperformance of its managers



13

is the only competitive advantage an enterprise in a competitive economy
can have" (Drucker, 1974).

The leader of necessity must tran::. .vm and empower followers in order
to 'enable ordinary people to do extraordinary things in the face of
adversity' (Peters, 1988). Senge (1991) points out the changes in the
traditional role of the leader as hero and captain to that of architect,
designing the environment where people can optimise their potential.
The leader must also shift his focus frcrn being served, to a notion of
stewardship - of serving followers in order to create a learning culture
and remove obstacles hindering personal and organisational growth.

It is the competencies of transformational leadership that this research
seeks to explore.

2.2 LEADERSHIP - AN ECONOMIC NECESSITY

Ginsbel,'g .ao.Q Vojta (1881 : 48) point out that there is an economic
reason why organisations need competent managers:

"Human capital defined as the skill, dexterity and knowledge of the popula-
tion has become the critical input that determines the rate of growth of the
economy and the well being of the population."

It is the competence of managers and in particular leaders of people
that determines, in large part, the returns that organisations realise from
their human capital, or human resources. To acquire and retain corn-
pstent managers, to let them know what they are expected to do, and
to EJi'fectively utilise the organisations' human and other resources,
people in organisation need models of management. It is within this
context that the research aims to identify specific leadership cornpeten-
oles and how leaders empower and develop their subordinates.

Oarkhuif (1988) concurs with the crucial role of leaders in developing
people, stating:

"Human capital is the source of the next market sensitive idea, while infor-
mation capital is the operational system for the last idea. While human and
information capital will create the future: sources of variance for high
performance are either entirely absent or receive token attention in corporate
strategy [ormulatlon."
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Kouzes ruld. Posner (1988) concur by stating ;hat the domain of leaders
is in creating the future. The leaders unique legacy is the creation of
new institutions that survive over time, through constant organisation
growth and renewal.

For Carkhuff (1989), empowering people is the source of creative
leadership in the Age of Information. With the changing and growing
information requirements of the electronics era, came the recognition
that the 'controller' does not have all the answers. This has necessitated
a shift in the interpersonal role to a more facilitative process and the
need for more egalitarian rolatonshos.

Carkhuff ('1989)emphasises the mastery of core thinking, interpersonal
and planning skills - where employees are empowered to create
systems of their own and corporate growth and renewal and are no
longer leader dependent; and leaders are no longer naive enough to
depend on 'one minute' treatments. The leaders role is to promote the
'best fit' between the motives of the individual and the mission of the
organisation.

2.3 EVOLUTION OIF LEADERSHIP THEORY

There is widespread agreement that the successful organisation has
one major attribute that sets it apart from unsuccessful organisations:
dynamic and effective leadership (Hersey and Blanchard, 1982:82).
There is also concensus that effective business leaders are the scar-
cest resource of any business enterprise (Drucker, 1954). There is,
however, no definite agreement concerning the very identity of that
which is being studied (Hersey.aM. Blanchard, 1982; Kelly, 1986;
Zimbler, 1986). This section will present a brief overview of leadership
theory starting from the 'Personality Trait Approach' (Allport, 1924), to
the current approach o~ transtorrnatlonal leadership, including the
competence model described by Bennis.anQ Nanus (1985).

For centuries the notion was held that leadership was primarily exer-
cised by 'great men' who had been born, rather than developed for
that role. Allport (1924) suggested nineteen 'essential' traits including
'intelligence' and 'erect aggressive carriage'. However, traits which
correlated with success In one situation, failed to do so in another and
no consistent pattern emerged (Schein, 1980). The trait approach
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failed to address the nature/nuture controversy of whether traits were
innate or learnt, as well as failing to prove useful for the development
of leadership in an organisational context.

The 1950's saw the introduction of the leadership styles approach
where rather than focussing on what leaders were, researchers tried
to determine what effective leaders did. An assumption underlying the
approach was that there was one best style of leadership, favouring
the democratic approach over the 'laissez-faire' and autocratic leader
(Likert, 1960). Extensiv~ research, however, showed that the ap-
propriateness of the style was dependent on the situation, maturity and
needs of the followers (Limmerick, 1970). Further criticism was
levelled at the exclusive focus on the leader without consideration being
given to task and situational variables.

The late "1960'ssaw leadership research concentrating on the situation
and context of the leader. Fied~ar (1967) identified three major situa-
tional factors which determine the appropriateness of a given leader-
ship style. He focussed on the quality of leader/member relations; the
degree of task structure; and the positional power of the leader. The
strength of the model appears to lie in the close relationship of the
above factors, but offers no diagnostic criteria for subordinates. The
model furthermore assumes that the leadership process lies with one
person only (Kelly, 1986).

Hersey and. Blanchard (1982) developed the commercially popular
'Situational Leadership Model' which suggested a life-cycle of leader-
ship in which the degree of task and relationship behaviour exhibited
by the leader must be analysed in conjunction with follower or subor-
dinate rnaturlty, In order for leaders to develop followers to their full
potential, they must be able to vary their leadership behaviour, utilising
various degrees of direction and support as subordinates move back-
wards or forwards along the maturity/immaturity continuim. The major
strength of this approach is the developmental focus lacking in other
models. However, the model has been criticised as being simplistic
(Schein, 1980). Training in a South African context has also tended to
focus more on the identification, rather than 01 I the job application of
leadership style.

Argyris (1976) focussed primarily on the attitudes and underlying
assumptions or mental beliefs of the leader as the critical ingredient of
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change. The strength of this model is the emphasis on challenging
attitudes underpinning b. haviour and developing new 'paradigms' of
the world. Argyris (1976) developed an in-depth learning experience
for leaders which requires a highly skilled facilitator to im~M.lment,and
is consequently llmlted in its widespread application (Schein, 1(80).

The new theories of leadership evolved in reaction to the incret1~ingly
sophisticated models which become difficult to implement. This 'back
to the basics' approach focussed primarily on what leaders do in
practice in order to be effective. The new theories of leadership stress
the importance of leaders in transforming their followers by converting
followers to leaders and elevating people by building commitment
through meaning (Burns, 1978; Bennis smQ. Nanus, 1985).

The focus on transformational leadership takes on enormous sig-
niticance in light of South Africa's increasing skills shortage and
productivity problems and wi!1form ths basis for discussion for the rest
of this chapter.

Table 2.1 summarises the evolution of leadership theory and recent
focus on leadership competence. which underpins this study.

Table 2.1 EVOLUTIONOFLEADERSHIPTlIEORY

j
.J
:1
I

Theory Focus Critique

Personality Trull Theory ~~:::1'll~£r~m f~u~c;.1~irrcI~)pcrior" per- • No """,isle.t pattern (Schoin 1980)
~ Allport (1924) • Traits due to nature or nurture?
• Bird (1940) • Born Leaders .."great man" theory ./i:der.hip. faed sum- DOdevcloprtl.otal.ppU ....

•~~t~4'ditl'19~W" ' , ,""tweeD "man and COD-

.. Myr;lleal properlie1l • dlfiicull)' inmeuuremenl
• Move toward .pecific.kiIls and competencies,

Leadership Styles (1950's·Ohlo Whal r!Tcctive leade ... eli •r&.~~~~bt.ccnthe e!Tccts af clifferenl.tyles
University Studies • iUs\uoe "ideal." lc:.de ...bip'l)'l.
• J.,ikert 1961

"FOCU$ leader bchllvioUT' DOtask/,itu,tion,' eon-
C1assm""tion .ideral,OI15 (Sobein 1980, Kalz IUIdKahn 19Th)

"Vroom and I w.196O • Lausez-falre "MOVe in !970' •• leader as aproduct of the ,itualioD

.AU1oaatic
(Vroom 1976)

• Demoaatic

-
SUuntlonol Theo" ..s

• Varinbl ea- critical determle .. 11ofiender.!Tectlve· • Critique of one \,:,"OD omel.lIt r"/l::nsible 10ness dircct/co·ordioa e/mot'vatc ra~ er hen ID(or..
Lader Fotua • Fied!t rs CO"tingeDC)'model mnllsroup leade ... (Urn.rick 1970

• Fiedler (1967) • quolil)' lender. member relations • No diagnostic alteri. (or .ubordinates

• degree tMIc structure • UJDit.d tr.lninf apgU ce tlon- modifying ,ituatioD to

• positlon power of leader
,wI man.s ..... rl. (KeUy 191)6)

1
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• Subordinate Focus
(Hmcy &. Blanchard 1982)
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Focus Crltlque

Lenders task and relhtlonship orleatatlon anol)'!w Inm~~='t9"!i!1~follOWer ""turity (H.""y Bi.

• effective Lendcl'lIhlp dCOlno& Oe.lbUiIy of .Iyle I
_Telling (Hlgb t"l<Jlow rclntloll$hlp)
• Seltlng (High Inll<illlllh relatlonshlp)
• Parllc:lpatlns (High r"l~tloMhlpllow tosk.)
"beiesntlng (low l"kIIOW relMlml.lhlp)

IILe.d..,. AUltud ..
(Meyrl! 1916)

Theory In use based 0'lB15U11l1>t!OM nod b.bll\;OUr e Rcq\llre1 highly sldUed trIIlner to buplin ient,
which controls; me.101""l SAfety nod avolds.motloo •
• lIy charged issues,
.Orgqnl!latlom>lly t'en.nclal behaviour (modd II)
.hould be bMet[ H" ,.

evalld Inlumlnlion

• fret Informed choice
• intent., commltmenl and monitoring DC the bu·
plementatlon of choice
(ArIl)'riI1916)

Dlrrer.nce between espoused theot}' nnd tbeory 10
Il!e.

" I'oeu. on T.,klSltuatloo
(Vroom 1916)

• Strengtll • dC~lol'mental .. pect
• Ctitlq_ue • ~Im.pll"leU •• der. abUlty (0 IlIspln1
Oe.lbDilll (Gclieln 19011)

.Onp betwe<n Indetlfylns and applying l-:::d",Jlip
.1)'[1;&

,'CeDc.ptunl ",onknel5e.! • ambl<tUom COll$ll1!ctS,
o,ot1\lmpUncation; denrth_Qr .~p.torntory p,oeesscn
(lJ!nko ,ad Moutoo 1982, )'ul<I, 1989)

.: ;hlights Impnl1nnce or contelt(
• Annl)'!. ahuntlon aod lel,ct.pproprlnt~ beh.,lour

.Spedfie crll.rlo do nol n1low for ct'll1plexity ot
mannscrlal detl,lons.

• OU'lllonahl. assumPllon oCO.xibililytoward altu.-tlonnl v.rl.bl .. (S.he 0 1980)

Theory

New r~~orle$ of (Tran~rormBllonal) Leadership

• :'urr. (1978)

• D .nn4 and Nnnos (19!lS)

"S~nB.(11)90)

• Ko""", nad POin.r (19$11)

* Corl:hll(f (19$11)

.l'.tm (1988)

• Doy.tsh (1982)

• ManDlng (19$11)

• Falk.Dburs (11)90)

• Dnliand A$bllt)' (1989)

f!KeUy(191l6)

Focus

"TrnnstQrmID8Ie.dmhlp ull1mately becom .. monolln th .. It ral£o' the levcl or hlhotrl conduct and
elblcoJ 14plr.tIOlu o(both th.I •• det aud tbe led, and thus haa attnll$rormlng .Clecl 00 botl, ... tr .....
tormlna Icndmhlp Is dyna(l\la leadership 10 lb. ""nle that th.leadm throwlbe=IVC$lnto a relation.
lIu" wilh tollower! wllo \viti ; ee 1elevaled by hand 01\1:. became more oetlvc Ihermclves, thereby
creal ins beW ClIdrl;l 01 lendmlup, (Dul11S 1!l76)

.. MOle oul of dluntWnCIIlon \vIth preYlous tboutle< and thnnJllng o.'gnnl<!.t1onal and cn.iroumenlal
C<lndltloM.

• Foell! on 'IIblltartecllve Il'lIderl PO (eompcteoCt)

.lmpnl1l1',\t;o of ltAnstorm!nS CcUOWCrl 10 Icad!tI by building 00 IlIAUS need tor l1\eanlng, Ihereby,
obt.lwlf, commitment (llurIl.l1918)

ol'undMutntal ,hlCt to include Collowen and tha 111111 oC the dlvergeoce bctwe<n 1!l.'Ulll8emeot and
leadctlih.,\,

"Tb. r,~w lender II one who comMlta people to nctlon. who co.vert, (oUawcnlo I, .. d..,. Md \vI.o lIlay
conv~rt leaderalnlo nscnts or chonse, Thill. trnnllollllutlonnileader,ldp (neOllu /11. Nllllos 19!1S: 17)
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2.4 NEW THEORIES OF LEADERSHIP

Dissatisfaction with the relevance of previous theories of leadership,
and as a result of changing environmental conditions and worker
expeotatlons, the late 1970's ani! 1960's saw the emergence of a
number of new theories of leadersh p. These theories or models tended
to focus on what leaders do In order to be effective end will sub-
sequently be reviewed In some detail, particularly as they compliment
the Bennis goQ Nanus (1985) competence model.

This approach represents a fundamental shift in the way people are
motivated (Frankl, 1984); the way the leader sees and relatee to
followers (Hall, 1990); the manner In which change Is viewed (Peters,
1988; Manning, 1988; Senge, 1990) together with the evolving needs
and expectations of lndlvlduals In the 1990's which constitute the
context of leadership (Moss-Kanter, 1989; Naisbett gmg Aburdene,
1990). Further, these approaches are based on extensive research of
effective leaders, both internationally (Boyatsis, 1982; Kouzee imQ.
Posner, 1988; Limmerlcl<, 1990) and locally within a South African
context (Kel!y, 1986: Sall.§QdAsbury, 1969).

Bennis and Nanus' competency study, based on the detailed research
of 90 effective leaders in the U.S.A. offers a broad, encompassing
model, including four clusters of competencies evident in every mem-
ber of the group. The new leadership approaches compliment this
research and have been included in order to provide more detail within
each cluster, which allOWSfor a comprehensive tra!nlng and develop-
ment appllcatlon 'withln a South African business context.

This Section will review the chfmglng business context and employee
expectations confronting leaders, and provide an overview of various
leadership models and how these expand on the competence model
developed by Bennis aod Nanus.
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2,5 THE CHANGING CONTEXT OF LEADERSHIP

"Successful strategy involves the ability of an organisation to align itself with
it's external and internal environment in order to obtain sustainable com-
petitive advantage. However, organisations confronted with exponential
change and turbulence tend to retreat into technology, or become immobi ..
llsed; rather than taking advantage of the situation with a creative response
that involves building windmill« before the hurricane arrives" (Bined?:~,
1990).

This Involves a paradigm shift to seeing business as a creatlve idea that
adds value to peoples lives, rather than occurlng simply to make money
(Blnedell, 1990).

Undell'jJlnnlng strategic human resource development Is the changing
nature of the organisation that any leader or potential leader must
consider. Naisbett .rand Aburdene (1985) list ways In which today's
organisation are being reinvented:

1. The best and brightest people graVitate to organisations fostering
personal growth.

2. Managers play the role of coach, teacher and mentor and
facilitate on-the-Job training.

3. The best people want ownership (psychic and literal).

4. Authorltarlan management Is yielding to democratic
management.

5. entrepreneurship and the developmont of new products Is
revltallsing companies.

6. Quality and autonomy are paramount.

7. Intuition and creativity are challenging the all in the numbers
business school philosophy.

8. Large corporations are emulating the positive and productive
qualities of small business.

, ,
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9. Shift toward 3rd party contractors and specialists.

10. Dawn of Information economy will see a shift Inthe infra-structures
of organisations end a focus on quality of life issues by the
workforce.

More recently, Nalsbett sw.Q Aburdene (1990) In Megatrends :2000
predicted that the nsxt decade will see the rise of the individual
expressed In quality of life issues and demand for participation as a
growing trend amongst the International workforce. They aho predict
that the 1990's will be the decade of women in leadership.

Moss-Kanter (1984) lndlcates that these changes de mend an Innova-
tive response from organisations including Individual autonomy with
accountability, emphasis on communication strategy and ongoing
budgets for education and training· with challenging assignments that
develop people.

lI.Managerialwork is undlJrgoz'ngsuch enormous and rapid change that
managers are reinventing their profession as they go. Managers have little
precedent to guide them, as they are faced with extraordinary levels of
complexity and inter-dependency and eroding sources of traditional power
and ineffectiveness of old motivational tools. In short leadership is more
difficult, yet more cruical than ever" (Mos~'·Kanter, 1989 : 91).

This calls for the adoption of a clear, meaningful mission, Individual
agenda oontrol; share of value creation, and opportunity for Individual
learning and growth. The "learning organisation" pn..,nlses to become
the 1990's buslness buzzword as companies seek to learn more
systematically from their experience and to encourage continuous
learning from their people (Moss-Kanter, 1989).

In addition to the above the turbulent environment Inwhich South Africa
must operate places great demands on anyone in a leadership role. A
climate of extreme uncertalnty, and ambiguity, pervades the scolo-
polltloal environment, the product market, Industrial re'atlona and
economy. TI1epolitical environment Is especially dynamic, exacerbat-
Ing the fact that South African managers are amongst the most
stressed executives In the world (Cooper.ruJQAbrose, ·1984).

In order to cope with these changing conditions, leaders need to
understand the reciprocal nature of commitment and credl' 'lity. In
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essence a commitment or credibility crises needs to be understood In
the context of a failure by leaders to instil vision, meaning and trust in
..their followers.

On an international level, Bennis .M.d. Nanus (1985 : 7) quote the
findings of the public agenda forum looking at the non-managerial
workforce.

• Fewer than one out of every tour jobholders say thdY are currently
working at full potential.

• One half said they do not put effort Into their Job over and above
what Is required to hold onto it.

o The overwhelming majority, 75%, said they could be significantly
more effective than they presently are.

• People complaining about the decline of the work ethic or the
shortage of trained people.

The reality of poor commitment' In South Africa Is evident In many
companies recent obsession with productivity, which Is low, relative to
other countries. However, rather than blame the workers, which be-
comes a self-fulfilling prophecy and Is difficult to change, leaders need
to personalise responsibility for failing to Instil VIsion, meaning and trust
in their followers (Bennis MQ Nanus, 198ti : 3).

Despite tre changing environment of business, Sanga (1991) com-
ments on the opportunity business leaders have in directing and
managing change, and providing direction for society as a whole.

"Business and public education are the two most important institutions that
determine a society's capacity to manage change. They are the 'focus of
innovation Iwhere new ideas get put into practice. They are the 'long term
growth generators, the creators of events that fUJi economic and societal
development. They are the fly wheels' needed to provide stabilising force
when the envoronment is turbulent and unpredictable. II
(Centre for Innovative Leadership l...ochure - May 1991)

These organisational changes require a fundamental shift In the way
leaders view tll~,:rown role and the role of followers. Bennis and Nanus
point out that the one Issue that has been syst9matiGally ignored in the
new age formulations of leadership is the issue of power which they
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define as the basic energy to initiate and sustain action that translates
Intention Into reality, without which leaders cannot lead.

2.6 Empowerment

"I/you want one year o/prosperityl grow grain
lfynu want ten years of prosperity grow a tree

If you want one hundred years o/prosperity grow people"

Chinese proverb (Kouzes S!!.lQ Posner i988 : 182)

On a national level, the need to develop people to their full potential
and the importance of addressing quality of life Issues Is underscored
inthe De Lange Report of 1981.This report looks to practical guidelines
for the future education of South Africans with a view to :

1. Promoting the actusllsatlon of its Inhabitants potential

2. Promoting the economic growth rate of the Republic of South
Africa

3. Improving the quality of life of Its inhabitants

(De Lange, 1981 : 15)

On an' organisational level (Hofmeyr1 1989 : 18) comments that, too
many advancement programmes consist of a number of training
programmes which candidates are asked to attend, In the hope that at
the end of trainIng, they will be ready for promotion. He points out that
most of what a person learns at work Is on the Job, particularly from a
superior. Consequently the managers training skills and attitude
toward developing people are crucial, because the rewards and sane-
tions for beh~vlour, are located ii. the department.

Human (1989: 8) concurs with the above, pointing out the importance
of complimentary line managers attitudes and skills In helping over-
come feelings of inferiority, marginality and an external locus of control
amongst potential black managers. Effective development and ern-
powerrnent, will only take place to the extent that people are able, willing
and allowed to utilise their skills and potential (Human, 1989:9). This
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necessitates exploring manager's attitude to power and its reciprocal
- empowerment.

Creating and coping with change requires a belief from leader and
subordinate alike, that they can effect change and exercise power to
the benefit of themselves and the organisation.

Dr. Jay Hall (1990), chief advisor on manpower matters to President
George Bush of America, points out that transformational leadership
can only occur with a paradigm shift in the way leaders see the inherent
potential of their followers.

"Managers have a distorted view of the people they manage. Fewer than
twenty percent of managers today manage as if their workers are competent.
Yet realistically, very little that managers do would have any relevance at all
if it were not for one basic fact: by and large: people are capable of doing
what needs to be done." (Hall, 1990: 14)

Hall points out that productivity prc.lems are of our own making in the
sense that people perform as they are expected to perform. The bellet
of incompetence Is expressed in authority relationships, declslon
making structures and, job descriptions. Leadership involves a
paradigm shift from viewing employees as chlldrer. .J creating adult
expectations in an environment which offers meaningful work, involve-
ment and candour as the way to access human potential (Hall, 1990 :
16).

In order to understand this power struggle and to affect change in this
regard to the benefit of managers, followers and the organisation, the
human dynamics underpinning power need to be understood.

Power Is Implicit in all human interactions· familial, sexual, occupation-
al, national and Internatlonal- either covertly or overtly.

David McClelland (1973) helps shed some light on why we have failed
to come to terms with power. Traditionally, society has had a negative
view of power, a dislike for the authoritarian personality, of conflict in
general and for manipulation of any kind. McClelland, however, dlstln-
gulshes between primitive power and socla.lIsed power. The former,
operates from a win/lose orientation, where people are seen as pawns,
and the focus Is on maintaining the status quo.
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Socialised power (the positive side of power) sees people as origins of
action, inherently capable and striving towards common goals through
a shared vlston by facilitating group strength and competence. Leader-
ship has to balance on a knife edge between expressing personal
dominance and the more socialised power or put differently to contend
with the paradox between initiating change while being aware of
peoples desires (McClelland, 1973).

Bennis ru:!.d. Nanus (1985 : 17) point out that leadership must come to
terms with power or the capacity to translate intention into reality and
sustain it. Transformatlve leadership is the wise use of this power.
Vision is the commodity of leaders, and power Is the currency.

Traditional management thinking promotes the idea that power Is a
fixed sum: if I have more, you have less. Managers who hold thIs view
are archaic as it seriously retards getting extraordinary things done.
Moreover, Kouzes ru:td. Posner observed that 'power corrupts and
absolute power corrupts absolutely" (Kouzes .and. Posner, 1988 : 333).

People who feel powerless, be they managers or subordinates tend to
hoard whatever shreds of power they have and tend to adopt petty and
dictatorial management styles. Powerlessness creates organisational
systems where political skills become essential and "covering yourself'
and 'passing the buck" become the preferred style for handling inter-
departmental differences (Bennis mQ Nanus, 1985).

The expandible pie concept of power, of giving power to get power
leads to greater reclprcclty of Influence • the leader and follower are
willing to be mutually lnfluencsd by one another (Kouzes ,r,mQ Posner,
1988: 164).

Leadership from a transformational perspective sees everyone as a
potential leader (Peters, 1988; Carkhuff, 1988) with the focus being to
enable others to act through fostering collaboration and strengthening
others (Kouzes .and. Posner, 1988). This Involves competencies such
as the effective use of power, and developing others (Boyatsls, 1982)
and the ability to cope with and initiate change from both the leader
and follower (Kelly, 1986; Falkenburg, 1990). The leader then beGomes
a catalyst for growth through attention to structured development
opportunities for followers and in the expectations and manner Inwhich
he Interacts with people.
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Kouzes IDJ..d. Posner (1988) quote studies - when the leaders share
power with other people, those people In turn feel more strongly
attached to th~leader and more committed to effectively carrying out
theil' duties and responsibilities: they feel that a failure to carry out tasks
lets themselves down, as well as the boss.

"When you strengthen others, your level of influence with them is increased.
When you go out of your wayan behalf of others - you build up credit with
them. By strengthening others, you place yourself on the subordinates side"
(Kouzes QOQ Posner, 1988: 163).

Clearly then, an axiom behind the effective development of subor-
dinates, is the acceptance of the responsibility to develop and empower
people by leaders within an organisation who have the capacity and
authority to make a difference.

In terms of the leadership questionnaire the following statements
measure the exhibition of empowerment by a leader in an organisa-
tional context.

• Creates conditions where employees are willing, able and allowed
to perform job related activities (socialised power).

• Removes organisational obstacles hindering personal growth in
other people (aware of organisational constralnts).

• Helps people achieve more accurate; more inspiring and more
empowering views of reality (current reality).

• Views people as creative and competent (positive regard).

• Creates and encourages an opportunity for self development and
continual learning in others (developmental role).

2.6.1 DEVELOPING AND CREATING EMPOWERMENT
~A PARADIGM SHIFT

An empowered person sees changd as central to growth (Peters, 1988)
and as a leader is able to create challenges for others out of the c..hange
process (Falkenburg, 1990; KellyI 1986),This necessitates an ability to
think creatively (Carkhuff, 1988) and to tolerate ambiguity (Manning,
1988). The empowered person i,n...:a sense of personal mastery, or a
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belief that they can innitiate change (Senge, 1990) to the benefit of self
and the organisation. This presupposes that the individual is willing,
able and allowed to develop and take initiative (Human, 1989) and has
the sensory awareness to diagnose ineffectual activity and implement
the necessary corrective actions according to a specific goal or vision.
In this way people become processors and creators of new information
and products rather than responding in a prescribed way to selected
lrnull (Carkhuff, 1~~88),thereby generating organisational growth and

renewal (Senge, 1990a).

Bennis .2D.d. Nanus (1985) point out the reciprocity and interdepen-
dence between empowerment and leadership, and it therefore follows
that an empowered person will exhibit the four strategies of leadership,
namely creating meaning, managing attention, engendering trust and
the management of self. The first three competencies can be described
as the act of empowering others, while the management of self refers
more to the effect or personal characteristics of an empowered person.
In this respect the management of self competencies referred to In the
questlonnalre indicating empowerment (p.ppendb( I) include :

• Nurturing and developing strengths and weaknesses, with a
realistic view of oneself.

• Experiencing life as having a high degree of meaning and
opportur-v.

• Committed to self development and continual learning

• Clearly defined sense of responsibility for initiating change

• Independently processes Information and initiating action.

The need for a paradigm shift in the way leaders view others as a
precursor to leadership, and bulldlrg on the premise of competence
(Hall, 1990) Is the concept of metanolc (fundamental shift of mind) or
learning organisations. The rate at which organisations learn may
become their only source of competitive advantage. The link between
leadership, orgc.Jnlsatlonal growth, learning and empowerment Is un-
derscored by Peter Senge (1990). He points out that the days of the
authoritarian or Inspirational leader who learns for the organisation
where the 'top thinks and the local acts' no longer suffices In today's
competitive and dynamic business environment.
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Senge (1990) also underscores the fundamental role of the leader in
facilit3ting a learning culture.

"In the 1990's, the companies that will excel will be the ones that tappeoples
capacity to learn at all levels of the organisation. Everyone must become a
leader. And to lead, one has to learn." (Senge, 1990a)

Although human beings are designed for learning and born with
intrinsic motivation, dignity and curiosity, our prevailing system of
management has destroyed our people (Deming in Senge 1990).
There is a fifty percent chance that every person in the workforce will
see his and her company disappear before retiring, because even the
most successful companies are afflicted by learning disabilities which
are tragic for children, but can be fatal for the organisation. Over the
long rUT I superior performance depends on superior learning or the
ability to experiment in the margin (Senge, 1990a).

The difference between leadership and management is the difference
between adaptive and generative learning. Increasing adaptiveness to
change is the first stage in moving towards a learning orqanlsatlon,

However, the human impulse extends beyond coping or adaptive
learning to be generative, or expand our capability. Argyris .rux!. Schon
(1978) distinguished between "single-loop" learning in which lndivlduals
or groups adjust their behaviour relative to fixed goals, norms and
assumptions, and "double-loop" learning, in which goals, norms and
assumptions, as' well as behaviour are open to change. This requires
the ability of leaders to help people see beyond the superficial condi-
tions and events (which are reactive) into the underlying causes of
problems- and therefore to see new possibilities for shaping the future
(Senge, 1990a : i2).

"Linear information, Linear thinking and incremental strategies are no
match for the turbulence of today's business climate. Extrapolating fails to
recognise 'lew unknowns and temporising solves nothing" (Bennis smd.
Nanus, 1385:10).

Generative learning or systems thinking refers to second order as
opposed to first order change (Spicer, 1990: 14). To cope with change,
individuals may adopt one of three strategies, namely:
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• Regression or the application of force in the opposite direction,
which i3 often accompanied by a desire to return to the
'good old days'.

8 First order coping : the attempt to streamline the existing coping
rneohanlsrnby doing the same, only more of it.

• Second order coping : the shift to new paradigms, new assump-
tions and new behaviours (Spicer, 1990: 14).

Regressionwould requlre immediate tJ.-,erapeuticor 'stressmanagement'
attention as a necessary but short term solution. Only once the
concerns of people have been dealt with can they begin to hear and
see alternatives. A first order training solution may t"e to increase
managers lnterperscne', planning or delegating skills in order to cope
more effectiVely.Second order change however requires challenging
and identifying managers underlying assumptions about people as
incompetent or 'children' who need to be controlled because they
cannot be trusted and therefore kept in the dark and distant from
information. Perhaps this is the reason so many equal opportunity
programmes fail, because they rely on first order training, rather than
simultaneously working on 'white attitudes' that hinder the upward
mobility of black people into realmanagerial posltlons \Ho~meyr,1898).

Second order change hascritical implications for organisation develop-
ment requiring trainers of exceptional calibrewho understand the value
of generative change and strateqlo thinking that can view the world
from a systemic rather than event perspective. This requires a
paradigm shift to focus en leadership development as opposed to
management development.

2.7 LEADERSHIP VS MANAGEMENT

The seminal work in distinguishing between traditional management
and transformational leadersb'p was done by Zaleznik (1977). He
elaborated on the difference along a number of dimensions or
categories.

A manager essentially sees goals as occui'ing due LU external clr~
cumstances (Zaleznik, 1977) and changing events (Senge, 1991) and
consequently reacts to circumstances after they have occured due to
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an external locus of control. Consequently, managers focus on the
present and administering and maintaining systems (Bennis iIDd.
Nanus, 1985) In the focus or getllng the task done correctly. The
Instinct for survival (Zalzenlk, 1977) leads to a reliance on proven tools
of planning and budgeting and a tendency to conserve affairs and to
rely upon routine rather than Interpersonal Involvement which may
product; Jnpredictable change. This would lead to a tendency to rely
on positional power (McClelland, 1973) and to operate from a premise
of viewing people as Incompetent, and therefore not to be trusted.
Development of staff In terms of the managers win-lose power orienta-
tion Is not a priority.

In contrast, a leader Is someone who operates from an active attitude
tow' rds goals and as part of self management (Bennis roct Nanus,
1985) sees themself as a source of action by employing systems
thinking (Senge, 1991). A leader has a clear vision of the future and Is
active In Influerlolng and guiding people while creating a context that is
meaningful for others (Franl<l, 1984). This presupposes the ability to
empathlse (Zaleznlk, 1977) with people while trusting and relying on
others because they are viewed as creative and competent (Human,
1989). Consequently, the leader adopts the active role of teacher and
creates a learning culture (Senge, 1991) together with the removal of
organisational obstacles hlnderinq personal growth In ethers- a pre-
requisite to empowerment. Funuamentally, the leader as pacen.eker
risks conflict as an Integral part of Individual and organisational growth,
as opposed to the manager as a peacemaker who avoids contentious
Issues (Manning, 1988).

A leader has the courage of his/her convictions ar'ld links efficiency with
effectlvEJness by facing fundamental Issues preventing organisational
growth. This concern with effectiveness through people Is elaborated
on by Sennls S\o.Q. Nanus (1985 : 21).

"The problem with many organlsations and especially tile ones that are
failing, is that they tend to be overman aged and under/ccL Thls is the
profound difference between management and leadership and both are
important. Managers are people who do things right and leaders are people
who do the nsht thlnss rigltt",

Table 2.2 will summarise the difference b-:-+Ween leadership and
management.
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Table 2.2 LEADERSHIP VS MANAGEMENT

Managomont

Poocomakoro • malntenance work,
suslAlnlng tho prosont (Mllnnlng 1988)
Ropoatos Md tollows what Is doslrable
nnd nOMGGnry(Zalo%nlk1(77)
Admlnlotllro (Bonnlo 1(88)
Malntnlno
F\ogro!lslon, flrsl ordor chMgo ($ploor
19M)

PacomaKors • fostorlng cMMgo nod
cronting tho fuillro
Changos tho way peoplo think abolll
whalin doslruble, poeslblo and nec(JDsary
InnovnlcG
Oov()lopO
Sllcond order (fundnn1tmlnl chango)

Control

People Rollos on oysterns---.~--r---------------------+----------- -----------
Counts on trust

Rollos lin pooplo

Chango

At1~ntlon

Rolloil en conl(ol

Doos things rlgh! DObStho right thlngo right (Bonnin & Nanus)

-:~:~::H;~:';~"~~:::~'---g:';:,~::::;;,:,:::-
peoplo's viOW of 1oo.IIty

Evonls (reactlvo) Syslomlo SlfuclurO (gonorntlvQ divergont
Pot1ornoof bohavlour Ihlnldng • 1!1lor.relatloMhlps (Sonsa, 19(1)

- ~ - .">H __ ._,~~m_~.__ . . r--m--------j
1:1010 Srlnglng cbout, Implomontlng

(ZIllo;nlk 19(7)

Drossmaker
Pupil

Influonclng, guiding, eourGoaeuon, opinion
Oos!gMr (vision, aoclal archltocture)
Toacher (more In$lghtful views of
roollty: ohallonglng Ilssumpllons)
$lowQrd (attitude of norvlng olhoro) ($lmgo)

Altltudo\:)
Gonln
(Zaloxnll(
1(77)

Imporcl1nlll, If not ponnlvo Illlltudo,
Gonia orloo Ollt 01 Mcanulty. Extornnll!lwG
!'If conlrol.

Activo attitude to gonlo.
Influonolng and changIng "rgllntsatlon,
InlornnllawQ of eonircl
Exf)rclso poroono.l choice. nd roaponalblllly
for ohango,

Monnlng t:\oopond to mOMln:) (Bonnlo 1!l(6) High dlloron of monnlno,
Manl:l(Joand cronIC monnlng.

Preparod to Invest faIth In olMro, oxolto·
mont, rloleopportunity,
Faith In kay exeeutlvca ludgomont.
Foous on mOGlnlngaa tho foundation 01
rne.tlvnllon. (Frnnlcl, 1(84)

---'-"'-"~.:---'-------~-'-.~-'.I---~=~~--~~-~---='¢--'~
Intorpor MolnllJlnn low level 01 omollonlllinvolvo. l.blllty to ompnthloo • oond and reeolvo
nonnl mOIlI, lank orlontod, I loodbnol(

CrOtllPrOof Ir(lol,

Work
(Zalo2nlle
1(77)

Roapond 10

Iruot
senee of oolf

RolIL1n!on plannlns, budooUng and othor
10010 of mnnngomoni.
Inntlnt:! for Qurvlvaldomlnnto~ noo(i for rink,

!Jonnla nnd NanuG'mllllOQomanl of truol.
0000 nolt no eonol)rvllilve /oguln!or 01 Iln
OxlGtioOereer 01 affnlro with which ho
porooMfly IdoYlliflbD._ ..__....1._------------

$onoo >(Ifoolf dt>oonot dopend on member-
chlpD, well,~10160or coclnllndlcalorD of
Idontlty, ~(ll<o oppol'lunlty for chango.

__ ,.J,... ,__ ...... -I
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2.8 NEW THEORIES OF I_EADERSHIP

2.8.1 Robert Carkhuff .. Empowering The Creative Leader In
The Age Of New Capitalism

The following pointers are a summary of Carkhuff's approach to
leadership and empowerment and has been Included because this
compliments and expands on the work of Bennis .aru;! Nanus (1985).
Carkhuff has left his mark on the helping professions In shifting them
to a 'skills honed' helping and psycho-educational approach. He is one
of the most referenced counselling psychologists (Berenson, 1990)
and ranked among the most cited social scientists of our time, a list
which includes mar'lY historical figures such as Dewey, Freud, Marx,
Plaget. Rogers and Skinner (Garfield 1978 in Berenson 1990).

In essence, Carkhuff is concerned with the actuallsation of an organisa-
tions human potential, which has a direct Impact on economic produc-
tiVity.

"Formost American Corporations) in the Age ofinft)rmatioll/ eighty-five per
cent of economic productivity growth is due to the synergistic interaction of
human capital (HC) and information capital (IC). HC is the source of the
nea market sensitive idea. lC is the operational system for the last idea.
WhileHe and Ie will create the future, these sources of variance 101'high
performance are either entirely absent or receive to/am attention in corporate
strategy fonnulation.11 (Carkhuff, 1989 : II)

Individuals and organisations are empowered through the learning and
use of core educational skills of thinking, relating end planning which
when achieved on critical mass, 'break the generic code olcultul'c change',
In this way employees are empowfJred to create systems of their own
and corporate growth and renewal are no longer leader dependent.

Empowering people Involves 'the sharing ofpower and authorising people
to think and make decisions', Moreover, empowering emphasises 81<,11·
Ing people In thinking skills necessary to discharge their responsibilities
(Carkhuff, 1988). Empowerment also Involves the best 'fit I between the
motives of the Individual and the mlselen of the organisation. When the
IndlvldlJal mission converges with the organisational mlsslon, then all
tasks have m(lJaning.
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Thinking SkiUs.

By far the majority of humans are conditioned responders- people who
'hear' or recelve only the Input for which they have a response. The
great paradox Is that conditioned responders wi--'J avoid and distort
information Input, to serve their conditioned cor.fort zones are often
very unhappy people, These 'dinosaurs' of the Information age are
Increaslrgly Isolated AS they teeter precariously on the edge of
extinction.

A minority of personnel (10·20%) fall Into the category of participative
:earners, who are most effective In considering alternate courses of
action to achleve goal<1.However, they do not process the Iterations of
input and feedback to chape tailored products with maximum effeotlve-
ness and eff;c;isncy.

Less than five per cent of personnel- the prcoessors • elicit and expand
their information Inpu!s and sources, process the Information by fac-
toring the s-Ignificc:mtcontributions, and then dedicate their processing
toward Il1crementallyJ greAter productivity. They enjoy the oreatlve
negotiations of trfslr own values and with the requirements of the
IIliulll .atlcn age· and are Increasingly synergestlc as they move toward
theh personel mlsslon,

It is the processors of Information that Carkhuffs' training programme
alms to create through the process of explore, (experience): analyse
(current systems); understand (goals) by synthesising new end
productive systems. Thereafter people operationalise obJectlvos and
programmes to Implement new system In terms of our original
goals/strategy.

These sl~l!ls are complemented by leaders ability to communicate
Interpersonally. Th!s includes sharlt19 concerns with personnel; com-
paring their imagos with his (thoughts), negotiating a convergence of
images, and wcrl<lng with the personnel to plan to Improve the
perforrnence. When they perform their tasks, the personnel .f@althat
their frames of reference have been taken into consideration (th\';)yhave
been heard): the tasks defined In concrete terms, and the performance
planiled In do able steps.
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In summary, Carkhuff comments on the need to move from condl-
tioned responders to processors of Information In order to create new
products.

"Through the industrial agel conditioned responding dominated human
endeavours. 77trough a f"ocess of association and reinforcement, people
were conditioned to emit the responses upon. the presenuuion of stimuli.
Interpersonally all that was needed/rom the controller- parent, teacher or
boss - was to direct thepresentation of the stimulus and control the emission
of the response. In business and industry we are most familiar with directing
and controlling as the supervisory process. With the changing and growing
in/ormation requirements of the electronics era/ came the recognition that
the controller does not have all the answers. With this recognition the
interpersonal role has shifted a more facilitative process and the need for
more egalitarian interpersonal relationships. Now it is assumed that neither
party has the exclusive 'best answer'." (Ce,r~<huff,1988 : 90)

The principles of Carkhuff's model are represented below.

INFORMATION

1. Guide by Marketing
Information

ORGANISATION INOI\(ILlUAI..$

2. Centralise by Mission 6. Skill Personnel

3. Decentralise by 7. Relate Interdependently
operatlons -!+- 8. "Work smarter'

4. Modify & Invert
Operations 9. Free Initiative

5. EmphasIze Human
processing

'10. Recycle Productivity FeEJdbL.''''k

Figure 2.1 Emp9wering the Individual and Organisation
(Carkhuff, R 1988 r;rollQYltilrloo tlliLQte.~e. Le~der 10 tb~
Age of QapUeli!:lOl. Maseachuesets, Human Resource Press).
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2.8.2 Senge .. (1990) The Art And Practice Of
Learning organisations

This extract is based on the recent book by Peter Senge, "Ihe Fifth
Discipline", the art and practice of the learning organisation and papers
obtained from Ills course on leadership, vision and systems thinking
held at the Riviera Holiday Inn during August 1990. In this respect It Is
concerned with both theory and the practical training and development
of leadership.

In "The Fifth Discipline", Sengt), Director of the Systems Thinking and
Organisational Learning Program at MIT's Sloan School of manage-
ment describes how people in organisations can begin learning better
and faster. Learning requires reversing the ohronlc reactiveness that
pervades most modern corporations and learning how to create our
future rather than reacting to our past.

This Includes overcoming illusions or learning disabilities suer ,,:

• Learning from experience.
Most Important managerial decisions have consequences (lot
visible for years - yet we learn best when the consequences of our
deolslens are Immediate and unambiguous. This may mean that
twenty years experiences Is really one year relived twenty times
over, as we solve or respond to the same problem over and over
again.

• Fixed on events.
Focusing on events produces a reactive position, leaving us blind
to the Inter-relationship of events and to the slow gradual processes
tl1at are primary threats to a company's survlval,

• The Myth of the Management team.
'reams of brilliant Individuais battle to achieve cohesion, partly
because teams have pre-programmed responses to protect each
other and themselves from pain, threat and surprise (Ignoring the
real problems and pretending all Is okay). The result Is 'skilled
incompetence' teams that grow Incredibly efficient at keeping them-
selves from learning.

• Average will suffice.
In the absence of a vision personal responsibility, and leadership,
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organisations settle for mediocrity. According to Senge, the an-
tidote to these learning disabilities lies In mastering the disciplines
of the learr.'ing organisation. These principles Include :

I. Building Shared Vision

Leadership starts with the principle of creative tension (Fritz, 1989).
Creative tenalon comes from seeing clearly where we want tOIbe
(vision), and teiling the truth about where we are, our current reality.
The gap between the two generates a natural tension. Both com-
ponents are e~~sentlalin cl'ea.tlng tension - which can be resolved
ill two basic ways: by raising current reality toward the vision, and
by lowering the vision toward current reality. Creative tension
generates energ/ to move reality more reliably towards our vision.

The principie of creanve tension was used by Martin Luther Kin~J
Jr. who said: "Just as Socrates felt that it was necessary to create
tension in the mind, so that individuals could rise from the bondage of
myths and half truths ". so must we ... create the kind of tension in soclety
that will help men risefrom the dark depths of prejudice and racism. II
(Senge, 1990b : 12)

Creative tension must not be confused with analysis, which tradl·
tionally explores current reality without encouraging a future vision.

Thu natural energy tor changing reality comes from holding a
otot .Jreof what might be that Is more Important to people than what
!s. Alternatively vision, without understanding current reality will
1110relikely foster cynicism than creativity.

This principle helps to understand the Impermanence of many
change efforts. Many people find themselves motivated to change
only when their problems are bad enough to leave them with no
alternative. This works short term until the problems underpinning
tl1~')change become less pressing or our attention Is diverted. With
problem solving the mctlvanon for change Is extrinsic. With vision
and current reality viewed from a systems perspective learning
becomes generative and not adaptive.
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Building a shared vision generates commitment rather than com-
pliance and involves overlapping the Individual and organisational
missions that result in synergy rather than dispersement.

ii. Personal mastery

This is the discipline of continually clarifying and deepening per-
sonal visions (for all aspects of our lives) and building capacity to
attain our future. It Involves learning how to focus our energies and
being committed to seel!1g l.::Iahtyobjectively. This In essence
requires the individual aGce~ting respor ibility for introducing
change.

iii. Mental Models

"The eye cannot see the eyetl• Rarely do we think about how we think;
this is why organisations become frozen in dysfunctional assurnp-
nons and ways of operating. This discipline teaches us to turn the
mirror Inward so we can unearth the lmpllolt pictures, images and
generalizations and discover the powerful effects they have on our
behaviour.

Leadership Involves being aware of generalizations ami untested
assumptions we have and balancing Inquiry and Advocacy.

Iv. Team Learning

Calling a group a 'team I does not make it a team. Real teams are
aligned around a common purpose and truly learn how to tblnk
together. This is the discipline of balanclnq discussion (where
Individuals voice their views) with dialogue, what the Greeks called
'ola-loqos', the free flow of meaning that allows a team to discover
Insights not attainable Individually.

v. Systems Thinking

Systems thinking Is the fifth discipline, the discipline that Integrates
the other disciplines. Systems thinking provides a new language
for seeing the whole beyond the parts, and for continually discover-
Ing how our actions shape our reality. This is the discipline of seeing
beyond the events to the deeper causes, to patterns and Include
thp foliowlng focus :
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• Seeing inter-relationships and processes, beyond things or events.
Bennis.and.Nanus (1985) comment on the Western world tendency
to think in terms of a linear, cause- effect way, and the IIr'hitations
in this regard.

"Linear information, linear thinking and incremental strategies are no
match for the turbulence of today's business climate. Extrapolating fails
to recognise new unknowns, and temporising solves nothing"

(Bennis.ao.Q.Nanus 1985 :10).

• Moving beyond blame- you and the core of your problems are part
of a single system.

• Focusing on areas of high leveraqe- where change, with minimum
of effort- leads to lasting significant Improvement.

• Avoiding symptomatic solutions (short term solutions).

2.8.3 Follower expectations of leaders
• Kouzes and Posner (1989).

Fund mentally, the authors point out that leaders can, by definition,
only lead if they have followers. Kouzes.and. Posner have been
included because of their research on the followers expectations of
leadership which adds a further dimension to the reelproclty and
complimentarity of the leader and the led. From a systemio point of
view, the leader continually aifects and is affected by the follower in an
ongoing cycle.

Kouaes 5illct Posner (1989a) base their findings on over five hundred
case studies concerning the personal best experience of leaders and
over six thousand Interviews and questlonnalres of followers. They list
four essential characteristics that followers expect from leaders :
honesty (integrity): competence (adding value): forward looking and
inspiring. They also quote studies of factors underpinf1ing perceived
source credibility of a person which point out the Importance of
perceived trustworthiness, expertise and dynamism, which are strik-
Ingly similar to the expectations of leaders.
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The authors cite research showing that management who were per-
oelved to have high credibility, exhibited employees who had a cor-
respondlnqly high commitment to the organisation, had similar values
to those of their managers, and were more m{ely to talk about the
organisation in positive terms.

Commenting on the difference between the process of leadership ant..
management, "'ouzes and Posner state that leadership appears to be
the art of gettli1g others to want to do something that the leader is
convinced needs to be done. This compliments Bennis fill.d. Nanus'
management of meaning and Frankl's (1984) intrinsic motivation where
"Most of us are looking for a calling, not a job. Most of us, like the assembly
line worker, have jobs that are too small for our spirits - jobs that are not
big enough/or people" (Kouzes.cat:ll:!Posner, 1988b Tape 1).

A leader is someone who takes a routine job and creates that which is
meaningful, new and transforms people In this process.

There are, according to research done by Kouzes aD£! Posner (1989a),
involving over 6000 followers, five actions that develop and fulfil follower
expeotstlons of leaders:

1. Challenging the process (change) - a vision of a
better toture.

2, Inspiring a shared vlslon.
3. Enabling others to act (empowerment).
4. Modelling the way (management of self).
6, Encouraging the heart.

These, from a follower perspective are remarkably similar to the
leadership competencies described by BenniS rod. Nanus • developed
from a leader perspective,

On a cognitive level, leaders perceive change as a challenge and
reframe crises as $. sense of opportunity. This must be communicated
and turned Into meaningful action for the common good,

Perhaps the most significant flndlp~ of the ~tudy Is the view leaders
have of their followers as creative and competent (Hall, 1990): and the
communication of this to the primary custcmers- followers, with each
contact being sean as a 'moment of truth' and opportunity to be
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congruent in word and deed. This emphasis on communication em-
phasises the primacy of Interpersonal skills, and the use of self as an
Instrument to develop trust and empower followers.

Kouzes.rum Posner (1989a) also comment on ways leaders lose l,hGlr
credibility with followers. The primary reason this occurs, according to
their research is because ':.IfInsensitivity to constltuer+s. This can take
the form of credibility being questioned or losing touch with con-
stituents. The authors quote studies by the Centre for Creative Leader-
ship in North Carolina showing the primary reason for a loss of
credibility is the failure to empathlse and understand others perspec-
tives either through arrogance, pride, failure to listen or by taking
people for granted. This relates to Senge's (1990) primary leadership
role of steward _in service of others as a means of retaining credibility.

Retaining credibility also Involves leaders being able to apply the notion
of followers hlp themselves. Leaders of necessity need to be In touch
with the people they lead so that together they can move In a constant
direction.

Further, leaders can lose credibility through a misuse of power or
simply by lying. Concurring with McCleliands' (1975) concept of
primitive versus socialised power, successful leadership Involves
power In the service of others In contrast to power In the service of self.
Oommenting on lying, Kouzes and Posner cite a recent New York
Times survey where only 32% of the public believes that most corporate
executives are honest. CI'9arlythis indicates a difference between what
people expect and what they think they are receiving in terms of
credible leadership.

Exhibiting all the leadership qualities thus far described however, does
not guarantee that everyone will accept you as a leader- particularly if
you are leading from a subordinate point of view. Leadership be-
haviour displayed by a subordinate may be perceived as disloyalty to
the organisation, and if the subordinate has a different vision to those
above him/her or the organisational hierarchy, the only solution may
be to leave the company. This Is due to the different expectations
leaders have of followere- w!th the leader being 'allowed' to be forward
looking and inspiring, while.the subordinate is expected to be depenc-
able and co-operative. This dilemma the authors refer to as the GGnE~ral
McArthur Syndrome where, despite being a superb leader, McArthur
was fired by President Trueman because he was not a good follower.
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The follower e):hlbiting leadership behaviour must sl-;!Ifully manage
upwards by be:ng honest, competent, enthusiastic and Involve lenders
in decisions, together with the sensitivity and awareness of leadership
behaviour that can threaten superiors.

The managtlr, on tne other hand, has to make a choice between the
trade-off of change and growth and the subsequent instability and loss
of control and the need to develop new products In an exponentially
changing environment.

Kouzes anq Posner articulate the dilemma as follows:

"On the one hand if organisations inhibit tl os.iculasionolvisions
of the future- they will never grow (J' id '1' create a climate
that fosters leadership, On the other h.: ·~., -;)t •• arn to
subordinate themselves in a shared purpose ',-ile. In these
times of business transformation (and expo -lever, it is
probably wise and healthier to embrace more in: ' .... , we have
in the past, It we expect people to tf~!<.e initiative il1 _ umerous
challenges, we have to relax expectations of devotion. In. ad we must
encourage all citizens to use imagination and vision. We must support
efforts of these competent and responsible people to find solutions to
problems confronting us- we must develop the leader in everyone" (Koutes
.ao.ct Posner, 1989b: Tape III),

Finally, the distinction between leadership and managernent as defined
by the dictionary underscores the Importance of the leader stepping
out and being willing to take a risk to create a new and better future.
The Oxford dictionary word for teaders' !p from the root means 'to go,
to travel, to guide', Management, on the other hand, originates from
the latin word monos (ha,1d) • tc handle things. You can manage from
a seated position using your hands, but leadership Involves using your
feet (and your head) on a Journey to create a Vision, meaning, trust and
empower others to create a better future (Kouzes smd. Posner, 1989a),

2,8.4 CONGRUENCE OF LEADEHoFOLLOWERPERCEPTIONS

Perceptions are the mental Image created through sensory Impres-
sions of events in the Internal -vorld, Its base is past experience which
can be accurate, inaccura(t:), negative or positive. Needs, beliefs,
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emotona end /i)<pFJctatlonsaffect the way we construct our psrceptual
world and our!': snsory evidence Is not always reliable (Wade, 1987).

Baron (1987) concurs stating that perception Is a model of tho
Individual's view of the world. Rules, conventlon, norms, notes,
stereotypes and attitudes all govern the way the Individual believes he
sees. We ernpose our own structure on what wo see. Wratond to
orgarllse Information In a way that Is predictable and makes sense Into
a perceptual set (Baron, 1981).

Consequently, the reason why change Is not embrncE7!.j by memy
people could be that It requires changed perceptions, er a changed
world vlow before construotlve action Is taken. In the absence of
perceived competence, change may require people to ombra..l)
stab1lity or a place along the stability. change continuum.

Leadership as a cl1ango process, of necossity must clarrif~1self porn
t:Joptlons end thO pOl'ceptlons of eihors In order to provldo a basis for
co"ortilnated activity.

'....w organisations depend on the (].~ist(,'nceof shared meanings and inter-
prctcw'ons of reality wltich facllitate co-ordinated action" (Bennis ~
Nanu~, 1965 : 39).

Bonnls ~!1Q.Nanua (1985) point out tlu;lt the worldwldo commlttliont and
credibility probloms facing organisational Isodoro Is of ~hfi)lr own
mol<lnG leaders have failed to Instal moaning, trust and empower-
mont In their followers, because thoy are out of touch with tI,em~iolves,
and the puoplo they serve. l(ouzos ~ Posner (1S8e) concur stilting
thot tho primary reason for a loss of erOdibility Is leaclorshlp that Is
Insensltivo to Its consutcems, Thoy quote studios by the ceotre for
creatlve L.oadofshlp sllowlng a falluro tel tJrnpathlso and an inability tc
ur.dorstond others perspoctives throu'lh arroganco, pride, falluro to
IIston or 1:81<ln9people for grontod, as reaacna for crodlbility loss.

In essence, dlstortod porceptions occur bocsuse loadors don'~ apply
I'oflnod Intorpersonal skills and operate from an ogocentrlo perspootlve
rathor than as a steward· In servlee of others (Songo, 19(0). This
rolatos to ihe dlsuso of power for solf gain In servleo of solf and
consoquent mistrust In conamuonts.

In contrast the monmgomont of solf Involvos tho ability to recogniso
strongths and to cornpensate for weakneescs, Including on oagorness
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to get feed-baok concerning performance and the Impact behaviour Is
h. "'9 or others, This Includes the realisation that reality for can-
$tl\u~Jnts Is their pE.ceptlon of events r(.1therthan the Intention of the
leader. Shared perceptions also Involve lfladers who have the sensory
awareness to Identify activity that Is not working and to accordingly
change this and accepting personal responsibility for change, rather
than blaming other neople,

Distorted perceptions Indicate a failure to demonstrate 80yatsls' (1982)
cornpetenolee of accurate self assessment, and perceptual objectivity
Includlrlg having a rt;1alistlo grolmded view of self, and ability to be
relatively t:>bjactlv9, rather than being limited by sxcasslve subjectivity
or personal biases, Shared perceptions also require an element of self
control or the ability to Inhibit personal naeds In service of organisa-
tional goals (Boyatsls, 1962).

Mark McCormack, cited In a R.E.S. International Brochure (1991), an
Intornational oxocutlve recrultmont firm points out that perrorman \}O
probleme often stem from a disparity bQtween a manager and his/her
sut)ordlnate's perception of I<ay Job priorities. Bennis mru:! Nanus
(19a6) concur, uSin{) the term IntrogenJo, where Illness or declining
productivity results from Ineffective management behavlouJ'.

In terms of tho above It Is hypothoslSQd that H1rough tho exhibition of
loadershlp oompetencles exoellent letlders will havo a slsniflcantly
smaller perooptLlO1gop dlfforentlal with their followers, than the average
group. In other words, effeotlve lsadorshlp Involves a shared and
Inspiring vision, ccnstant communication, trust and congruence be-
twoen word and dood, and sound Interpersonal skills emlnoth1g In a
perceptual overlap with followers.

2,9 BENNIS AND N,<\NUS· LEAOEF~SHIPSTRATEGIES
AND COMPETI:NCiES

In an offort to bl~ttClrunderstand and participate In this age of change,
60nni$ .au!Nanus see leadership as tho contrallngrediont to the way
progress Is created and to tho way organisations dove lop and survive.
ThGy ClonductGld a serles of nlnoty In-depth Intervlows an(j observations
of top loaders In tho U.S.A. Sixty of theso were from business, with tho
rOJ'nalndor Imjludlng loadors from ecross tho politlool stJGctrurn, or-
cheetra leaders, film producers, athlotlcs conches \:u1dothors.
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Three basic questions were asked of all participants:

.. What are your strengths and. weaknesses?

• Was there any particular experlence or event In your life that
Influenced yaur management philosophy or style?

• What were the major decision points In your career and how do you
feel about your choices now?

The researchers stress that there seemed to be no obvious pattern for
their respondents' euceess. Personalities, physical characteristics,
managerial styles all differed. Yet, by careful probing and synthesis of
data, the researchers were able to isolate four areas of competency,
four tyPE1Sof human handling skills that they believed applied to all
ninety of their participants. These they call 'strategies).

At this point It becomes relevant to tilstlngulsh between a strategy and
a competency. A competency refers to a parsons ability to do soma-
thing, or to demonstrate a partloular sl<1IIor activity whloh goes further
than the 'potential'to perform. Because Sennls .e\tl.Q Nanus' study was
based on what affective leaders do, they were able to Isolate four areas
of competence common to all leaders. These they termed strategies
or approaches from a range of choices that together constituted overall
leadership competence that Impacted on the growth and developrMmt
of the organisation.

It Is Important to note that leadership Is the sum total of the four
competencies and strategies descrloed by Sennls f.md Nanus, The
four competencies are Interdependant and build on each other. effec-
tive leadership, however, must display all elements of vision, meaning,
comrnunlcatlon and trust which are generally sequential. First, leaders
need to capture people's attention, through an Inspiring vision of the
future. This then needs to be communicated through the organisation
to ensure common 'I'tews' of reality and to motivate people. Trust Is
essential In order to commit people 'to action, particularly In adverse
cl·cUm'ltanlles. These three strategies are dependent on the leaders'
self management, or ability to accept responsibility for personal aotlon
and chsnge and to have the awareneae of Inappropriate actions and
Independently c11terthese In terms of organisational obJectives. The net
consequence of all of those competencies Is empowerment.
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Ber,nls .and. Nanus summarise the Interdependence of the leadership
strategies:

"Leadershlp involves positioning of a set of actions necessary to implement
the vision of the leader. If vision is the idea, then positioning is the niche
the leader establishes. For this niche to be achieved1 the leader must be the
epitome, not only of clarity (of communication), but of consistancy of
reliability (self management), through establishing the positlon • and staying
the course- leadership establishes trust' (Bennis M.d. Nanus, 1985:46).

2.9.1 Strategy I • Atten'tion through Vision

This Includes the creation of focus of where the organisation Is going
and the transmission of unbridled clarity of what Is wanted by the
employees, This Is a vision of what "might be" a new direction or a rnentat
Image of the organisation (Bennis Md.Nanus, 1985: 89).

The vision must articulate a view of a realistic, credible, attractive futul'e
for the organisation, a condition that Is better than the present.

Leaders are constantly aware of exactly what they want, are extremely
results oriented and use this vision to create a focus of dreams, goals,
values and activities for the people they lead (Backer, 1984: 42). This
vision can be as vague as a dream or as precise as a goal or mission
statement. This strategy then has two components : The creation at:
the vision and the provldh1g of focus that animates, Inspires followers
and transforms purpose Into action. This allows both the loader and
follower to make choices In terms of their til''119 and activity and
consequf.dntly to d!strlbute doclsion making wloi;ily.

A clear direction that Is shared enables Individuals to find thcllr own
roles within the organisation and helps people eng£::ge in a creative and
pllrposeful venture. Under these oondltlons the human em;.rgles e)f an
organisation are allg!1ed toward a common end, rather than \'rag.
rnented, The leader, by focusing attention on the emotional and
spiritual resources of the organisation and its values and operations
engenders commitment rather than compliance. The manager by
contrast, operates on the physical resources of the organisation, on Its
capital, human skills, raw materials and technology.

The Vision does not originate from the leeder personally, but from
others. Bennis Md. Nanus (1985) recall the example of John Kennedy
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who spent a great deal of time reading history and ~;tudylng the ldeas
of great thinkers, and Luther King who studied religious and ethl(~al
ideologies as well as the traditions of his own and r ',;ier peoples. There
are three sources from which to seek guidance: the past (trerldsi
outside Indicators): the present (internal and extfamal swot analyses
and small experiments) and the future (scenario plans and predlotlens).
This presupposes the ability to listen effectively and dlsoem what
information Is Important. It Is In the Interpretation of this Informatic/n that
the real art of leadership lies and the final choice of creating a new
future. This requires selecting, synthesising and articulating skills which
must be formulated Into an appropriate vision that combines both
reason anr.llntultlon as well as the ability to draw boundaries In terms
of time and focus, These Judgement calls include exploring the 'what
if' consequence of certain decisions.

Table 2.3 Includes addltlcnelleaderehlp models that complement and
expand on the Bennis .ooa Nanus competence approach. Kouzes ~
Posner (i988) point out the Impol'tancl9 of inspiring III vision of the future
that e ,:!,~ts others; Llmmerlck (1990) the certainty of purpose: I<olly
(1ge6) me need for clear driving philosophies; and competencies that
require eorcsptuellsatlon and logical thoughts (l3oyatsls, 1982). Senge
(1990) und .ores the Importance of a shared vision that results In
alignment \ lS)i Carkhuff (1988)· the needto centralise by mission;
Peters (i9Ba) the Importance of vision and values E.l"1dFan<enburg
(1990) the Importance of a vision that Inspires end foe 19 on spiritual
resources and fundamental pilnclplas of truth, Justice, ,OVElI dignity and
quality.

It1 terms of the above, the following oompetency concept statements
are Included In the leadership questionnaire, elaooratlng on the activity
of developing a vision of the future" The brackets Illustrate the focus
of the competence statement,

• Develops and cornrnunlcates a clear vision of the future of the
\,:>rganlsatlonor department In order to provide direction for people
(organisation).

o expects uncompromising standards of excellence and concern
with Improvln~ previous standal'de In pursuit of objectives
(excellence).
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• Creates focus and transmlts clarity concerning what is expected
from employees (fundamentals).

• Expresses a sense of mission that catches people's snennon,
Inspires commitment and transforms purpose Into action
(attention).

• $l:Ieks to understand what Is preventing an organisation or depsrt-
ment from growth and achieving Its objectives (current reallty).

2.9.2 Strategy II ..Meaning Through ccmrnunieenen

This refers to both the ability to communicate a vision and the ability to
provide meaning for people In the organisation.

Bennis £lOO Nanus (1985: 39) point out that all organisations depend
on the existence of sh ared meanings and Interpretations of reality,
which facilitate co,ordlnated €lotion. This maonlng needs to be cern-
munlcated and Involves more than verbal expression. BennIs i2.t1t!
Nanus echo Peters .M.dWaterman (1992) by referring frequently to the
use of symbols, and the ab1H!yto express ideas graphically I In order to
achieve emotional rlchners In the message. The purpose of their
ccnmcnlcanon Is to Influence and organise meaning for members In
the ol'ganisatlon so that they feel empowered.

Bennis found that many of his Interviewees were not espeolally arncu-
late In the conventional sense but displayed the ability to create the
right metaphor. For example "one man 1interviewed had a safety belt on
his chair of the t)'PC found on aeroplanes, his purpose .. to communicase to
his staff that the enterprise 1'$ taking off' (Backer, 1964: 42),

A vision or Idea requires an acceptance of that Idea which requires
creating an 'audiellce'who Is willing to pay attention or '/zear'tha vlslon,
The best tdeas are only as good us their ability to attract attention In
the social environment. Leadership creetes a 'new audience' for It's
ideas because It alters the shape of undarstat1dlng by transmitting
information In such a way that It fixes and secures tradition, Leadership
by communicating moaning. creates a commonwealth of learning and
that 1f1 turn Is what effective organisations are (Bennis £m.Q Nanus 1985
: 42), In this manner the leader becomes a social architect who
understands the organlb;!tlon and shapes the way It works, Social
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arcbltecture Is h,tanglble although it governs the way people act, the
values, norms, and content and quality of Inter~personal interaction. In
so doing, employees align themselves bei11nd a vision, and become
committed to it as their behaviour, and thinking Is reinforced on a dally
basis,

Change In the social architecture or culture of an organisation requires
attention to an organisations structure, and policies, procedures,
reward systems and hidden, often implicit assumptions about the way
things are done eround here .. all of which reinforce the company's
vision. If an organisation Is to be transformed the leader must create
and articulate new values and norms, offer new Visions, and use a
variety of tools to transform, support and instltutlonall~le new meanings
and dlreotlons.

The management of meaning compliments the work of Victor Frankl
as described In Mans Search for MeanIng (1984) and cuts to the root
of what motivates people. Frankl contends that striving to find meaning
In one's life Is the primary motivational force In people, In contrast to
the "will to pleasure (Freud) or the will to power" (Adler), (Frankl 1984).

Psyoholorl today can be divided Into a number of groups. The
behavlcur.st approach \,ees people as being reactive and whose
behavIour Is totally determIned by Inner dr:ves And outer conditions.
The approach favours objectivity and causal explanations. The
Freudian psycho-analytic approach sees people as reactive beings
controlled and unable to escape the lids Influence.

In contrast the phenomenological and humanistic approaches attempt
to deal with Issues such I~S choice and responsibility, values and
meaning In an effort to understand humanIty (MisIak f,lo.dSexten, 1973)
Frankl (1984) polnts out that life can be made meaningful In threll! ways.
Firstly, through what we give \0 life (creative values)i what we ta"'~ from
life (experiential values) and the choice or stand we take to events that
happen to us.

Tne leader thro\Jgh creaUng thl:l social architecture of an organisation
taps Into peoples need for me~mlng and h"ltrlnslo motivation by corn ..
munlcatlng and providing a context where peoples creative and ex..
perlentlal values converge with thOS9 of the organisations. Tho leader
can also model the we, '., respond to setbacks or failure which will be
e,xplored under the management of self (Sannls.M.d Nanus 1Ela5).
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Table 2.3 lists additional leadership models and research that oornpll-
ment the management of meaning through communication. Llmmerlck
(1990) points to the certainty of purpose and use of language,
knowledge and symbols in the communication of this purpose. Kelly
(1986), in a South Afrloan study, concurs on the need to communioate
meaning, as do Sail SIDQAsbury (1989); Senge (1990) and Manning
(1988), Peters (1988) elaborates on the use of work teams and In"
clividual ownership and shared values as the vehicles through which a
vision is derived and meaning Is communicated. Carkhuff (1988) points
to the Importance of thinking and planning skills as well as
entrepreneurial and Intrapreneurial activities in building a social ar-
chitecture that creates meaning.

In terms of the above, the following competencies have been
developed, and inoluded In the questionnaire:

• Consciously communicates a focus that Is meaningful for people,
through verbal expression, symblos and graphic expression of
ideas (expression/communication).

f. Fosters strategic change while maintaining a clear purpose for the
organisation (meaning In change).

• Communicates through understanding and empathy a sense of
meaningfulness in work (communication).

~ Raises the aspirations, shapes the values and mobilises the poten-
tlal of fbllowers In a way that Improves the quality of their lives
(creating rneanlng).

• Indl'" as fe"lIowers to act for common goals, thereby creating syner-
gy .. id alignment In action (synergy through meaning).

2.9.3 strategy III : ..Trust Through Positioning

Trust Is tl1e 'lubrication which makes it possible lor organisatlons to work)
and It Is the determined persistent stance I')f the leader that creates
trust. Leadership Is doing the right thing with absolute clarity and
reliability, Staying the course, malntalnlr19 basic goals and values
against all odds Is as Important as selecting the right vision and velues
In the first place (Sacker, 1984 : 42).



49

Sennls (1985) sees trust as the 'glue that maintains an organisations
integrity', and Implies accountability, predictability; and reliability and Is
established by the clear articulation of the organisatIons positioning by
the leaders consistency In a course of action.

The most common statement made about Bennls' 90 leaders by their
board members and staff was that they were 'all of a piece' and
congruent In word, vision and deed. In this way leaders enrol mernsei-
ves (and others) In the belief of their ideals as attainable, and their
behaviour exemplifies the Ideals in action. Leaders place a premium on
reliability, persistence and clarity of a position which they continually
advocate. The authors point to exceptional people who have made
continual sacrifices, sometimes even facing death for causes In which
they believed, because they chose an angle and stuck resolutely to It.

Ultimately it is this relentless dedication that engages trust (Sennls M.ct
Nanus 1985 : 45). The significance 01' positioning is best exemplified In
the two notions of organisational integrity and persistent constant
advocacy. Trust Is essential for 'organisational integrity:. Bennis .ooQ
Nanus compare an effective organisational structure to a healthy
individual· with a healthy identity. The alignment of various subcom-
ponents or personalltlss is a precondition of mental health or efficl9nt
organisational functioning.

The significance of 'staying the course' or consls.enoy Is particularly
reievant In the calculated risk taking component of leadership. Innova-
tion • any new lcea- by definition will not be accepted at first. Innovation
causes reslstanoe: defences to set In and opposition to form (Bennis
.Md Nanus 1985: 52). It takes repeated attempts, endless dernonstre-
tlons, and monotonous rehearsals before Innovation can be accepted
and internalised bv any organisation. It requires courageous patience.

The significance of trust on an interpersonal level Is underscored by
the premium psychotherapy has placed on creating an environment
where people can open up and explore ihernselves. Only once trust
has been established can the therapist begin to help clients look at how
they are contributing to a situation, and therefore what they can change
or do differently. Earning the right to confront someone, or to challenge
their belief systems is an essential Ingredient In the complexities of the
change process • whether on an Incjividual or organisational level
(Carkhuff, 1988).
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Table 2.3 • Includes different leadership models that elaborate on the
competency of trust through positioning. l30yatsis (1982) within his
human resource management cluster of eifectlve management corn-
petencles Identifies the Importance of having a positive regard for
others and for managing group process. Effective leaders demonstrate
trust through being In touch with people, having superb Interpersonal
skills, candour and putting people In a position to achieve their goals
(Kelly, 1986). This requires autonomous delegated authority which
empowers people and openly shared goals and values for collaborative
• individualism (LimmEtrick, 1989). In this way people experlence owner-
ship (Peters, 1989) as the leader relies on people (Manning, 1988) and
Individual contributions are recognised, and their accomplishments
celebrated (Kouzes sod. Posner, 1988). This Implies that a leader has
human and situational empathy (Carkhuff, 1988). Through a combina-
tion of interpersonal trust and a leader consistently and pSisslonately
advocating a position, people become 'enrolled' in a vision of the future
that has Intrinsic motivation for them (Senge, 1990).

In terms of the above, the following trust competencies were Included
In the questionnaire.

• Demonstrates trustworthiness and consistency In behaviour that is
ocnqruent In word and deed (COilgruence).

• Inspires and develops trust, through expressing positive regard and
belief In others (Individual trust).

o Manifests accountability, predictability and reliability of an organlsa~
tion or departments position and vle\~lpoln: (constant positioning),

• Articulates and embodies a moral code that cares about people
(Innate worth of people),

• Relies on people and enables them to more purposefully manage
and enrich their lives (trust/socialised power).
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2.9.4 strategy IV • The Deployment Of Self Through Positive
Self Regard

"When Yen Ho was about to take up his duties as tutor to the heir of Ling,
Duke of Wei, he went to eh 'U Po Yu for advice. 'I have to deal', he said,
'with a man of depraved and murderous disposition ... How is one to deal
with a man of this sort?' I am glad that you asked this question ... The first
thing you must do is not to improve him, but to improve yourself'
Taolst story of Ancient China (Bennis aoQ Nanus, 1986: 55).

Bennis MQ Nanus found that tap executives spend nlrety per cent of
their time with others and much of this 'vas taken up by people
problems. Without the management of self, which has an interpersonal
and intrapersonal component, leaders will do more harm than good.
Bennis refers to the term "introgenic" which refers to illness caused by
Doctors and hospitals as side effects of medical Intervention ~stating
that managers too can be "stress earners" and cause as well as cure
problems.

Essential to the creative depioyment of self is a positive self ,.agard.
This Includes :

f) knowledge of ones strengths

• capaolty to develop and nurture these with discipline.

• ability to discern or fit between ones strengths and weaknesses and
the organisations needs and compensate for weaknesses.

The result of positive self regard Was to Induce the same Inother people
indicating the contagiousness of the leaders presence and a tendency
to expect from others what you expect of yourself. This also Illustrates,
says a C.E.O. in the study, that individual potential is a derivative Of self
esteem (Bennis.®d. Nanus ~985 : 64).

,'his ''pYEf.'nalianeffect" of getting what you expect from others compli-
ments the essential leadership belief of seeing others as creative and
competent (Hall 1990).

Positive self regard Is related to "emotional wisdom" which includes five
key skills found In aUninety let;..Jers:
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I) the ability to accept people as they are and use empathy to
understand individual's worlds;

8 the ability to approach relationships and problems in terms of the
present, rather than the past;

• the ab!llty to treat those who are close to you with the same
courteous attention that you extend to strangers and casual
acquaintances ('familyand work);

• the abli!ty to trust others;

• the ability to get on without constant approval and recognition
from others.

Bennis .aoQ Na.nus (1985) identified an lnterestl , coqnltlve approach
that leaders had in responding to failure. Le~rjers simply did not think "
about failure nor used synonym words for the concept. They sa, ~allure
as feedback from which they: arnt to do something differentl/ This
assumes responsibility to initiate and sustain change or an internal
locus of control.

Leaders constantly face criticism and the need to understand events
as they really are, which Senge (1990) calls current reality which is
used, together with a vision of the future to create u],'::Imlctenslon and
choose an approp: late strategy for the organlsc..~ion.

Table 2.3 records the results of leadership studies and models which
elaborate on the management of self. Boyatsis (1982) found the
following competencies to inoludeeffective self-management: accurate
self assessment, self control, stamina, conoern with Impact and self
confidence. Llrnrnerlck (1990) found that effective Australian O.E.O'l;,
were pro-active, Individualistic and self aware; exhibited change
rnanaqsrnent sklllo; were good at motivating and had a sense of
personal mastery. Senge (1990)defines personal mastery as the aI;' :v
to accept responsibility for change and the achievement "'f a elsa.
vision. This presupposes that leaders Identify and challenge belief
systems or 'mental models-'that hinder the sense of creative deployment
of self. Peters ('1988) polnrs to the Importance of self esteem and
continuous learning to expand 'self while Kelly (1986) cor" Jrs that
these leadership oompetencles can be developed, South African
leaders, she found wore continually looking for new challenges;
prepared to risk, loved work, were alert to learn and had confidence
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and 1aitt· in their own judgement. Leadership requires energy, initiative
and time at the 'coal face' (Ball Sl.o.QAsbury, 1989) as the leader
becomes a role model for others (Kouzes ~ Posner, 1938). This
requires the ability to foster change through understanding human
nature and "tolerating al1'uiguityand accepting responsibility" (Manning,
1988). In addition the leader requires mastery of core thinking, planning
and relating skills (Carkhuff, 198a).

The result of these four leadership competencies is to empower others
to translate intention into n~ality and sustain it.

"Effective leaders will reap the human harvest oftheir efforts by the simple
action of powers reciprocal: empowerment. It puts the duality in motion -
power to empowerment, empowerment back to power. This reciprocity
creates its own rhythm, its own vitality and momentum" (Bennis .and
Nanus, 1989 : 80).

In terms of the above, the following activities charaoterlse a Leader who
is competent in the management of self - and one included in the
leadership questionnaire.

• Development of personal strengths and weaknesses by the leader,
through self awareness and a realistic view of him/herself (self
awareness).

• Is committed to self development and continual learning (growth
and change).

.. Perceives change and threatening sltuatlo: 1S as a challenge and
opportunity for growth (cognitive hardiness).

• Accepts responsibility for creating Individual life experience rather
than blaming the situation or people for misfortune (responsibility
and Internal locus of control).

• Able to diagnose and change inappropriate behaviour and inde-
pendently take constructive action (processers of information/per-
somal mastery).



54

2.10 SUMMARY

In summary, Table 2.3 overleaf, illustrates various leadership research
together with internationally and locally renowned authors and how
they compliment and expand on the competence model of Bennis ~
Nanus as a focal polnt- thereby arriving at the leadership competence
statements included in the questionnaire.
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CHAPTER III

LEADERSHIP AND MANAGEMENT DEVELOPMENT

3.1 INTRODUCTION

This chapter explores the context of leadership implementation within
organisations and its importance as a vehicle for individual and
economic growth, and has been included in terms of the action
orientation of the research. The initial chapters will deal with the
qualitative and quantitative failure of rns. ,agement education which is
based on a misguided assumption of what leadership is. Thereafter,
the problems of training methodology will be explorer'.

Any strategy or model is only as good as its implementation which is
ninety per cent of the change effort (Fombum m..al1984). The chapter
will end with recommendations for the effective development of leader-
ship within orqanisatlons, and will be displayed in Taule 3.1 as a
summary of the literature dealing witl j leadership development.

Significant effort and expenditure on management training and educa-
tion followed the recognition of the importance of management as a
permanent institution. Company interest in leadership worldwide is
evident in the number of companies expounding the 'word' in their
mission statements and strategic plans (Lapinsky, 1989).

Management development ,'activitiescan be seen to comprise two
major categories, namely formal management education through
academic institutions and business SChoolsand informal development
programmes which do not result in formal qualifications but which
assist managers to acquire additional tools and Insights (Cunningham,
1988).

The effectiveness of both formal and Informal management develop-
ment has been seriously questioned (Livingston, 1971; Peters ~
Waterma,n,1982; Bennis ruld. Nanus, 1985). Research has constantly
highlighted the fact that managers and Chief Executive On'lcers per-
ceive formal management training as having contributed very attle to
their overall success (Hogarth, 1979; Margerison ,anQ Kakabadse,
1984; Cunningham, 1988; Pruett, 1989; Margerison ®ct Kakabadse,
1989).
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This question mark concerning the credibility of professional manage-
ment development is of immense concern in light of the considerable
C'l)/,p~~r.ditu/(~outlayed by organisations, and increasing needs for com-
p-Btf.mtmanagers and leaders to impact on an exponentially chtanging
erwlronrnent, These changes are Ieflected in the behaviours descrlbed
in the new theories of leadership discussed in Chapter II.

Many managers are unfortunately not evolving with and af,::tivelyin-
fluencing the greater environmental and organisational complexity that
characterises their lives. A general pattern of complacency and limited
vision has developed with many leaders opting for known technology
and predictable processes and isolation (stability) from situations that
generate anxiety (Andrews, 1988; Kc)lb~ 1988). Compounding the
questionable competence of existing managers is the widening
demographic shortage of future managers. South Africa is faced with
a dearth of leadership skills with serious implications for organisational
effectiveness (Spies, 1984; Andrews, 1988: Sadie, 1988).

Leadership, it appears, is the scarcest rescouroe of any organisation
(Hersey ao.Q Blanchard, i9S?; Mannlng,1988). From this perspective
it is evident that an organisations ability to survive and thrive. is con-
strained by the capability of its rnanaqers. Yet, research by Ball smQ.
Asbury (1989) indicates that invariably the critical success factor behind
successful organisations is the leader or C.E.O. The apparent failure
of leadership development Initiatives tlhereforehas serious Implications
for the survival and overall performance of organisations.

The reasons for this failure will be reviewed together with recommen-
dations for future action to fill this gap. In this regard this research has
an action Orientation with a concern for the effective development of
leadership within a business context.

3.2 FORMAL MANAGEMENT EDUCATION

The criticism of business schools appears to have increased propor-
tionately to the growing demands for organisational leadership.
Livingston (1071) argued that there ls no relationship between perfor-
mance In business schools and records of managerial success. He
referred to management education as 'miseducation', which distorted
the ability of managerial aspirants to 'grow as they gained experience.
Mlntzberg (1973) concur: ,'d with this criticism, indicating the failure of
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business schools to teach relevant managerial skills. Cunningham
(1988) ascribes the failure of business schools to the divergent culture
of business, stressing skills (competence) arid action as opposed to
knowledge and research, underpinning academic institutions.

The major current criticism of formal management education is the
excessive emphasis on methods of quantitive analysis at the expense
of 'process' competencies such as creativity, intuition and interpersonal
r.kills (Peters.§illi Waterman, 1982; Behrman rmQ. Levins, 1984; Bennis
..-Jild. Nanus, 1985). These are however the ..:::riticalsuccess factors
identified in recent leadership studies (Limerick, Cunningham and
Trevor-Roberts 1984; Kelly, 1986).

Kotter (1988) in an extensive industry wide study of succeusful general
managers found that most of their contact was interpersonal, taking
between seventy per cent and ninety per cent of their time. They were
found to prefer an action or 'hands-on orientation' reacting to the
initiatives of others, with much of their time being unplanned. This
picture is vastly different from the assumption underlying many training
programmes that teach managers to rationally plan, organise, lead and
control.

Manning (1988) points out that the climate of uncertainty and ambiguity
impacting on business demands new and innovative paradigms of
looking at the world. He comments on the need to challenge outdated
traditions and myths about 'rational leadership' and focus on the
complex iryterrelationships or patrerns underlying changing conditions.
Mlntzberg (1973)concurs, stating tt,dt the effective C.E.O. Is a holistic
intuitive thinker who is constantly relying on hunches to cope with
problems far too complex for rational analysis. Senge (1990b) points
out the importance of the leader in helping people to restructure their
views of reality to see beyond the superficial conditions and events into
'he underlying causes of problems - and therefore to see new pos-
sibilities for shaping the future. This allows for generative learnln JWhich
is about creating organisational growth and renewal, as opposed to
adaptive learning which is about coping (Senge, 1990). This presup-
poses a paradigm shift from institutions oriented toward control to
seeing people as competent and capable (Bennis .§illi Nanus, 1985j
Carkhuff, 1988; Peters, 1988; Human, 1989; Senge, 1990; Hall, 1990).
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Des;Jite the above evidence little attention to systemic thinking leader-
ship competencles and human-interpersonal skills has taken place at
business schools.

"What makes matters worse is that mucb of the human element is either
avoided or short changed in most curricula. To the best of our knowledge
the four basic competencies we have outlined in. this book are honoured
more in the breach than in the execution."

(Bennis.oo.ct Nanus, 1985)

3.3 THE AMERICAN MANAGEMENT ASSOCIATION STUDY

A r'''tailed study underteksn by Margerison and Kakabadse ('1984)
p' ...,/IdEJ an understanding of Chief Executives perceptions of the
process of management development. 711 American Chief Executives
participated in this study and were drawn from a wide cross-section of
industries.

Chief Executives cited factors such as hard work, ambition, leadership
ability and the need to be results oriented as key influences in their
success. They placed greater emphasis on personal skills, pointing to
communication skills, delegation, patience and respect for others in
preference to knowledge of financial systems, marketing technology
and production methods. They furthermore saw the most difficult
aspects of their jobs as being those related to managing other people
(Lapinsky. '1989).

It is precisely these skills together with leadership competencies
emanating from a major international study. that this research aims to
identify within a South African context.

The research undertaken by Margerison .oo.ctKakabadse compliments
the new theories of leadership which stress factors such as interper-
sonal skills, transforming leadership and empowerment of employees.
From a South African perspective a similar pattern has emerged from
a study involving twenty-five Chief Executive Officers - where Kelly
(1986) identified the importance of being in touch with ones pec)e, of
being able to communicate with them, empower them and draw them
In behind one.
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It therefore becomes vital to explore, expand upon and validate the
human handling competencies involved in transformational leadership
and to use these as a basis for formal and informal leadership develop-
ment activities. In this respect, the research takes on added sig-
nificance both in a national and a local context.

Keliy (1986) also highlighted the importance of initiating as opposed to
coping with change which relates to Senge's (1990) generative as
opposed to adaptive learning.

Margerison IDJ.d. Kakabadse (1984) offer the following recommenda-
tions ooncernln; the implementation of management e icatlon. They
recommend an individualised approach; self development and action
learning building on real life experlencs, together with significant
process skills input.

It is evident that business schools need to review their objectives and
programme content, in order to contribute signifioantly to the develop-
ment of offective leaders. Kelly (1986), however cautions agai:1st
generalis,?d pervasive criticism of business schools as some have
indeed accepted the changed emphasis and adapted their curricula
accordingly.

3.4 INFORMAL MANAGEMENT EDUCATION

The picture as ii: relates to informal management education is unfor-
tunatsly no more encouraging. Training t:..ld development practitioners
have unfortunately, tended to fOlloW the latest trend or flavour of the
month, thus contributing to the 'uncertain course a/management develop-
ment over the last thirty years' (Robinson, 1982 : 1). This has resulted in
the development of hundreds of different courses or packaqes which
appear to co little to develop effective leaders. In reviewing the per-
oelve 'SUCCf:'SS of management programmes, Clarke (1981) discusses
research indk::ating that successful managers attributed no more than
ten per cent of their growth to such programmes. Mumford (1988)
criticises management programmes for their unreality, the propensity
of training practitioners to follow the 'flavour of the month and the
adoption of a single learning tt:..hnology. Cunningham (i988) high-
lights a nurncer of weaknesses in management development which
incorporates many of the concerns expressed by other researchers :
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- dissatisfaction with the level of material taught
- lack of competence of seminar leaders
- content of the programmes outdated
- no evaluation of the effectiveness of programmes
- a tendency to follow fads
.. an emphasis on the wrong type of skills
.. an emphasis on knowledge rather than skills
- lack of top management commitment

From a South African perspective Pruett (1988) identified the reasons
for failure of management development to be as follows, in order of
importance :

- courses too general and/or cannot be applied and/or irrelevant
and/or needs are not identified

- too many 'foreign' courses are used
- lack of support of senior managers
- insufficient focus on disadvantaged people and on related issues
- poor selection of individuals to attend the programmes
- no control over the transfer of skills to the work place
- management development is seen as merely comprising courses
- management development occurs on an ad hoc basis
- the absence of manpower or succession plans

Re.spondents were also asked how they believed the situation could
be improved. Their recommendations included the following :

- management activities must be related to the job and to
specific needs

- full management support is essential
- the correct selection of trainees
- practical implementation of topics learned
- effective succession planning

These findings are of particular relevance within the South African
context, where the development of black managers has received a
great deal of attention, but where results have been extremely unsatis-
factory (Tomasko, 1985j Charoux, 1988; Pruett, 1989).
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3.5 ASSESSMENT

\. Mumford ('1988) expands on the problem of "focusing on the wrong
type of skills and states that the problem with much of our management
development is that it is derived from an inadequate assessment of
what comprises effective maneqertal behaviour. This results in
management development Deing perceived ae theoretical and unrealis-
tic. Training practitioners have expended much time and effort on
improving training technology through techniques such as criterion
referenced instruction, action learning and open learning. These are
however unlikely to improve the situation if the underlylnq premise on
which the training is based is incorrect. The need for an adequate
assessment of rnanaqerlableadershlp behaviour as a prerequisite for
managemsnt development is the major focus of the present study.

Commenting on the growing importance of assessing and finding
effective leadership competence, RES International, a firm of executive
research consultants point out that the perfect C.E.O. is difficult to
describe, hard to find and even harder to hire (RES International, 1991).
They cite studies pOinting out that within the next five years, 71% of
senior executives are expected to join other companies, thereby plac-
ing a premium on companies to have efficient, effective selection
procedures to identify outstanding leadership competence.

In a joint study undertaken by Korn/Ferry lnrernatlonel and the School
of Business at Columbia University in 1989, 1 500 executives 1.1 twenty
.countries were asked to identify specific areas where leadership com-
petence will be required over the next decade. The sample identifies
vision and the management of people as '.wo primary indispensable
components of sustained corporate performance (RES International,
1991). The management of people involves clear communication,
developing trust and obtaining committment, synonymous with leader-
ship competence identified by Bennis sm.Q. Nanus.

A summary of the need for leadership development and subsequent
failure of formal and informal development efforts and how these relate
to one another is described in Table 3.1 at the end of the chapter. The
remainder of this chapter will explore crucial strategic issues relating
to training methodology and the implementation of development ac-
tivity within organisations.
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3.6 THE LINE MANAGER AS TRAINER

in light of South Africa's burgeoning skills shortage and the fact that
the demand and sanction for behaviour are in the hands of the line
manager, of necessity, a fundamental task of the manager is to train
and develop followers. Roberts (1974 : 24) succinctly states that the
most powerful! influence in the development of managers is the man's
superior.

"Everyencounter between a superior and a subordinate involves learning of
some kind for the subordinate. (It should involve learning for the superior,
too, but that is another matter). When the buss gives an order, asks for a
job to be done, reprimands, praises, conducts an appraisal interview, deals
with a mistake, holds a staff meeting, works with his subordinates in solving
a problem, gives a salary increase, discusses a possible promotion, or takes
any other action with subordinates, he is teaching them something, The
attitudes, the habits, the expectations of the subordinate will be either
reinforced or modified to some degree as a result of every encounter with
the boss ... The day-by-day experience of the job is so much more powerful
that it tends to overshadow what the individual may learn in other settingstl
(Roberts, 1974 : 24).

Consequently, the successful application of any leadership com-
petence training must involve and empower the line manager either
directly as a trainer or informally as a coach.

3.7 LEADERSHIP DEVELOPMENT AND TRAINING METHODOLOGY

Traditional rnanagement education sessions are based upon the usual
lecture inputs or concepts, ideas and research. 'They are followed up
by standard case studies, together with experimental simulations, all
supported by group discussions. Learning takes place in an inu

door/outdoor classroom and it is hoped that the skills and attitudes will
be transferred back into the workplace. However, research indicates
that as much as seventy five per cent of learning takes place on the
job, because the reward and sanctlc n for training rests with the line
manager (Hofmeyar, 1989). This suggo~t~ a move away from formal
classroom training to empwer the line manager as trainer (Hofmeyr,
1989; Human, 1989). Alternatively, there is a growing trend toward
"mod management development", epitomised by the Outward Bound
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Courses and the "T" or Encounter Groups aimed at generating self"
awareness and improving relationships. Given the failure of manage-
ment education to impact on organisational pertorrnance and more
specifically, the relevance and transference of training, an overview of
effective training methodology needs to be undertaken.

Psychologically, Cutward Bound operates under the premise that there
is a strong and perceptible parallel between wilderness survival and
corporate survival. The programmes generally are designed to en-
courage creative thinking, refine;problem-solving and leadership skJlls,
strengthen communication and interpersonal skills, encourage risk
taking (and recognition of the difference between real and perceived
risks), facilitate trust, promote stress management and develop team-
work. The activities are engaging, the environment is unique and
distraction-free and the tasks serve as metaphors and analogies for
comparable challenges in the work environment (Newstrom, 1990).

Wilderness survival programmes however, have been criticised for the
lack of company and individw:1i;;:>e,~ificprogrammes, for the quality of
trainers and for the problems with evaluation and transfer of training to
the workplace (Newstrom, 1990).

in contrast, the action learning approach to management development
is particularly strong in the transfer and application of learning into the
workplace and studies report considerable success in this regard
(M8Jgerison, 1989).

Action learning ensures that rnanaqersrleader scan:

(a) learn from experience.
(b) share that experience with others.
(c) have those other colleagues criticise and advise.
(d) take that advice and implement it.
(e) review with those colleagues the action taken and 'he

lessons that are learned.

This is what Margerison (1989) called the 'comrades in. adversity' ap-
proach to learning. He believed that people really begin to learn
effectively when they are confronted with difficulties la need they own)
and have the opportunity to constructively share (feeling of com-
petence and reliance) their concerns and experiences with others.
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Action learning rests on the exlstcntlal philosophy of free choice and
commitment - the managerial team face the realities of their existence
as a group. lncreaslnqly trainers should strive to get their pl1ilo~(:>phy,
methods and structures closer to the managers life, existence and
reality. (Margerison, 1989) This may also Involve relinquishing our
'expert' control in the classroom for a more facilitative role.

In terms of the appropriate training methodology underpinning the
development of leadership competence, it is suggested thbi the
strongest components of each approach be incorporated into the
training process. These include :

1. The strength of the 'Mod Management' lies in its use of creative
methods and experiences in order to facilitate leamlng. These can
be built into existing methodolopy- such as team building through
river rafting in order to relieve existing stress, or to develop the
groundwork for relationship and trust before more formal corn-
petencies are taught. This must, however, be based on In-
dividualised and appropriate selection criteria as part of clear end
measurable training obJectives.

2. The strength of the Action Learning approach lies in Its hands on
approach to the transfer of learning. It provides a simplistic yet
different focus from the more formal training approach. It Is logioal
to draw 'leaders' together (based on their need) and facilitate the
giving, sharing and application of learning. The promotes eorn-
petence in a type of Informal mentor relationship and presup-
poses Individual autonomy to take what Is relevant and to apply
it.

3. The competency approach which will be discussed Inmore detail
in Chapter IV, Is useful In IdE~ntifylngbehavioural clusters which
can be observed, taught. learnt and consequently evaluated. The
Initial audit allows the development of a unique competenoy
profile and specific development goals, upon which strategic
selection, appraisal, development and rewards can be based,
particularly as It provides a causal link between activity and
performance. Self awareness is a key component of the ap-
proach as Is the 'evidence' provided by managers that they have
applied the skill in the workplace. Follow up and reinforcement Is
consequently an essential component of any training.
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3.7.1. Developing Leaders And Learning Organisations

While it is essential for successful development to identify competen-
cies of leadership and to adapt innovative '~I'ainingmethodologies, the
organisational context of training must compliment and result in the
application of learning on-the-job. Senge (1990) advocates the utlhsa-
tlon of a learning laboratorJ and the development of a learning culture
as part of a strategic systems approach to provide maximum leverage
for the development of organisational leadership.

Senge (1990) points out that unlike team sports where learning Is the
norm rather than the exception, management teams have great difficul-
ty In learning (enhancing their oollective intelligenoe and ability
to create).

The microworld of the learning laboratory needs to oomblne meaningful
business Issues with meaningful Interpersonal dynamics.

The laboratory should allow a testing or long term, systemic cons,»
quences of key strategic deolslons, and new skills should be developed
and tested in a low risk settlng. Senge also quotes Sashkin .ao.d Warner"
Burke (1990) who see a return to the emphasis on developing leaders
who can develop organisations, and in turn develop organisational
culture. They see the need In the 1990's, for organisational develop-
ment and (a new sort of) manageJ11f7ntdevelopment to merge.

From a qevelopmental point of view, Senge (1990) offers the following
charaoterlstlcs of the learning organisation where training becomes the
norm and part of the organisations culture.
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ORGANISATION
CHARACTERISTICS

LEADERSHIP
FUNCTIONS

OPERATING
PRINCIPLES

Vision
Values
Core purpose

Building shared
Vision

Commitment to the
highest standards

Alignment
commitment

Enrolment/ vs Genuine caring
-, compliance

Personal Mastery Empowerment of
self and others

Integration
Reason/Intuition

Systems thinking Improve mental models Commitment to the truth

Figure 3:1 Senge, 1990a. YlsiQO.LeaQf)r&hlpand SysteC!1$.Thlnk!ng.
Papers presented at a serrmar- Vaal Holiday Inn, Vanderbljl Park,
June.

In summary, De Geus underscores the importance of developing a
lean ,ing organisation as " primary role of the leader:

"Our exploration into the area of instituuo: •••l leamlng is not a luxury.
We understand that the only competitive advantage the company of the
future will have is its managers' ability to learn faster than their com-
titors. So the companies that succeed will be those that continually
nudge their managers towards revising their views of the world. The chal-
lenges for the planner are as considerable. So are the rewards"
(De Geus 1991 : Iii in Centre for Innovative Leadership Brochure).
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3.8 ORGANISATIONAL DEVELOPMENT COMPLEMENTING
LEADERSHIP TRAINING

Change viewed from a systemic perspective S6(':'; the inierrelatlonshlp
between different systems both internal and external to the workplace.
This suggest that change introduced by a training programme will affect
and should be complemented by change throughout the system.

Cummenting on the failure of equal opportunity programmes, HofmGyr
(1989) points out the Importance of top management support; evaluet-
Ing line managers on their contribution to equity and the focus on
introducing complimentary 'white advancement' attitudes as essential
precursors to programme sucoess. Senge (1990) refers to the impor-
tance of foousing on the fundamental oause or deterrents to sucoess,
viewed from a 'systemic' ratherthan ~ent'perspectlve, whioh becomes
the crucial 'leverage' point for chanqe and allows a fundamental rather
than short term solution to the problem. Zimbler (1986) concurs, stating
that change involves a common strategic thrust of both the'traditional'
operating variables (goals, technology, cost, structure) and perhaps
more importantly a focus on the process or 'soft' variables - percep-
tions, culture, values, attitudes, feelings and aspiration - which are less
visible, therefore, appear less Important to manage. Finally, Senge
(1990) underscores the importance of having a common vision to guide
or channel change in a common direction otherwise the empowerment
of people through leadership training could lead to dlspersement 01'

fragmentation of effort, rather than alignment of purpose and action.

In terms of organisational survival, given South Africa's skills shortage,
the development of black leaders as part of an equal opportunity
programme is mandatory (Human, 1989; Hofmeyr, 1989; Andrews,
1988; charoux, 1989). Equal opportunity is a strategic necessity vital
to ensuring the continuity of the free enterprise system (Projeot Free
Enterprise, 1989).

Gavin Reily concurs, stating that one of the most important ongoing
tasks as cruolat to the country's stability as it is to the future of private
enterprise, Is to create and develop non-racial Qrganlsations, armed by
well educated, trained and competent staff (project Free Enterprise,
1989: 13).

Yet despite the Importance of developing black leaders and managers,
there has been limited progress In the implementation of equal oppor-
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tunlty, with only 9% of woman and 5.5% of blacks occupying
managerial positions (Hofmeyr 1989), Project Free Enterprise points
out that organisational leadership provides a critical leverage point for
organisational change efforts. This ensures support for development
and through the competence of empowerment and leader as coach,
that the success of equal opportunity and advancement will occur.
Consequently, the success of equal opportunity proarernrnes Involves
both a top-down and a bottom-up approach.

3.9 RECOMMENDATIONS

In terms of the preceding explanatory theory describing the failure of
management development programmes, tt ,e following recommenda-
tions are made for the successful development of leadership com-
petence. These will be incorporated Into a broader strategic approach,
discussed in Chapter VI.

3.9.i Clarification Of A corporate Philosophy, Values And
Strategy

Strategy Is Lilt) process of thinking through what today's busi-
ness is and what tomorrows business should be and then
getting there. It Is the tit between an organisation and its
environment over time (Manning, 1988 : 80).

This presupposes an understanding of dernoqraphlo: and
educational factors impinging on the ~)klllsshortage In South
Afrloa, and a clear, creative response to "ident~'Yneeded sldllf
and active management of employee learning for the long range-
future in relation to explid: corporate strategies". (Fombrum .ru.ru
1984; 159).

From ~heabove. It becomes clear that strategic development
of competence Is part of the overall human resource strategy,
which In turn takes Its lead from the overall business strategy.

if the human resource specialist does not have Input Into the
buslness strategy or the business strategy Is IIIccncelved and
does not focus on Implementation, the training strategy can
only have limited Impact on the organisation. In essence the
training strategy Is only as strong as the overall business plan.



70

A corporate strategy is based on "the creation of focus and
direction of where the organisation is going, and a vision of the
future "'ihCitis realistic, credible, attractive and better than the
present". (Bennis 2l1d. Nanus, 1985 : 89). The vision ofthe future
of the organisation directs the development of a corporate
mission, which in turn directs organisational values, objectives,
tactics and finally, the budget (Manning, 1988: 89).

Strategic development relies on a clear idea of what competen-
cies, in terms of quality and quantiry are required by the
organisation in order to realise the vision of the future. Without
the clarification and transmission of a vision, mission and
values individuals cannot define their own roles within the
organisation, nor align and commit their energies towards a
common end. In this respect the core leadership competen-
cies of 'attention through vision t al,d 'meaning through
communication' are crucial to any training a development inter-
vention.

3.9.2 Commitment From Top Management

Commitment moves beyond a statement of intent to providing
time, energy and congruence in word and deed to a particular
course of actIon. WIth respect to leadership competencies, top
management must be wholeheartedly convinced of the Impor-
tance and support for the programme, which they must clearly
and consistently express to employees.

This relates to the competencies of the management of trust
through positioning where a leader constantly advocates and
follows up on the development of leadership competence In
creation of an environment where people are willing, able and
allowed to perform (Human, 1989).

This constant positioning is essential to provide continuity and
assurance amidst change which Is part of the expression of
leadership. The commitment from top management presup-
poses that the strategic development specialist has access to
top management and that she/he In turn earns their respect
and trust. In this respect, professional and credible leadership
by training and development staff themselves, Is fundamental.
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3.9.3 Sound Strategic Human Resource Planning

The Human Resource department has a crucial role in the
implementation of corporate strategy • getting people to the
right things to make strategies happen. The Human Resource
system consists of sequential, Interrelated tasks of selection,
appraisal, rewards and development, all of which have an
Impact on performance at the Individual and organisational
level.

Performance is a function of all Human Resource components:
selecting people who are best able to perform the Jobs defined
by the structure, appraising their performance to facilitate the
equitable distribution of rewards, motivating employees by
linking rewards to high levels of performance and developing
employees to enhance their current performance in positions
they may hold in the future (Fombrum, 1984 : 41).

From a leadershlp development psrspeotlve the effective·
nessss of any intervention is only as strong as the support and
complimentary nature of strategic reward, appraisal and selec-
tion systems. This requires the alignment of these four com-
ponents Inthe expression of COl npetent leadership by the head
of the Human Resource Department- in order to get the right
people in the right place at the right time. The efficienoy of these
components should be constantly measured and changed to
ensure complimentarlty of purpose and a link between strategy
and action.

3.9.4 Line M~nagers Ownership And Accountability
For Development

Despite many years of experience with advancement program-
mes, companies stili give responsibility for the Implementation
and management of their programmes to the Human Resource
department (Hofmeyr, 1989). If the argument concerning top
management commitment Is extended, then ownership of and
accountability for the intervention must reside with line
management. This Is equally valid for any training Intervention,
because the rewards and sanctioning of behaviour resides in
the trainees department (Human, 1989).
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Managers have to be evaluated on their contribution toward
overall business development objectives in the same way they
are evaluated on their bottom line results. The Human
Resource department can play a consultative role, but the
burden of effort for the development implementation of leader-
ship competence should rest with indiv!rJualstrategic business
units (Hofmeyr, 1989).

In this respect line managers must be invclved in the develop-
ment intervention and recognition given that they are best
placed to take decisions concerning the Implementation of the
programme.

3.9.5 Set Specific Targets For Training

Numerous training and development interventions face a
credibility crisis because they cannot evaluate or demons'rate
their effectiveness and impact toward organisational objec-
tives. In terms of leadership development this study adopts a
competency approach which is based on specific behaviour
concerning what effective leaders do in a specific organisation-
al context.

This behaviour is an expression of leaders traits, motives,
values, attitudes and skills and is therefore amenable to pre
and post intervention measurement and its impact on the job.

This moves away from assumptions underlying a multitude of
training programmes that information will lead to behaviour
change (role play) which will lead to attitude change; and that
there is an automatlo transference of training to the workplace.
The setting of targets and evaluation of training needs to occur
In terms of the quality of the training experience and at a later
stage, the application of skills on the Job.This has implications
concerning the training methodology employed and the com-
petence of the trainer.

3.9.6 Appropriate Relevant Training Methodology

principles of adult education should underpin any leadership
intervention, which compliment an action learning approach to
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development. Essentially a skilled practitioner needs to help
trainees express current problems on the job and to facilitate
the transference of competence from people who have
mastered similar problems. This ass rnes that trainees have
the ability to be creative and find solutions to their own
problems.

Action learning also ensures the relevance of training and the
continual 'trial - error - adapting' approach to a specific task
such as the development and communication of a vision and
meaning that creates syne(gy and commitment for people in
the organisation.

3.9.7 Competent Trainers

Unlike the professions of psychology and social work, where
praotltloners are licenced to practice only after extensive selec-
tion process, and theoretical and practical foundation, many
tramers have no grounding in training methodology. In addi-
tion, many trainers do not have a broad theoretical under-
standing nor a model upon which training is developed - they
have little understandinq of change on an individual and Of-

ganisatlonallevel; nor the personalities to utilise process skills
and encourage participative learning.

Extensive researcn into the application of 'life skills' indicates
that the quality and professionalism of the trainer is the key
variable In the successful application of these skills In a work
setting (Rijavec, 1990).

In this regard, organisations must commit extensive time,
money and support to the development of competent trainers
as well as competent leadership of the training and develop-
ment department.

3.9.8 Dispel Negative Attitudes

The nest plans can founder because insufficient attention Is
paid to the attitudes of people who do not support training
interventions. Because attitudes influence behaviour, negative
sentiments and their reasons need to be identified and
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managed. This of necessity, involves leadershlp behaviour in
communicating the iml20rtance of a strategic development
intervention as well as allowing fears to surface and concerns
to be expressed. This two~way communication is an essential
component of any change process. This also indicates the
marriage between organisational development and leadership
competence.

3.9.9 Organisational Development
~Creating Learning Organisations

Training or adult learning is a life long process. Any training
intervention is simply a more formal attempt to accelerate skills
that are needed. However, a broaoer organisational culture
which rewards and encourages learning that generates or-
ganisational growth is paramount. In this regard, Senge (1990)
cites Sashkin ru]Q Burke (1990) who see a need in the 1990's
for organisational and management development to merge.
8enge (1990)calls for a 'learning laboratory 'to be created which
allows for the testing of long term systemic consequences of
key decisions and where new skills can be tested in a low risk
setting. In essence training should take place within a learning
organisation as described previously, with the line manager
adopting the key function of empowering people. In this way
the organisation reduces its reliance on formal training and the
problem of transferring skills to the workplace.

3.9.10 Regular Monitoring And Follow-up

What gets measured gets done. This relates to the importance
of setting specific tarqets for any leadership intervention,
receiving feedback concerning what is not working and having
the sensory awareness and flexibility to introduce alternative
behaviour with the desired impact.

This of necessity involves courage to face and discuss 'current
reality' or the present position of any programme, relative to its
targets and the courage to change the intervention with acute
timing in the face of adversity. This journey begins with the
commitment to the management and growth of self.
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3.9.11 Transformational Management Attitudes For
Changing Worker Expectations

Much of the previous chapters has pointed to a fundamental
premise behind successful organisational leadership .. the
perception of people as creative and competent and the wise
use of power to empower employees.

Demographic trends indicating a burgeoning skills shortage,
leave organisations with no option but to empower employees
(Sadie, 1988). Megatrends worldwide suggest that changing
worker expectations including quality of life issues, which call
for the adoption of a clear, meaningful mission; individual
agenda control; share of value G~aation and opportunity for
individual learning and gro\vth (Moss-Kanter, 1989). Quite
simply, the best and brightest people will gravitate to organisa-
tions fostering personal growth.

These trends demand a leader who can think creatively, un-
derstand the systemic nature of problems; operates from an
expandable-pie concept of power and who exhibits the four
competencies of leadership previously described. This has
enormous implications for selecting people into organisations
and the challenging of existing managerial competence.

3.10 SUMMARY

Table 3.2 summarises the literature described in this chapter, and
significant autt or's comments on Strategic Development and Em-
powerment. This forms the basis for the recommendations concerning
the development of leadership competencies identified in this research
and will be discussed in more detail in Chapter 'II.
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CHAP1"ERIV
RESEARCH DESIGN AND METHODOLOGY

4.1 JNrRODUCTION

Approaches to leadership have given us a variety of data collection
methods • observatlon dlarles, self report systems, interviews, ques-
tionnaires, and content analysis dooum 'nts (Boyatsis, 1982; Bennis
and Nanus, 1985; Kelly, 1986; Yuki, 1989). The competency ap-
proach adopted In this study provides a r;gorous and emperloally
tested method of Identifying the characteristics associated with effec-
tive leadership (Boyatsls, 1982). It is also a valid method of elaborating
on and testIng the competence Inodel of BennIs E.O.ct Nanus in a South
African context.

The study makes use of a self admInistered questionnaire adminIstered
to twenty leaders and forty of their subord!nates who have been divided
into excellent and average sample groups. The perceptions of leaders
and subordinates In the excellent group have been compared with
those in the average group in order to identify distinguishing factors
underpinning effective leadership. The sample was drawn from
leaders of twenty diverse departments/functions within a major South
/\irican company providing a service and consultancy to the entire gold
mining industry.

4.2 THE CHAMBER OF MINES

The Chamber of Mines of South Afrlci'..1is a private enterprise service
organisation set up in 1889 to promote and protect the interests of the
South African mining industry.

It is a voluntary association of some 98 members which Include the
country's six major mining finance houses, other mining companies,
and independent mines. In 1989 the Chamber and its affiliates
operated on a budget In excess of 570 million - which has remained
relatively constant at the time of writing, as a result of retrenchments
and rationalisations deemed necessary due to South Africa's
depressed economic climate and failing gold price. The Mission of the
Chamber is to provide a variety of advisory and service functions which
can most cost effectively be handled on a central, co-operative basts,
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This is achieved by:

1. Maintaining close contact with the mining Industry, and antlclpat-
Ing and identifying those areas v 'here collaborative services
would be beneficial.

2. The advancement, protection and promotion of the mutual inter-
ests and common requirements agreed by members.

3. The provision of leadership and representation in matters of
Indust!)' concern, in both national and international affairs.

4. The maintenance ('If expertise and excellence In ars&s of impor-
tance to the Industry.

5. The co-ordination of industry activities.

6. The promotion of activitieswhich result in reduced costs to mines
(Chamber of Mines Strategic Plan, 1990).

The 1991 Ohamber of Mines Management Conference, convened to
asses past and develop future strategy, was characterised by the
themes of change; and a depressed gold mining industry with an
estimated retrenchment of 45 000 employees in 1990/91. This Is likely
to Impact on the Chamber with calls for greater leadership (external
and Internal) than at any other time in the history of the orqanlsstlon,
Emphasis was placed on service excellence, marketing, upgrading
staff skills and expertise, and maintaining and expanding customer
base as key success factors contributing to competitive advantage
(C.E.O. address - Management conterence, 1991).

However, despite the call for leadership and acknowledged weakness
of management skills (Chamber of Mines Strategic Plan 1990), little
formal strategic developrnent for the top management has taken place
over the last ten years. This Illustrates the gap between strategic
formulation and Implementation which this study alms to bridge
through developing a comprehensive leadership competence
programme based on empirical findings.
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4.3 THE SAMPLE

The Chamber consists of a number of services employing ap-
proxlmately 6000 people, headed by 28 leaders who comprise the
Management Co-ordinatlng Committee, hereafter referred to as the
M.C.C (Figure 4.1).

The Chamber Is headed by a Chief Executive Officer who oversees five
Senior General Managers. Two M.C.C. positions were vacant at the
time of this research, while one person did not have any subordlnates
reporting to him. This left a total number c. . 25 leaders, twenty (80 pt1r
cent) who were randomly selected to comprise the sarnols. The
sample was divided Into ten average and ten excellent leaders based
on previous merit ratil'lgs: the Independent rating of two key corporate
leaders and two subordinate ratings per leader. Scores were allocated
to thu above ratings In terms of: 1·Excellsnt, z-Above Average, 3·
Pverage. Candidates with a merit rating of 8 were allocated a score of
1 (Excellent); 7/6 allocated a 2; and 5 and below a score of 3.

The ti scores (1 merit rating; 2 leader peer ratings; and 2 subordinate
scores) were totalled and people with the lowest scores were Included
111 the excellent group.

Table 4.1 Illustrates the canot-' stes raw scores and consequent separa-
tion Into the two categories. All candidates with a score of 10and below
were Included In the excellent sample which had an overall range of
6.?5 • 9; a minimum performance rating of 6 and a follower .ating of 2
and above. Interestingly, there was not always agreement between
tne peer ratings, although only one person Was rated as an average
performer. This suggests the necessity of Including more than one
peer rating and the inclusion of peers In general to measure leadership
competence for future research.

The average sample had an overall range of 11·14, with two scores of
2 (above average) and 3 (average) dominating.

Where no performance appraisal scores were available due to a
different method of evaluation, or having recently Joined the organisa-
tion, the average of the four available scores was obtained and added
to the composite score. This accounts for the fractions In the total
score.
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The two peer raters were chosen because of their extensive contact
with the other leaders by virtue of their functions at work.

It should also be noted that Initially the study was going to use rating
acoording to objective performance criteria. These criteria, however,
do not exist Inthe organisation, and rating was considered too sensitive
an Issue to Introduce.

Table 4.1

Excellent/Average Ratings

Candidate Perf.App Peer1 Peer2 Folh Foll2 Total
Excellent
-
i 8 (1) 2 2 2 1 8
4 7 (2) "I 2 2 2 9
7 7 (2) 1 "I 1 1 6
10 6 (2) 2 1 1 "I 7
13 7 (2) 1 2 2 "I 8
16 7 (2) 2 2 1 2 9
19 2 3 i 1 8.75
22 1 1 2 "I 6.25
25 2 2 2 1 8.75
28 7 (2) 1 2 2 2 9

1---

Average
--

31 6 (2) 2 2 2 3 11
34 4 (3) 3 3 3 2 14
37 6 (2) 3 3 3 3 14
40 5 (3) 3 3 2 2 13
43 6 (2) 2 3 3 3 13
46 6 (2) 2 2 3 2 1i
49 5 (3) 3 3 2 3 14
52 6 (2) 3 3 2 2 12
55 7 (2) 2 2 2 3 11
58 2 3 2 3 12.5
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Forty subordinates, two per leader were randomly selected from those
people immediately below the leaders In the organisational hierarchy.
Subordinates therefore, occupied at least a level of micltHemanage-
ment In the organisation.

4.4 RESEARCH DESiGN/METHODOLOGY

A self administered questionnaire (Appendices I and II)was developed
from an exhaustive literature search concerning the application of the
four leadership competencies described by Bennis .and.Nanus, as well
as previous leadership research and theory concerning empowerment
(the fifth competency) and Its relationship to leadership (Table 2.3). As
previously described, empowerment has been added to the four
competencies because it is hypothesised that empowerment Is a
specific competence or strategy that excellent leaders conclously
express in addition to the competencies of vision, meaning, trust and
the management of self.

Twenty-five single concept statements, five per competency, were
developed and placed In random order throughout the questionnaire.
There are therefore, more than twice as many people In the sample as
there are questions, This was piloted and altered accordingly on five
leaders and five subordinates who were not included In the random
samples. Two covering letters were attached to questionnaires
depending on the leader/follower category, explaining the purpose,
rationale, confidentiality and benefits of completing the questionnaire.
Clear Instructions were attached to the questionnaire together with the
Importance of completing all questions.

The questionnaire statements were measured on a nine point ordinal
scale. A score of 1 Indicated that leadership 'ac(!vity was not
expressed'; 5 ~a moderately frequent expression of activity; and 9 ..
where 'activity was manifested in at: situations'. The scale allows the
comparison of competent behaviour on a number of levels whioh wil!
be exhibited under the analysis of results.

For the purposes of comparing the two groups (mean scores), and to
compute the perceptual gap EUialysls,the assumption was made that
the scale behaves In an Interval fashion. Runyon.flM Haber (i980 :
25) point out that although It Is debatable that many scales achieve
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Interval measurement, most behavioural scientists are willing to make
the assumption that they do (Runyon smd. Haber, 1980: 25).

Questionnaires were administered to leaders at the monthly Manage-
ment Co-Ordinating Committee (M.C.C.) meeting by the Manager of
the Human Resources DApartment. He was briefed by the researcher
as to the purpose, confidentiality and benefits both organisational and
individual of the research and the method of completing and returning
the forms to the researcher. Those people not present at the meeting
were visited individually by the manager of Human Resources.

One month after the questionnaires were first administered one person
from the 'average' group had not returned the form, necessitating the
random selection of a new person. Questionnaires were administered
to all M.C.C. members (25 Intotal), and ata later date only those people
in the random sample (20)were analyeed- thereby ensuring anonymity
of Individual persons.

Two questionnaires per leader war administered personally to subor-
dinates by the researcher who was available to answer any questions
concerning the research. On a number of occasions both leaders and
subordinates volunteered their experiences of effective/ineffective
leadership activity within the organisational oonte, >, which proved
valuable In the interpretation of results described in Chapter V.

4,5 COMPETENCE AND LEADERSHIP

The search for a model of management/leadership Is complicated by
a persons confusion between espoused theory and theory In use.
Although managers do not always consciously follow a model during
tbelr daily activities, every managerial act, like research, rests on
generalisations, assumptions and hypotheses (Boyatsis, '1982:2). This
study adopts a competence approach to Identifying leadership which
Is shared by Bennis and Nanus and the recent international trend
focusing on what effective leaders do in a work context (Kouzes and
posner, 198$; Peters, 1989; Llmmerlck, 1990; Senge, 1990).

Job competence Is defined as:

I~n underlylng characteristic of a person which results in effective and/or
superior peformance of a job. A set of generic characteristics expressed as
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motives, traits, skills, self image, social rules, knowledge which may be
apparent in many [arms of behaviour and different actions"
(Boyatsls, 1982:21).

The emphasis underlying competence is on the application of
knowledge and skills, representing amove away from traditional testIng
Instruments, such as the 1.0 test measuring Inherent potential. The
competence approach represents a shift from activities, roles and
descriptive models to results and output ~based or, models of excel-
lence (McClagen, 1983), A major reason for selecting the competence
approach Is that Is provides a causal link between a statement of
competence and superior performance by a leader (80yatsis, 1982).

The foray into what McClelland (1973) called competence assessment,
saw standardised tests of Intelligence and aptitude as crude Instru-
ments that may be irrelevant to real life success (Goleman, 1981). At
that time, McClelland concluded that:

"It seems wise to abandon the search for pure ability [actors and select tests
instead, that are valid, in the sense that scores on them change as the person
grows in experience, wisdom and ability toperform effectively on various tasks
that life presents him"
(McClelland, 1973 : 8).

Tests should assess competencies Involved In clusters of life outcomes
and should Include not only occupational, but social outcomes, such
as leadership and Interpers,onalskills (McClelland, 1973).

The competence approach has been adopted by the American Society
for Training and Development (McClagen, 1983) and by the South
African Board for Personnel Practice who have developed a GeneriC
Competency Model for Human Resource practitioners (Sacht ruJ.,
1990). The American society for training and development made use
of a theoretical appraisal of training; a nominal group technique and
competence questionnaire In order to arrive at training and develop-
ment competencies.

A similar approach has been followed for this research with a qL sstlon-
nalre being used to collect data in preference to the behavioural events
Interview used by Bennis .aod Nanus (1985). The questionnaire was
chosen because it was an objective of this research to valldats a
questionnaire that would be used with comparatlve ease In a number
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of different organisatioral settings in the future - a process that is less
expensive and time consuming than the behavioural events Interview.

Warren Bennis has subsequently developed a competence question-
nairewhich is used during his leadership development seminars using
concept statements of leadership behaviour which form an overt
expression of motives, traits, skills, self image, social roles and
knowledge of leadership. It is the behavioural outcome and skillievei
of competence that is primarilymeasured in the questionnaire (Nassar
~ Associates, 1985).

The skill competence level is described as ' individuals behavioural
demonstration of proficiency or expertise - the ability to do something well'
(McSer, 1988). However the social role level of competence is also
measured in certain questions, for example in response to
'responsibility for initiating change' and 'creating individual life
experience'. The leaders self image is also measured indirectly in
terms of seeing oneself as a leader; or motivator and developer of
people. The self image level is also measured in the 'Management of
Self' cluster in the sense that a positive self image is Imperative to
manage yourself, which is a prerequisite to managing others. In this
regard (McSer, 1988) defines self image as "an individuals conception
of his or her identity, personality and worth as a person".

On an unconscious level, leaders power motives are also measured
as, for instance, an expression of viewing people as creative and
competent which Is a prerequisite to empowering others, In this
regard, a motive is described as 'thoughts in a particular area - achieve-
ment, affiliailon or power - that drive, direct and select an individuals
behaviour' (MoSer ,1988).

4.6 ANALYSIS AND INTERPRETATION OF RESULTS

The structure of the leadership questionnaire allows the analysis of
results from a number of different perspectives.

Firstly, the Individual raw questionnaire scores and totals can be
compared, together with excel!\.I11tand average leader self scores;
comparison between the differentsubordinate groups andbetweenthe
total samples (30 each) of the two groups. The rnean scores from the
five leadership competencies oe n be compared together with the total
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mean scores between the two groups. Finally, the Mann-Whitney U
test was used to test for significance of the above data at the 0.5%
significance level. The Mann-Whitney U test is one of the most popular
non-parametric tests and can be used to compare samples from two
populations in those cases where the following assumptions are satis-
fied:

The two samples are independent and random.
2. The value measured is a continuous variable.
3. The measurement scale used is at least ordinal.
4. If they d;ffer, the distributions of the two populations will differ

only with respect to location (Groebner.and. Shannon, 1989: 707).

"The logic of the Mann- Whitney U test centres around the idea that if the
sum of the rankiugs of one group differs greatlyfrom the sum of the rankings
of the second group, we should conclude that there is a difference in the
central locations of thepopulations" (Groebner smd. Shannon 1989 : 708).

The equation for the Mann-Whitney U test is as follows:

U1 = nm2 + n1(n1 + 1) - sum of ranks-
2

U2 = nln2 + n2(n2 + 1) - sum of ranksz
2

If the test interval limits fall within the critical values at a 0.05 per cent
significance level, the null hypotheses Is confirmed:

Ho: (Null hypotheses)
The two populations have ldentlcal distributions

Alternatively the Alternate hypotheses is confirmed:

Ha: (Alternate hypotheses)
There Is a significant difference between follower scores of
leaders on all five competencies or:
Follower Excellent > Follower Averaqe
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The significance tables for the Mann-Whitney U test are recorded in
chapter V - tables 5.2 and 5.3.

This will allow the testing of the following hypotheses:

1. The four competencies of the management of attention,
meaning, trust and self will emerge. Consequently there wlll
be a significent difference between leader self ratings and
follower ratings of the leaders between the excellent anti
.average leader sample.

2. The perceptions of excellent leaders and their followers will
be relatively congruent. This will be expressed through
comparative mean scores and a significantly lower 'gap
diiferential' than the average sample.

3. Followers of excellent leaders will feel significantly more
empowered than followers of average leaders, Empower-
ment, therefore, is both a consequence and a competence
of effective leadership.

The comparative findings will be displayed graphically comparing the
two groups and the significance of the results, allc)wing the objectives
of the research to be realised:

1. To identify South African leader competencies that
distinguish effective from average performers.

2. To clarify how these correspond with an Interna'ilonal
study. It Is hypothesised that there will be a high
degree of similarity In that leadership competencies
are considered generic as the original study was run
across a number of leadership contexte, such as
businessmen, pclltlclans, church and sportsmen.

The gar.. differential is calculated using the following formula:

The higher the leaders self-perceptions and the extent of the con-
gruence with subordinate perceptions - the lower tl \e total score (which
will always be positive).
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For example: self-score x maximum - self-score x subordinate score

(nine point scale)

(I) Assume the leader rates himself (a) on a statement, as does his
subordinate, this can be equated as:

teader1

axs -axa

72 - 64 = 8

(ii) If the leader (identified as averaqe by subordinates) rates himself
4, and subordinates scores him 3, the equation is:

Leader 2

4x9-4x3

36 -12 = 24

Given a choice in selecting these two candidates for a position on the
M.C.C., candldate one will be preferred, because of tne higher self
score, and higher subordinate score. The same process can also be
undertaken with the candidate's superiors to confirm leadership ability.
This formula for calculating the gap differential is a useful, quick
selection device when assessing prospective candidates for leadership
positions. In this respect it forms part of a comprehensive strategic
approar:h to leadership as discussed in Chapter VI.

4.7 LIMITATIONS OF THE STUDY

As described in Chapter I, the following limitations of the research must
be considered :

i. The fOCUS of this research is on a large South African company
that plays a major leadership iule with respect to the mining
industry through twenty-eight diverse service fu .,·tions. For this
reason, results may not be applicable to other organisations
which would necessitate controlling for organisational and In-
dustry effect.



89

iI. The questionnaire as a research Instrument Is limited In its ability
to probe for more detailed information. It does, however, allow
for a statistically valid time saving method which can be duplicated
across organisations In the future.

iii. The Mann-Whitney U test, strictly speaking, uses an ordinal scale
nfmeasurement. The use of comparitlve mean scores InChapter
V aesumes an Interval scale of measurement which is a valid
assumption most behavioural scientists are willing to make
(Runyon .ruJ.d. Haber, 1980 : 25).
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CHAPTEAV

RESULTS

5.; lNT:100UCTION

This section ot the report presents the results of the leadership com-
petence questionnaire. Initially raw scores will be presented, from
which the comparative scores and their significance have been calcu-
lated. This enables the overall sample mean to be calculated and
comparative mean scores between the two samples to be compared.
Throughout the report comparisons are made between:

e leaders and followers of the excellent grouf,; and leaders and
followers of the average group

• comparative leader self scores between the two group~

• comparative follower scores between the two 'groups

Section 5.2 In Chapter V displays the overall comparative scores.
Table 5.1 displays the raw scores which have been used to confirm
and refute differences and similarities between the above groups (fable
5.2). Figures 5.1 • 5.4 Illustrate these results which Include:

G A significant difference between the excellent sample (N = 30), and
the average group of leaders and followers (N =30).

• A significant difference In follower perceptions of average leaderS
which was far lower than the leaders self perceptions.

"I No difference between the excellent and average leader self per-
ceptions, with congruence between excellent leaders perceptions
and their followers.

Consequently, the critical determinant of effective leadership Is the
perceptIon of followers concerning the impact of leadership activity.

Section 5.S presents the comparative scores of the five leadership
competencies - testing hypotheses 1 and 3, as described In Chapter
IV.
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Hypotheses One:
The four competencies of the management of attention through
vision, meaning thr~H.lghcommunication, trust and the manage-
ment of self, will emerge as competencies of excellent leadershlp,

Consequently, excellent leaderswill rate themselves significently higher
than average leaders, and the followers of excellent leaders will score
their leaders slgnlfioentlyhigher on allfour competencies. Resultshave
been tabulated in Table 5.3 and illustrated in Figures 5.5 and 5.S. The
results confirm the above hypotheses with follower ratings being the
significant variable in Identifying effective leadership.

Table 5.3 Illustrates results pertaining to hypotheses three.

Followers 01 exct.lIent leaders will fee! significantly more emu
powered than average followers. Empowerment, therefore, Is
both a consequence and competence of effective leadership.

Section 5.4 presents the comparative gap analysis scores (Table
5.4), measuring the perceptual difference between leader activity
and follower experience, elaborating on hypotheses two:

The perceptions of excellent leaders and their followers will be
relatively congruent (as expressed through cornparatlve mean
scores and a lower gap differential) than the average sample.

FlnallYI section 5.5 records Individual leadership activities, that
together make up the competencies of leadership (Table 5.S).
This aliows strong and weak activities to be Identified· thereby
suggesting speoltlc guidelines for future Intervention. Table 5,6
records the 'perceptual gap' ranking between average leaders
and followers, Indicating priorities for the development of leader ..
shlp amongst this target group.

5.2 OVERALL COMPARATIVE SCORES

'fable 5.i tabulates the raw scores of the two sample groups. The first
thirty candidates concthute the excellent group, While the remainder
make up the average sarnple- providing a total sample of sixty people,
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Subtotals ot each question divide the two groups, allowing cornpsreon
of the highest and lowest Individual questionnaire items between the
two group!-3. Category refers to sample group, with "E" representing
"excellerlt" and'W representing "averaqe", Status refers to the leader
(L) or follower (F) sample. Each leader has two follower scores, which
are separated from the next candidate by a dotted line.

Table 5.1 Comparative r:jw scores

QUl:STIONAIRE NUMBERS
CAN· CAT. STATUS 1 2 :I ;-57" 7 'J 9 10 17 12 13 14 15 16 77 18 79 :<0 27 22 23 24 25 TOT

D/DATF
1 E L il 3 3 '1 'I , 3 $ 5 11 oJ II 3 II 5 8 2 8 '1 II Ii 6 7 II "! 1:15
2 F'I6811856B776/lB'r7689S'f070711
3 F 4 7. 9 II f) II 5 9 0 5 II II 9 5 'I 9 I> 9 '1 8 5 'I 9 I) 9 7bU
4' E L )i 8 ~Tb-' II 8 Ii 7 b· 8 7 'I il B ? B 6 7 7 I' 8 7 7 irr
5 F I) 1 i> 8 (. 11 5 8 ., 'I 5 II II ., 8 '1 5 r Il 'I 'I 6 't G 7 16G
6 F 'I II e II 9 'I B ., .. ., '1 B ., )' 8 :>' 't 8 8 6 II 7 9 ., 8 182

-7--r·---z--a--r--;.·~ii t " !) e 7 9 II 5 7 9 9 9 !) 7 9 II II I) 7 'I 201
8 F 0 l) '1 8 B 7 r B 8 II '1 9 8 8 ., IJ 'I C 8 r B 8 8 8 r 793
9 F 1)"/ B Ii 8 8 't ~ B 'I 8 9 '1 'I B 8 6 8 8 ., 8 'I 9 8 (J 192

'1ij"--'---C--7 '-;i-r~9-' 9 I) 7 9 6 8 'I U S IJ Ii U e Ii'll) 7 7-v 7 7 789
IT F 0777908880998888899899889206
12 F 8 a 8 8 8 () IJ 6 6 ? 8 (I 8 9 (I B 8 6 8 D 8 ., B ? 8 196
13 -.:---C--7'-S--r-'i >' e ... 7 Il 7 t Ii 7~ Ii Ii U 8 5 B 8 --r-TtJ'U'
74 F 8? 8 !J. r 0 (I 9 ., B 9 (I I) 't 8 'I r 0 (I 0 (I 0 r 0 7 200
75 F '1 6 6 1 II 4 5 8 5 4 I) 6 4 tl 't 6 8 ., 6 5 e ., ., ., 1\ lS5
IU E L 8 7 'j ~i\ -'1-8' 0 7 U 8 8 B 8 8 11 7 9 8 r B 8 il 8 s 7 19d'
17 F? 4 Ii 3 :I a 6 4 9 :1 5 3 Ii 5 8 2 4 5 2 4 ~ 7 2 6 5 119
18 F 8 8 9 8 (I 8 9 9 6 7 8 8 Ii 8 (I 8 8 9 9 B !) g 8 7 8 207
19 E L e Ii 7 7 " 9 6 9 8 U 7 r II 9 B fl 8 7 8 7 7 , r 8 7 7ii7
20 F <I B 7 9 9 (I S 8 8 8 7 8 8 9 'I 6 " 8 8 r 6 r 8 6 7 184
21 '4 7 B 7 8 8 Il 8 8 8 9 e /l e 9 ., 'I 'I !) 8 7 8 8 8 0 192
22 E --r.--S 6 '-7 7 7 s r Ii B 7 Ii Ii 7 B b s J 5 7 7 9 7 7 r-r-if9
23 F 7 8 r 7 6 I) 8 I) r s r 6 8 7 9 '7 r 6 B 8 7 q D 7 r 181
24 F 4 6 ~ ~ ; I) 5. {I 7 7 ., 6 Il 7 8 Il 8 Ii G 5 7 5 8 5 7 158
2S L 8 ~ 7 8 7"-9-8-0-8 7 8 U 6 7 '1 7 ''1 8 0 7 U e £I ( 7 lV9
;)0 F (; $ 5 r 5 7 5 5 7 6 6 6 5 5 6 7 5 6 7 5 Il 5 7 6 (I 145
27 F II 7 8 8 0 7 8 7 9 6 7 11 8 6 9 I) 0 9 8 7 8 7 0 ., 11 1M
28 E L 7 'I .(; 6 -6 d d 5 7 4 5 6 d Ii 7 6 tJ U 1 Ii C 6 (J r :;;--r;J9
:!9 F 7 5 5 5 7 8 (I s (I 5 7 6 6 6 8 s 6 5 7 Il " 1 3 5 s 748
30 F 7:1 {I 3 B 7 6 ~ 7 4 Ii 4 4 B 6 4 Ii Ii Ii 1/ (i 6 Ii ~ Ii 129

sUB tOTAL L 204 194 202 216 ;dil 229 202 ;m llls 196 213 ;!TIt2"urzuli 229 2UI)' zunl'f"i!w 2U4 215 212 223 ;W7:mrs;Jtr4-rr- A F B77'li97897i'9ge8~8UVIJ"U9898<103
32 F 5 4 5 ; 6 " 5 6 4 Ii Ii 4 1/ Ii I) 6 4 Ii 6 (; " 4 6 (I (; 126
33 F 3 5 1/ 3 S .3 3 7 Ii 3 :I 4 :1 5 Ii 7 3 6 ., Ii 5 :I 7 <I :1 107

~ A L 7 7 (; 7 'i 7 6 7 7 ~ 7 t 7 7 7 6 6 7 7 7 7 7 d (l 7 16U
3S F Ii 5 5 1/ 5 6 Ii " " 5 <I 5 ., 5 5 5 5 " Ii s 5 5 5 S 5 120
36 F 4 7 Ii 8 6 5 4 5 8 6 3 -I 5 S 6 ? 4 7 5 5 5 6 7. li . 6 ." 136
~7 It L 6 7 7 5 7 7 Ii H t 5 7 0 ~7 s r-7 s Ii (1 i" 6 l' r:;-u--r7lii1'
38 F 2 2 I 2 3 5 1 1 2 1 3 1 2 1 </ 1 1 1 lIS 1 2 3 2 49
39 F 2:1 , 3 1 6 3 1 l! 2 2 1 :1 1 6 1 :1 1 I :I 2 II 2 1 :1 61

--;ro-'.- A L Ii 7 IJ -i' '1 1 7 r s s '(f'(I7j Ii 7 7 S Ii 7 IS ., rr s il 153
41 F 4 6 3 7 $ 7 " 4 4 6 Ii 5 ti !i 5 4 <4 ~ 6 II 4 8 G 6 Ii 124
42 F 5 .:~ 6 9 9 5 5 6 6 i' I) 5 ~ 6 6 7 Ii 6 7 I) I) 5 I .j " '45
4;1 A L d T*7J"'rr-7 Ii I) 7 Ii 5 (j ~ Ii 6 r 5 Ii I) 6 Ii 6 II 16:1
44 F 2 1 1 1 1 3 2 1 ' 1 I 2 1 1 2 3 3 1 1 1 1 3 1 2 I .2 39
45 F 3 2 " 3 4 " 3 :1 2 2 3 " 2 " 5 .5 3 :1 3 :1 1 3 :1 2 "' 70
41i A---Z; 7 7 8 - r r 7 5 s 9 '1 '8 3 fi s 'i 7 .5 6 (I r-v-f"'; 5 9 IIi;!'
47 F 1 I 7 II 7 1 .1 (I 1/ 1 1 7 1 1 1 " 1 1 1 1 1 1 2 11 2 35
48 F IS IS 5 Il 5 7 Ii Ii 8 7 I) 5 '1 8 B 7 G 6 II 5 8 D 7 6 ., 160
49 1\ L' 9 5 (i ,,- e 9 s U 7 Ii ., 0 7 8 8 a 8 8 B ~ -"~ U d ·1115
SO F 6 5 3 1 5 II 6 5 8 6 5 5 7 G 7 3 4 5 2 ., 7 1 3 (I 7 1:)0
51 F a 2 1 1 6 7 2 2 :1 :1 :1 :1 2 2 :1 2 2 3 1 1 2 :1 II 3 2 61
S2 A . L. 7 7' 7 7 7 7 6 7 "I Ii 1 ~ b' 'I 8 7 --rr-r-u" 7 7 ·r·""';"u 115
53 F 5 IS 5 II 6 0 5 5 0 5 G IS 4 (1 D 01 6 6 1/ 5 IS IS 4 IJ IS 1~4
54 F 8 7 G 6 I) 6 9 6 £) S II (J 6 ~ 8 'I 6 9 'f /I 4 6 G 5 (j 161
~5 A LA< fJ f ·'-11 - Ii 7 7 'I 'I 't ;; rl" IJ 7--7""'-V- I} 7 7 II V >' ;: 7 1m!
~6 F 6 6 <I " (1 B $ 4 s 4 ,f s 5 Ii 0 4 5 Ii 4 s s 5 5 <4 Ii 125
51 F 7 Ii 5 ., ., 9 'I S 7 4 S 5 ., 5 ., ., ., 5 3 :1 S5/)" /) 140
~8 A L 777buB54d;r-r-:r-"3"4d3&:J74'l631J~'
59 ,.. 4 3 4 6 6 ., 5 5 4 3 " 3 4 <I 4 3 4 6 (0 5 " 6 :I Ii 4 )09
60 F 9 . d (J 9 9 B D 9 £) 'I. 8 B 8 8 9 . 8 8 8 0 . Il f) D II 8 ll. 201

1:1:113TOTAL 158 1[;2 142 107 170 iilJ 150 156"'iff'i45 148 142 144 1~7 1V4 160 14n5n62 14~ flifJ 155 ifiU"i57ri57"~iJff7
~rAL 302 ~46 M4 ~tJV4ii24j8:1S2:i71 :JU6 ~41 ~a1 :l1i0345 .6641;] :IOU ~(r:r:rlJiiT7JiJ1~!rmJ7iJ'lfj
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Table 5.2 originates from Table 5,1 and illustrates the comparative
scores between different sample categories and their significance,

Table 5,2 Overall significant difference between samples

-
CAiEGOflV SAMPLE MEAN VALUE PROBABIUTY LIMITS SIGNIFICANCE

OVERALL COMPAR 0,05 YES
EXC 30 176,10 4,029 0,0001 REJECTHo
AV 30 133,00 (EX> AV)

EXCElLENT GFIOUP NO
EXCL 10 171,10 CONFIRM He
EXCF 20 175,70 .(),110 0,9124

AVERAGE GROUP YES
AVL 10 168,'0 RE,JECTHo
AVF 20 112,30 3,454 0,0006 (AVL>AVF)

I,.EADER SELF NO
EXCL 10 1n,10 Jcc:::_AVF 10 168,10 i,1M 0,2568

FOLLOWERS IYES
I

EXF 20 175,70

I
tEJECTHO

AVF 20 112,70 4,112 0.0000 , (E!XF>AVF)

.1 ,_
DeCISION RULE : IF THE PROBABILITY LEVEL.IS >0,05,

ACCEPT Ho (NO DIFfERENCE BETWEEN GROUPS)
IF THE PROBA61LliY LEVEl.. 1$ <0,05,
REJ~CT Ho, AND CONFIRM Ha (SIGNIFICANT
DIFFERl!NCE BFTWEEN ()'iROUPS)

,
,...-- \\,__
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The following Information can be gathered from Table 5.2 and is
Illustrated in Figul'es 5.1 ·5.8.

.. The total sample mean (N;:::60) was 154, with the mean for the
excellent sarnple being 176 (N =30)), compared to 131 (N=30) of
the average group. According to the Mann-Whitney U test, there
Is a significant difference between the two groups .

• The mean for the excellent leader self rating (N:.= 10) Is 177.1
compared to 168.1 for the average leader self rating (this Is not
significant).

• There Is a significant difference between the excellent follower mean
of 175.7 compared to 112.3 of the average follower sample.

e Consequently, we can deduce that there is no difference between
the excellent leaders (177.1) and their followers (175.7). but a
significant difference between leader self perceptions (168.7) and
their followers (112.3) In the average sample.

From the above data, we can conclude that the most valid rating of
leadership Is from a follower perspective. Leader self rating Is not a
good indicator of leadership performance. The average sample of
leaders are not aware of the impact they are having on their staff.

The following figures Illustrate the above. Figure 5.1 shows the overall
mean dlfferenoe between the two groups. Figure 5.2 displays the
narrow difference between the leader self perceptions, while 'Figure 5.3
illustrates the statistically slgnlflc,ant difference between follower per-
ceptions. Figure 5.4 combines the comparative mean scores of the
four groups.

eXCEl..l.ENT M(;1"N (170)
o

AVERAGE MEAN (131)
w

Figure 5.1 Overall comparison between excellent and
aVef'BQ9sample
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EXCELLI?NT LEADER (177.1)
SSLF RATING

AVI:AAGE LEADER (1611.1)
SELF RATING

I

~-------------------_j

t
I

Flgurl3 5.2 Comparison of leader solf ratings

EXOEl.I.ENT FOLLOWER (175,7)
MEAN SOORES

AVeRAGE F(')LLOWEA (112.3)
MEAN SOORtla

Figure 5.S FollOwer comparative means
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MEAN SCORES
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100

00

00
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leAD rcu LeAl) reu,
snr SClr

t:XCELLENT AVERAGE

SAMPU; CATtGORY

Figure 5.4 Comparative mean scores

5.3 COMPARATIVE COMPETENCY SCORES.

Table 5.3 displays the statlstloal significance of the five leadership
competencies allowing for the testing of hypotheses one and three.
Figure 5.5 Illustrates the significant dIfference In mean scores between
the average sample of leaders and followers. Figure 5.6 com paras the
mean scores of follower ratings of excellent and average leaders.
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Table 5.3 Signifirant leadership competencies

CAT:O:GORY COMPETENCE SAMPLE MEAN Z VALUES PROBABILITY SiGNIFICANCE

LIMITS
EXCELLENT LIF AnENT NO

LEX 10 36,50
F EX 20 35,50 1,144 0,2527 ACCJ:PTHo
LEX MF.ANING 10 34,40
FEX 20 34,70 -0,264 0,7918 ACCEPTHo
LEX TRUST 10 36,90
F ex 20 36,00 0,066 0,9474 ACCEPTHo
LEX SELF 10 34,70
FEX 20 35,80 .0,858 0,3910 ACCEPTHo
LEX EMPOW 10 34,60
F ex

-: ... ',:. ,<,:,-,'-,,", ... :-:;

AVERAGE LjF·
LAV 10 34,80 3,542 0,0004 (AVL > AVF)
FAV 20 22,80 REJECTHo
LAV MEANING 10 31,70 .3,234 0,0012 REJECTHo
FAV 20 20,80
LAV TRUST 10 34,30 2,94a 0,00~2 REJECT Ho
FAV 20 23,10
LAV SELF 10 as.ao 3,49B 0,0005 REJECTHo
FAY 20 23,30
LA.V EMPOW 10 32,50 2,728 0,0064 REJECTHo
FAV

ILEADER CO~PAR
·";'/":":':"'::'::":·,:::'i.:.':";'·

AnENT
LEX 10 36,50
LAV 10 34,80 1,134 0,2568 ACCEPTHo
LEX MEANING 10 34,40
LAY 10 31,70 1,323 0,1859 ACCEPTHo
LEX TRUST 10 36,90 0,907 0,3643 ACCEPTHo
LAV 10 34,30
LEX SELF 10 34,70 (1,227 . 0,6206 ACCEPTHo
LAV 10 34,80
LEX EMPOW 10 34,60 1,096 0,2730 ACCEPTHC)
LAY 32,50 ..

,<",;:,::.,>,',",,:::::':":':

FOLLOWERS· AneNT
F EX 20 35,00 4,233 0,0000 REJECT HI)
FAV 20 22,80
F EX MEANING 20 34,70 4,531 0,0000 REJECTHo
FAV 20 20,80
F EX TRUS. 20 36,00 3,949 0,0001 REJECT tiQ
FAV 20 23,10
FEX SELF 20 35,80 4,179 0,0000 REJECrHo
FAV 20 23,30
FEX EMPOW 20 34,00 3,a65 0,0002 RI':JF.CTHo
FAV 20 22,40

DECIS!ON RULE: IF THE PROBABILITY I,.EVEI.IS > 0.05,
ACCEP',' Ho (NO DIFFERENCE BETWEEN GROUPS)
IF THE PROBABIUrv LEVEL IS <0.06,
REJECT He, AND CONFIRM Hn (SIGNIFICANT
DIFFERENce BETWEEN GROUPS)
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MEAN SCORES
~D

118

30

28

~o

i.O

10

II

0
I. F
ATTENT

I.. F L F
MEAN TRUST SELF
COMPETENCE CATEGORIES

L F
EMPOW

Figure 5.5 Competence categories - average sarr:ple

MEAN SCORES
~o

30

10

0""'---"""'"
ex ~v ex "v I X ~v I'X AV

L. . .AT,_T£_.N_T Mt_A_H i_RU~S_T S_C_~ t_M_P_ow ~
COMPa(NC( CATtGORleS

..
Figure 5.6 Competence categories - follower comparison
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The fo:lowlng information can be derived from Table 5.3.and Figures
5.5 - 5.S.

• There is no significant difference between the leader self scores on
all five competencies.

• There is a significant difference In the scores of the followers.
Excellent followers: scored their leaders significantly higher on all
five competencies.

• There Is a siQnificar,t difference between the average leaders self
rating and their followers who scored t'iern lowe: on all five com-
petencies.

• There is no significant difference between excellent leaders and
their followers.

Consequently hypotheses one and three are confirmed :

Hypotheses one :
"The four competencies of the management of attention through
vision, communication through meaning, 'trust and the manage ..
ment of self, distinguish excellent from average lead')rshlp • from
a follower perspective, II As previously evident, leader self rating
Is not a reliable Indicator of leadership competence.

It needs to be remembered that the highest mean score amongst the
excellent leader self rating was 36.9, and the highest score amongst
followers was 34.95 out of a total score of 45. This indicates fhatthere
Is stili room for Improvement amongst the excellent group.

Hypotheses Three:
"Followers of excellent leaders will feel significantly more ern..
powered than average followers." Empowerment Is therefore
both a competence and consequence ot effective leadership.
This finding adds a new competence to leadership In a South
African context.
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5.4 COMPAiRATIVF£ PERCEPTUAL GAP

Table 5.4 records the 'gap analysis' between perceptions of leaders
and followers along the five leadership competencies.

Table 5.4 Gap i~l1alysiscomparative scores

CANDIDATe LEADenSHIP LI!AUER AtrENTION ~~ MI!AfIINO GAP fnUST GAP seLl' GAP EMPOIV GAP TOTAL MEAN

NUMbeR CATEGORY FOLLOWER AUALVSIS ANALYSIS ANALYSIS ANALVSIS ANAYSIS

E L 22 2. 3~ ac 30 135

F 32 11.« 36 a.M .0 6.00 35 10.' 3S 10 In 10,15

32 f1.44 38 (1.12 AI 6.. 8 3d UD " 181 '.9.L
E .-..E! 35 3~ ,~ 32 177 _.-

ac 22.. 20 22,' 3' 12,16 ..E!.. II,S2 35 12,0 1611 I~,'.~

3' 1M 31 11.2 40 1.0 36 IU2 35 12.0 102 12,18••

E 43 43 43 3S 31 201 .-
31 13.10 3' li1.Oe 40 DO 30 U 30 MD 103 1'",,29

30 10,32 38 12.04 40 Q,O 3T 11.2 lID lQ.36 102 10.81

10 3D 3ft 01 _!l4 33 110

11 '3 3,,. 41~ D.M '2 _!O_ M ~O M 2<l6 8.1&

12 " 6,00 41 0,00 .• Oob:: )0 0,12 1l1li U7

13 31 .0 -- +...::~ 1<1 lao

14 42 4,44 ., ....~- --~ D,~ :!OO T.2

'5 31 i'IO,'/2 2Il 11.112 r--'3B .t.1t , ~, ;/1 ac 1M 1B,D

10 ~I '0 30 '1. . 30 100

17 27 2D,1l!! ac M.' 1C
'_ _ ...l!... OUI 110 33.. '

III 41 ~.~ 43 :U 4'_ 3. 0,12 211 M8

10 ! 31 31 AO
,

c.-!8 ..... lft1

20 33 17.16 34 1',00 .2 4, .-..E!._ 10.01l Ie. 12.27

21 34 16.26 10 6,0 30

~
.-2.~ 10.06 1~2 0,87

22 42 '14 33 - +-~ 170

23 " 13." 31 1<lOO 33 16,04 30 ,,,. 3D 13,6 m 12.5

2. 34 I~.'O lie 28,04 33 lM4 32 tM'2 33 ~, 100 10,10

26 .0 3S 30 31 M 100
ac ll1> 25.6 28 aO.e6 20 M 31 2i 1',2 31 1MB 145 24,10

27 30 M 30 0,12 38 1,e '0 1,' 311 D,78 194 0.37

~ E ~O 30 20 3a 211 ,.0 --
211 . :,~ 12 20 10,2 26 21,8 " 10.0 'Z7 10 1111 11,94

30 30 18 20 22,8 21 ~1 20 2U 20 20 120 22.00

TOTAL '4.C2 '3.03 11,73 11!.88 14,1' 1;1.111

CANDIDAT~ LEADERSHIP I,MOER ATTENTION GAP MEANING GAP TRUST ro;;p sm O~~ ttMPOW OAP 10T~L M!!AN
NJMDttR CATEGORY ~OLLOWen ANALVSIS hflALYnIS .oN'LVSIS ANALYnIS ANAVSIS

31 A L It 41 '3 40 38 2O~
32 F 22 37.12 23 :18.00 2& 20.24 26 38.4 21 irl.!lA 1:111 32.18
33 F 12 'M3 \'c. 12.2 30 26.6 23 36.2 '. eM 107 37.&8
34 A L 34 33 3' 31 33 161
36 P 2. 21 26 28,1 23 ::9V2 2. 28.'" 23 -""'''' 120 .28.:2
38 F 21 32,dl 24 21,12 30 20.A 31 IlI,OI 32 1M' 136 23,31

" " L 32 .~I-- '\3__

I- 62,8
32 _33 30 100----~ ~ 16 37.12 6 0 '1.38 12 ",se Q .o.e '!I "'.64~- F " 10,se 0 l1,1l!! 0 4M2 1~ '3.M' 10 42 01 41.,.

1-' 10 A I. se :If 32 31 31 1&3
AI F 24 ac.' 23 ~U2 2.' 21.76 27 ~1,1a ac 23,68 124 2!23~
.: F 3S 24 25 23.2 34 14,00 '" 23.11<1 3' 1:1.4 UI5 N.se

'3 A L 31 21 33 02 2fI 152,. F 11 42.11 a '3.61 7 60,16 7 '0.&0 e 02,02 30 4U3
.0 I F U 30," 15 33.8 17 36,00 " ~g,6e 16 33.11" 7. 3(1,"
10 A L 33 :8 30 37 .:L- 163

" F 5 82.8 0 ",8 8 63.' 1 U.24 10 " 31\ A!I.M

U P 31 1Mb 20 1M2 )1 16.11 33 IT,76 iI4 lU .60 10,(J!\

'0 A L - 11 31 '2 03 :lB 186
so F 30 2",8 26 :24." 2. 36.30 ~7 2il 24 31,02 1M .... 2
61 F 15 .0 .. 10 13,1 10 ".4 11 .6,'" 10 83.2 D,!. '8M

---;;- 1-' A L 38 33 36 ,6 :lB 116
F 00 25 -21 i1l.!, 20 20 31 :10,10 23 31," 134 alS •• '

04 F 28 2:1.11 31 _. 11,112 34 - t&.' 36 '2.~ 211 23.0. 101 17.12
66 A L 30 31 ., 35 37 180
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Figure 5.7 IlIu~trate$ the comparative mean scores between the excel-
lent ar,cl average s.Ar.':ple. The lower the perceptual gap, the more
congruent leader ·klilnwer perspectives are.
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Figure 6.7 Comparative perceptual Qap differentlElI

The following !lfforrnatlon can be derived frorn Table 5.4 and Figure 5.7.

• The perceptual gap mean scores along all five drnenslons of
leadership are significantly lower in the excellent sample.

• The lart;9st 'dlfferemc0' between the two samples 'Mas recorded on
the trust competency (11.73 Excellent· 31.01 A%rage), suggest-
Ing a possible Intervention ,_Jint to develop ieadershlp In the or-
ganisation In the future. In this respect, trust cannot be
commanded. It Is eamed by being and by being seen to be
trustworthy.
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5.5 INDIVIDUAL L':ADERSHIP ACTIVITY

Tt!lble. •• j records the total cumulative scores of Individual leadership
activity. J'hemaximum" Jtal score Is 90 (9x10). Followers scores have
also been converted to mean scores with a maximum total of 90 by
adding the two scores and dividing by 2 • thus accounting for the
fractions In the sample. This allows comparisons to be made of
Indlvldusl scores across groups. The total scores have been derived
from the raw scores displayed In Table 5. 'I.

Table 5.5 Indlvidualleader ...·hip activities

~·--~r---------------'------~~~~·~E=R~SH~IP~Am=I~~T~IE~S--------------------~--~
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The following information can be derived from Table 5.5.

• Them was a similarity In the range of total scores w;thln the
respective groups, Indicating no Individual activity that was slg-
nlfir~F'.,tlydifferent from the rest.

• The maxumum leader self rating was 78 with a minimum of 62 •
suggesting that there Is still room for Improvement with all individual
leadership activities, and competencies amongst the excellent
group. Consequently, the average sample should not be the
exclusive focus of future leadership development.

'the following activities represent the highest scores for the different
sample groups:
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"EXCELLENT' LEADERS SELF RATING

- Expect uncompromising standards of excellence and concern with
Improving previous standards (78).

- Rely on people and enable them to more purposefully manage and
enrich their lives (78).

- Create conditions where employees are Willing, eble, and allowed
to perform (76).

- Seek to understand what is preventing an organisation or depart-
ment from growth and achieving objectives (74).

"AVERAGE" LEADER SAMPLE

- Demonstrates trustworthiness and consistency In behaviour, that
Is congruent In word and deed (77).

- Seeks to understand what Is prevl:lnting an organisation from
growth (77).

- Expects uncompromising standards of excellence and concern
with Improving previous standards (73).

- Perceives change and thl'8atenlng situations as a challenge and
opportunity for growth (73),

"EXCELLENT" FOLlOWEF\ SAMPLE

- Perceives change and threatening situations as an opportunity for
growth (78),

- Expects compromising standards of excellence and concern with
Improving standards (75.5),

- Demonstrates trustworthiness and consistency In behaviour that Is
congruent In word and dead (75),

- Accepts responsibility for creating Individual life experience, rather
than blaming sltuatlons (74).
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"AVeRAGE" FOLLOWER SAMPLE

Expects uncompromisir!g standards of excellence and concern
with Improving previous standards (58).

Perceives change and threatening situations as a challenge and
opportunity for growth (55.5).

~ Demonstrates trustworthiness and conslstenoy in behaviour that Is
congruent in word and deed (50.5)

- Creates conditions where employees are willing, able, and allowed
to perform lob related activities (48).

Table 5.6 has been generated from the follower scores detailed InTable
5.5. The significantly different scores between average leaders and
their followers suggests Immediate Intervention amongst this target
group. The greater the gap differential between leaders and followers
• the more urgently that particular activity needs attention.

Table 5.6 ranks Individual leader activity according to the Ilugest gap
differential - thereby suggesting a starting point fr;-:rfULUl'9 Intervention.

Table 5.6 Follower/leader perceptual differences

Ouootlonalro SAMPr~ por&2'~ual Ranking Lendor AcllvltyNumbur orou

!--- I. I'
21 77 44,6 32,$ 1 ROmoveDOr9~nl&~lIonpl obBloclsM
11) ?1 40,6 30,6 2 Inlotllallocu~ 01control
1 71 43,5 27,6 3 ~uturo vision, provldos dire ell on
2 GQ 41 27 4 SuI! Awarono.,
a 65 30,5 26,5 Ii Communfcatos cfeary
Ii 77 50,S 20,6 G Congru!lnQQ. word ~hd doed
0 69 43,5 ~5,6 7 Indlvldualtru&t
11 05 41,~ 23,6 8 Fooun on puolnosQ 60Gonllol&
4 71 40 23 9 $Qclall$!id/cOh$lrUQllvo powllr
22 67 44 23 9 synergy through eemmon rnoonJI')9
24 67 44 23 9 Compotence
10 65 42,6 :;:2,6 12 POQploDOcrooUvo/compotant
12 62 40 22 13 CommunleMOs ulldgrotQndlno/~mpQthy
20 1)2 40,S 21,6 14 CroDllie mOQi\lno
17 62 40,S 21,6 14 PoOple allonllon and commitmont
13 $2 41 21 10 Focus on cUrTont roollty
14 0(1 45,6 ao,s "17 Conslnht or~nnl~Dllonnl posltlonlno
10 02 41,5 aO,ti 17 Awaro OI'gMlfUlllonal conslrQJnts
10 1)5 45 20 10 Innnto Viorth of poopia
28 115 40 19 20 Development and tr~lnlng rQlo
U 00 51 10 21 IndividUAl growth and loornlno
23 65 41,5 17,6 22 Rollon on J>b:!ol(l (trust)
16 73 5M 17,5 22 Cognlllyq hnidlnoQs
7 61 44.5 16,5 24 Crooto mOhnlng In chQngo
6 73 58 15 25 UncomprOmlBllig stDndDrd~. Excellence
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The following information can be derived from Table 5,6:

• The:!first eight activities are spread across all five competencies
suggesting the Interdependance of leadership activity. Conse-
quently any leaderhip intervention should cover all five competen-
cies, beginning with:

- removing organisational obstacles to Individual and/or
organlseltlonal growth (empowerment)

- developing an Internal locus of control (self)

- vision of the future (attention)

- self awareness (self)

- communloates clearly (organisational trust)

- congruence In word and deed (organisational trust)

- indivlr'ul:J.ltru~'~

- focus on business essentials (attention)

e.e SUMMARY

The following polnts summarise the findings of the rssearc'

1. Excellent leaders were rated significantly higher on the dlmen-
slons of the management of attention, meaning, trust and self, by
th~llrfollowers,

2. TherC:!was no difference between excellent leader self scores and
average leader self scores on the above dimensions.

3. Consequently, follower perceptions of leadership become the
crucial variable in Identifying leadership competence. Leader self
rating Is not a good Indicator of leadership competence.

4, As expected from t~.e above, the perceptions of excellent leaders
L d their followers are more congruent than those In the average
SL iple,
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5. The empowerment of followers by excellent leaders emerged as
a distinguishing competence and consequence of fJffectlve
leadership.

Consequently, the Bennis .and. Nanus (1985) ieadershlp competence
model was confirmed In a South African business context • from a
follower perspective. The original model was not scientifically derived,
and Included only leaders In the original sample. The above results will
be Interpreted In Chapter VI together with recommendations for future
research, and the future application of the findings to developing
leadership corroetence within organisations.
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CHAPTER VI

DISCUSSION AND RECOMMENDATIONS

6.1 Introduction

The purpose of this chapter is to critically discuss the research findings
as well as offering reoommendations for future research and the
strategic development of leadership within organisations. This chapter
consists of four major sectlons,

seouon 6.2 discusses the reasons behind the large perceptual gap
between average leaders and their followers, as well as the orqanlsa-
tional culture and how this Impacts on ineffective leadership.

Section 6.3 - 6.4 offers an explanation for effeotlve leadership, despite
the organisational culture with reference to previous research and the
theoretical framework underpinning the study.

Section 6.5 - 6.6 provides an overview of the effectiveness of the
assessment methodology used in ldet itifylng leadership competence
and makes recom.nencetons for future research.

Finally, sectior 6.7 explores critical strategic issues concerning the
development vi leadership within organisations from a process, con-
tent and methodological perspective.

6.2 Ineffective Leadership and Divergent Follower Perspectives.

6.2.1 introducnon

Table 5.2 Illustrates the significant difference between average
leader self perceptions and follower perceptions of the same
leadership aotlvlty. In contrast, there Is no difference between
the perceptions of excellent leaders and their followers. Over-
all, excellent leaders had a mean score of 177.10 compared to
175.70 scored by their followers. In contrast to the average
leaders self score of 168.10 coroparao to 1i2.70 of their
followers. A similar significant difference of vastly divergent
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perceptions occurred on all five competence dimensions, be-
tween average leaders and their followers,

Consequently, the critical variable in measuring leadership Is
the followers who experience the Impact of leadership be-
haviour. Leader self asseesme: is not a good h,dlcator of
effectiveness. Average leaders i::Il"<3 not aware of the negative
Impact they are having and consecuently there Is a perceptual
gap between leader intentions and follower experiences. This
has implications for the necessity of follower and peer assess-
ment as a fundamentally essential performance appraisal tech-
nique which will be discussed later under strategic leadership
development.

6,2.2 Perceptual congruence and Shared Meaning

Kouzes .an.d Posner (1989) pOint out that leader self studies
reveal only half of the essence of leadership. A leader, by
definition, must have followers who choose to follow the leader.
In this regard, leadership Is In the eye of the foHower or the
experience followers have of leadership activity. consecuent-
Iy, It Is not the intention of the leader that is Important, but the
follower's experience t.f this behaviour that will determine the
aotlon that is taken, and thus the effectiveness of leadership.
In this regard, the extent of perceptual overlap between leaders
and followers Is vital for effective leadership.

Hersey aod Blanchard (1982) point out the Importance of
leadership that Is flexible and can adapt to a varlety of situation
demands and follower expectations. Comparing ones self
per= ption of leadership with perceptions of others is essential,
pat. ~ularly since ones self perceptions may not reflect actual
leadership behaviour, depending on the degree of perceptual
overlap with others. Complex managerial tasks In an ex-
ponentially changing environment require diverse leadership
flexibility and the congruence of perceptions between leader
and follower.

A useful vehicle to explain divergent leader/follower percep-
tlons, and ways of rectifying this Is tr.e Joharl Window (Luft and.
Ingham, 1970).
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6.2.3 Perceptual Congruence ..Giving and Receiving. Feedback

Hersey aoQ Blanchard (1982) summarise recent thinking by
pointing out that Iloladershipcompetence/style can be learnt,
but question thFl willingness of people to learn to become
adaptable. Once people are conscious of the Impact they are
having on others, research has shown that behaviour can be
altered If people choose or are willing to do so (Hersey MQ.
Blanchard, 1982). Consequently, self awareness of the im-
pact you are having on others is crucial to effective leadership,
together with a willingness to change this behaviour to the
benefit of self, followers and the organisation. This In turn Is
dependent on receiving and giving feedback from other people
such as followers.

Lutt and Ingham (1970) developed an instrument know as the
Joharl Window, designed to measure the extent to whloh
people give and receive feedback. Luft rum Ingham (1970)
point out that there are some attitudes and behaviours
engaged in by leaders that they know about themselves. This
'known to self area' included their I<nowledge of the way they
are coming across to the people whom they are trying to
Influence. At the same time, part of the leader's personality is
'unknown to self' and the impact they have on others. This
could be due to their followers not giving them feedback or due
to the leader not being sufficiently alert to pick up and com-
prehend the verbal and non verbal environmental cues. Thera
will also be parts of the leader's personality that are known to
other people that he is not aware of (blind spot), as well as the
private area which he/she Is aware of but does not disclose to
other people. The arena that is known to self and Is disclosed
to others is referred to as the 'public arena', while the area that
both the leader and others are not aware of has been labelled
the 'unknown'. This unconcious area may be having a relevant
and dramatic Impact in terms of choices of activity and the WRY
this impacts on others.

Hersey W..Q Blanchard (1982 : 243) comment from extensive
leadership research Involving the Joharl Window, that it Is
possible to pre~1ictthe shape of the public arena. If there Is a
great discrepancy between leader self-perception and
followers' perception, the leader's public arena would tend to



110

be very small. The converse applies with a large arena where
signific~nt perceptual overlap occurs. Consequently, We
would expect average leaders in this study to have a narrow
arena due to extensive defences and art organisational culture
that does not oncourage the giving and receiving Of fGsdback,
particularly from subordinates.

• Seeks to understand what is preventing an organisation or
department from growing F.mdachieving its objectives.
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There are two processes that affect the shape of the Joharl
Window, or configuration of the above four areas. The first Is
called feedback • the extent to which others in the organisa-
tional setting are willing to share with the leader an how he or
she is coming across. This is dependent on the degree of trust
in the organisation and the degree of apeness In the organisa-
tional culture to challenge the status qua and to learn from
mistakes. It also requires openess or willingness from the
leader to perceive this feedback. This willingnenu :s in turn
related to an Internal locus of centrot or 'assuming respon-
sibility to initiate and sustain change'.

The willingness to receive feedback Is also related to the
following competencies listed irl the questionnaire:

• Is able to diagnose and change Inappropriate behavlour
and indenpendently take constructive action.

• Accepts responsibility 10rcreating individual lifeexperience,
rather than blaming situations or people for misfortune.

• Perceives change and threatening situations as a challenge
and opportunity for personal and/or organisational growth.

• Is committed to self development and continual learning.

Table 5.5 shows that excellent leaders were scored &i"lnlflcant-
Iy higher an all of the above, by their followers in cur itrc(st to
follower scores of average leaders. Many managers cut off and
eventually stifle feedback from tMlr people by arguing with
them about their feelings and perceptions, not being able to
draw the distinction between unacceptable feelings and unac-
ceptable behaviour (Hersey and. Blanchard, 1982: 239).
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In contrast, successful people realise that 'feedback Is the
breakfast of champions' and is the only way for people to learn,
adapt and grow. Feedback which is negative is construed by
successful people as an opportunity to try something new, and
not as failure, with the consequent employment of defenses to
protect a weak self concept (Bennis.md. Nanus, 1985). Bennis
(1989) concurs, pointing out that leaders encourage dissent,
or the organisational oorohary of reflective backtalk, "Leaders
need people around them who have contrary views, who are devil's
advocates, variance sensors who can tell them the difference
between what is expected and what is going on" (Bennis, 1989 :
195).

The second process affecting the shape of a person's Johari
Window is the process of disclosure or giving feedback. This
involves the p)ctentleaders are willing to share with others in
their organisational setting data about themselves, their feel-
ings, attitudes and assumptions. In the process of disclosure,
the more organisationally relevant information the leaders dis-
close, the more the public arena opens up, and followers
themselves can make informed decisions about how to act
more effectively.

'~n interesting phenomenon. occurs in settings where there is
simultaneous feedback and disclosure. Not only dces the public
arena of these leaders begin to extend itself into the blind and private
arenas, but there is also the high probaqility that some of what was
previously unknown will begin to surface into the public arena"
(Hersey Sill.d Blanchard, 1982: 241),

This practice which is familiar to both the psychotherapist and
organisational development experts, of necessity Involves an
element of risk and rejection. Giving and receiving feedback
Involves identifying where an organisation now stands in rela-
tion to its obJeotives,or kJentifylng the self defeating patterns
and learning disabilities preventlnq organisational and in-
r.llvldual growth (Senge 1991).

In summary, the key to obtaining a perceptual fit between
(p,adersand followers appears to be the leader's willingness
and ability to manage him/herself by receiving and giving
Ieodback. This view is r@lnforcedby the high scores of the
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excellent leaders an the management of self competency
(Tables 5.3 and 5.5).

This explanation is supported by local findings emanating from
research involving twenty-six chief executives. Kelly (i98a)
found that leadership was essentially an interpersonal activity
including the importance of being in touch with one's people,
of bGii .;;J able to communicate with them, empower them and
draw them in behind one (Kelly, 1986: ii). Self awareness and
congruence in word and deed are critical factors underpinning
tfi') above.

On an international level, Boyatsis (1982) found that the com ..
petencies at effective self management were significantly re-
lated to self assessment, self control, cancel n with impact and
self confider e as criteria underpinning managerial success.

Bennis (1989) summarises the lrnportance .:,1 self awareness
and other competencies in developing complementary leader-
follower perceptions:

"Leadership development is based en the assumption that leaders
are people who are able to exp-sss themselves fully. By this I meau
that they "now who they are, what their strengths and weaknesses
are>and how tofully deploy their strengths and compensate for their
weaknesses. They also know what they w,,-,.. '. whv they want ,'it, and
how to communicate what they want to others, in order to gaii1.their
cooperation and support.

Finally> they know how to achieve their goals. TIle key to full
self-expression is understanding one's self and the world, and the
key to understanding is learning - from one's own life and ex-
perience" (Bennis, 1989: 3).

6.2.4 Organisation Culture in Contrast to Leadership and
E::mpowerment

The previous section pointed out the lrnportarce of giving and
receiving tesdback as a fundamental criteria of eftfectlve leader-
ship. However, in an environment where information Is with·
held as a form of power within an hierarchical orgar,: atlon,
with a win-lose power orientation, candour and honestly may
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be activeiy discouraged. In such an organisation, there may
be little or no consequence to denying feedback.

Edgar Schein (1980) points out the interdependence between
leadership and culture, where leadership influences and is
influemced by the organisation's myths, rules, folk laws, values,
policies, attitudes and behaviours which are bath Implicit and
explicit.

In attempting to explain ineffective leadership, the broader
context of the mining industry needs to be explored. The
Ohamber of Mines is dependent on the major Mining Houses
for funding and is consequently answerable to the industry for
the effectiveness of its servlces. Over the last two years, there
have been a number of retrenchments within the Ohamber 8!3

a result of the poor gold price and a perception that certain
Ohamber services are not cost effective. As a result, most
departrner.ts have taken on a defensive or reactive stance
vis-a-vis the Mining Houses, including cost cutting and severe
budget constraints. Stability has become the norm amidst
tumultuous change, and departments have become lrnmobl-
lised, adopting a 'walt and see' attitude, despite the espoused
leadership role in the company's strategic plan. Individual
visits to various departments, during the administration of the
questionnaire confirmed the depressed, apathetic atmosphere
an j reactive stance of many leaders.

.
The organisational culture of the Chamber of Mines Is lnex-
tricably bound up with the Mining Houses. Jacobs (1961 ~360)
points out that the mining Industry constitutes a peculiar type
of Industrial complex with its own unique structure and value
concepts. He compares the mining community to the army -
sharing a similar hierarchical structure, with an emphasis on
status.

The group system In the mining industry, while having merits
In terms of the mobilisation of technical and financial resources,
reinforces the system's hierarchical control structures. Under
this system, Individual mines are subjected to a veritable array
of experts who are superimposed upon the existing manage-
ment structure - introducing excessive centralisation and ver-
tical span of control. lhe Chamber of Mines Is also subject to
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this pressure, where for example, within the industrial relations
context it has little room to manoeuvre at yearly wage negotia-
tions and the need to accornodate the most conservative
Mining House's (the lowest common denominator) wishes. I~
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Against this backqround and in response to the committee
system of decision making, there arises a strong compulsion
to behave as a manager rather than a leader, because respon-
sibility Is often delegated withoLlt authority,

This adherence to structures places emphasis on the conven-
tional and familiar, and induces resistance to change and
reinforces the managers autocratic and patriarchal position
and entrenches a value system wnich gives excessive
prominence to status, earning capacity and other materialistic
considerations (Jacobs, 1960).

1'1'11::; str: .cture and culture is in direct contrast with the global
trends, necessitated by exponential change to reduce hierar-
chical levels, encourage autonomy and decentralisation and
to empower people - as a source of competitive advantage
(Senge, 1991; Hall,1990).

Moss-Kanter comments on the above changes impacting on
managers:

11M'anagerial work is undergoing such an enormous and rapid
change that managers arc re-inventing their profession as they go.
Managers have little precc den: to guide them} as they are faced with
extraordinary levels of complexity and interdependency and eroding
sources of traditional power and ineffective use of old motivational
tools. In short} leadership is more dlfficult yet more critical than
ever" (Moss.Kanter, 1989: 91).

In response to the eroding sources of traditional power, many
managers will adopt a more excessive authoritarian approach.
This Illustrateti the way these managers handle power, as a
win/lose situation and how they see their followers.
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o Views people as creative and competent (excellent fol-
lowers - 67.5; average followers - 42.5)

"Managers hove a distorted view of the people they manage. Fewer
than twenty per cent of managers today manage as if their workers
were competent. Yet realistically, very little that managers do would
have any relevance at all if it we-renot for one basic fact; by and
large people are capable of doing what needs to be done" (Hall,
1990:14).

The belief of incompetence, and consequent self fulfilling
prophecy is expressed in authority relationships, decision
making structures and job descriptions (Hall, 1990).

This descrlptlon of seeing followers as incompetent is con-
firmed by the significantly lower scores of the average leader
sample by fullowers on the following leadership activities tabu-
lated on page 98.

• Articulates and embodies a moral code that cares about
people (excellent followers - 72; average followers - 45.1)

• Relies on people and enables them to more purposefully
manage and enrich their lives (excellent followers· 72.5;
average followers • 47.5)

• Creates an opportunity for self development and contlnual
learning in others ( excellent followers - 71.5; average '
followers - 46)

In terms of remeving organisational obstacles associated with
bureaucratic organisations, excellent leaders were scored 64,
compared to average followers (41.5).

The same can also be said for communication problems •
excellent leaders had a follower mean of 70 compared to 38.5
by average followers In measuring the aotlvity of 'consciously
communicating a focus that is meaningful for people, through
verbal expression of ideas, symbols and graphic expression of ideas '.

It must be remembered that the same hundred year organisa-
tional bureaucracy and committee system confronts both sets
of leaders. E:xcellentleaders however, have learnt to 'cut
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through the red tape' and empower their people, particularly
in the sphere of influence of their own departments. In con-
trast, average leaders have maintained the status quo and
contributed to the bureaucratic culture. The process of learn-
ing and explanation behind successful leadership despite this
organisational culture will be explored In the next section.

6.3 Accounting for Successful leadership

Traditionally the social sciences have operated from a pathogenic
paradigm, focusing on factors conducive to disease, mental disorder,
stress and poor performance. The competence approach in contrast,
identifies factors conducive to excellence that people have cultivated
over a lifetime in order to accelerate the development of trainees over
a shorter time span.

This section seeks to identity factors conducive to the development of
leadership competence. despite the organisational culture; failure of
formal management development (Livingstone, 1973; Mintzberg.
1973; Bennls.lill9.. Nanus, 1985; Margerison g_o..d. Kakabadso, 1984)
and failure of informal development in South Africa (Pruett, 1988). ihe
explanation of effective leadership will draw on previous research and
the theoretical overview discussed in Chapters II and III.

The excellent lE'aderf. in the sample have learnt their craft despite a
multitude of restraining factors. Thls process of learning is describer:!
below by South African executives.

"I had to learn to be more sensitive in my dealings with people."
(Executive no 5)

"I learnt that you can't play around with people as if mey're pawns. If
somehow a trust relationship breaks, you can't easily fix it."
(Executive no 25)

J

1
<1

"Belng self-taught, I'm a very hands-on manager. Ihad to learn to allow
people to do It their way; I head to learn to allow them to make their
own mistakes. II

(Exocutlve no 20)

(Kelly, 1986 : 098)
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On ~.rl internatiol1al level, the American Management Association
Study, L'l')lj11g &:. critical success factors underpinning leadership
(Margerison 2M 1'<akabadse, 1984) highlighted the importance of
leader flexibility 1(1 accepting the views of other people and to adjust
their own actions to accommodate organisational processes. This
relates to the previously described Johari Window, with a willingness
to give and accept feedback, as does the primacy of 'process' or
people competencies. Self understanding was also considered vital,
inoluding an appreciation of strengths and weaknesses and a willing-
ness to change In this regard. As described previously, self awareness
or exploring the unconscious arena is a precursor to change. There-
after, the critical determinant of growth is a'.willingness to change.
starting with self which relates to management of self described by
Bennis (1989).

From a South African perspective, Kelly (1986) identified the following
key influences on a leader's career development:

1. Ability to work with a wide varib,;/ of people (consequently inter-
personal skills must be incorporated into any development
programme).

2. Desire to achieve results (which can be likened to a personal
and/or organisational vision and used as a basic selection deter-
minant in any leadership development process),

3. Analytical Ability w Including the ability to think laterally, divergently
and understand 'the real parameters and dynamics of a situation'
(Kell~11986.69). This related to the natural ability executives have
to think systemically, tolerate ambiguity and to determine current
reality. Oonsequemly, systems thinl<ing is an essential ingredient
of fundamental change and needs to be included In the process
of leadership development.

4. The ability to manage, change and hl,ndle ambiguity. Conse-
quently, the dynamics underpinning change on an individual and
orqanisatlonel level should be Includ~d In leadership develop-
ment.

5. Broad business experience .requirIng a structural developmental
path.
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6. Relevanteducation and training - that related to immediate needs
and has applicability or. the Job.

7. A clear vision or value system.

Executives also identified the importance of obtaining commitment
through teams; understanding key business principles; developing a
clear mission; having a marl<etingorientation and t~leimportance of
setting high standards and measuring these - a factor confirmed by
this present study.

Bennis (~989)j points out the importance of lifelong learning as a
fundamental vehicle for leadership. He points out that leaders have
learnt to overcome learning disabilities where what we need to know
gets lost in what we are told we should know. Learning then. is Simply
a case of remembering what is important.

"Thisprocess of learning has many recurring themes ~the need for education
both formal and informal; the need to unlearn so that you can learn
(overcoming sdf defeating patterns of bahaviour); the need for reflecting
on learning, so that the meaning of the lesson is understood,' the need to
take risks" make mistakes, and the need for competence, for mastery of the
task at hand' (Bennis. 1989 : 9).

Bennis distinguishes between the om....-born, and twice-born leader
and learner. The first group has an easy transnlon though lifeand have
become a product of their circumstances. In contrast, the twice-barns
are often isolated or suffer in the developmental process, le~rning to
become independent, relying wholly on their own beliefs and ideas.

l
r;,

Consequently. they have learnt what works for them, and to commit
themselves to follow their own inner voice In order to express themsel-
ves fully, regardless of the context (Bennis, 1989).

As expected from the theoretical overview of leadershp, the five com-
petencies of leadership emerged as distinguishing factors between
excellent and average performers.

6.4 Critical Leadership Competencies



119

6.4.1 Vision

The importance l_Jf vision is supported by previous research
concerning leadership in a South African context (Kelly, 1986).
However, Lapins-ky (1990) found that the ability to concep-
tuallse was not a distinguishing factor between excellent and
average managers.

Conceptualisation refers to the ability to p=rcelve a pattern or
structure in a set of facts not evident to others - a skill used by
creative and lnnovatlve thinkers (taplnsky, 1990: 130). This
competence is essential for the identification and clarification
of o:;trategicissues and Is a fundamental competence required

,dr moving from a managerial to a strategic position in the
organisational hierarchy.

The results of this study agree with Kelly's (1986)findings. The
,.bility to inspire a vision of the future of the organisation that is
attractive and aligns activity is particularly relevant in a chanq-
ing political climate wbloh generates fear and apathy.

6.4.2 Meaning Through Communication

Kelly (1986) found that chief executive officers had superb
communication skills, both on an interpersonal and an or-
ganisational leve', Surprisingly, however, Lapinsky (1990 :
127) did not find ~nanaqerswho consistently demonstrated the
ability to persuade and influence others as a significant com-
petence of effective management. On a conceptual level,
these managers had a olear understanding of the importance
of persuasive oral communication, although this was not
actualised on a soolal role and a skill level. Given the primacy
of this competence, Lapinsky concluded that the ability to
Influence and persuade others was an essential competence
these managers needed to learn.

The Importance of being available and visible to promote
two-way communication is expressed In the following extracts
cf the Kelly study (1986 : 111).

"1 make myself available to my executives Immediately for
business and private needs. II (Executive no 21)
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"My days are totally unstructured - they involve a few meetings
and appointments and a lot of walking about and chatting to
people at all levels. I believe in very heavy networklnq." (Ex-
ecutive no 22)

"[ spend the greatest portion of my day moving around talking
to people; we are a great company for visible management."
(Executive no 20)

This study cooflrms excellent leaders competence in the
management CIT meaning through communication, al .•lough
there is still significant room for improvement amongst this
target group with a mean self score of 34.4 and follower rating
of 31.7 out of a maximum score of 45.

6.4.3 Trust

Predictably the management of trust emerged as an essential
ingredient of leadershp in previous South African studies (Kelly,
1986; Lapinsky, 1990), It Is also predictable that averaye
leaders were scored low by followers on this dimension be-
cause of the leader incongruence between word and deed.
Trust is significantly related to the individuals view of people.

Lapinsky ('I990} found the ability to express positive regard for
others was a distinguishing tbreshold competency of effective
management. This competence represents a fundamental
human value and therefore interacts with all the other corn-
petencies; partlouiarly empowerment which depends on
leaders investing faith In others r.nd trusting their judgment.
Kelly summarises the lrnportanoe of trust (1986 : 88).

I
I'

I
F
I'
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I

I
"The trust between me and my executive team is such that no
notes are needed. If I say yes, then they know Imean yes, that
I will remember that I said yes, and that if it turns sour. I'll take
th:: IdjJ with them." (Executive no 21)
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The ability to manage self has ernerqsd as at \ essential in-
gredient of leadership studies (Kelly, 1986; Lapinsky, 1990).
Kelly found each executive to 'have a conscious appreciation
of his own value system together with an honest appraisal of
his personal strengths and weaknesses' (1986 : 116). This
involves the ability to change and adapt and to constantly learn
from your environment.

6.4.4 Self

Empowerment emerged as both a competence and conse-
quence of excellent leadership in this study. Boyatsis (1982)
found that 'developinq others' and the wise use of 'unilateral
power' were significantly related to managerial success, On a
local level, Lapinsky (1990) points out the importance of provid-
ing effective feedback, while at the same time allowing in-
dividuals to take personal responsibility for making changes
and testing their effectiveness. An example from Lapinsky
(1990 : 132) illuminates the process of empowerment:

l~
I
I

I

I

6.4.5 ~mpOWerll':9nt
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I.

"] took on her development and] encouraged her to develop her
job. I regraded the job and it carne out as a far biggerjob than the
traditional job. She isnow an integralpart of the business ... I have
started looking at givingpeople additional responsibilities. I am
growing their jobs within international and local standards. The
carrot I am offedng them is to develop within their jobs and also
clear standards. The benefit is obviously also to the business.II
(Lapinsky, 1990 132)

This section critically rblt,ews the origin of leadership competence, and
the effectiveness of its application to this research before offering
reoomrnendatlons for future research.

6.5 The Competence As~"essrnentMethodology

A consistent theme emanating from the literature is the difficulty ex-
perienced in Identifying what characterises an effective manager, and
even greater difficul::y in identifying competencies underpinning leader"
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ship, Indeed, Be;nnisand.Nanus (1985) point out that there ere at least
three hundred differel.+ IQ~dership theories and models.

This lack of clarity concerning what constitutes leadership has had
negative lrnpllcatlons fo~ the endeavour of leadership develop. nent.
Pruett (1988), cites a fundamental problem in management develop-
ment as stemming from the inadequate identification of management
and leadership competence and consequent measurement problems
concerning the effectiveness of development lnterventlons. This
results in a tendency to 'follow fads and flavours of the month' ; placing
emphasis on the wrong type of skills, the importing of foreign courses
and no control over the transfer of skills to th~ workplace (Pruett, 1988),
Thus it comes as little surprise to realise that successful managers
attribute no more than ten per cent of their growth to such programmes,
and that a major problem training practitioners face is the lack of
commitment of the top management

Recent management and leadership studies have adopted a com-
petence approach to identifying leadership (Boyatsls, 1982;
Marqerfson and Kakobadse, 1984; Bennis and Nanus, 1985; Kelly.
'1986),

The job competence approach was adopted in this study because:

- A competency model generates behavioural definitions of effec-
tive performance.

-- The approach provides a causal link between competence and
superior performance by identifying the difference between
average and excellent leadership.

- The approach involves rigorous empirical investigation.

Normally in practice, the competence model requires the identification
of objective performance measurement criteria as a basis to separate
excellent and average performers (Hay Management Consultants,
1990), It is significant that no such indicators existed within the
Chamber of Mines and the Management Team preferred not to go
through an exercise of ranking individuals for fear of recriminations In
this regard.

Consequently, three exlstlnq independent methods were used to cre-
ate the excellent/average division - performance appraisal ratings
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where superiors rated subordinates, peer ratings of candidates; and
follower ratings of the leaders. With the exception of one candidate,
this method proved a good alternative metr~d of distinguishing excel-
lence.

It is however, recommended that fllture research distinguishing be-
tween average and excellent ieadership :

1. Involve a more comprehensive peer rating system.

2. Identify objective performance measurement criteria which are
critical, visible determinants of success.

The study adopted a questionnaire methodology in contrast with the
behavioural events interview underpinning the American Management
Association (1984); Bennis Md. Nanus (1985) and Kelly (i986) re-
search. The decision to adopt a questionnaire approach was twofold:

t. The original research of Bennis roQ. Nanus (1985) was not
scientifically derived or tested. They had manually developed four
construcc that accounted for the data generated during the
interviews. The questionnaire adopted in this study allows a
comprehensive sclentitio assessment of the above method.

It must however be remembered that althoug;, the individual
constructs were developed from an exhaustive review of the
hterature, it is not sufficiently clear whether they measure the
competencies they say they measure. Consequently, it is recom-
mended that:

(a) This questionnaire be subject to comprehensive testir:;J
for validity and reliability and adapted accordin\Jry, T ne
original questionnaire can be expanded upon and checks
and balances introduced in order to move the lnstrument
beyond exploratory research.
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6.6 Recommendations for Future Research

6.6.1 Broaden leadership sample - across organisations

This exploratory research lends itself to extended follow-up
research across organisations. While this research confirmed
and extended the international competence research, the
South African leadership model needs further confirmation.
This extension could be two-rolo :

$ across industries in a business and service environment

loll across organisations within South Africa

The demand for leadership and its lrnportance on lnternatlonal,
national and organisational levels indicates the mandatory
need to involve leaders from ~")Ii~ical, religious, sporting and
cultural systems as well as business. The original competence
model (Bennis Qllii Nanus, 1985) included SOleaders from aU
the above arenas and found competencies common to all
leaders regardless of context. Research of a similar scope and
magnitude in order to develop a South African model is essen-
tial to meet the challenges of a new decade and the beginning
Gf a new cent.ury.

6.6.2 Application of Additional Methodology

The original leadership competence model was based on
behavioural events interviews, which proved a useful - if time-
consuming - method of identifying competence. The replica-
tion of this methodology and the process used by Boyatsls
(1982) and MacLagen (1983) are useful proven methods of
identifying competence.

6.6.3 Empowerment ami Leadership

Empowerment is a much used but little understood term that
is related to the leaders worldview of people. Accepting
responsibility to develop people is critical given the continued
skills shortage, although this can only take place with the wise
use of power and spacltlo skills and attitudes that are con-
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ducive to development. Oonsequently, extensive resear-b
into the nature and process of empowerment within South
African organisations is essential.

6.6.4 leadership and Equal Opportunity

Hofmeyr (1989) comments on the disma! failure of equal
opportunity programmes due to the lack of commitment from
top management and destructive management attitudes to the
process of advancement. Consequently the successful im-
plementation of 'equity' is dependert on both bottom-up
development and the top-down appllcaton of leadership com-
petence. The critical strategic and development role of leaders
underpinning successful equal opportunity programmes
deserves extensive research.

6.6.5 Leadership and the Learning Organisation

One of the critical in~iredients behind successful leadershlp
appears to be the ability to learn independently at work. On
an organisational level, the literature points out that an
organisation's ability to learnwill be its only source of cornpetl-
tive advantage in the future (Senge, 1991; De Geus, 1991).

Thus, research concerning how leaders learn and overcome
learning disabilities is vital to the development of leads shlp as
is the role that leaders can play in facilitating organisational
learning. 1hf' link between the work done by Senge (1991)
and thb I ladership competencies described in this study, is
also a v!;.alarea of research.

6.6.6 Leadership and Intrinsic Motivation and Meaning

Surprisingly, there is a dearth of management and orqanlsa-
tionailiterature and research concerning the 'will to meaning'
as a primary source of intrinsic rnotlvatlon. Much attention has
been given to the wor« of M~\slow smQ. Hertzberg, without
explorIng the application of vlotor Frankl's motivational and
developmental approach in a wcrk context. It Is therefore
recommended that more detailed research be undertaken
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concerning both the theory and the practice of actualising
meaning in a business context.

6.6.7 The Application of leadership Competence

The identificatiun of leadership competencies is a natural
precursor to the development of a leadership training
programme.

The leadership competence questionnaire allows a baselineto
measure the impact of any programme after it has been
implemented through pre and post programme measurement,
from both a leader and a follower perspective. Consequently,
research needs to focus; on the content, methodology and
application of a leadership tr~lning process and its impaot on
an organisations productivity, effec£ivenessand profitability.
Research also needs to be conducted on the critical support-
ing variables to formal training such as peer and follower
assessment and the role of the chief executive in support of
the leadership process.

6.6.8 Identifying Leadership Competence at Different Levels of
the Organisation

To date, leadership research has concentrated primarily on
people at the top of the organisation. However, leadership
e)3ts at alllevels of the organisation (Peters, 1988) and relates
to activity that enables ordinary people to do extraordinary
things in the face of advNsity, regardless of a persons position
in the organisation. It is recommended that research be
undertaken at different levels of the orqanlsanon in order to
compare and contrast competencies Identified by this re-
search and the emphasis placed on different competencies.
This would include focusing less on strategic issues and more
on the lmpelmentatlon of tasks.
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Table 3.1 on page 76 summarises the essential criteri"i},for successful
development of leadership and empowerment within or~Janisations.
These recommendations have been integrated with the findings from
this study as a wholistlc model for strategic leadership development
displayed In Figure 6.1.

6.7 Recommendations for Strategic Leadership Development

The outer arena of the model displayed overleaf depicts human
resource issues such as the skills shortage and demand for equal
opportunity, quality of life and participation that comprise the changing
environment of business. These can be summarised as the need to
empower people which in turn demands effective transformational
leadership to meet these challenges.

The second rectangle comprises the organisational human resource
strategy, together with the need for organisational development and
.cp management support. Environmental challenges, together with an
orpanlsatlons strengths, weaknesses, opportunities and threats, gives
rise to an organisations business strategy which, of necessity, must
include Jeveloping a learning culture (De Geus, t 991; Senge, 1991).
This culture provides the context where leadershlp activity is rewarded
and reinforced.

The organisational strategy, in turn, guides the human resource
strategy which is concerned with getting the right people in the right
place at the right time (FombrumU 1984) in order to Implement the
business strategy. Strategic human resource management comprises
four essential components: selection; appraisal; development and
reward systems (Fombrum at ai, 1984).

The results of this study identify teadershb criteria which can be used
to select and approlse people. The research instrument can be used
as a selection device and to evaluate orqanlsatlonal actiVity. A fun-
damental finding of this research Is the need to Involve followers in the
evaluation process In addition to peer and superior assessment. once
'managers' realise that they are accountable to their followers, the need
to empower them Increases momentum. Appraisal will Indicate priority
developmental needs which form the basis of the leadership
programme at the centre of the model. Finally, 'leaders' need to be
rewarded for their activity. The allocation of rewards can be based In
part on competencies identified by the research as well as specific
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performance measurement cr~teriaidentified by me ""rl,anisation. As
indicated in Chapter III, top mar.soement support and visibility is vital
to the programme.

Bennis (1989) comments on the importance of personalising the need
for learning through assessing individual strengths and weaknesses.
A vital ingrediant in obtaining top management support is individual
feedback to managers concerning the perceptual gap between in-
dividual and follower perceptions leading to specific learning objectives
- catered for in the training programme. A feedback Interview can also
be used to 'de-stress' managers and deal with defensive behaviour
preventing learning and commitment to change. Underpinning the
learning culture and strategic human resource management, is the
process of organisational development and involvement of people in
the process of culture change (~~ashkjn~ Warner Burke, 1990)
which in turn engenders manaqement support to the process.

On an Implementation level, the involvement and empowerment of line
managers In a 'train the trainer' cascadlnq process Isessential (Singer,
1979; Roberts, 1984; Human, 1989; Hofmeyr, 1989). This Includes
the transference of training skills to the line manager and their commit-
ment to removing obstacles to organisational and individual growth.
Allied to the training process Is all emphasis on action learning
(Margerison, 1989) and competence (Boyatsls, 1982) which ensures
on-the-job application of leadership.

The central rectangle summarises individual programme content that
could be included in the leadership programme. Participants should
be required, through a course follow-up to demonstrate the application
of attitudes and skills which in turn must be fedback into the strategic
plan which is altered accordingly.
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6.8 Conclusions

A survey of the literature lndlcates that leadership is the axiom behind
a successful nation, business and organisat.ion. However findings
emerging from widespread research demonstrate a lack of agreement
on the nature o.f leadership ac~ivity.

This study adepts a competence approach toward identifying what
excellent leaders do.

The purpose 01 this research was to identify leadership competencies
within a major South African company, from both a leader and follower
perspective. The sample consisted of ten excellent and ten average
leaders who were categorised according to performance appraisal
scores and peer and follower ratings. Each leader completed a
self-administered questionnaire rating his own leadership activity,
which was compared with two follower ratings per leader.

The results of the study confirm that leader self-evaluation is not a good
indicator of effective leadership. Follower perceptions of effective
leadership indicate a statistically significant difference between the two
groups concerning the following competencies: the management of
attention through vision, meaning through communication, trust and
the deployment of self. These correspond with a iarge International
study conducted by Bennis sm.d. Nanus (1985). In addition, excellent
leaders demonstrated the ability to empower followers - which is vital
in the South African business context. In accounting for the reasons
behind excellent leadership and perceptual overlap with followers it
appears that effectiveness depends on the ability to give and receive
feedback, together with an extenslve interpersonal skill repertoire, and
ability to adopt a learning orientation toward other people and con-
tinually improve on inappropriate behaviour. These competencies
have far reaching implications for the development and application of
effective leadership within organisations.
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APPENDIX I

Leadership Competence Questionnaire

Introduction

Tha.nkyou for agreeing to complete this questionnaire. The purpose of this research
Is to identify leadership activity that facilitates superior performance as peroeived by
both leaders and psop''''lmmedlately below them in the organisational hierarchy. This
dual approach aliowS' "lmprehenslve assessment ooncerning the impaot of leader-
ship competence al provide valuable information for future leadership develop-
ment and organisl:lt•• , .. ertorrnance,

The results of this questionnaire will be strictly confidential. No individual will be identified
by name In the ensuing report, and your own results will be pooled with others and
expressed (:lrnpir'lo~lIyas clusters of competent behavlour. A report, suitably safe-
guarding anorymlty, and dealing with findings of importance for human resource
'mplementatlon, wi'l be made availr.,bleto respondents on completion of the research.

Any queries regarding the questionnaire can be referred to Guy Charlton, Chamber of
Mines Training Centre, 8733930 or 493 3~58.

NAME ~ ..... " to " II • " III • II Ii II • .. • • Ii " • , • • • • • 1:1 '! • • •

DEPARTMENT: " • • 'Ii • • II II .. • • • • • • . , . • • iii' •••• "

Instructions
Please use the 9 point scale desclbed overleaf to rate the extent that YOU AS A
LEADER manifest or express the described activity.

* The questionnaire consists of twenty-five concept statements describing leadership
activity.

* The questionnaire will take you less than fifteen minutes to complete.

* Please complete ALL the questions by circling (0) the appropriate point next to
eaoh statement.



LEADER'S SELF-ACTIVITY
Rata the following concepts in terns of YOUR activity within your department or
organisation

1. • Develops and communicates a clear vision :~~~~t ~)(~:~~l~~~t~rJ'~ fnctJrtl~n'Q~rn~sl)tof the future of the orqanlsctlon or depart- • • • • • • 8 .--e
ment in order to provide direction for 1 3 5 7 \)

people.

2. • Development of personal strengths and
weaknesses by the leader, through self • • • III • .. • • II
awareness and a realistic view of yourself.

1 3 5 7 9

3. • Oonsclously comminucates a focus that is
meaningful for people, through verbal ex- • • • • (I • .. • •pression, symbols and graphic expression 1 3 5 7 9

of ideas.

4. • Creates conditions where employees are
willing, able and allowed to perform job • " • • • • • • •1 3 5 7 9
reiated activities.

5. e Demonstrates trustworthiness and consls- • • "-0 • .. • III •tancy in behaviour that is congruent in 1 3 5 7 9

word and deed .

6. e Expects uncompromising standards of ex-
cellence and concern with improving pre- 0 III .. III • • • • II
vious standards in pursuit of obJectives. 1 3 5 7 9

7. • Fosters strategic change while maintaining • I) ,. • .__.
a clear purpose for the organisation. • Ii II

1 3 Ei 7 9

8. • Inspires and develops trust through ex-
pressing positive regard and belief in • • • • • • • 0 e

1 3 5 7 9
others.

9. • Is committed to self development and con- ~ • • .. • • • .. .i
tinuallearning. 1 3 5 7 9

10. • Removes organisational obstacles hlnder- ._. • 0 • • e • •ing personal growth in other people, 1 3 5 7 9

11. • Creates focus ana transmits clarity con- •cerning what is expected from employees. • • • • • • .. ....
1 3 5 7 9

12. III Communicates through understanding • • ~ • " -"'\" •and empathy a sense of meaningfullness
til •1 3 5 ? 9

In work.



~'~b~~l ~cp't:~~lgWgr~~rv?~ fncU~~I~~rn~sst
13. G Helps people achievemore accurate,more

• G • • • • • • •inspiring and more empowering views of 1 3 5 7 9

reality.

14. • Manifests accountability, predictablity and • • • II • • • ••reliabilityof an organisation or departments 1 3 5 7 9
position and viewpoint

16. 0 Perceives change and threatening sltua-
tlons as a challenge and opportunity for • • • e • • .__ •1 3 5 7 9
personal and/or organisational growth.

16. 0 Views people as creative and competent. • 0 .. • • • .. s •i

1 3 5 7 9

17. • Expresses a sense of mission that catches
peoples attention, inspires commitment • • • Ii) • • G ._.
and transforms purpose into action. 1 3 5 7 9

18. e Articulates and embodies a moral code
that cares about people. 0--<: ., 9 • G • ., •1 3 5 7 9

19. 0 Accepts responsibility for creating in-
dividual life experience, rather than blam- e • • 0 .. 0 • • •ing situations or people for rnlstortune. 1 3 5 7 9

20. • Raises the aspirations, shapes the values
and mobilises the potential of followers In II • • I) " • fJ) • •1 3 5 7 9
a way that improves the quality of their
lives.

21. • Seeks to understand what is preventing an
organisation or department from growth • I • • • • • • •and achieving its objectives, 1 3 5 7 9

22. • Induces followers to act for common goals,
thereby creating synergy and alignment In • II ., • • • • • •1 3 6 r 9
action.

23. G Relieson people and enables them to more • • • • • • •purposefu:,ymanage and enrloh their lives. • •1 3 5 7 9

24. • Is able to diagnose and change Innap- .....-a- • • • •propriate behaviour and Independently • • II
1 3 5 7 9

take constructive action.

26. • Creates and encourages an opportunity
for self development and continual learning 5 (I

in others.

Thank you for completing the questlon-unre. Pleasecheck that you haveanswered ALL
questions and place the document into the envelope provlded

"



APPENDIX II

Leadership Competence Questionnaire

Introduction

Thank you for agreeing to complete this questionnaire. The purpose of this research
is to identify leadership activity that facilitates superior performance as perceived by
both leaders and people immediately below them in the organisational hierarchy. This
dual approach allows a comprehensive assessment concerning the impact of leader-
ship competence and will provide valuable information for future leadership develop-
ment and organisational performance.

The results of this questionnaire will be strictly confidential. No individual will be Idb'ltified
by name in the ensuing report, and your own results will be pooled with others and
expressed empirically as clusters of competent behaviour. A repo t, suitably safe-
guarding anonymity, and dealing with findings of importance for human resource
implementation, will be made available to respondents on completion of the research.

Any queries regarding the questionnaire can be referred to Guy Ch rlton, Chamber of
Mines Training centre, 8733830 or 493 3"158.

NAME: ..... • " " II " Ii " " I .. " " " .. Ii " " II .. ., " " Ii " II " • Ii "

DEPARTMENT:
" " " " " III " " " &I " " " iI " " " " , • " " " .. " " "

Instructions
Please use the 9 point scale descibed overleaf to rate the extent that YOUR
LEADER/IMMEDIATE SUPERIOR manifests or expresses the described ac-
tivity.

* The questionnaire consists of twenty-five concept statements describing leadership
activity.

" The questionnaire will take you less than fifteen minutes to complete.

" Please complete ALL the questions by circling (0) the appropriate point next to
each statement.



LEADER'S SELF-ACTIVITY
Rate the following concepts in tems of YOUR LEADER OR !MMEDIATE
SUPERIOR'S activity at work. Readthe statements starting with - MY LEA.DER

• Developsand communicates a clearvision ~)(;:~~I~W~fe~m~ fne~X~i~J:~~os1of the future of the organisation or depart- ~~P~."'~t• • .. iii • • • e •rnent in order to provide directfon ror 1 3 5 7 9

people.

• Develops personal strenqths and weak-
nesses through self awareness and a • " • • • • "

., •realistic view of him/herself. 1 3 5 7 9

• Consciously comminucates a focus that is
meaningful for people, through verbal ex- e * II 0 • 0 • • e
pression, symbols and graphic expression 1 3 5 7 9

of ideas.

• Creates conditions where employees are .....-,8 • • il- • ~willing, able and allowed to perform job
a

1 3 5 7 9

related activities.

• Demonstrates trustworthiness and consls- • • • 0-' • • fI) • •tency in behaviour that is congruent in 1 3 5 7 9

word and deed .

• Expects uncompromising standards of ex·
cellence and concern with improving pre- • • • e • • II ...._.
vious standards in pursuit of obJectives.

1 3 5 7 9

., Fosters strategic change while mal'1taining • • • iii • • e-.__
a clear purpose for the organisatio, . r- 3 5 7 9

• Inspires and develops trust throuG1 ex- • •pressing positive regard and belief in • • • • • • •1 3 5 7 9
others.

• Is committed to self development and con- • II .. • • l1li • • •tlnual learning. 1 3 5 7 9

• Removes organisational obstacles hinder- • • • • ~ • .. • •ing personal growth in other people. 1 3 5 7 9

• Creates focus and transmits clarity con- • • • • • • • •cerning what Isexpected from employees. •1 3 5 7 9

• Communicates through understanding .. • • • • • • .---and empathy a sense of meaningfullness 1 3 5 7 9

in work.



13. <) Helps people achieve more accurate, more ~;:,~ ~~~:~~\g~g,&,iWtfv?~ fnc~~~I::'.:lrJ~:1• • • • • CI • • •inspiring and more empowering views of 1 3 5 7 9

reality.

14. G Manifests accountability, predlctabllty and tl .. , • •reliability of an organisation or departments " C) II •1 3 5 7 9
position and viewpoint

15. • Perceives change and threatening sltua-
tlons as a challenge and opportunity for

., • • • ., • • • •1 3 5 7 9
personal and/or organisational growth.

16. • Views people as creative and competent. • • • • • • • • •1 3 5 7 9

17. 0 Expresses a sense of mission that catches
peeples attention, inspires commitment e-. • Iii • • • • .,
and transforms purpose intu action. 1 3 5 7 9

18. • Articulates and embodies a moral code
that cares about people. • • • • • ,. • • •1 3 5 7 9

19. • Accepts responsibility for creating in-
dividual life experience, rather than blarn- e • • • 6l • • .. •ing situations or people :or misfortune. 1 3 5 7 9

20. • Raises the aspirations, shapes the values
and mobilises the potential of followers In • • ., • (It ~ • • •1 3 5 7 il
a way that improves the quality of their
lives.

21. • Seeks to understand what is preventing an
organisation or department from growth • • • (I • • • • •and achieving its objectives. 1 3 s 7 9

22. • Induces followers to act for common goals,
thereby creating synergy and alignment in • • • e • • • • •1 3 s 7 9
action.

23. • Relies on people and enables them to more ~ ... • •purposefully manage and enrich their lives. • •~ 3 r 7 9

24. e Is able to diagnose and change lnnap- • • • • IIpropriate behaviour and independently II • e: •1 3 5 7 9
take constructive action.

25. • Creates and encourages an opportunity ........ • • ._,.. • • .,
for self development and continual learning 1 3 ~ 7 9

in others.

Thank you for completing the questionnaire. Please check that you have answered ALL
questions and place the document into the envelope provided.

,,'..
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