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CHAPTlDR 1. INrPRODtrC.'RON,-, , .. - ..... '_ ,". , . - -,' ,',-",

The purpose of this research, is,:,to identify the qualittes 01
",J

African. cBusiness Leaders a~d· dev¢lQp a tentative model of
i&..4filllan .leadership· "l;,eh~i()ur Wit~i~, ••C:\.ll·:A.Eric~n. Gontex,t.
Coh~enti(mail·..westel1l Jeaders1iip)nair:acligms~ 'as .•welr.,as; ..ifi(j}re

Q' \,' ~ ...,-_", - :_,,, ,_ ,

MQ~en'trioal1y'ba<)edresearelfwri.tings; wer~ us~dtasa basis for
the ,research. within the Africa~ Bank Limited in order to assess"
"
the relevance and validity within a truly African context.

The'. concepts .and··practi,\,co··of wr~sternJe·adership were studied
and analysed with the aig'j".of d~terii1illmg the nature,ofigleba.l

le""dership teachings, within a rapidl;f:::$ha:nging. ~nd; ulistCfble

global ma]1ketplaee~!tFhese. conventional mpdels were used as a
basis foJ:' detemn1ning.the relevance and applieabilityiofwestern
oriented schools of leadership practice within non ..westem
GO:rtt,~xts.

. 1.2 () The African Leadership Challenge.

E:fIective business leadership is',critical to, the developD1~nt of
1i ,- ,;

sustainable economic ~ctivity in South' and S~mthern Africa./,
Business leaders themselves will require specif!G qUalitI,es,
particulatly leadership qualities, in order to successfully lead and
manage-their organisations. in the turbulent times ahead (Bennis,

1983 & 1989; Charltofi,1991; Christie,Lessem &. Mbigi,1993;
'/ , " , ,-' " ' -; ',' . ,')

'.' Kotter and l-~es~ett,1992;M:aynal'd and Mehrteus,1993; Nolan,
Goedstein.s; Pfeiffer ]..993;Jaques 1989; Vam,~993)~

u
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Qh'a':J:lltpl1:(~1991"p,14r)argues>that %heredswid'espxea:ctagt~ement
that the suooessful'QJ:ganisation has One 1l.Tajor~ttribute thatsets
it ap~rt from the unsuccessful ergaI1isation-: dynamic and

c>
I!& • ',1' 'd' 'hi"/! ellective -e:a ersa p . l

/I

P

~~:~asirtgIY,,academics and business people are be~inning to
swciy how b'lsilless leadership can b~,st be developed, particn1arly

.r

y,jthin the context of A-firicaR'2rganisation.s {Ghrlstie >e'.t a1,1993;
IJ

MJaigi,199·3'~Le~sem,~989;Koopman,1991; BltmtandJone,s 1992;
Jones and, Marin, 199.2F

Current t4fuking attempts to locate Mclcan>orga.msatje,nsWiiliin

a dO$inanf' western leadership. paradigm. R'ecent sttdies

(Snfavl,1981; Hofsted~,1983; Btyden,1983) h~\;re attempted to

applYPfevailing leacleISl1Jpmodels within an Mioan'cant:e:xt Cn
order to understandAf6can leadershipJoehaviou\f .. WriteTs such

"as Blunt attd Jones {1992) have however, observed that
conventional leadership paradigms appear not to >be relevant

within an African context.

Choudhry (1986), Montgomery (1988), Kiggundu (1988) and

Leonard (1987) have all drawn conclusions from their research,

that African leadership styles are rooted in highly. authoritarian

practices. However, these practices would appear to have strong

foundatiousin the colonial administrations that have prevailed

in II10st African states.

Nzelibe (1986,p.184)1 states that there appears to be a

'In Blunt and Jones. Managing Organisations in Africa.
(1992).
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tlroltgl11i, .:[:fe ii~!ntrthe'r quoted :a$ sayirrg,~t1lat '\vJ1ereas w¢~te'lm
~an~geme.nt'thc5l.i.'gllt a:dv9Gates f!)uroc~ntriGisrn,' ·t~diyiduaqism

(/--\ -,--,'--,'.'_,'_,. '''-, --,:,',_',' - '".,' ,,---.---- --~,-,-:-and Il10Ci1eFIDty,.....AfciOalll'" mall'a.gement· tlI;tl-aght .!.'emphasisesil -,' , - - - ,',' -.", -,' .' - -', - --', ,;-,J I '~'i' - - II

etfinooontUolsm,.tta~Htibua1ism.', eorrllJ1unalism. and cooperative
\'

teamwork".

r; \\

@lven that t:este®t· tead~.tS~ip'.•m0d~ls. do' 11.0t a:PJ>e\rtl''ito he
a:pptoj\)ria:te 'foi'c llnderstandh1.g ··.Af1iGruI ·leade'l'sfiip,L.:it may· 'ae

" 4~ilestion'a;Dfeas to whedlet the 'quaHttes' ()~)bll~inessle'C'ide:l1Sare
/-{' . '<:»

u~re;]sal. ....0n the C0n,trary 'studies se;(,ft>to lsuggest that these

qualities are contextually or culturally specific (Christie, 1993;
Lessem,'l!9S9i :munt 2md·Jones,1992; Jone's' and M6'hrr,!l.99frl'), .

Th't) above: submIssions seem to suggest ~hat little 0'r it:~

cegnis:anc,6 is taken: Uy business' or de;velopment. practione!l's of
"

the ¥ossilJility that .alte.mativ¢ pa:radigDl$ to, conventi'@i1al
leadetship: models .may exist. These altem;a,tive' paradigttls,o jf
they do exist, have the potentialco redefine businessleade.rship
in a more CUlturally and contextualJy relevant manner that is
particular to Africa.

The question of change is thus a critical one for Africa at this

time given the changing nature of globatlrelations, particularly

economic relations, and the interconnectedness of interll'ationaI
"

markets. Thus, the change in African" business Jeacletship
practicfl will have to be one that is enabling and one that

promotes more, effective, and imp~ctful business practices in
\~) -_,-,

general,
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A 'c.titicaL ingllediel1t f~t,organisa~ir,l1'ali' '5UCCeSS'Ml :~he G~1nIn.g

v.> aeeaC:leswill .be the capaeity of ·leaaets at aU l~vels<,of seciety,

particularly :in the business sphere, to master t;he process of

continual chang¢. (Va.iH,19,93; SeDge,1991~X>Jaq~es and

Glement,1991: Nolan et al1,1993);

This will reqruire leadeF$ tOJ posses and display certain quaHties,
\\

behavi3ur~i ancl" competencies (CharltQn11991,-). Koestel1:t)au:Il1
(,

(19,?1,P' 49) asserts ~~atleaders must 'work s~arter, c.Dof only
haider, differently, not only' better; in breaktliiougb Ways, not

only incrementally. Develop a lead~rsI1ip mind".

Jones (l992, p.120) states that. in most oithe literature, about th~

\\
\j

Ii

transfer of Western management concepts and practices, one can
detecta dichotomy. He argues that some writers assert-that "the

imperatives of organisa~onallife are so powerful, so perVasive}
,I

that the culture of'production will sweep aside. local v~nations i!h
\::

culture, values and behaviours, Others claim, on the contrary, i1
() C\ .. _, .: .-,,~....,

'that in some countries the culture is so distinctive \~.nd so

enduring that imported notions about organisations and their

managementwill be radically modified or even rejected".

Jones (1992, p.l08) asserts that "until we know if., eli. ~,;.Ow
\

African Organisations function differently from those elsewhere,

how ...African managers see their rOJ(J~ apd how they do their
/-< .'.'/

work, we have no finn basis on 'Which/to design appropriate
If

management development strategies".

\~'"It would thus be necessary to investigate the p~~eptions ..of

o
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AmGan ··leaae,rs..anlil:capm[e qualities" that these leaders maY'
possess and ·deem relevant to successful African leadership.
',',

The specific question asked by this research is:What are the Ii

perceiced qualities of African Business leaders?

Thus this research Iras the aim ofJonnul\~ting a ten:tativemodel

~I African; ..Business ..Leadership arising from which speoific

propositioll$/and hypotheses may be generated.

()
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The paragraphs in this chapter will address the various contexts

within whic}aieadership is being practised. The varying theori~s
c~,.~aftdpelceppolJ.S presented in this chapter. are. aimed:; at

¢ontextu.ali~~~ig~he.field cifleadersm1:1!study and praetice, as wen
U '. .. . ..... '. . . .'.as elabonating on .the neGessity to' develop existing theories

""'.T:.· Ii

further in ~ra~r to ?Inapt these theorieS to changing global

circunlstantes.

'~'".' »
hl.addiffun tlle <?panging nature of the global economy is set to

\'.-!', .,' :' ;.::\L; __ _>\'-,: ',." ":,. . .' '. _ _ _ _ _ _ " " , ', :

" increase the' ~~~)etitive demands being placed on o1Ig(l:q.isa~!pns,;

and win deni~n~fom t~p,n the abiHty to .rea~ m~re quic~y

th~theircompe~itors (VaiU,1993; Maynalldand !dehttens,1993; ..

;:\Koestenbaum,~991). The succe~,~and fortune of companies and

industrie.$"Will to a .large extent be "driven by the' ability. of key

decision IP<ftkers,tocFeatively respond to environm.ental,clianges"

(BinedeIJl199,~? 1'.3),2

The changing nature of world economics and business practice

are being influenced by the process of globalfsation, cnanges!in.

manufacturing processes and the move toward a t(lowled~e

based society (Binede111993, Vaill1993, Maynard and Mehrtens
~';""' \

1~~93/JDruclcer1993).
'.. I

't.~'

Maynard and Mehrtens (1993>p.t) argue that in order for

I

21n Christie et al. Africa~M(magement: Phil~sophies, Concepts
and Applications. (1993).
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> illdiViduaJ;:Qusine6s. o;ltgaJiisat~9ns)·te, .surviv&! th~~,wilL have. to
uudergo a,majot shi!£tto add:J1e~.lIhJ,divic:):u:al·aild '$ooiet<i.tneea.s

. .... 'D .

and) become lllpre d~:r.nabratic,in tbeir ptocesses!',;.. Business, as
w~Jl as other leadership; willi hav,e to take cognisance of seV~i1
trends·thatate sweeping the world". namely: '

'li-i

shift in consciousness

dis~nohatl'tmentwith scientislU
71) .

r: inner sources 6£ power and authority
respiritualisatiO)l of s(;)ciety
a.e.cHne ,of matetialisl1l,·.

lI,1
:~:".

,;.' -political' and economic, dem,ooratisaHott ... .
.. bioregionalisrn,

o .
,0;Ma¥1la~d and Mehrtens' (1993,. p.6) summa,nse the tmpact of this
thinldng by challenging the leadership process in sta#ng that:

.- '".,/

.\>

! '_"Globalisation oOD1e~down to facing the chaUen~e ofrewdrking
our .contemporary value system, wbieb assumes that in{Onn.atioll

,j

is proprietary; that bigger is better; that matedal growth leads to
happiness; that the world IS one vast' global shopping centre' and
the Earth 'a gigantic toolshed': and that central planning,

\, efficiency' and the .rationalisation of power are natural and,
.appropriate, regardless 'of locale or culture", '

c.,

The. necessity to adapt rapidly to these imminent changes is
summarised by Senge (1991) who states thatthe rate at.whioh a
company learns will he the omy source of competitive advantage
in a turbulent society. This is supported by Sunter



h'umaill'eSO')l1tces.

"Char1top. (1993, p.12) further states that the current bieral'ohieal
models of organisation still predominant/in the western world
l:tt'cenot s.l).:ited ;'j:o meet the. oll,r:rellt ol1~l1enges of n':Qd.e,Ol

\'i

eCQnolll·i(rs. 'fhesecurrent systems and ,1n,.e;llhodalogiesla/te based
j\

en 8., (;onttol,orientation which negate tbe pUFsnit, 0,£ oondjtio:n§
necessary. fer .oreating learning organisi:ltions.

Charlton .(1991) .pp:1her .argues that given the lead,efship anA
tpanageme'nt CtUs¢S at eVerY, level .of IIsQ(liety, . tbe .JiQ1e of
le.a,dersbip. within,·organisatiens ..takes. on·l~ new .meanil1g,

Ii
Ii

This argument is supported by Senge (1991) and Peters (rI9S.g)
who argue that a leader must of necessity transform and
empower followers in such a way that ordhW.ry people are

I'
enabled to do extJ.'iiorc1il1arythings) \,

Spies (1991) and Tucker (1991)4 are qudted as stating that if
Ii

South Africa wants to survive politically and ecofiomiQally, the
road to success will lie in the maaner in w~ich QUI' huinan

, resources are managed and developed. They argue fhat South
Africa's future growth will depend on the marriage between

--(;-. ------
3In Charlton, Identi/YingLeadership Competence. (1991).

"Charlton, Ibid.
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o
Madel'S will have to'adapt ,thei'l'H.practices.in: o!paerr to me:et. thq;
challenge of change in such a vkay that their (.)rgani$a'tiOl1swill

'\ , .. ' . , . . '

survive. Kouz~~' anlPosner (19188) argue leaders must achieve,
.this via a unique" legacy which its the creation i6£ new instttutions
that sUilwve {llver'tithe" th:\,ougl1o:Qhstantorg;(l!lllsatit)n.grQ;w:th2('n~

_':~!.f,\ ' ,: " 1.'

" renewal. 0

i
I

J{oestenbaum (1991) and L,ynch (1993) argue that in ~11ecurrent
u, ,

cantext of is~ue~that define the environment of (Justness in the
('

u 1990's and beyond, a fresh look needs to be taken aftleadership
,,) .." .. ',".. 0

ahd tbe development of,a, leadership mihdset,thai~wil enaBle

individuals, work teams and organisations' to',Gl'eate' c<)nditl011s
conducive to hlt10vati0I1, flexibility and continuQus imp1'.Cl¥t;'im~nt.

.. <'/' (

l{oestenbaum (199;1, p.17) supports this arguntent ~y asse;rtiag
that Uit is. in the contelCtof issues likQ!tbese thflt we must view
the cOll1plra:int that leadership skills are notabJy ~Dsent from
business peoples' eduoation and training'.', Koestenbautt1 argues
for the development of ~Ileadership intelligence" that t,nust be
e:wosed, nurtured and rewarded in order to create' an
environment that will in itself lead to the development of a total
leadership mindset wtthin"the organisation.

As the power of p,)sition is further eroded, it is argued that
corporate leaders will resemble candidates runni-lg for office,
not merely captains of ships,



,:Y'U~.y{1.994, p.20)s;axrgues:1ilrat &~acrei'S,alJte1:>t~frn'@~f~~erCi)."With\tW~ ,
() ':._ -_ -, . -_ '. ,_,Ii . :: .. : _/,: "

futtl[iamefi1;a\l4aS~$:,,\Jtfi:rSf, itl,E>t d~iif¢rt0pailllGl~alffiii~u:taite!eX'act1YiiWbat
c ' the corporation is trying t<11 a~:cotnpllsh, ,~itfid~kcond"to create an

, ' "I ">,=C'==~=~=_

efi:v.iF0nnlent inwhfoh eIirI)to#e¢s Mn :fjgfute;~'U.twhh:tnee<:lS'\tfj'be
Ii

clone ana then l0'eo it well". ,:r
Jt

.i,)

;'1l'h~$~ Ch~Ull~figl$s;'Will r.e'q.uii1ele'adel's' f(\} pOI;$ess unique qual,i;tfes
;~n(1*alite~thla:t.<wiM,enablerthe.:m to master the rapidly changing

:_'-

environment. .:
r:;;

@baf,Jton(li9~J[) st:a:tes that D.'(unerousautbors ,eomtltent 0B lite
dl£no1.!'lty in defining leadership; Kouzes and Posner (1988),

o

Yuktc;(1989), W~Hamson (1986), Bennis (1989)" Cohen (1990)
, 'cenourtliatit is' easier to,cl'efitlewhatleadersbipis\ll,ot. 'lt~rtn:e~.. .

purp·,jse "of tllis 'study,@har1t\ll1s (1991, p~8),de£i'ni~it)ll iScJusea -as
;~lde-parture pain,f; namely: ,liThe cOlbpe'tenoie:s'and proees$

• . 0

tequired to enahle and empower ordinary people, to do

extraordinary things in the face of adversity, and constantly turn
in superior' performance to the b,enefit of them!$elve,$ and the
,organisation'''.
\1 .. , .:::.:

Kouzes and Posner (1988).;stJ1g<that the domain of leadership
"/<) "

lies in creating the future. '~fh~$is supported by Frankl (1991,
p.88y> who states that a leader has a clear vision of the future
and is active in in~ueIjcing and guiding people while creating

\

SPortune International. The NewPosi-Heroic Leadership.
February 1994.

61n Charlton. Identifying Leade;mhip CQmpeten~e:\,,(1991)+
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alta' chata¢ter,isiics ".are ;~~sen,tiaUy'. found in ~tbe·:Witlitillgi.:of
. . ,,' ,> ..••\\ \. . ' '.;., .' .. '.' .. ....•..................•. -, ..' ' «'.'·L'!;'" -r,-,!,
acadclilics"aitd! business le'arlers such as Eqtter {t98-8:~'f<Fie~1~Xl'Cl·····

'" -. - _ -, - _ : .',':,:\":" ::,',:,;;,\,,';-.-,;?-;- ,.- .: :.<;.;--~- -: e: ,,' ,,~:",".::,,:,:_Y:~;fi,;.~·,_;.,t{;- _ -~ :-:'~;'r::'<-_

(1967), Mintzbul'g (19~9,:;,Covey (15?90j, i8~nge (:t991), i@onen
(l~~O)' and. Ch~rlton (1'9g'l).

c

MijJ~QeJ'g,(l9~~,p.$1.1.<!rg:u~stbat 1'4~~R~t~aqi1n.~~~§~'~m,~lfllt
s;'r'~':::::~~:;:t~.SeaTch".$aiiag~ts··~nd'ie~e,ateh;rs.'still' lqi:iw::J,···\ii,~V~11M:."" ~

ll~ !!~~t'IJu,~~~qtli~~jL;f, ~nei(1~f:2~
s~~tes'.that jilllis opi~~g~;}'leaGel~shlpis a ~,urkey ~ubJ~'~t'.~h~re...
opinions abound",

0)

,~_ .

:pespite the concerns raised above, researqhato1jtt~~,~~t~~iG litf"
, :·"..•••l~~~~J~hiph'"as~toduce~·~~t~ain.y~ncltlS'~'Op$'''tltat,i9~·tllte~t'a~~~.

·'£0'1 .l(',ag ..~rship,:models .#lld' 'leadersnljJ. dedClQpm~iij~_~~~~ll1f~'''-tll;~
world,

, \ Charlton (1991) elaborates on the devel~pment o'f,Jeaclership
~p,eQJ,Yand focus QD leadershi~ competence which is.summamsed
in the accQlnpanying tables 011 pages 12; 13 and 14.

~,_. _
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T~iI:JE 1~ EVOLtr.rION M LEMliiIRSHIP TElE0RY €CharitorfIJ91)

•

o

AllpotH',
(19it4)
Bird (1947)

What effective leaders did
()

Assume "ideal" leadership
style Classification

'" 'l.a,issez..faire

• Autocratic

Democrdfic

Fiedler
(1967)

Variables - critical
dC,ll'ernrihafiISofl~ndct
,;~ffediveness,.

'\

Fiedler's contingency
model
- quality leader » member
relatitms If

- degree task structure
• position power of leader

r4k diagllostic criteria tor
su"&'titdiriates

•

Critiqlle ene person,
officially re~ponsjble to
tlirecl/co-ordiilllte/Jjlotivate
rather thai! (has
IliformaV,atQup leaders)
(LimeriL .. II)'/{~



"

()

/" ..it
in USe based on assumption \i

and'behaviour which controls,
m8.llimises safety lind llvoid
eltlotionatly charged; issues.

O~$ahisllli~nl\lItberte~cjar '.
oehaviour Yhol!ltlbe based
on:
• valid information
• free~nf0rt11ed choke
- intJ'1I,l!'cOlUmitment and
monitoring of the
implementation at choice
(Argyria 1976)

Critique ~simplistic
'leadel'$ IIbilliy to ai~play
'f1exibiliti? '. '. .
tS¢IWlrt' 1'9'80)'

Focus on
Ta.~k1$itul!tions
(Vroom 1976)

Highlight importance of
context

• do not
1,110'1'1 fbI' IKJmplexiqtof
managerial decisions,

()uestlonahle assumptions
offl¢~ibilitytOWar~
situational variablel~

'.A1lalyse $itllation and
\~elect appropriate
11ehaviour
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Leadership raises thc;llevelpf hl,lJ.l1111Ycqnpuctand ethi\:aI~pi~.aHons of

;f~ both ~he leader ,\lnd the I~O\ and thus has ~:transfrihnillg
/ * Burns (1978) effect 011both. ,transfOrming leadership is ;~ynamic

leadership in th~! sense that tire leaders sho,lVthemselves into
a relationship with followers who will feel. elevated by it and
q[!en become more active I.hemsalves, thereby creating new
cadres \()Cleadership (B9rns 19i;;:.~>; 'C'

'-' F ,~!", --'FP,,::-,'
Arises out '.pf dissatlsfA\lUbin"hh previo~s theories
and changi\1g ozganlsatienal and serve OOnmtercilll
conditions. ' "

~14 -
(J

ij Focus on wtlat effective leaders DO
(Com.petenci\es)

Bennis and Nanus (HISS)

Fandamental Shift to,inC;IMdlngrqUow~rs nod the
start· of the divergences between management and
leadership.

The new leader is'~rte who commits people to actions, who
converts followers tq leaders and who may conven.leaders
into agents ofchallge. This is transformational leadership
(Bennis &.Nanus 1985 : 17)

• Senge (1990)

• Kouzes and Posner
(1\988)

Carkhuff {1988}

l>et~rs (l988),

Boyatsis (;1982)

.' 'I"MjlIlll1Ilg'!(l,,88)

l'alkengerg (199(1i

Ball and Ashbury (1989)

KeUy(198G)

. *

* Importnn® ~lf tran~fClqning. folloWers to leaders by
bUilsiing on man's need formeaning thereby
obtaining conimitment (Burns 1978)•

•

Fiedler (1967, p.261) argues that leadership performance
o

depends as much on the organisation as it depends on' the

16Iidersown attributes. Cohen (1990, p.9) argues thatleadersLlp'
and management are not the same and that one of the key

(,

qualities of a leader is the ability to influence people to perform
to their maximum capabilities. He argue~>ihatqualities such as

perseverance, vision building, self r;"nfidence, achievement
if -

orientation and direct persuasion are key attributes of successful

leaders. However, he does" acknowledge that there atle
\i

situational, factors such as "positional prestige due to position,

birth, money and accomplishments that will greatly strengthen"

the influence of a leader (1990, p.188).
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Whnst Gol1el1·.(t990). <aFgllesfOf<phaiism(Jjtic;leadefsldp~, ~a:nt
(1:983, p.20) asserts that tltihelrgreat vlmIe is thaf'they (le;a(lc~,ts)
do net. exe:rdse.·¢harismatic influence at.aM;they .simply keep
their eye on the·ball, anClwith a certain l11tmili\ty,,they grow,ig:::,

the fullness of time...ll• He thus asserts that hllmilitJ· and
pati~:nre\'arekey qualities ofl~ac1e:l·S.

I-foweve,r,certain key'q:ualities.denne,great leadership'acc011diXllg

-teK6estehbaum. He. places this .into context by furth{Wal'guing
that·I'the organisations that first break through the lnnet-.side-of-

greatness barrier will clearly have the competitive advantage as
:t'

(f~l:)lnpany.structures, empI0yee popUlations ancJl ecpnorn~c

'l)llVironrnentschange drastically within the next.: few years.
Breaking through this. barrier means to combine resul,ts \yith

tiearttl (p.21).

Christie (1993) support Koestenbaum's assertion that combining

heart ~!ith results leads to organisations developiIlg all internal

leadership ~apacity 'that is' able to deal with· performance
barriers.

Christie (1993, p. 195) sites the three elements of the hum~n

model of organisation as being those of thinking (goals), feeling
(relationships), and acting (tasks), In arguing for an integrated

form of organisation that takes all these elements into

consideration at aUlevels of org~nisatiQnallife; Christie. (199,3)

is proposing f)thatthe hard, cold aspects of organisational life

.must ,be combined with the heart and soul of the organisation in

order to develop the organisation to a level of sustainable,
superior performance.
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'Nuey...~1t994:~.:~~li8~lquot~sKl)llte.;r·,jn:dejj,rtingnew"para1nie!tcrs':fbt;

".. (.J.... '. . ." .: .-: < .' ....' '. • S-",l~:a(fel'Sm1?ptaotices ','wIlieb ,:b.e amGuilat~s· as ~ost';;b.et0'.io

~ade.rship. Kotter pestnlates that "post-heroic ~eaders aon't

expect to solve all th.~problem's th~:J.llselves. They realise that no
• .('J ,",

One person can deahvith the emerging and colliding tyrannies of
-::;"--- - ".--./~\.

sp~ed,· quality, eustomet·,sansf,;,don, innbvoaiion, diversity· and

teohnology". Virtualleadersj he argues Just say no to their egos
n _//' ':". \\ '. '.' . . _

and are confident in tb:~irvision to delegate true responsibiHty,
both forl! ...t~e tedium or process and for the Sweep of strategic
plarurlng" .

(j

~peste~bauIi1 :(199t) concurs Wit'll Morrison (1992) 'and Lynch
(19~3) in defining key .leadership qualities: wbich they believe

-.:;;,

must he present in ,o.rder for a leader to develop the· conditions

necessary for a learning culture to emerge. These are \defined
as;

Commitment: ownership, loyalty, and willing assumption

of personal responsibility.

Comrmmication.

Creativity and initiative.

Motivation, which he defines as love and validati&n;

Self respect, self"motivaJion and self;'direction.

These qualities are further expanded UPOll by Koestenbaum who
adds four additional qualities to his model, namely vision,. reality,

ethics and courage. However these are defined, also.as being

strategies that the leadership mind must employ., These four

strategies are further designated as four clusters of attitudes and

values and therefore stretch the meanings. He argues that these

become "four compass points of the leadership mind" (p.34).
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spa¢iou~t.$S$;
~ig~j~~y~,pf ,1lh~"W$~.ld
'CQt"~'~:"i'6tJ:'ng'fect1.J:.ti,Rs <

gC)~~~!.!dictory..Ida~s"

The mindl~. st;re,!::chad t() a new idea I' never
"" "gpes l){lQ)( tP :i:ts>Qriginal d$(!ns:±.pn.·

:~: "':. " ;.;--

\.I

The discussion. <:lQntainedin, these'paragrapJis 'high1ig~,t$".theJact that'
there .~pp~ats.to be disagreement about the qualities necessary for
leadership Success. Discussion thus far, further implies that the
developmen,t of leadership theory and practice is inColllpl¢!te and iSt in
fact; a •complex task. Furthennore, it may be argued that' neW, li~ore

,- ,

integrated fO,rnls oUeadersbip ttteory may be developedas -the need.for
more integrated forms of orgenlsation is experienced.
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2.3

Models for effective leadership. and leader behaviour have
-'_G

essentially been developed according to' research eonducted in
. ~

industrialised Western nations., This assertion' is supported by

Blunt and Jones' (1992, p.ny who state: " lIAs u$'ual '1n
organisation' and m.anagement sciences, the, research evideft¢e

emanates £ronl preponderantly the industrialised nations of the
West", Thus the assertion is made thai models £01' effective

leader behaviour have essentially been modelled around the
{J _ _ _ _ if"

,practIces . ~nJthese
~.;;,\~,f_:~>~?:
-.'...··""·,-".,.-,.,~r·(l

]vIant (1983) further argues that rt;fFe are critical issues that are i

x;elev(iIltto the development of leadership potential. These, he
.' '. . . 1.:;'

tlelieves, are rooted inthe "fruits of our formative institutions
':'Illamelythe family andschool" (1983,·p,139).····He furth.ergoes on

" '

to quote researc~ conducted by Gert HofStede (1983) p.184)
where Hofstede asserts that most management theory is

American. \!"

Although Hofstede (1983) and Mant (1983) identify the ability
to 'manage power relationships ana the ability.· to nurture as

qualities vital tt" leadership success in various. c~tural and

contextual settings, ~ ;~the:r'Bfthe writers extend thei'r research
':',.,,( "

into an African context. The key emphasis being research

conducted in American, Scandanavian, European and Eastern '

counif'ies.

;;
Bass (1981) recognises the critical link b~(tween values, needs and

1\
satisfactions of leadership, and believes ~hese play a crucial role

\
\,
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j,n aet~lfJjllmpg'le:adelt$hip \effectiMe:ness~ 'lUis' i(]),QllS fisi1essen~bd.'ly

on ~eF1caI1value~

i\lth01:ljh Bass ,(1.981) goes on. to exantpe leadership ,in.,dfffe-:rent
v.

cultures, the focus remafns confined to ,Burope, the :6}me'F1cti$,

Japan~and India. Although he quotes certain reseaJl1ch con.ducted

in South Africa and ~()tswana, there is very little that:;. this
\1 '"

li6S:¢',i:toh cQntd~utes,to his ;findings willi ,tegard:,to~oross,..cul;tfUlJl~l
~i:Herences and ,perceptions aihout leadership and,c0D1petenci'es.

~'More recent writings ill leadership and management (Vaill" 1993;,

lDtucker, 1&93; %eadey, 199~3;Maynard and MtilHtens, 19t~lS)c'
,I,

i... , . '1
ht~gin to re,cognise the relevance of culture and c6iftext asl1'aVing

.- _ __ _'. ':"\S~ //
a si~nifi~an:tiI1fl,ue!llce OIl the developmentoftli~!je two c9noopts<

if I,}

'Iand; practices. II

Binedel1(1993~p.2)7 artH~\s that lithecon,cept,"of S01lth Aft;1ca as
I "

a develQping" < country 'll4S', far more ,in :Conlmon With '.Br~il,
M.exico, Indonesia or Mal'aysia than' with tile Unitecl ~!~~es or

Britain. Th~~,.creates conflict in the minds 6£ man~Jmellt,
particularly those whose;,~:ubconsyious connectionfs an European"

orientation". Ramphele (1993;p.12) supports this'assertion from
r .:!a.more' Afrocentric approach by stating that the. cOl'l:flictbetween

two world values affects leaders and potential leaders in that

"people are turned-lnto schizopbr~:riics by tiying to be like white"
men during the ",day and being like the boys in the t\?WTIshipin

\\

I)

7fu \:9~\pstie., Mal1flgi~g Orgar~isations in Afriea: Philosophies,
COi{1::,f.;,Pts and AppJzcatlOns. (l9Q.3).

y ~
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Vail[ ([,991, 1~.148)atgues thati''UJlde~standing.:~,ultu1!ean«'¢ultul'ft
, ehange (wJliebJle:aennes as attitudes, aGtian~~hd artifacts, :al1lf

Ii' .. ',.. i' c:_~~', essf;}ntial,qua1iti~s af tlte. ,:successful leader and the successful

organisation of tomorrow. However, his, analysis, whilst being
" . . '"~

relevant·.in te,tmS of global leaaelship praotiee~ is essentialIty

ioollssecl· em the Amterieall and.European company.

W1t:iIst,¥aiU (1~91) argueS fo;! a post-;industliali$~,so,oiety an~the
~ ~~

leal1lership qu~lities necessary in .this socie ry, no tbOl.lght is given
to-the situation in industrialising countries of.the South,.

i;;,

Knoza (1()f'~)~'atg.ues that the business. world as cUi1rent1y
conceptualised and struotured. in JIlost S0utb.!?i\£cica:n
corporations is generzJly cast in a B\l[~cent:ric maubl. Little or
110acCQ'llnt is .taken pfwhat contribution indigenaus wQrld!..views
can make in better shaping!, the· wol1ld of werk. .Ia arguing for a
more Afrocentric approach to corporate Soueh. A1nca'$

problems. Khoza argues that Afroeentricity en:tails auth¢ntio .
.Afric~~hased behaviour in the socio-cultural, e.cofWmic and

political arena.

In critiqueing the Western notion of management and
organisational theory, Jones (1992) observes that organisations
in Africa tend to be viewed by society as a Whole as having a
wider mission than is generally understood in the West. The

conflict between Westem and African expectations, value

systems and the understanding of organisations role, it is argued,

~InChristie. African Managem(f;nt : Philosophies) Conc-epts ana
Applications. (1993).



II.
1\

is,;$efdoln 'ta:ki~n"i\nt0\/a.C'¢()UDit"in·.•d~t~~lnifig>:tl'ie';iD;a.tllcre· and
6 '0' ~

content ''Of leadership frameworks and the qual,ities needed: t>y
btisittess leadef(s,in t/&tY[ttg (i,Gntexts.

"In a" world ..wide s'[udy :ti1l . 16adet.lSmp' and culture, Kanter is

quoted as concluding that flmanagets, views tend to correspond
more to 'their c0untry'$' cultural" ll'e4Uitage 'a'nc:1'less+ tQ "Its
g~agraphic locati0)I of l:ts,:)7~gionaleCOIl:oni:iC02)~ifatiQl1&,I'(Blinnt
and f(Qnes 1992). ,,',

-.Ii their study ofMalawianleadel'sbip practices, Jones ap.rlMann
, f~~92)~,$tate,tIHlt~laia'fr(jm,thi$'study,appeats' to cpa'~\tlra:f tlie
demands o££ormalorganis~tion create tensi11>)1$'ald 'centlict$t forIF . "
Malawian mal1ageIlS. .bI~oritiqueing' the n(1).t~0ti"th;;:tt' 'weste'I'u
£(;}:tmsof le('idetsldp pta:ctiQes In,ay ·be 'universalIty ,applled, as is
espoused by Bennis (1983), Kotter (1988), Cohen (1990) and
others, it is );VeIl ;"understood tbat, th~ processes of
industiia}isatiQn, according.·to .the Western nlbdel, demand the '"

\':,;.

c ':"i

utilisation of technical and scientific knowledge, butitis perhaps
less clearly recognised. that the use of such knowledge depends
somewhat on lIthe acceptance of the values and 'worldview" that
a!e its socio-cultural foundations" (Jones and Mam; 1992,p.114).

r-:

Nzelibe (1992)!)believes there is a1:Undamental conflict between
Western and African management thougllf'and argues that
whereaswestern managemenrthought advocates Eurocentricism,
individualism and modernity, African management thought
emphasises a more ethnocentric, traditional, communal and

9In Blunt et al, Managing Organisations in Africa." (1992).
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" if. C

l'd!~We:Me't,~~b\M\d (19157) pl'oYid~s. a motiiVe .fC)f. ptutsuing an
'';_, " .,

aI~erna~ve ~eadetship pa:ra~H~ ra~her' th8iD bemoan.itlg the
sur~elltpl'e.dicanrent of.fli,West~mleade.I1s)l'ipl~the:()l'Y:)"? (:.'

I)

'xrn(lES:U~1nari$ef;}e~de;JJsbip'ds ,an 'aitt;, naAi~ tli!~rm.{a,s-ei<tltCe'1 \$e
mos~,p~liti~aJI:@f"fl1e' Illa;n'agem~~,tislci~ls."M~$je~~J~i~.l;,reqiUisl~~e.S
'ar.~,abundant'! iaIll0n~(A$iean·.man,a~1!Sl\'.•II. ~~lunt ~ij:d".Ion~$

'I

1992, p.84).

I
11
I'

o

'._ _". , ' .' :- . _ ,_, Q._, _,. _, -._ --- ~!,fJ ._ :' . ,'. _" " '",£l)n··'o0111~lel~1.0n·"of ~hedata ,antal~sls"'l~~lS;!tb.ii~4t,n.~e:nti0)l .'0ji:,th~
(nese'arGhe~,lf€l·idev.e}(lp:':1> •.:tentafive;'n10d'e'1!~0'£ l,~ca~ lo;usin:ess
l~'a:dership.~a~d:qu:~l'lti'e~.bf·Mi,oCln n'usi'l1~s~'le~r;leliS~,.:ft(!)lllr'wlii;~~
,sp.eoi£i~.~pr~pasiti6ns.'a:q:d:h~p:Qth~ses nra~h~' gt1ne!tiate:~h

o

c
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Though the lllode1~ and tbeories. described in the previollS
Gnapter are aime.a.at d~fillingle-aael'sbip .quali.tiesl lit~leatte',lltio:n
is paid ,to alter-native th~,0rles that may bAd4ge the divide between

"":". II

Northern a.nd Southem p~rce];11"~")Psand practices of leadership
._c.. , \

that are relevant Within an' It ..) c6nftert." .. . . ..' 0.," .... (1 \ I'

Ih,·'l\.--.._ )"

Mtombe .Mpa.na .(1993)lOln "t~il~Ctbl~whe.disiH:usioBntent with
We"$tern le.allel'sbip and cUltut,l'\l paradrgms is qMQ.ted as &t~~~lng

1 -t;..1

tna.t "the American dream has become the worlds nightmare".
:~}pntand Jones (1992), Jone!, and Mann (1992),'.Lessem (1989)
tthd. Christie (1993),pn>pos~ that ?lternative paradigms, relev{l.l1,t
to the CUU\lra}:;geQgl'{l'~:xical and Ngioualt dynami~i of the

o

African ~Qntir.lent ne( .cto be cpnsidered as ,a. frap:1eWodc £Or
developing a llelevant, practical' and applicable ,le~d~rshi,p 1Jilo~el~\

, Lessem (1993)1l,su.pports this argument by stating that there is
a need for pragmatic approaches to"Soutl1ern Africa's problems,
but it is a~soimportant to evolve management practices and
Prl1wiples based all the African, or southern, culturalliealities
that ·exist. He therefore argues that there .needs .to be an

:jJ

underlying philosophy to African Management and its pracu.c.e.

Jf

lOIn Maynard and Mehrtens. The Fourth Wave. (199~).

~lIn Christie et al, African Management: Philosophies, Concepts
and Applications. (1993)"



Mbfgi'\(lgg,$'':lp,,13) 'con~urs with tIdg-' statt(mellt·;Dy7··ass~tf.iin'g;tll1at
for the t¥ans!(i)tUtatien'af lfiana:gement:in Afri<:fa to ta:ke ''Pita(j~)
there····tlis a ·.n~edfOi' AfEean 'Ol'galiisaitions to "unc(jv~t .the

l)

dominant spirit of 60th thel'i' soo'iety and organisatittns". 'He
further argues fot the need to focus on the' development of
authentic (African) theories, philosophies and values to guide
business ?ra¢1!~es, processes and techniques. ;1

Vail'1(t99Z') and Davis {1982) both,raise a cdtic~.neh.~mefit,whien

il

.:) C.<

tib:ey (j~fg1Je, lias been negleoted in tra:d'ltioiial westenl
:'')', -_" .","',' "" ," -_ ,', ",' ,.;)

D pll~loso:phies of leadership, 'namely· spirituatity. Va:rll (1992,
,.

p.212$).· states that "all true "leadership is indeed spiritual

leadership",

'This element of s1'irHuality 'and its relevance· to l'eaderslHp
competence, partioularly in Africa, has been oited';by wtiters''Stteh
as Lessem (1989, p.54) who argues that,Hthe s1'i'dt of the

ri

ancestors and the energy of the material resenroes contained
within the land form a potential and managerial continuum
whQse two endsneed to be .linked" .

Bennis and Nanus are quoted by Lessem (1989; 1'.55) as
recognising that "by focussing on a vision, the leader focusses 011

the emotional and spiritual resources of the organisation ..",
Lessem argues that spirituality is an inherent part of African life
and tnat leaders need to create an organisational spirituality that
will blend organisational life with the essence of' Afrioan
spiritll~lrty .

;7
/1



o

Le$s~m..•.•0t~$9,·p.5'S), f£Url:h(!jt:~ ca.l'gU&S\·· that wh¢\l\~a$:',J!a'pajr,l.has
dr:aw:n~ en nIxe••'West: f(;)l'l te,ebnQlogy.and" Mica. has .allawn·'.en
\B'UJ;Q,P~IQI f(;)flil$ oi e~bJ(:1,ati:(:}n'Rncl':~lliga£i:isafi:Qus;'*A~.lpiHelt:en®

};)e,nve:ell' the.I·'1M'b(ande,;:'sUb$e:qllen~ly,·the reasoJ)"!ioll'1Ci:pans
.'success} is:that "Japan has' retied OJ};jtS:PWll culturral tracli.nPQs'RI5

._-_p

a unifr.ing forse" ..

:llie~$ell1(1989) ..fuJ'ther elaborates on his "Four *oddsU theory as
a means of establishing. the unique identity that each part of the
gl~be, has~.and hQW',this.impacts' on the deve10pm¢illt ofrele"Viant
:and 'appl1cable 'busilles~ ~heorles and practiceS within' that

t'w0tldJ
'.

Ii
The western world, he. argues, operates largely fl'q~an empirical

, ". il

base. Business. in this world relies on faetu~~ljn,folrwati~n,
-. _ ',' ,',.'.", ,,' ', , _ _ ,,:, 1~""", "",;' J\e~erl¢n¢e ot.,,\:;~b,§ervation ratber .than .on sys'~F~ 'Qr"\th'e~)i~'

sensatiQn rather" than intuition, induction rathrer than ot~er
ran'ona}.istic means in :the·putsuit of knowJe,dg~..

((

NQrthern rationalism is based on the notion tliat reason is, in
itself a source of knowledge superior to and independent of

'1'\

sense perceptions, as contrasted against sensationalism and
empiricism.

Eastern idealism, he argues,'h~s.the ability to un.ite matter and
>·_1 ,

spirit, real and ideal, and, has in essence, heel}' t.he driving
philosophy behind the success stories emanating from Japanese
companies. The ability" to look beyond the empirical and
rational and to create a holistic, binding force that operates .ar.an
integrative level is in essence the cornerstone to Eastern
idealism.



co

~tlIuthem hijm.anism~ i.n cort~ra:st~i,s'd&'votalll::t®the, s0'$lttll11& IOF

¢011ective li~lla:tl(!)ns,of bu~'aidclttd.,'·'Dhe'sou:f.}re;m:w;ayj\is~(:l'evot~d,
to realising; th'e, ro'llness of hUllta:r1 'i)efn:g<;a pbi1bS0'J;llt;5"tlFatl'a.ss'elits
tlle esseu,tia:l'digni'ty 'arta. ,w¢tln.t ,o1Fbuttl'an'kii!trQr, t~)ratingt6;itiheaFtS
3::0<1numanrities" to the "go@dl'thirigs of life. He ,fu:tith~rargues
twat,'onl¥ in" the humanistic' way", '(conlll1'1lual _<if convi¥ial) as

described above, wiUSouthern African business and management
tml$ 'C0fi1e' into its oW:n~

LeSsem (1989) asserts that' business in 8ouUle:tn Aftica bas not
devel~ped 1 in a vacuum, 'but has',',rather evolved' out of one
pa~6~!1'iircultutalheritage and d",tly,ig,noredins"ethers, each one
of which is present in one form. or another in. Southern Africa.

'I1h;e~abo:v.earguments are the' basis' for the need to t(wieW1 the
.,

This ~ssertion is sup_fj'orted;by Blul1t aml Jones ~lg9gJ wn.a;a:rg,ue.
that the drastic nature of organisational perfortilance<1?tblll~~ms
need tQ he addressed urgently and in a meaningful way jf Africa
is to pull itself out of the current mess it finds itself in.

\~)

Blunt and Jones (1992) echo the research condaoted by Bass
(1981), Jaques (1~~9), Handy (1988), Koestenbaurn (1992) and
Kotter (1990) that certain leadership qualities art} essentia~ to

organisational survival. They go {urtbet to state that these
qualities are as essential in African organisations as anywhere
~e. 0



,
peyr,~lved(pll('}hlem;is,the iI(dlgen.t;:fus!m'!5Fa:Fi~'·~j]'~can~·S'<\)Gi~ti:e$
:...l'that manyim'atr.rg¢1is.;~t~;:deepl~~e~.lJ.:i'Ga11f\h~ldirjrgide:ep~ftr~1~Jlgs
ef a~achnre~'tialld, resp@Rsioiltty, totlreill f~mi1ies 'i~ndtw:llages',of
otigiI),l~and ;th.at,!t!h~s,({oes'not aco()JJd'with.Dthe 'b:uitfeal'l'OFtftic
iD3Jwerson:alttyor ,universalislll found. :in·We,st,ern 'sooi:etles\'

01.'

Jones (l992, p.10g). further asserts that "until we know if and
\1 • .' II ':!

!tow ~ean lorganis:atiolls runctioll djfferFen~l5' Ft(Jll1,,(t1l'()se
~1se,whe$e,·}taw A,ft;ioan managets .see 1l1teir"Foles,ana h'(l)~j th'@,y

a .. c

dQi"~their'\WQtJt; w,e have. no. finll' b.asts. on;r'Wihich' t{)Y'.{lesign
allPl;oplli'ate ma:n'agement· de.veIGpIllent: s()te~lt';sn..

rr~n'es\;{19'92, p.118~1:ther analyse 'res~l;ts,dl~tain'ed 4'11't! sUl1Vey
c'Qttd:ll'$tea.· aIllong$t MalaWian managers an(.j ;a ~lliticC1'l;.el~m:611t
is,tne' focus .•(i)11. values and qualities that a1reu.~ldii.tu~lY~~an3'as
opposed to EUtt10pean 01''Ameri~an, He stresses ".th'at.le:aming
strateg~e$ shauld re,fleet the c('YUedtiv}s,tniatull'~eo£;<&{a'la\\qan
societyt!, W]lether collectivism is a factor that impacts on

Ii

....JeadershiJi>' FC1l1ainsa point "~pidebate.
/J

Blunt and. Jones (1992, pAl) SUIll up their eeneern with regard
..to leadership development and the necessary qualities of AMoan
'I

leaders by stating IIjn Africa much closer attention ueeds to be
paid - in the development of both effective leaders and managers
'~ to values, espeoially, especjaUy those of . integliity '.and
oomm.itnlent to organisational objeotivestl

•

Blunt and Jones pose the' ql;'1estlon on completion .of their
research into African organisations; "Does it also confirm the



o

. ,

€and l~.l:ldersbip~C@>0e··appned in di£fel\~nt ,c~~Jtlll1a>l$¢;ttin;gsll'l.

Gi,y;enthe tesea~Gh}findings, as highlighte~ in theittw""-~, :slut1Jt
and Jones cottcl11ded·that·Westemforms of m.aJlagen1J,~n~cann~t
be applied· to ,different' ctdtural settings '.,~thol:lt t~ldng.i~!to
¢onsider;atron.the oli1,tu1'al and con:textnal','dimensi.ons of the
business setting.

In., his, ,plea· :fet·a more A!mocentrlc approaoh,·,to' Africa~s
ptomleuls, Van Niekerk ,(19,93, ·p.3) ll,J;glles that Jlas. the intninsic
value of tl"aditi:Qns~stlch as.for e~a$plethenative Amemcan~ Js
tec0,gI)ised again, Western cilltu~e is fast losfng: i1$" pri¥ileg~d
status! as the ide-aIel' m0(:ieltQwa~dwhich ..aU"backward", cultu,res

have to "develop!!. Inde'ed tbe ·realisation is fast dawning .at last
that, our f!.lt.unei - also eGologically ...do.es not de.pelld ():ll. global

w¢sterni§~~ion, but rather on ott)' ability to' establish a cJieati:ve

interaeti0I1 between ~Ufferant wotld.,viewsj and a .JJe-expl()JJati~n
of more reva·rena ways of interacting with our envi;ronmen:t/'.

These arguments provide the focal point for developing a

leadership paradigm which must .take cognisance of, the
complexity of the African organisational dynamic.

3.2 Indigenous African Contributions to Leadership "rh~()ry.

o It wonld be difficult to dispute the view that atrategies to educate

~d develop African managers have generally been based on

Western theories and practices, with little, if any, consideration
:::

of the environments in which African organisations function.
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tll'his viewiSfis]i;Bl'd'llted.ial1d;ela:b;0l'atetl· enle;}, Mhigt·.€~}9~.~3r.pi·l!49
whQ ~states.,thrit,1I'pitsinessc~suqcess,l\em:ains elusiN(e.,ci£dt.is.0'It6t
",JiG0te¢'~.~theiotJntu:tlahr0a1ities"aIlCl\the. spi~t,0t:r.the,'·pe().ple •.:.In

\J

,~Ss~ll.ce,the.re:·is a. need, to underst(ind the CQn:teXitand.;gellellate
a.PP;F0.priate otUtural ceneepts to" capture'! tke. evolving; ,business

n

~aiayJ!&\ (1:99$, p.8'i)1~. study. on m.anag,etBel1t" eduG~tiou, ~ud
de.Yel~p$ent: in fifty-seven. African countries,. p~ints, ~;,l'g10omy

- {,

'l~~tu~e 'of ainuIllber of areas of conflict between. classroom and
culture, and between Western thebJY and African realityll.

HO{§,te4:e'suppo1'ts this ..by stating. that there is. nQt a, "sl;n.gle
.formula ffDrttl'anagement deve1<?.pD1entto be used ~n.,dii)ferent
c}.d>tulres~ ,:ayden, ~~983) motivates tbe ,need, to .e];amjne'· th.e
natuli¢ of ludige;n.Qusphil0sophy and values ,by s~a}lngltbat~ !f'I1he

:k\faQan'.petsonali~yjs full and wholes0me ini

1
\a, sense tbat:J!t.:QQ.es

not taHf with the demands of systemati(1 :reality. African
managers have he en moulded in a type of management thinking
thatmake~ them strangers in their own. envitoIlll1.ent!' ~p.ll0~i'

Hofstede (19.92)13fnrther supports these $tatemen~ by claiming

that althQugh western management theories are taught widely,
they are not practised by non-western managers. :He prol'os.es

that "successful managers perform a cultural transposition of

ideas and it is important to ascertal~ what constitutes. 'success'
in a partic\dar culture".

12m J0I,1e5 and MaIUl. HlW: International Perspectives on
Learning and Development. (1992).
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It ..is ,·alCgue'd. b~t.JQn.es. and .;:Mann· (1992~. ~liat dJ'ganis'atiQllS

QP~rating in. an tMI;ieatlc0nte~ are expec~e.dto' provi(,'iesocially
desirable: be;J1ents'such as ell1"ploymertt, h()rtsing~Manspo.It an~
assistance with jmportant. social rituals and· Oere,Ill'0nies., .'. .~

Considerations o.f profit m~niis'a.tion and efficiency appear to

be ;viewed as seeondaTy or incidental. Thus the ,cultural amI
Gonte~al setting, it. is' argued, pla.y an" important I:'\~le in

,. ... .... \ J

detennining the leadership qua:Uties.and techniques/empfoye<i1A,)'
Mican business leaders in strhdng to dey~lop organisation

effectiveness.

11 .l"'

M:bigi. (1993., p..78)14supports this a~proaph to the question of
cultural relevance in management and busmess pra~ftlr,e by

stating that he feundthe ..," conventipnal w,13stemmanagement
i!

practices, inadequate. I had to rely more. and more heavily on

instinctive Indigenous; tribal African wisdom and leadership

techniques".

Khoza (1993, p.118)lS argues that Afrocentricity is about Africans

putting Africa ';it the centre of their existence. He states that
\:;

"...it is about Africans anchoring' themselves in their own

continenti its history, traditions; pu~"\~reD'mythology, creative
\

motif, ethos and valve sy&t~~ll\
i

'llp1ifring the African
/ ":';:": \\,:-;.

collective will".

Accepting that organisational behaviour is influenced by a

complex set of interrelated factors, it is then possible to conclude

14In Christie et al, African J..fanagement:
Philosophies, Concepts and Applications. (1993).

15Christie. Ibid.
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that tke··'Western ···.n;eti!i)u·'·of>,ra:tiorial;bellavi'0ut; is 'itself the

pi-odnct ot~\icb factors: Hpwever, as is argued by Jones (1992),

Jones and Mann (1992), Mbigi. (1993) and Lessem (1993) that

thi~ behaviour i$ not automatically applicable in other coatexts.
According to Jones and Mann (1992)"what appears to a Western

observer of African organisations to be irrational, On closer
examination can he 'seen to reflect "a set of vglnes fhat are

'1.\
different from, but rio less valid than, those of the West" (p.1l4).

Jones (1992) further supports this by adding that.there is a need

to acknowledge the collectivist values th~t '.inhere in
contemporary African society and to consider which We'stern

managem.ent practices. and techniques might tend to contradict
.'them. Furthermore, he argues that the contradic,!<u:y l1atur~(if
.A£cicanvalue systenls and western management paradigms hold

serious implications for •.organisations.

,-;

\ f



Table 4. ' 0~~is~tiQ"llal» ~ut~OI:ne$",;of '~.,V~J:kiJJl¢lat~d,¥alllc,s,; in.
Aftica '"
(:Blunt & lofies~1992).

,i Present
Study's Profile
of Africa

Correspollding , c =~QlfganisatiollaJ
Cultural Orientatii)ns Outcomes

High ,
power distance·

Subordinfltion
Antipathy

\:

,.Low c'0.m~tP)~~t to,
and involvement int
ohange
1) if~ 0wn i n & Q f
problems and all
a ltd lea ti 0 Ii', '0 f.
res,J>,o»§ibility,••for ,the
search for solutions'

Strong Conservatism Lack. of openness
confronting
and· dealing jointly
with lss~\e$
with issues

uncertainty Depersonalisation

avoidance Isolation Subordination

Low Unemotionally Qverc8-q{ioIi andJack
of decisivenes~ . "
and creativity in
R,roblem solving

individualism Subordination

'.\
Medium Elements of

,. /(

Taking of' adversary t

positions on aU
issues regardless of
whether any pot*;~ltial
measure of agreement
between the 1 parties
exists.

masculinity
() ,

subordination

3.3
() . .. l/

A Framework of Afrkan Value Systems

3.3.1 "Africa.n Contextual Realities

Van der Post (1957, p.47) e~dlpsulates the crisis that has
,~ ;)"

befallen Africa and its indigenous way of making sense -of the
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,il

wodd :.JIThe Eutopc;an has disoredited the ~oan way of Hvi:fig

.._.and dealin.g with the forces of nature about and within; ..and then
obliged him increasingly to live in a way whioh reJeots ~he

institutions, customs and initiation rites and rituals whereby for
I
I

centuries he has struck a balance with those ovel)~helming

aspects of nature whioh are incomprehensibJe to reason and
quite beVt,mdrational contr()l and conscious articulation. Having

disGFedit~d this ancient way of living we have l1\ot pllt an
honourable alternative in its place. No human beipg ..or society~

_.' 1

however self-sufficient and rational it may appear', can. live

with¢u~ :institutions which deal with those aspects of life which

cann Jtllbe explained rationally". ii
Ii :!

II ~>,
Omotoso (1994), Van Niekerk (1993) an~,Brandel-Syrier (1988)
(! .~

support the notion that Western value systems, ideologies and

societal practio~s have negatively influenced the manner in whioh
Africans have attempted to create a new meaning that makes

sense of the conflict between two world views.

Omotoso quotes the African proverb £rom Jeremy Hardings
'Small Wars, Small Mercies':

To The West is the house of fortune.

To the East is the house of fire,

You must journey South from time to time.

As for the North, itis best forgotten.

The crisis within African leadership was seen within this context

by tne Africa Leadership Forum. General Obasanjo, military

leader of Nigeria is quoted by Omotoso as saying that :



.. 34-
(f

'!rAf.1'jcan,le:ac:tershav(~ fte'qruently ceW:e t(!) their>positlons with:i

limited eXp~encef'. He. fu:rth~~rgoes .on to" aJ:;g'qe tn'at Afclea
,,_ - ,:)(;>-) , - \

cann.<ilt.affotd to continue with ilh·prepare'cl and una§siste~
leaders.

In assessing the conflictual rrameworkwitbin weilcbAfrican value
systems have devGlop,ed.over the last century, Omotoso (1994,:
p.84) argues that AfHoan leaders who attempted to in~roduce
Western values into an African context "refused-to see that the
European 1l10q~1;baaed on ..a homogeneous, equally educated

" (I

population sharing 011e language, culture and r~ligion, could not
Simply He transferred to Africa with its multi ..cultural, multi-,
liiUgual,Ululti~religious background".

\1 ,)

'1['hus the argument fot a culturally and conte:~tuall¥ l1elevalJ:t
framework for leadership and organisational practios gains
strength. The notion that western values and practices have ,>(1

"
global application appea;r to be severely challenged. a:Si>w~ver~
the alternatives and ideal profiles for leader Qebavi<lUTand "
qualities that are applicable within an African context reIllain in
their formative stages.

3.3.2 The African Spiritual Reality .. Foundations for New Theory.

In order to lay the foundations for a model that will encapsulate
the qualities of African business leaders, it is necessary to
,examine key concepts and look beyond the appearan.ce~ that
inform the western leadership mindset,

Vsn Niekerk (1993, p.35) q1.lOtes Anyenwu who.states that "pure
"

reason is always uncomfortable V\T\thoor:iradictions;and nothing
l'i,· '".'

,";.:,



o is as conttaclictory as ilbe Afti'can beliefS" and 'fj~h~V1\)uttt:

Soyinka of Nigeria is also quoted by Van Niekel'k (1993; ,p.S7)
as talking of,' a "tecogmsa1:)]e Western ca;st of· mifi.o., a
compartmentalising habit of thought, which is in contrast to the i!

assimilative wisdom of African metaphysics, which recognises no
"difference between the scientifio use ef elect1iciiy and the

magical techniques applied to, for example, manipulate the
power of lightning";" Westerners, argues Van Niekerk th,ink'
an~lytically.· Not so in African tradition - opposites are not
mutually ex~lusive.

The colfective nature of the Afrioan spirit sees the indiddual as
the .pawn of unseen powers tha~.can be manipulated. This is
quit~alien to tlie concept firmly' held by,most westerners that
the individual is captain of his!her fate, and as, strelt, he held

1l$spo:l1siblefor it.

Van Nieketk also identifies the cyclioal ttaclition of Amca; as
()PPoS~~to the linear thinking of the Wes( where' death and
destruotton tlactually become prerequisites for new life". This
would appear to coinciderth Mbigi's argument that before any
process of organisationalJenewal can occur within an African
context, the negative spirit must be purged 0.1' exorcised £01111 the
organisation. The ~oundations for a spiritual repilm within the
wot~pl~ce are, ;firmly laid, 1)

\)

r, {)

'Van .:Niekel;k(1993, p.7?)'argues that at the centre of t)le quest
" ,Ci '" , ".{:- I)

to und~rstllnd Africa aUJI its people lie~ a comprehensive and,

complex task: "Finding a relationshjp between two spirit wqrlds -
that of Africa and that of the West".

o



is, ";as ~~iltr~diGt0ry'" as' ~l:t{},f&ncan '·belie{Si'"and 6enaV:fo'ut".

SoyinlQa of Nige;na is also quotecl by Van Nie~e'tk {1'993';.'p.817,'
as talking of; a" "recbgn4saeie Westem crist· of miid, a
cOfilpartmentallsing habit of thought, whIdi is ill cQntrast to the
assimHative wisdom of African 1l.'letaphysics,whicb recognises 110

difference between the scientific use of electricity and the
magidal tecliniques 'applied to,' for example, manipulate the

power of lightning".. Westerners, argues V~'Z Nieker~ think
Ii ana1srtically. Not so in r'A£rl<lMl tradition - oppo~j~%q\..lte 'i)'ot

mutua.lly exclusive.

The collective nature of the African spirit sees the i;_"ldivitip:af 'as
C .:'i

the pawn of \l.Useen powers that can be manipulatecL, Th"s is
quite alien-to the '(:!oncept firmly held by most;\u"""t:(trrters 'that

c ',', ,'I '
the "indiVidual is captain of his/her fate, "cia!:) ,~~ su.ell, be held

responsible for it.

Van Nie:kierk also identI,fies the cyc.1ica,t\ tradition of Afiica, as
o

op,posed to the 'Linearthinking of the West, where death and
destruction "actually become prerequisites for new life", This
would appear to coincide witb'Mbigi;)s argument that before any

process of organisational renewal can occur within an African
"

context, the negative spirit: must be purged or exorcised fopn the

.organisation, The foundations for a spiritualrealjn within ~h~.
FieC' ,

", :, W01:, l{p,"lace'are .firmly laid.
/ 'i "

Van Niekerk (1993, }~f78)argues that at tlie.centre of the quest
'to understand Africa and its people lies a cotnpre~,ynsive and

,(,

complex task: uFinding a relationship between two,~pirit worlds ..

that of Africa and that of the West".
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··.·~;I~~a jlt~tl,jtts¥4m~$~lQfsm{~~1~~~::~h@}j~~y;to moo~ (~£~hf}st>jri;ta'~ll
dlill~nsions that playa. meaning'fiJl role i~ creating the
Q¥~lJaJt§:hing'JCOfitext. for the synergy between. Afrioalll thiIlkin,g and
tlle West. Jung .'confirmed· this in an a.ddress to the Dasle
Psy.chology Cluh priof to his d~ath,by indioattl1~: tn'at afil,r.mgst
dle V"a'Jli0U$.'experie.n~e$ th~t had, s'h:aped: his tbinlding, ~:&1ca ba.d.
l{;\lft :all bld~Ub'le1htl!ptessIQn: ol1"hi~n.

i]tl~g.as.(]:u.Qt~d.by!Van, ~i:el<lel'k (l9,94.s.p.'l9)" ~" s:a~til1~,t~au.'t~fQll
llllJst.Jlot~fQl1ge$. :QlW'tl'avels to Amca ~n'd"India! .tIhe~e'YC>U:meet
pe.:.~~l~.,£Foln' ••.ill:l(;)therepoch. By: ,~ibS'.e)tytitipll ~Qjl:..di$~<l!M~t
:¢pn.decaons" ..,and' app,arent~y",coin.¢i'den~al:.'$inli:la·!dtie$ Jh~tween
Wha:tiYOJ,l, nddi,tllel1e "and. the spj':lJitUi~l,ie~erl~Ii.Gleof yolllT own.
ci¥i1isati:ontl• This is the SOUTce which lung tenned th¢ collective
l1'4GQnIs~i(i):q~fand whieh lr~a:rgu&dplicaYtid~q.a gall\'~ni$iI.lg,f~t.~e,
unseen. and~lille:xpliGable.to .:rnost'ratiofi'id thinkin~; w~$!eil11ets.

@icv.e:nall tIle a.bove :reservations" con,ce01i!ng .:westt}l1Il
g~n~:tlated le'ad~Jiship.thea!;)" it is irnpor:tan:t. ,to (.x}ltl$i~'e[f

whether there are different sets of leadership qu,alities.:
,~

. " \l", ,_ , '

that need te :begenerated" Thus the. question tentail1s as
to what the qualities of A,mcan Business Ieaders .al'e?

" {I

o
(J

II

\}



4.1 Introduction

oontnauti<;ms to deveklping a frameworkfol'. Africa·D.leade:rshi,p
b.ehaviour that exist, ;Jlleeessitatethat this l1esea;rchis essentially
of an exploratory aature, The research is descl'i:ptlve and
qilalitati:ve in nature with the objective of generating, theory.
Thrus, it aims at genenatillg a theory base as apposed; t<.\) testing
a-tn~Ol'¥,'wliich.ma~ be ,e~:posed,to.further research and testing
at a later date. The aim is to build a model rather than test a
~peci£ic eii6sting model (Glazer and $trauss~ 1967).

C.:

1.1he.basis fOi'·the r~search is to develop a grounded theory for
~ican business leadership iii South ~ca i~ order to generate
c@listructs,;which "may be ththtJ.at\cally interpreted.,' Th:e'ory is

'.~

therefore directl~ derived from tlle elll:penellcesofilia people to
, \~.

whom it is most practical, relevant and applicable (Leedy, 1989).

The experiences, views and perspectives of African business
leaders must be examined and it is the intention of this research
to elioit these (perspectives and experiences thf;ougb in-depth
intervie9s.

In-depth interviewing have been chosen 'as a technique, as
\.

opposed to structured ~.9-terviewing,in order to elicit the issues
o

that the interviewee may ..perceive as relevant to the topic.
Struotured'hiterviews assume a pre-determined set of.)qu.estions
that may lead the interviewer to focus on certain areas that

,~.'

(.
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s.the deems teievant, and thus may ex¢lud'e areas. ()~i:n1porlance
to the interviewee.

Thus during the course of in..depth i'ntetview$, the researsher
seeks to elicit the perspectives and views of the participant. This

:rp.cthodology is a dynamic process which, due to its flexibility,

a.llQw$ the researcher to utillse appropriate. lines of enquiry.

The in,.depth interviews will he structured to the extent that a
standardised introduction together with a set of broad questions

",Ulne 1.}sedfor reference purposes.

Responses to each theme idellitined' in the literature review,
which constitute specific questions in the interview outline, will
be anal;vsed hack to the original source.

A feature of exploratory research lS th~t it uses grounded theory., u
as a means of generating constructs which can be thematically

interpreted .•

The statements and questions that were used as a basis for

generating the constructs referred to above are justified by
referring to the appropriate sources in the literature review.

These questions are justi~ied on the following basis:

Question~. l!i;7 & 9. Blunt and Jones (1990); Sbnes and

Mann (1992); Christie (1993);

Lessem (1987); Koopman (1991).

/.'
/"
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Nel (1993); VaiN (1992); Lessem

(1987).

Question 4. ' Kouzes and Posner (1988),; Bennis

(1983); Nel (1993).

Question 5. Kouzes and Posner (1988); Berlew

(1974); Cohen (1990); Christie et al

(1993).

Questi.on 6. Bennis (1989); Kouz'es and Posner
(1988); Cohen (Cf990); Katte.!· and

Heskett (1992).

Question s, 10 & 11. Christie et al (1993); Lessem (1987);

Mbigi (1993); Kouzes and Posner
(1~88).

[i

For a full c.opy of the discussion outline, refel'. to Appendix· A.

4.2 Sampling

4.2.1 Setting

The sample twa~ drawn specifically from The African Bank for

..~he··principal reason that The African Bank is in essence an
;; .. ,

African organisation given its staff composition, 'locality, ethos,
.'; . . ·i.\ ..

and the mission i-of, the organisation.
,)

The African Bank was founded in 1975 by D~'Sam 1dqtsuenyane
and a number of other black business people in response to the

:;
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afiWiUilIgn~ss of mai1nll,ne: ,n.fl'anoira:li 1:rtstJ,t;atien~ tl5','su,pl~,.M:lra'ck
o

'0nfrCtpferre.urs' With oapi~alall'ci'ld'a'H '{faqifitre'$' ift 'otttelfr'i0 s~t.'l1.p
their'l:>uslR'6ss' (D)uie:rprise, fie ..70,.()ctb1:i>et' 1,9~$?, 'iJ11(isinitiiative,
was supported by the National: A:.ticanFederated Chambers of

Commerce (NAFCOC), which is ill itself .an African
organisation.

One of the prime goals of the organisation, and the' principal

r:e~.,~'nfor its existence, is black economic empowel111ent. This
it/ ";fasset gut to do by focussing its activities in areas that the

mainline· banks h~ve regarded as too risk, .. •The outlets ,>l£ th(t
'0

bank are ,slted .illmainly l}lfal areas rand tne maitJiQWI1Ships ef
$'(.'yiuh ,AfriM. The clientele'is essentially drawn ftoIfi''these .'a:re'as

,'\

although, corporate investors are attracted 'from the mainstream
"

of th~ corporate wodd;.
'''.. ' il

i'. ~

emplO~ee base. Of th,~ organisation is OVt}'I,,·.h.~lmiIl'gly A.friuan
e . ~

(94%) and I wculli argue that .~representative $:amplei of'Afrioan
managers was dta:w,n for this study . .The African. Bank has' a
particular identity in that it is an African organisation, which I

\\

would argue is fairly unique given the current profile of many of

the mainline corporate institutions in the South African

economy.

4.2.2 Subjecta

The 'sample is 25 African bank branch~ :regional and seniol'

managers selected for a Leadership Developmenrt Process on the

basis of post record of achiev~.lJleIlt, structural seniority and
i)

development centre results.
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Th~ 'Ia;ti(\)uale for .ad.~p,fji})g,'~hesecrite,ria, and choosing these

levels in the organisatioIi, is that these people fohn the nueleus
ofleacltHlship and!deci&~~n"JlH~kersin the, .organis:iiti@Il.

Th~y~,Jlave,also.heen s(Heotedi·.QIl thegrouuds that they fdrm' the
C¢17e·of ,malla,gement tlJa.t' are to •lead .the oh.'!'f;ngeand renewal
pF().ces~,lu the organisation.

4.3 Data.Analysis

The analysis of qualitative data is a process of making sense, of
fjnding;(gtnd. nl'ai}ciuga strnc:tute in the data and giving this
llleanil1g and significance f(llt ourselves, and for any relevant

c1)ata was interpreted into potenti~l categories and the researcher

attempted to ,develop his conceptual cC:liegqries;from the.-b,aseex
categQ,ties and, cO!l¢epts of the resea:rch partil.1tpants. The·key

putpQs.e was to make certain connections with the concepts and

theories that have already been drawn from the literature
reviews.

),1

Themes and dynamics were drawn from. the initial analysis of the

.data, which was followed up by a second analysis in which

further constructs were developed. Constructs that e~erged

fromthe in-depthinterviewswe.re subjected to frequency counts;

Themes and constructs emerging from the interview data were

again cross-referenced with those that emerged from the
if . . 1

-literature study in order to place together topics that illustrate

mailto:.organis:iiti@Il.
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a piil:fioular conceptual"th'eme~,"
[\

T1,1eGtJnstant comparative method5'of:afJ!alysis is' one whioh teads
to ideas about the dimensions and properties of categories,

including relationships with other categories (Glaser and Strauss,

1967), Dis methodwas aIs0 aimecl at highligbtil1g slmUanties
,

and diifferences between pl~oples •cOIistructions; EXp10Fatit1llof

the fe'Jratit1nsatps between concrete categories perceived by the
individuals was impoi1;flnt in order to further add substance to

the analysis.

4.4 IJimitations of the Reseai'elf

"~e dynami~. nature of the process may be a Iiu:iitatiufi ill that it
may.pt¢clude,sfahdardisation of the data.

The data may bepopen to misinterpretation by ·the reseaFcher

due to cultural interpretations of specific issues or events.
Furthertrlofe the ability' of the researcher to be resourceful,

honest and control the, bias of data may be ,a limitation. The

process is also dependent upon the co-operation of a relatively

small. group of interviewees. The process is further subjeot· to
obtrusive and reactive observer effects.

\~)

The limitations are however, offset by positive points such as the

ability of the process to generate large volumes of contextual

data r~rly rapidly.
\\1

Furthermore the process facilitateS co-operation ~~m t~e subject
being interviewed.
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~,

1;! " ~'wrtlr~f:}l'mi;t~I%j(:)nmight appear to be the ,genel'aUzaeility of

the data. .However, this may be somewhat offset by the sample
p@pulatipit setting which is being used which is The African

Bank.

fu,(ld.cili:tio.n, a limitation is the absence of any.taang.ulatron 'of
"

the ~ata. "In other wones, tbe model gen'~.m{ted!wiU"not he:

mutter, empirically validated tllrough quantitative survey
research.

'.

themes and Goncepts which emerge ,£rom a: large volume of

llDstructuted data. The results of the analysis of the data will
;,) , c-.

tei!yheawlyol1 tpeabi1lity'ef the res~archer tei:qte:rpretthe;data

accurately and effectively.

Th~ data; obtained also relied heavlly 011 the abilltiM of. the
pa\rticipall,ts to, art~pulate their thoughts and e,*perience~.:with

pa.,niculat reference to the specific topic.

Given that this area of research is relatively new, the availability

of Hteratu~e on the subject, specifically African management
I'

theory, is limited. That whi~h~available has bee¢i~xposed to'
limited field testing. >"'\_,~
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5.1 ~ntroduction

Consideration was given to regional geographic location, lura~

versus urban: responses and variations in response between

.gen:ders; Tln~$e.comparisons are laid cut iri.tl)e' tables in this

chapter.

The respe.':.t"''_·hla.national level were not mi:t;~oredat a regional
,>.1!, ' •...._, .,., It • .

level. ;f\ /:1 =. 1.1 '~~'f.icant~l~erenc~s between the perceptions
'"'-~, \. (~-"(t;t ,,~~ ... l •

of rural«, ' ' '~er;':'fl\_!.';.c:i:·'''''~the same regIOns.
".':~. ''i- \\,' ~=-.--=o,

\. \...
Attention ~a~\..\ ~ 1terpretation"of 'questions by the

o _' - -'''"',, (

respondi~ntSas thiS'llfCtl", " ..~bthe interviewer the particularly
- / ~~-

sensitive nature, of certain, of the questions. A numb~r of
respondents' (65'%) interpreted the assertion that differences

c existbetween managers as an inference suggestion the infenority
of t\fl;lcan values and practices. A significant number of

managers considered the soeio-politice]iafluences to have played
• - ., - - ('~ ',I ;:::) ,

a significant role in shaping the" quali~~s required of African
"1! ;(')'.

business leaders.

.:
Respondents expressed the feeling that the educational

::.::-:

background J.Hayed a meaningful role in determining the
adoption or rejection ofwestern va~.•es and practices bybusiness

leaders~0)A number of respondents-telt that. business leaders

were losing touch with'the values held dear by.their commu~ties "
,'i

and- tb:K was affecting their ability to lead, both within tbose

c!)mm~nities, and within the workforce in general.
'.'
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!.)

1'lU1i ,se;n:tim~n-t·was more prevalent amongst l'1ltal respondents
thall. vrlth the urb~ l'esPQnde~,ts. 0'

[,
\_,J

Me~$rs 0 Ntshona Nelspr,iJit :
(13ranchMlllIllger)l
W Amos (JlJlsiSh.lJ\t

General Mllllll8er)i
T ~!lllbllbnnll (Chle!
Internal Allditor),
MrA Baloy!
(Regiollal Manager)
Mt 1-1 MIIJlgwedi
(J)\'nnch Manager)

Border/eastern Cllpe Port Elizabeth: Mr M Yabo

-45,;,"

o Ii)

':J

Rural Versus U{'ban Resp,l.)ftdents

Table 5.,. RespondentG Ptotlle

Mr C Luvhnnl
(Branch MUllnger)
Ms 0 Seakamela

\\

PWV (/
)1
/1
J./

JohllllllOsburg : MtQMa~~ula
(J3~t\ll()h ~llll!ag(lr)

Mamelooi:

c

-:'J\\

(BrllJleh Manager)
Ensl London: , Mr C al!!)'l

(Regionnl
Adillilli&ttl\t\on
Mnnager)
MrLCakVfll
(Asaistllnt Manager)

Quect1Sl0Wll : MrA~khize
(Sl'dn"(l\lMallager)
MrDN1(Qnkl

0-

(13tlln!lll~lannger)
Ms N Nkwllba
(ASsistllllt Branch
Manager)
Mrs P RnSllleni
(at~lIoh Matlager) "

'\

''It P MflllOllzhe
(ntunch Maunger)
Mr A l~ampola
(Branch Malinger)
Mr 1<Mnmphol,c
(Ilranch Mallliger)
Mr A Mnnyepao
(l3ranoh Manager)

~~ ... r.-=ti.7'1 :::!::::====::=~~============:::=::;:=::::::=:::;::==========:::!l
't,

(Brtlnuh Mnnngllr)
Mr B Mphahlele Giynili ;

\'(Regional Manager)

t'hoho)nndoli :

POlgieterilrliS :
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5.4'

TI"
~/'

(/

5.3

o

The themes anq constructs th~te:m.erged Were also exam.inedon
u

a regional basis divide~t,along the lin.es of ..theBanks regions.
c...... ,:::.._,"1 _ _ _ C i::,

This L1e::,~'~,~ qertain rurat}respondents with urban t~'spondel1ts ~,
and tbis 'V;~Sthen used ~J!a basis for comp~rison between
regions.

'The ,speoitic pehavio'u;$ that Afrioan leaders and western leaders
display in relation ','to (Jone another as ,perceiwed by the

intei~ewees are taoulatedlln th~ accompallyitlg tables \&e10w.
/j

''fittiulat~,~pof 'J{esuits
~:, c

o
" n

.QUESTION 1
"

/I \"

'Q~fl110N 1.: DO YOU BELlEW THAl' AFlUC.M~ nusINESS LF..ADE~~
ARE DIFFERENT TO 1'H~IR EUROPIMN, AME)ru:CAN .~.

OR JAPANESE CQUN'l'E)RPAR1'S.
",",-.,-~--'"

Other Loaders

Conu'IlunaIlY"oriented.

-~I

Diffel'ing value systems In-
house ancl conul1unity

Yes l (85%)
No : (15%)

Westerll, European outlook

E<lucational backlog
Superior education and
dlfferc!lt work ethnic

Different liCe experiences Individualistio
Note: of the 65% who
stated there were notable •
offellce$ betwr.o::n the two
eategories of lenders, 60%
were rurally based.

Community expeotations Competitive

Rigid and compllant Risk takers, adventurous

Sl:curity conscious • Heuer guidance In youth

Clearer business value, II.
frlUl1ework. ~

Concerned With hlfedority
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c.

(1

C,J

QP~0N 2: WI;IJ~J;!VALUES~E)..(i)P):{Ql;J:'BEJ,.~ijI~BSPR1f~FRlC:MlllEAD~S. ,
~AR!p',IiR€>M;OUlaij;;'BT!JSINESS;,L.E;-\l)aR-Sll'

() C)

Communal,

Filiificiplltivc and slUlring culture

,0 ,Nurtudng 11I1dd~veloprnental

:;'I:lorthdglit

J:ompliant
.';~"-'s- , -'i:.

,ACCOmmodating'

Recognition and .implementation d~,
nUDUmJ is im~ortant value.

InpMdulllfstic

CQnflictual by n~turtl

Nq respect [otpeaplctefosion of dignity
lind caring

No adherence to traditional values.

o

IJ



QUESTION 3 : COUJ.lD·YQ1:1 COMMENT ON· tHE.R0Ji£:SP~RI1J;1A.L!'f.Y IN l'lEl'ERMINING
Ai :aUsIN'ESSLEADERS~SSUCCESS OR ~IL1TY TO FULfIL HIS/IilERROLE
ADEQli1ATELY

of respondents
~w cit spirituality is
~inlportant were
~collcerned that
:UBUNTO was being
ieroded.,

1<:89%) were rurally
.based managers.

".~

Ardcan Busilless.l.eadel1S

I.,llc,~spirituality (excek ~
Japanes¢). o

Conf\ise spirltualil¥ and
rc;ligion

In,fiblliW to integrate t)1e\wo
concepts

V{{aLpart of African life

My.ths, rituals Qf commtlllity
Iif~;arcevanin~egr'alpart of
business )ife

All ~.llp~tll of life are
interwoven

Cdti¢lll to leadership success

• Collective spidt is Important

* DeVelop tQgetherness,
common purpose

Unseen, inexplicable SOurce
of I:,netgyand power

Leader must harness
collective spirit

Afri¢lln Business Leaders lire
aware and in touch
spirltually,

, .

((

//

DO. not see link between the
cl.)mmunity life and business
liCe

Spirltun(1ife unhealthy

• No integration of spirituality
http business vnlues

Not essential to Western
Business Lead~r$ success,
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QUi1SiiI12>N 4 :
r;;

l'ru'$t/Respect
viViJ: 95%

~lUI'f~lrespondents
,mote emp'hatic aSout
'Iii!, lniportiluce

:':',',:,"(; ..,,;,;

,55,%, felnhat these
.qualities not more
.fli~reht in African
'.Iti'liilers· ,

1\

. -_' .,. _ .... '.

GOut.D yotJCOMMENT ONWliiEllHER ,~jABH1~ ~I1O':@R,EATEmaST
AND, RE5PEG'l'ME KEY'W ':AN AFRICAN' ~A:GEIt·S· SUGCEsS' AS :N..t:.EADtfit'?, ,... . C"; , '.' , J ':. • '

• Must create trust and respect

ProVe your trust worthiness
to Community ,

Demand trUSt teSpecti
don't eam it •

o Ate nothsubj'ec!%i to
community seruliny

Critical Jssue in rural
community mote than urban
(60% respbi1dents)

No link betweencommunlty
and the workplace

• Continuity l1ud persistence
key to building trust and
respect

• More trustworfhy (55%) .

Paat history of family IIvital
fac;:\or

Reciprecalnature of
community life is critical to
developing trust' lind respect

Integrity avo credibility vilal.

II
"

o

(J
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~====~~====.==.==.=.==========~.=~,,==~===='~
>I])O.Y>Oti BEmE~S''IlH'AT QU:A:IWllIES'SU.GlLAS..oE!glGNING OR VIlSlPN'
Bll1IIilDiNG .mND €l'R\:RISMAa:ThEGRmavp;t0 ',A Bt1SIN'E5S LEADER'S

. SUC~ESS? ARE THESE INHERENT IN ~1IUCAN, ,. ,MAlIJAGERS ~0ltE So
'TIMN'W,FSJ'ERN C@'CINTERPAAlfS7' . ., ". . '. ,',

,,-',:,,_,, '>:-,.,'---- ~/i~>,/~" -- - - - ,- ,. __ ";~_--_:',!

o

71

WBLmc;>rc
charismatic: 70%

.C)harinma not
criti~: 7$%

Vision critical
dQvelop sbared
commitment and
sIJlll:~dvalues '.

.0 :African business"
leaders not good
visiolllll'il:s

Strong .~elfc$ri(idence
hell's to build yilliqnary
slO115

o

oCharisma
Western business;
leade~s relY'0n it
to make unpaet

v~:·>,
Charisma '1 \\
" not essentiaHof l~\

success'

silent leadership more
mfpottilrit(60%)
quiet confidence mote
important to Africa!)
buslness leaderc,

C6n£i(!e'nce'Rey to
bel~g charismatio

people expect it
more from
westernlsed

~~~~====================~============~==l~en=de~.rs~,======~==~



TABLE n. .QUESTION 6

I)
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QUFSTION 6 :

z.: Fl'I!quency
Count
,_ .-_Q_

Yes ;'8S%
No :0%

Fllirly important:
15%

Key {or MriClilt bl!slne~s
leaders success in business
(85,%)

I' "
I

African leaders;espouse
these values but do not
practice them (45%)

Do not subscribe to
these Values,

NN pal',tco£their'
t:6fultlUllity,yalu¢s

Individllalism/.privacy
make ildifficulttc
develop ~heethnic

* BtiSjness community
corrupt (6(i)'%)<

'rraditionaVplItriarchal '
values make it difficult to
practice these (55%)

• ACriCliil,btl,sine~sleaden;
have had their values
(UBUNn1) corrupted
(95%).

:::::=..~ ":,
QUESTION 1':

Ii

o

'lON7
o

WHAT QUAUTIEs DO YOU BELIEVE SEl' AFRlCAN
BUSINEsS LEAPERS APART FROM OTHEi\ t.Et\DERS?

',t

Other BUilill~8Sl..eaderil

More nurturing

Compa.qsionale

Willing to lfsten

Ability to take community
intetests into account.

* aggressive; assertive. confident
iIo dishonest, lack of integrity
• nlanipulative
• not open and honest
~ ruthless business people
.. selfish
• goal oriented; well directed

\ • clear purpose, direct, persuasive
+ well schooled and insightful.

'\\,1



Africall llusintlss Leaders

*

Use to ctear:e meaning

• 'Partof African tradition, of
onl(.cclimnunicatioll

• Helps people understand ..
c.omplexthill8S in simple way

1')Q Yi0l:J BEU~.sF0R~I'lLJNG, TO(.~3E.AN.IMBOR'lI~ A'P'rR'I.BWil1E
FQRAM<\W~G:ER 0Rr ~Eij, U'€ff0SSESS? Wm:g

o
;:} Creates a meaningful !'$rttex(

for important issues

• Create linKs between variO!1s
issues

Storytelling not valued and
practised In western society
(30%)

(!

Other Busintlss Leaders

i>

Gap. between community and .
wotkplace valt.lllS;.

Western society-too
rigid/inflexible; do not see
vallie of stories

Weatern business leaders
don1tcsee Itas ;being scientific
eno!lglt.
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o~AGaR.g1? , r 1" ... ,',.,.;' '.,. ; ,. . ,'v

• ~ s , .Atnc:in·t~retyI~~sseliti~fl)/'
communally or.ieI1~ea.

* Mote collaborative, to-
operative in nature

, " ~usin~ss life, home life and
community life separated

• NOl as individualistic; and
competitive

No bolis!ic thinking. ,
detachment

i. " ·~i-, '

CQmparllnentalised
t)linki!lS,·('

_' ·f·,'-',- ..'. ',",--:'

C~m~llnltydoll}6;t
impact on qualities
needed due tQ
i!ldiy.!dlla!i~ti6 society

EJI~Ptioll of honesty,

Close link with fartlily and
community ,

Mote eltpectations to deal
with aud mai/age

Must. be able to manage
conflicting loyalties and
demands

(I

\:
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~Y:~Q!'l' 10,;, WHAT SPECIFIC BEUAVlOURS WOULD AFR1CAN LEADERS
DEMONsTRATE TIlAT OTHER LEADERS MAY NOT DEMONSTRA'rE, OR
DE.r..10NSI'AATEAS FREQUENJ1,Y?

\ .fIAT a~I:,IJWtOYRs WOl,Jt.DOTH":;R ~)i.RS lWMONSl'Ri\TE ntAT
AFRt~BUSINEsS }..IWDJ1}RSMIGHTNO!rDEmbN~TitAs 'OFfEN?

L_'' Not honest, open,
, ,.. • • ' .,; t!1J,thfultreli'l-ble.~================d=====================~

Reliable and honest;

• E!)9P\lr~~epa~,V.cipati()p.ami op;en!ltlas

.ine~&wise, no ri~ktaken; lack•

• uarn:tnd adapt quickly

Consultative and inclu~ive,but

•
*

;j'
Integrity ~tontjaccourtta~le

I' ~.

Principle4',~I1~humane,

Mor, oUI~pokenand
charismatle

j; Brash, arrogant and
harsh

.. 1\

\'terY confidelit

(Joda decision makers,
planners and visionaries

Risk takers

Cold and unemotlonal,
unreeling

..
Non-participative, closed,
110 sharing
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6.1 Intro~uctitm

The aim ofthis' ~esearch was to establish the qualities necessary
for African Business leaders and develop a: testative model for
African business leadership.

The tentative model has been developed after considering the
various themes that emerged from the content analysis. The
analysis al~()confirmed that :

(I

\

.;,\.mcanBusiness leaders were pf the opinion that they
pc ",\(tSS cliffe:rentqualities to their western counterparts,
that these C\qualities are a prerequisite to successful
leadership in an African context, and
that despite African leaders espousing these qualities,
they appear reluctant to operationalism these within the
w< • :ing environment.

/)

The differences between western leadership practices and amore
,_ Afrocentrically based leadership paradigm, as highlighted by the

responses from the participants, indicate support for the
assertion by Kiggudu (1988) that there is. a need for leadership
models rooted in the African culture and context.

6.2 Regional and Geographic Differences

As an introrl'U,cg9nto this ~ection, the terms 'regional' and
, .:',' ~~l'1)" . ;

'geographic' m:asf'be clatifkd. 'Regional' refers specifically to "
the regions as defined irl'''$e operational strateg"}of the bank.

"
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1h~,se coinejcl.ewith· .the ,.ge,o-p()tV~calboundaries Sll¢h· as. tlr.~
NC)rth~rn Transvaal and Preto.ria/W,'itwa:tersrandNereeniging
'regions, 'Geographic' refers in particular to speoific physical
locations within a particular region, for example, Pietersburg

"(within the Northem Transvaal region). This distinction is of
! i

importance as diff(l\ring responses were recorded within the same
region betweea urban and rural respondents,

The emergency of a trend toward leadership practices based on
,-,

regional and geographic contexts Was evident. "This emerged in
particular if one considers the differences Dot only, between
respondents itt geographically separated areas, ,bu~ also 'i the
.variance in response between rural and urban managers within

.: "I. ,'"

the same geographic region .. This was evident,particulaily in the
Northern Transvaal and Border/Eastem Cape regions, both of
which have branches that are rural and urban based. The

\:,

marked difference in responses from respondents in these two
(_)

regiONShave also been attributed to the strong rural bias within
these regions.

This finding conflicts marginally with Kanters (1991) findings
when it was concluded that "managers' vif"tJ)~ tend to correspond
.more to their country's cultural heritage and less to its
geographical location or its regional economic affiliatiqns'' (Blunt
and Jones 1992, p.189). c'

The responses in the Central Transvaal region sh\?wedless of a
divergent tendency with strong agreement on the qualities Ii

necessary for business leadership within the African context.
The.Border region, although more convergent in their resp.mses
than other regions, showed a marked difference in .their

"

o
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responses" an~ p~r¢eptl0ns' l'~~'rqi:ttg the' ;:rdJi)pti~nQf westem (.~)';
sctto,ols ,·of ,thou~ht ljll' CQIll,patiS(,)l} ~vi,th etlie:m\"Jieg1G'ns. rElheir

rejection of 'Westem '~'aU!a,geInenitG,ou<?eptsand praQtices was
lIlore vocal.

Pi. rlrt\mher of une~'Pected reslllts emerged particularly in the
';\._

U\F}jilR 'ltr~aswith Fespondents rejecting the ,notion t'J1U~t1:,erewas
"\ ". , '

" ~LQl:ftefen'cebe~~el1 A:ftican business leadets andthe:irwestern
Ii counite'rparts. This respolise was more prevahmt amongst. urban

managers than th.~~rrural counterparts.

Thet~ was ant(i)ngst these respondenits hostiliwCtbWards the

perceived assllmptiop,Jhat "Wean value system's we:t~Inf~ri6t to
those of their west~llicounterparts. It iksignfficant to n()~~ 'that

:,' ..... _ _, _ '''' _ _ _ c, _ - \, ,qr" ," )'_" _, _ _ " /;

the I1e§pond'eltts who initia.lly rea(jl ,,~n6gatiM~ly to the qu.estioIl

on' ' differences· in ,leadership" ,~i~ctk¢sr~~f~}sedth~ir ini,tial
I~ : ' \). : 1_f'

respon:~~>,$ a#61' it Was, e~lafnecl(i that the refel'ence to
.- .~;i .. ',!

tldifferencesu;shauld not be read as 'tinferieH" and in all but one
case strongly suppott~d the notion that there were signific~nf

'!differences oetweelt, African :business keaders .and western. (
business leaders,

May"~ard and Mehrtens (1'993)- and, J),qifP~r (1993) argue that
bioregionalism is a reality of our s()ciety:;~d as s~Q;hwin have a

•.. ,' _. ___ _ __ _ _., __ ',__ _,' _ _ _ _,' ," - __ Or ,' '-<....~j
major Impact on the development of business practice~ that are

more indigenous to a particular regi f! and cOJHmunity. This'
conflictswith Ranters' (1991) findings) and provides a foundation

for further empirical' research, "
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Mate (1992; p.194)1(i observed that the intractable problems of

?rganis,ationai deeelepment encountered in Africa may wellbe
,~

"more than,)m.erely the peculiamties of a particular organisation's

culture. It seems possible that w6tk ..related values operating at

the macro, or nationst-level, maybe creating a general cultural
atmosphere not conducive to organisational change", This would

support' the. notion that national, regional and geographic

differe.:nccs may·· affect the leadership qualities desired by
business leaders in a particular context.

\

\»

Mbigi (1993, p.77)""7 argues that. the task of developing a

management theory relevant to Africa is complicated by the
"

diversity of tribal and racial cultural values. If one is todraw

this back to Lessem's (1988) Four WorMs, theory, then ..it

becomes evident that within the Four Worlds of South Africa,

geographic and regional location provides a meaningful

explanation as to the differences in perceptions regarding.desired

qualities of Afrioan leaders in differing regions.

6.3 Tf':e Rural· Urban Dichotomy

Itwas observed that there were marked differences between the

perceptions of rural and urban managers, Managers from rural

areas were observed to hold traditional and conservative values

more dearly than those in the urbanareas, It appeared. that

respondents in the urban business environment felt that

16In Blunt:i,~tal, Managing Organisations in Africa. (1992).

17~\ Christie et al, African .ManJgement:
Philosophies, Concepts 'and
Applications. \\(1993).
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,:'

adherence ·to certa.ln tradItional values w'a'S" fading 'as' more
''weste:tIJ:l,sed''ide'ruswere: being followed ..' lJitlianlsea' managets

tended to inltia11)t aooept that there were Ino differences aild

'interpreted the question as an inference tnat ;AfrIcan leader~

,were inferior to their western counterparts.
o

(;

'A significant number of managerswere cOncerned at the lack of

adherence to traditional values which they felt were key to it
managers success. A number of respondents expressed the

cancero that Africans had very few African tore models itt the

business world.' Thus traditional African values were' giving way
to inifluences from the·west. A nufillb'erof respondents referred

to "this cultural imperialism" that was destroying a valuableil

African resource.

J
Manag'ers ill rural areas adhered strongly to traditional values
and were more resistant to impl~Ukenting practices that a.ppeared

to them as foreign and of little imporh,nce .: Given the strong
eollectivist nature of rural traditional society, Blunt and Jones

(1992, p.192) argue that it is evident that in a number of African

organisations "there is evidence of a low concern for modern

management practices", It may be argued that this would-,
provide ~tentative explanation for the reluctance of rurally

))
based manf(gers to accept and implement modem leadership

practices. \."

Given the differing responses and perceptions between rural and

urban business leaders, and the perceived eroding of tra:ditional,\
values in the urban communities, it may be argued that the

migration by rural people to urbaa areas has resulted in
traditional values becoming less important in the lives of many
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~lafiy; ,ur~a;J1J!~cl~jl;~iu.$iiQ.~S$£fi~·¢c.\)l11~'·13b~tc,:nign!l~<tngJ~d~gli$~.Q
".' 0' ..... " '.'C· . ...... - .:_:'. ' :'

nil'W}.l~~f,~W~~t~l~m~naS~Jll~$J;a}ld ,1~~~~r~J:Jj,J?P)1a9ti~~:1t~·tl~,~
.t~.",a,.\q~n.t1!G,t·~e.v:¢.l~RiJJ,gh~~ween: at:lh~lT¢.uce,to tr~di@ioIJ'~I
q(\)-Wm.un.,ity ·value$,.an:d·,'4esii:r~d~Qd~lll): b.-U$i_nes$'Yaln!}s •.....~i:s 1s.
$llp~Qltte(1~y l\igg\lndu: (199;l, .p;;192)la,. wJI,(.\) .argu~s. that (\}n~

....\y(i)pl\l ,e.~~~t.m(\}s:t~9!a~ouI\tlH:aI ,gllouJps:'aIl4 ('~~ga:riisatiol1s'lCt

$CQrc low on individualisil1, although .high levels of )\Oral-urban
mi~r~ti(i)lt\apd the emergence "in may Af:rica~ ¢ities of an uthan
proletariat might be beginning to erode (lolle(:tivist values".
$-uPJ?~};L,fQ~tlli§ ~QtiQll is. teflected by Fuhr (1991)t9. whe~~ he.,
attributes l~~: cun'ent donrlnaJJce. of· indivigualislll' ;:{)v~r 'i"
:' --(\. - - .

'.. "~~mri\tUnaIismit0 ..the,;breakdo\\Un in ubllntu. ",'. I:. '.~·r'· ': -Or _ '-~>,- __,-- :::- .- .: _h_ -t," _ \ - .'. '.' :.:., _- ,-_ --.-: .. :,-.--, -.' ---

lihts·may ~rQ¥i(i}ean explanation for the concern expressed by

the majority of resppndeIiis that the concept and practice of
j \

~U11tuWas bejng.e,t:ode<i; partic~Jatlyin,th~ in~j.Qrmt}tf\<i!~~li~~n
. ..... '."

.~:r~~s.,However., it W~ a~gued"by the: majoli~ ,()f r¢s}\lpnd~n'ts

th.at UbUl1tll l!La funQamelltal tenet of Afri9aI!,~~Qiet;y and tl~J~l
the values, behaviours and qnalities associated "ith this
philosophy nwst be in,cluded as key prereq'Uisites needed to <

.manage ?rganisaticilland people within M African ie.aderslrip
con,teXit.

Itmay also be argued-that the confliot between ttaQ'i#9nal values
. ,

and their implications withIn organisations, .an~ the demands· of

~8InBlunt et al, i\laltaging- 'Organisations in AJ!rlcg~ (19·9Z),.

19In Stacey. PreferredForms ~rParticipative Management. (1991).
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modem.. ol1g~fiisatiCinsi and,,' their Ino'tc.· Yntod'e:llll!';v~lue$J

d.e:manaed· '.'in .1e;adeF$,·' !the ..ahUity· to, manage '•.the).',GQniir.tm.g
demands and p.nessulies. o£ .the. t\Ve; en;vit~~ments.''i!]huscthe •
a.biUty ;0 tolerate and manage ambiguity; han,di}e: conflict,
tole~ance, patience" impartiality and int~grity e.mer,ged as, key

"
qualities p.ertinent to African business leader,s,

c

'??

The "nch etitt,u:ral diversity and, distinetiveness found. ()B the.
e,

..i:,!; . ,",. (,",'\.'
African continent cannot but iri£luence ,the n,ature' <~ibl~c~n

I~ il
b:usiness,le'adership, practices. This. argu.ment is supperted by

/.",J~lunt and Jones (199.2), Jones and Mann (]992t), LesselIl'(198-9~ 'I

and, Christie (1993); n.

The assertion o¥,the respondents that theFe exlsts fundamental
differences between Afrioan business' leaders (I,a;mil 'their

Enropean, American or Japanese' counterparts, appears to stem
a

from the deeply held belief elllongst~:~~helllajority of respondents

that the injustices of the past sooio-political and economic order
;:-,

have impoverished Africalls to a large degree. ]'he assertion

that thy lack of proper and myaningfufeducation')had resulted'

in the majority of, the respondents finding, themselves in. a

situation where they were not able to translate" western

management phdosophies into practical actions, received strong
f) ',,:",

support from the majority of responCtents.

In 'response to 'the question, as to whether Africau business
leaders are different to their E'afopean, Japanese or American

1/
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:

j0unteJ:Pallt~;.?S:C'%I~.aD the respliind:en:ts' repi~)ea ,:P~~~~eiJY.';stating <i

ill, .. , ',.o, ":,_."" ' >: -,._-,.', ' ,.~ ,c _ ,'~", o ,,::. ;" '-'<;::.~<.--:",,~.;_'_,0:;;'·:th'at .dedinlie:.;'d!ff¢!l'~nces '~cjb4f:,,,eXlsf;.'..': ~18%.a,f.'{.tIte <1;esp~i(a.e£i:ts

:qJ.1:~liiedr.tltei:!}~$Me:t1S'i';]t~'Was"als(>.il()t(~d th?t··th~lte'W~iaigt;e~t

'deal·. \of' ;initial 'resistattGf3l' Ib8' 4$%· of' ',..~.~.1"f'::sp();t)ue;nts ',fe,:1the
. (! ,.

~llgg~stion ,thai d~ff~\et1¢es existed. . .."rlbS..wJ$ ,t)~~n as •.•an
J:l).[e\IerrGe:.that~£ti:~un~cl~rs,·and. ,A:fu;icansIre! pat.tl(:lhlafV"'~re
linfeIii0t,. l'ather ;tball·4i:~e:r.ent. This v{ewpoblt w¥ partio~.la.rIy
expressed 'by resp0J1dents who had receiwd advanced education

r;

Responding to ti\e, ,sesond ,qucsti(!)D, ,manM ml!,the l1eSp011dents
........ '. ,." \\. ., .... ' . , . ... .... "

,~gFeed ,that"ther:e;:we.re ...definite. ~l~J!eno~s,in· tV~t\itigD'CJl'Vallu~e
is¥st~lF1,s;.;rC)0ted 11[; their resp'eetiv6' oQ,mmu,n,ity, uf(b;riI)~if1g rand
~0:mnat,iveediIoatioR 1Jl;\ate~lai~ed the.' differerices'J.betweep,.the
;t\v,.Q lead¢.JJsbip,;grollps; Thi~w;as ·felt infllUe.Il.ped ve'ey'heavily
the vallle:s disp~ayed. in the working e.p.virORll1enf.

!It;i$thusar~lled that the diff!eifellces hetweenAfJj.can .and!otbe,;t:o

'1¢:a.d~]sappeia'l'S to stem essel'ltially from dUifedng oultu,ltal
backg'follnds~ lack of relevant and app!fcabl~ caudation, "andthe

value systems ;,lnd beliefs deve:lopedint4t}ir fQnnative years.

These.assertiens correspond with Nzeiibe's (1992)20 statement
that whereas western management thougpt advocates

• G

EUl'oeent11cislll, individtU~1isJi11",. and:'. mddernity., Afdean '
.. ", \c '

.management thought is rooted ineilinoceptricism,\ttaaitiol1a:1ism,
cOlnDluna1islll .and cooperative teamwork;"

---------------~
WItt Blunt et al, Managing organisations in Afrio..l.l.c \(199~).

\\
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171,te:reemerged also a key· difference in the percept,lO.tlSof,
necessacy leadership qualities between male and fefuwe
respondefl!ts.These differentle 'We:f(~,however, not ge?~l1ap:llioany

\ o~region(dly·jsqIated. Pemale respondents were of the opini.€}m
"~;;;ft.•hat they possessed a quality··essential to leadership SUCC(iSS

~. .
whriqhthere male counterparts di(::Pnotshare, namely the abHity

-',-. -,_--_l'

to m.rture and. develop people,

Female respondents argued that the ability to nurture and
"develop subordinates and colleagues was a quality inherent in all c"

f' !

women l1egardlesso.fthelr ethnic or regional ties. However they
wete: of the opinion :tJ?at.....~male leaders whose ~~adership
development had been.grounded in western leadership p.ractices,
were reluctant to bring tbis quality to the fore as' it was argued
that one does not want to develop ones own .replaee:meut.

1\

~~male respondents were u~animous in,}heir ~~inion th·att'hei.r
~~1e. ceuaterparts were unable to nurture. and develop
subordinates as this quality was seen to be Que suited to women
and not tq, 111en:The traditionalist approach and values ~itbin
African society was seen as a possible 'reason for supp4mng thisI( ~ ,~~-=-"-.-'-';

assertion. The roots of this thinkin~, it was arguedt~wt in theil'
patriarchal nature ofA£rican society," II ~¥
The ability to direct an,ddevelop others is.seen by Jaques (1989)

~ ... " . .... . .....
and Jaques and Clement (1991) as an essential quality needed by

business leaders to ensure. the effectiveness of their leadership.
It would thus appear that there are .differences in. approach to

Q '. .. . . .-the development of this.quality, not only betweerlA&ican males
and female directors, \:.::,t also betWeenAfrican leaders and their
western counterparts. II
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.6.4.2 Spirituality as a (l()merst~"e' "J
1/

,= (J (J /1" /;

I) Tb:~c,nOti~nsof cultufeand Spjrita'~; the Amc~ncO:il,text finely
interwoyen concepts, ;'Qle' iinpi;l/and. relevance of the spiritual"_u.. --_,

.~-: realm <as part of the )eader$hl~ dynamic within a, particular
\ '\ .... . .: ": . ". '. "; .' '.' .'

\) cultural' uni·t or ··cOIDlt'luniity..; can'n~~0be u:d.Jerestjti1ated. MOigl.';
.... ;\

(1:993') arg'lles drat the .~bi1ity to cl',jate' meaning and develop a
,poHaooratlve spirit is essent>jal.' Y? ..a leaders ,Success within the

Afti6(J,n context. Jt
~ -: '\r5

,,' 'I 1/ I( I

The" 'assUInptioni~e~al'di~gt11e 'spiritual element ~fleadersl1tp
.':a:ud~business practice ~ppear to have COmp16n £Q~~~d;~tions,Jl}'

both African. aswell as westernbusiness practil~es; 'However it
(i ",'1

is argued' that whilst' A-fncan leaders appear to have integ.rated
- 0 " , '"~

'their spirituality int~r the business cOIrt&~, western orie:qte&)
'I' "':;,~ ," if

business leaders have not yet achieved this. This is supported by
Maynard. and Mehrtens (1993}and Vain (19.93) who argue that

, . u

if the organisation of the nineties ~s to survive into the next
century, one ohbe critical elf'!JentS ofiUture success Willbe the

'o

respirituaUsation of society and business.
Ir -.::-'

The understanding of the tole that spirituality played in "..

determining a leaders success featured prominently in 90% of
"

the participants 'responses.· Although the participants were not
.:' ." . . '". .... ..' .. ..' .1 .. ··
unanimous intheir' interpretation and m~aning of~J1i~""'7ncept,
it "Was established, that failure to recog~ise the' impact and'

)~, ".,

..relevance of the spirjtual realm would definitely. ihlpad .on a
", 1/. . ','

leaders abilities, Rural. respondents placed a ,}fiuch greater

emphasis On the relevance of spiritualism than their urban
\)
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¢aunterparts. It also emerged (qat 85% of the respondents Were
:,

,pftge '0pirtiQIl thaMhe'Values Pe'l11gcHspla31edin dle in{b~~areas
.' . " --

and communlties: were heing.etCJded and that tIle CO~l'~Pt·and
','

.\-j

This sentiment 'IIY;lls'<€c}loed by aU but 10% of the responden~,
() '" ,'," " , ' ."., , .. , i,:

who felt :that the ability to read and understand the spi:ritual
d~plf,nstl)u,~{tli~worK :reJ:atiol1ship \;as a pl'ercquisite ..to cteating

~, " ' " ,'," '" :a oontei'Rwnete the employees felt that what they were engaged

I;

"m hac[ .meaning and relevance.". The creation ()f a"positiv..~'spitit
~"l ~

w.as essen:tial t& h~l1).~~singthe ,creativity.and c0mmitmen,t 'of
staff;:"<". ' '~,Gi:\ 'h

'\~':'"

I',

This assertion is<'based GIl the responses of a number of

respondents. some, of which are listed below:

nAmcan s0ciety is ITchwith symbolism and ritual; A leader'taust

respect this",

:)

"A lea_c!,~rmust understand things in a more holistic wayu.
o

"Am,can business leaders must have the ability t() integrate

community values ~jth/~otporate values.. You must.therefore
interpret the spirituality and manage it as iitlis (an) inh,~Fent part
of our society",

(,

",,~/;::::~:jThere is a thin line between the spiritua; world and the living,

tangible world, If ygu do. net'respeot and show reyerence tG this
)Utatis greater-than yourself and others, you will}ail as a leader.,
}I .
)1
/1,I

o
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in the eyes Qf~he peopl~~'.

":You must be' ,able to,destJ;o.y. the ;neg~~e '~pi:dt,~b~t'pre.v~il:$

kOllLtim~ to. .time, - ,harness th~ p~sitive l,ll~~:, Di:~aI&~n.d,
fi

,s}miGols tha:t'v41~.create' a .p€'!sitive spirit in peoples lives an4
c,0I).seq'Uently in the wot:kplaQeu•

'nl~,.~~niving,foJ1discQvenng and uuderstanding\the, spiritual side
~i'" .' .... .' .. '}.

0ftfie work relationship is sltpported by VaiH (1992» and. Lessern

~.1~8})1wlla· argue that~th:e key to future. business sUGcess,l.iesJrt
the ,a~i1ityof busin.~s.$leadership !o ibaTlleSSani! ,tap rute:'.! the
s:pici,~ual.side,Qft~e emp}0YJf!ent telati<>.nsldp, '.De ..Pree'(l994,
~.~7)1m'.·~e,rGPfrob()~\lte$ tltis thmldn,g by stating." 1 "YNe. at

I}

lle~~, MjUel' aCknuwledge that m.attefs of tUe heJlrt anclApirit

Furthermore it was argued by several respondents 1ihat although \ < II

ClJ1tuliat dl1if:e,Iences.played.a major, role in sh~pin,l~.,the·,beliefs,
v~hles an~ b:~havlO1.J'l1&.(i)f.leaders, this should not be seen as an

"impediQlent to organisational success. The Il)ajqrity of
o

responrJellts supported the view that .indigenous value $Yste:p:lS
held valuable keys to a productive economic future j,£hamesS.ed
correctly.

6.4.3 1)l.l$tand Respect~ ,

.:Trust and respect emerged as key qu'ali1:ies.that busines.s leade'Is
Ij \\

sholJld possess in order to ore ate a p.roductive \York environmellt
and be seen as successful leaders.

(\

The emphasis on this assertion was stronger amollgst rural
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,respe,n.den,ts than, .amQl1gs 'u:raa:p' respondents. ,Hawe.ver, it

emerged. 'that these We'te,;also linked to integrltyi Gensistency anGl "
)J0nesty. Respandents Were n0tunanhllous in their 0piniol1;th-at

these <,!ualltiesWere more inh~l'en!t in'Mr:i~~l)..lead,er;s than their

Western counterParts. It was estabIlsned that these values, are
,Ii

seen as an integl'al part of the Amean value system and formthe

eomerstones of the concept of ubuntu,

c:

1,':-

',Respondents ~llgued,that the ability to create trust and respect

Wi,tnin the )JUral comm.unities was more imp.orta1ltthan in the

urhan '~nvi,ron,tnents. They argued that leadersiltadto earotrust.

Trust and respect are not bestowed on you by virtue of you~?

appointed;positionf butrather as a result of community scrutiny
..and the abil,ity ofJhe leader to prove bis/her t11lst\vorthiness ,tQ

the community at large.

WI'lillst and tespectare not automatic .. You must work and prove

yourself to the community as a whole".
- 0

U'l'he community in whi~h YOU work must. trust .you, Even your

faMily background. counts in deteoniping if you come from a

family that Can be trusted".

Respondents also argued that a persons prior record in' that

c~>mmunity, or any other community for that matter, had a

ptofou»d oueoome on the ability of that leader to secure tlie

trust and respect of the workforce and the community atdarge ..,

This appears to coincide with Cohen's (1990) assertion that

c

pO$itional prestige due to a persons position, birth, money and



','

.... ;\

o

"ac~dmplisnni~nt§.:wQuld·~;~~~.atty;, ;streng.,th.en .the. mlfliij:enG,~••ef
. .' () .' "," .

l¢,adern.· ·B¢s]l):(:)n~entsst~teJiiliihatthe 'abilityetaJ~adt;r;to·.¢X(1It
intluenee 'within a,:pamoulat ~(\)mmunity,was ,to a Jarge aegree
"<!le·te11Il1fIledby hiS. 01 h~t:,:abjUtyto. deal with scrotl~Y ef ones
..family background. and the ability to. explaill incongrue!1oies

.. .' .. ,' ... ' -- _- ':.' .: .-- ---'-.,)

~hich tNe.lle; llna'cr.:~ptable or .of.iCj[)n~enLto ·:th·a·! ,.p.cU;.th\lwI.ar
,. \. ij

II

."It ma~' be atg,ued' thea·l,this' ties up with Adon~si;s (J.993)~1.
_. .. ,-._ ,',. '. '.

assertion that a peFs0Ds career aSPlratio.j/sr and',.conse!;J!U~Dtlyd,the.
.: ,fll?:hi.e¥ementor not of these aspirations, are' i~tlinsi¢ally linked'

to a community dynamic. "He argues that the African career is
fQtmed within a"franlework ofsharecl values, noWls and,,bel,ief

."systems. Nob.ody lives for themselves, the)f:'live for the
~()nUniU~ity.

Visio:ni~;g or vision building emesged as a I;ey quality for a'
)~~ '. . ,\.

business'~ader to possess. .Respondents expressed the view that
African a:U$iness leaders did not possess this skill and that their

'(l

western counterparts exhibited this skill more fo.rcefully.

~o1itical leadership emerged as being stren8., ~ this area.
Cl}:arisma.was. -not seen as a.vital quality. to. ·P()~·\;;i by·.75% of

uk n~spOlld.ents. This ,v)~s qualified by 30% of" these )

respondents who felt that t~~~qlJ,aIity of silent leadership was. of
~ . . \"i /'. " ' .. ' .. •.>";'"'
greater value tv Afriean..leadli1l's/·thancharisrna. ..Respenderits
expressed t~.eview that qualities such as wisdom, self

I';/
~?
fi
i:, II--~--~--~,r---

{)

.' '. i

'\

~lInChrisde etal, African Management: Philosophies, Concepts
and Applications. (1993).
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u

¥~sion, it was<airgue(l was' critical in terms of hamessing the
colleotive· tJne~gy •of the employees ....working with you.
ltesponclents allgued,that it was imperative for e:rp.ploye~sto fe~l

• i'! .• " ... •• . ." ',' ; '. ::tha.t the leader ~acla plan for.the ftjjture. This irispif~d people
, : . ", :1

and. engendeFecl a feeling, of trust al1tdcommitment to 'a sltar~!d
Vision of the futu'l'e.

This finding appears to Sllpport the assertions by Bennis (19~9),, '

K.()u~esoand Posner (1988), Nolan et al (1993), Charlton (1991),

Lynch (1993) and Davis (1982) who state that a leader bas a

clear vision of the future and is active in guiding pe~iple whIlst
9Seatinga context thp-i,'ismeaningful. Thusthere appears to be
an agreement by African leaders within the. sample, that vision

IllS ,~ critical quality, but that t.Mti: quality is stronger amongst
'\ve&~ernbusiness leaders as opposed to African qllcsiness leaders.

"The means of communicating this vision and. creating excitement
(J

necessary to harness peoples energy was a point of mixed
'i •
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~'c .' _ T~t>~
feeling. This was' interpteted frOIn.··the statemeilts expres~ed

below:

-~;~ '"

"You, can be confident, strong amr articulate. It win serve you
i... _>:'.. ..... .' ,.... . "',.' '. . 1\'be~ter than being arrogent and loud about what and who. you

are",

!lSh~Hjn.gyour idea in ''a constructive manner is more important.
,.'/ c:

Th~i!i'tangomas are wise and have vision, but they do not nee~,
chariS:I;!lato communicate WI.

Certail\ respondents saw charisma ~ being ,fil, reflection, of a
h

leaaers"'aggression .or even arrogance ... Particularly the rural"

I~~polldlents argued that leaders should possess a form of "silent

lea~~7;~sliip" -' leadership .through the ability" ~~ ',' generate
, .. .-." ','" . ."f·· :.",' ,:

r';, , ' ... ' . ..... . . {. __ _." . '.... " '. ,-'.

confidelji)e and Qommittnent to what must be achieved. It was
L· '/ '~. .._

,<:r-egarde~as being against. commuuity vJllues for. one i:qdividual

to stand up and espouse a course of action that had not been
thoroughly debated by the group. Adherence. to the collective

manner qf African life was seen by the rural .respondentS as

This would appear to support Mant's (1983, p.20) assertion fnat

charisma i~ net an essential leadership quality : "their great
virtue IS that they (leaders) do not exercise charismatic influence
at all; they simply keep their eye on the ball, and with a cenain

humility; they grow in the fullness of time ...'', Humility and

patience are seen to be key leadership qualities and this is borne

out by themajority of respondents.

Ii
being of utmost importance.

The collective ritualistic manner inherent in African traditional



liThe African perspective emphasises morals and emotions, and
the relllovale£ dissent through comnrutdca.tionwitlJi,ntbe group.
This attention to iI~lo1vetnent in ths group, observation of rituals
and adlherenoe to processes or decision making ate tYPically

,\

~(l)nsidered ltAcffiei(}nt,but are inescapab,ly Pirt of African
(~

culture".

6.4.5 Accountability, 'fr:ansparency apd N'i'sibiUty

:1
Ac€@ul1tabilltytrailsJl'tency and Visioility were Seen. by the
lrtajorl;ty ohesp!:}na'~tsas critical qualities for leaders to possess
and.thus e-merged 3.S leeyQllaUtiesof AfFIcan Business.Leaders.,- .. '~~ .." i/ II

HC?weverjit must be ncted that respondents were. unanimous in "
stati,ngth,*t they oelieved that although ·these·values· ana:ql.l'aUtieS

\1 •

werelreasured more byAfrican leaders, these (J:u1alitles.rema.ined
\'

ilhJshre '\'lihin .African leadership circles.

ACCOtlntability, transparency and visibility ymerged as~,,~~ey
,\;,

qualities of African business l~aders. However, 45% 'b~
respondents were of the opinion that African leaders espoused ,\,.
these values but did not practice these values. Integrity and

G.---

accessibility~emerged as key qualities that were necessary in

order for the others to have meaning. It is im·portant to note
that 55% of the respondents felt that traditional patriarohal and
authoritarian values in rural society precluded leaders from
practising accountability or transparency. There emerged a

I

conflict between what, respondents saw as desirable qualities
which they believed were.being practised, and the·practical

-.~';'_'.:"" .-:-:-; .:.~_;;;'~:'~,,~
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realitythatexiste?, which was one where these values"N@~e.not

in evidence.

,
t . i

T'.tl'is assertion' was supported by several respondents who
continually referred to, the much publioised investigations
reg~U;¢Hllgthe conduct of" senior executives of the Nation,al
$(!)(JghumBreweries. "

This, argllment ",as further elaborated on by numerous
respoprlents who argued that African business ,~eaders espqused,
the values of openness, honestly an.d a.ccoun.tabiljty ,~s t~i~yhad
been' educated into this way of thinking after attending
management development programmes. However; leaders

appeared reluctant to implement these behaviours.
<, !i :1, \\

I}

Itwas argued by, respondents that African business leaders still
stood in a, position whereby the conflict between traditional

community based values. and more advanced management
"

pr~ctice8 ,were in. conflict. It -appeared that the patl'ial'chal,
authoritarian values, of certain communities still held. sway over
modern business practices.

These. arguments support Chaudhry (1992), Montgomery (1992)
and Kiggundu's ("L992)22 re$eaiJh findings that African leadership

styles are rooted in. highly authoritarian practices which in turn
have their foundations in the colonial orient~d administrati~~s

pr~valent in the majority of developing African states.

22In Blunt et al. Managing Organisations in Africa. (1992).
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":People In,ust"s~e you. J'h~y m:ust 4e able to observe what 'yell
are cioing if1Oti. want them to trust Y9U.tt;.

l\

"Sharing is important to us Africans. If you do not share, if you
/,

are/(:not o.pen and accQuntal?le to. your community 0.1'
c ",

constituency, yo.u will .•not inspire the opnfidenee of your
£olileweJ.:s', ,

"¥Q.JJ must set the ex~dIple. People 'Yin be suspioieus.of you if
y~~uase not open. they win think yOllhave some~hhlgto hidy

·····1f.you are not visible or transparent. This wHl damag~~'y~l)}
credibility as a Ieader".

Ii

"Afticanleaders say that they are open but this is not' so. In the "

CGn11nUn1Vj', yes•. But in-business they are soa,n~dof haying their
",' _.~.f ,

authoritY challenged. Look at the NSB saga".

"African .leaders do not 1ik~ the idea ()~their new..found. power
,_' _' . '.

being challenged. lhey think employees are s~yingU\at they are
incompetent. True participation IS a problem, but it shouldn't be

))

if you look at the practices in our soci~ty".

This conflicts with the ethic of confidentiality, partiaul(}r1yin the
case of bank employees where such employees are faced with the
pressure to disclose confidential information'~o the community,
whilst maintaining client confidentiality.

Respondents in the urban centres seemed .less concerned with
these values in. terms of their implementation. Although these
qualities were rated as highly important to' "a business leaders :;
success, it appeared that rural respondents felt strongly about
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these values,being, practised yet appeared 1'elU'Gta~tto ~Ontlllit

themselves·as 'to wllether these valUJ.tswere beini()iplemel1ted
by leaders in the rural commuaities.

,;] Itwas argued by a number of respondents that African leaders
,

in the urballi!bUsiness sphere espoused. these values, hut ~ere
either, unable or, unwilling to adhere to, these practices as a
consequence of, the nature of the business environment within

C/:." ,.

whioh they found themselves. .They argued that the,' divel'gent
I::

\i

comiID"unityand workplace val~~ systems and demanded led to
dysfunctiolla.1conflict, '

6.4.6 Storytelling

','The African tradition is oral. This was the response from the
majority of respondents who stated that the na"tu~~ of
C()BlliH.inic~tionin Africa has always been predominantly ef an
oral nature. There' appeared to be a t~mdencY'amongst
managers to favour oral communication as opposed to written
communication in-delivering important and significant pieces of
..information. This ,wasreinforced by respondents who stated that
in certain oases managers would not read important memoranda
from Head Office as they would prefer-the courtesy.ofa verbal
notification,

StoryteJling emerged as a key qm.ilty amongst 85% of the
. '

respondents with 75% of the respondents stating that they used
\\ .

storytelling' on a regular basis to communicate important
messages, transmit V'alues,.create meaning 'and help align their
vision. 'Whilst 15% of respondents believed that it is not an
ess~ntial quality, they eh1>ressedthe view that itmay be.a useful



... '.

~~li'tG,possess,; ;Jjihii~"peJ'Gent. (3H.%>j1.of ,resp()iid,eIj,ts{e~F('t~$ed
.. ". ". ~,

t}ie'view th\ilit>theart e£:stGJeyteHhl'gwas n.0l'Vabled :ana'practised
a~cit" S.b.ould We'Sin~i ~h'af in .we·stem, sOGiety':,th~ 'hene£i.ts of
$toty1:elHng' as a: lea:a~J'ship·qu~lity.was still to. be 'clis'c()ve'l~e(l:;

() .

':.)
~-. ~~~~

. \0anous T~spondents. Cltett the tole 'Qf stoeytent~~ in the

tl1aditit111al'as;wel'l as m~denj sooie*ctl oolitext~

lJ¥eS'jSt<:>l;yte:Uiug-1 gr~ upwith it. It is amnda'nle,ntaI parb:~f
f}

liStoryteUing helps you develop a means of communicating
r:

deslired.~~.aueS,;. heli«f:S,.'about hew things shotdd·'happ,en:'and
/r-'7-', ';'

J gen:~tal,lyi!)spi,rJJng people ~hrough huHding a sharedVision €lithe

futwte".

< VStocy:teUing As part of be,jng AHioan~· It is an g()pd: V;~'1y'of
.' . ') ',~,

oreating .meaning, focus and. sohes!on with a group of people",
~~-,

However, it ,was noted by 70% of respondents that the pracace
(,

of storytelling was being eroded in the mere urbanised centres
as it was seerl not to be playing a ibntral role In'communicating

" items of important valueto fhe communities in the'llrban.a.reas.

\.';,

,. Ii; ....

"Certain practices, like storytelling are losing their impact in the

modernised corporate world. People t1:J,inkthat Afrit;an praotioes
" are .inferior",

Eighty percent (80%) of the respondents agreed that the
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"\;:'

practice' Jjf st0,ty;t~11'h1gwa~f' a nec¢sslary ~:ua11ty<for' t)lJ$iness
le~~leliSto f)0ssess. .Am'Ga:n le·ade'rs wd'ul« IJy 'VIItUe i>f'tne fact

~, ffiat, ~~y Were'tooted in African tribal and tradJ.tJQna.t custom,

feel more at home wi.dt the Cbncept and 'Practice 01: storytelling. '
. ~

.' ". ;.',fl" .. ' .' ..... : '. .': .'

..$~oryteHin:g, acc(jt~Hti'g' to,' the' respoItcients, wouhll tbus" be an
. \l

e$'$~n!tial eleme!l;t for Q,rgapisation(ll Jearpjng~ The asse,rtmn" ., if

'b~elng"',made lS,that stot)lteUihg support*. tIle process 0f collective
, ',' '" ,~ ,

/ 'le1atnin.g; whicnit is ar~uedby Lessepl (l~g9)/ De'Pree (1-989)
al}'d··Ramudzuli (l:993)Z3 is an essential eletnenttoorg'anisational

c;le~uniJlg.

Alth.ough itwould appear that little, if any, j1eference is made to
\), '::'

i'J't6tyteTIing as being a,keyleaderfb1p quality by'western husiness
1:ba:(\):e.ltS,I' C6'n:aill of these l€~aders su(}h as De Ptee ,(1994) 'are
'ib~gilfn.l:I1gto See the v~lut( of s.,Uchpractices within a western

cofitext. De Free (1994,.p.91) j ill'sl!l'P¢1t of this ass'cl,tiOI1 states
that: -. ' ",' '''''~I '" .0'"

"Ttibal storytellers, the tribe's elders, must it'w:~l¢I1tlywork at the
(; . ~\ ,.'

process of renewal. Theynwst preserve' and revitalise 'the values
oftb,e tribelt•

6A.7 African 'Communalism.

The respondents were unanimous in agreeing that the communal

nature of African society influenced the nature of leadership
"qualities and how these were exercised. The communal nature

Z3in Christie etal, African Management: Philosophies; Concepts
and Applications. (1993).
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of Af.t;ioan·s!)~i~tyh.as'a £UI1'samentalitn;pact QXl;th~de,ag.,~$hip
qiualities: t¢qllired hY!llaij,~gets.'l7bl~vl\'iywas exp~e$$~i:J;.1:1y 9Q·%

\' ._". 1\·' c:

9l,.,tie r,e$PQnd,en~. ') ,

Respondents stressed that the communal nature of African
$'9Q:i~~ J.)onfltcte.cl.s~vereliVwith th,e. highly .jncli~idVi&Hsed nature
of western society. This, it was argued gave rise to Africari.\i

., \\
.'"..i .,l~aQ:ellshi),wng. to iiihalau~.themselves·between. twQ. c()n,flictlng

yalue systems that demanded two separate ways of conducting
business. Role conflict was a logical outcome of this dilemma
0ften resulting in ·dysf\1nctional.conflict within the work
enWronment.

t)
. The interdependent nature .orAmean society placed additional
0.. , .. .... G

demands on business leaders in that. leaders were required to
adopt a more collaborative spirit toward dealingwith community
~~lat~s1prOblems. Itwas also $tat~dby respo~tdentsthat ~:t!~i!t~ss
leaders Were often faced with having to cope with dh1,ded·
loyalties, nanf~ly loyalty to their community and loyalty to their
company.

"You have to balance many balls. You have to be objective,
impartial and highly professional. So' often you have' to take

o

, decisions that hurt the community and are then placed' in a
position where you have to explain why you took a decision that
is seen ~p'~go against the interdependent nature of YOUl'

,\. ,\community", \

uyou have to be a pillar of strength in the community. You
h8;~eto act as a guide and live out the values and qualities
associated with ubuntu more than anyone else".

\[
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(j

. ;;,;!'r(;)J~ran,~f;pa.ti~nCtMln~j,mpa1itfa;m~at&~~il'9Jtiq~~1iu q:qrsoci~ty.
'You must he a role Jl1odtH. Thus humility, i.gocegrity, good
'Jilpge:nl~IlJand.·fahlU~ss.ar~ '1nost'"imp~ot~~I)J1~,.to,.,di.splay't~ yQuJ'
Qpm:m:1;lni:CY". '

. 6.5 '.', '.ftenm.tiye MO(if!l fc;tf ~can,.i\p~ine.ss·J.,,~a\der~b.,i.p·
.. . . ,)' .: _, ~~"; ~:":.">......:,

",; " ", . :( ·;;;'\'i " .
Figu~e iltl~i"A 1ie~t~ti¥eModel Jor African \#>'4$iri~ss,~4er.~hiPl

r;; ;

-['

, ~l:"an$paX'ency,
". A,}~,CO, u,',ntability
l.n:a' Visibili ty
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'fHe ~vera'U patteoi' of finding,s ittcilic~es that ?¥Moan 'ttusin:es$
;~ ".'

D

il~1ade'rsaFe;of;t}j~n1JpiniO-ilUlial tnere are imp'ortaut'idiffe'Fcnoes\\
in: leadership 'qualities' betWeell tne.mselves 'and .their western

:,r·. ·6nentetllli~llnterparts!. :me'fjll'~:tngsfurln~rsli~g~.s~,th'at eertain
A~ftfies~'lllw~lftrel;ctitd:¢omp~feltcies that African hU~lfiessJeaders
.believe tneY'possess,appear to be Jlllique toA.mCta~leaders in
that Blcs'eq,u1alil'ies hpP~'~b'fiet t() be inhe:r~J,1·ta$6figstbhshl'e~s ;

: ,.. ". ' ' •... l\ -. ....•... . " . .$;'J'le:afl'erS' ad6ptillg a: m(:j:re ··c<;>nven.nona,l'westeJ;g'·approaQfi to',

Nth'0ugn 'i~'aPP'eats 'tnatthe'" pretequisi.tes to leadership success
lUay be universal, resppnses from the p<lrticipants'iri~icate that

"
.tli¢ application of leadership practice varies markedly. The
fi1}dings 'further in(Iipatt1 that although certain. qualities are

':!Jui"ers~l theyare not applied, .understood Of ..interpreted·ill·the
i.S3Uleway. lathe opinion of the respo~dents, African bu;ine$s

l~aders ~pply" and .. interpret western concepts" With ct
(,Afrocentrically acceptable contextual framework.

\;1

<t. "."

Furthermore, the present findings suggest that the regional

( !

,~;
",'.;,.-

dynamics, as well as the urban-rural dichot\?my, have a definite ()

impact on the adoptlon, intensity and implementation of various
Il

o

practices byAfrican business leaders.

this has an importantimplication for research namely, that the
relationship between African business leadership and more

western oriented forms of leadership should be explored in

contexts where there African leaders are able to integrate the

(two leadership toncepts more fully, and where a .more

At:rocentric leadership style has emerged,
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i.. '.. ,,' ~\,'.., .', _'. .:" .: , ,:", ':1. ". _ :Th'¢ ,pt~pent fiijcl'lUgS,<$~l~,port.Blunt and Jones (1991)" research
Jndioating that tbere are, mar~ed differences in;}ead~rship ..style

-, ii .'

all:«i'.tlle perceptio:tlS' <;>fle'~ger-shlpCJJl.lalities~etw~¢n ,Aft:ic~
l~'a~ers, and W~$tl?!rn "buSiness<leaders.' These findings also

;'j

. support' Christiets (1,?93) research Wbich argues for a more
····.···.~9Qentriq~]]y,ba§~d~approC\ch ,to' 'leadership ....de¥~ldplIlent

~w~t~gie$ all~lh-u$i~es~practices;

It;~~sugg¢ste~ that further researqh would 'be Jwponant to' the
~~~~,t~h;at,i,t w(,')llb;} cQn:sidermore empirically based evidence of
cenai~, indigenous factors, such as communalism, ubuntn, '

.• c. . .'~uttitll~Utyand.' ethll~centrlcity, imp(l~tan9' infJue1l.ce on,a more
" ~Q~eritrl'c!iJ1y h(lsed leadership practice.

I,j

\\
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~U19S'l!@~:N~~~·i1~N.1~1W~ltFI:.mg ',QiJEl <~~.€liN
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14tr$INl~S'~1JEAJB~RS~

Exten$i~~' i~s6a~6hhas' heen conducted 11110the qu~Iit1e~tiikt
'. d¢t~l'l11iilesa I~a'detssUcc~ss.The que§t'ions arla $tatements. that
1 wi:}l be putting to you ate primarily aini\~,d a;t establishing
':?"'" ..' ..... '("'."':"'."::,i)~' c,', ~>:~,:,:,::,,,',,,; ,:""''',:"',, --" : .... ' .. .. ;>:: .. ,._~,:,,". ":,,_',,::",it,,,.,~,,:,,:>; ',:" ;S}"_~'-:'<:"\J"::.~:t1~tl.ertb:e.sij 'qual'i'ti¢$ ai~~~)ivers~16'f,vlii3tbercert~~il'qua1~t1es
$~Ybe"ftlbre hlll~tenf'toArrtcan busi:fi~ss'le~aer~..

'.\'

3.

4.

11.

Wiiieh vay~es.dd'you .believe set Afrioaj~Jeaders apart~
£rom other business leaders?

.C6utd you ~btfi~frilon' the tole' th~tspt¥ittffiiity .plays :in
determinIng a bw~iJlessleaders suseess o{ ability''to fu:lfi]

•.. c.... . .... --. ,.'.A§\ : .: ..... f)...... c.

hls/her role adeq~\lwt.ely? ((
"'",

Could you comment on whether the ability to:·-:teatetrust
and respect are key to an African managers success as a
leader?

"5. Do you believe that qualities such as visioning, or vision
,-,

building, and charisma' are critical to a business leaders
success? Are these inherent in African-managers moreso

'.

than their Western counterparts?

.6. Me qualities such as accountability, tra~sparency and

visibility key qualities of African businessleaders? ,I

\.
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8. Do you ,~elte~~~tGm~lttl)gt~ be an important attribute
':'. J.... ',~' :,.~.;.:_.:)\ . ~.'.:'"<" ... ' .. s· ...: :,< :. /_,

for a manager or leader to possess? Why?

~. To What e~en,t does the co:m:munal na:tul1¢ ,of African
sooiet,y influence the' leadership qualitIes te~uired by
managers?

:;lU: 'What specific ..behaviours. wouM AM9an 'leaders
" demonstrate' tbat other lea:ders may not demonstl'ate, Or

demonstrate as frequently? \)

'0 11. ~'zyt ~eh:a,~~.t&W01J.Jd.. ~the.,r,~~~d~rscl~lJolJ~~~f,ltethat
;'. ";', ,,: :,'~,_, (; i',,,~,t·~ :"\,,,,:: i". _'::,:-':,::'':.,_\'~",-<', .', ;\,:~,': \,:,,::.>,>;'>~
~A.frl~~~business ieaderS might not demonstritte as often?
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