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ABSTRACT 

Much has been written about the ciramatic nature and Pace of change that is 

ongoing in Our world. Change can be both evolutionary and revolutionary. In an era 

where the speed and nature of change is having a profound effect on organizations, most 

are looking for ways to respond to these forces of change: to make changes to their 

organizations to make them more flexible, more adaptable. Among these organizations, a 

smaller number are looking to do much more than simply improve or  alter existing 

processes in their organizations: they are looking to fundamentaily reform or "transform" 

their organizations. 

Within this environment, the capacity to adapt to, or try to 'manage' change has 

become increasingly important. But in an environment of increasing conplexity and 

uncertainty is it redly possible to manage change? This thesis explores the issue cf 

change and how leadership can influence the ability to navigate change effectively, 

within Iearning organizations. The Thesis suggests that, while it may not be realistic to 

try to manage change, the leaders of organizations may be able to create the conditions 

necessary to prepare for and adapt to change, and indeed, to seize the opportunities that 

change may present. More specifically, this thesis suggests that this role is the central 

one for leadership in helping organizations survive and thrive. 

With these ideas in mind, a frarnework for initially examining the role of 

leadership with respect to organizational change is developed. The creation of this 

framework involves looking at living systems theory, understanding the nature of change, 

identifying key leadership attributes and tasks, and juxtaposing these against what 

systems theory suggests as a potential role for leadership. 
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I) INTRODUCTION 

1. The Issue 

Much has been written about the dramatic nature and Pace of change that is 

ongoing in Our world. Most organizations have and will continue to experience various 

degrees of change. The implications of many of the changes occumng are nothing shon 

of revolutionary. Revolutionary change can ultimately 'transform' an organization. 

Transformation takes organizational change further. 'Transformation is moving an 

organization to a higher plane, leading it to become something qualitatively different."' 

Transformative change can also occur through evolutionary change. Viewed 

individually, small changes may appear to have only a Iimited effect. Yet over time, a 

number of small changes added together cm create revolutionary change. 

Transformation cm also occur through specific, carefully orchestrated changes to a 

system. Such changes, dthough they appear srnail, cm create a profound 'ripple effect' 

through a system. The anaiogy of the butterfly that flaps its wings in Peking causing 

weather patterns to change in the Gulf of Mexico is illustrative of this idea.2 

Technological change and globalization are among the most frequently cited 

"environmentaI forces" that are affecting organizations. Everyday we are exposed to 

stones in the electronic and print media about emerging issues related to these and other 

forces, not to mention the fact that each of us is probably impacted more directly by 

changes in Our work and home environments, which have been precipitated through 

1 Gordon R- Sullivan and Michael V. Harper, H o ~ e  is Not a Method, (New York: Broadway Books, 1997) 
' Gareth Morgan, "Unfolding Logics of Change", Imaees of Oreanization. (Thousand Oaks, California: 
Sage Publications Inc., 1997, Ch. 8) 252-300. 



technological evolution. In short, our environments are becorning increasingly cornplex, 

and we are, in many instances, being inundated with change. 

The interaction between organizations and the aforementioned "forces" in their 

environments has also introduced increasing complexity into Our organizations. This 

complexity is compounded by the fact that most organizations are not dealing with one 

change, but instead find themsehes confronted with a nurnber of changes. Even when 

the forces of change can be descnbed in terms of a single, compelling change, the issues 

are usually multi-facetted in that they affect a number of aspects of organization, such as 

strategy, structure, systems, and processes, simultaneously. 

Increasing complexity has precipitated a greater sense of uncertainty in many 

~ r ~ a n i z a t i o n s . ~  As complexity and uncertainty increase, many organizations are left 

desperately trying to "manage" change in their worlds. Unfortunately, they are often 

unsuccessful because such an approach may not consider the broader implications of their 

efforts to manage change in the Iarger system of which they are a part. Unintended 

consequences can result from incorrect or ill-considered "change management" efforts? 

"Systems thinking" - an approach, which has its origins in the physical sciences - can 

provide a discipline for understanding how an organization relates to its environment, and 

how it may respond to change and complexity. 

It should be noted, that while much of Our knowledge of how social systems 

operate has been drawn from the characteristics of "open systems" in the physical 

sciences, there are differences between the physicaI and social contexts that must be 

Un Merry, Cooine with Uncertainty. (Westport, Connecticut: Praeger Publishing, 1995) 3-14. 
4 Richard Pascale, Mark Millemann, and Linda Gioja, Surfinn the Edge of Chaos, (New York: Crown 
Publishing) 19-2 1, 



a c k n o ~ l e d ~ e d . ~  For example, a social organization may be able to transform over a 

period of time - perhaps three to five years - while the biologicai organism may take 

hundreds, perhaps thousands of years to evolve. Absent these differences, we would be 

able to glean al1 of our knowledge of the operation of social systems from the physical 

world. Al1 of this said, there are a number of characteristics of physicai systems that are 

important for our understanding of social systems- 

A prominent school of management thought has evolved around systems thinking. 

Peter Senge, for exarnple, has popularized the idea of systems thinking as a frame of 

reference for understanding and coping with change and complexity. In his book, the 

Fifth Discipline: The Art and Practice of the Learnin~ Ornanization, Senge describes 

systems thinking as the discipline for seeing structures that underlie complex situations, 

and as the necessary tool for leaders to differentiate high and low leverage change.6 

However, Senge also acknowledges that systems thinking alone is not sufficient to help 

an organization address complexity. Its capacity to deal with complexity, indeed its 

survival, depends on its capability and capacity for continual learning; it must suive to 

become a "learning ~r~anization."' 

The learning organization is one where "people continuaily expand their capacity 

to create the results that they tmly desire, where new and expansive patterns of thinking 

are nurtured, where collective aspiration is set free, and where people are continually 

learning how to learn t ~ ~ e t h e r . " ~  Learning occurs through understanding and responding 

Daniel Katz and Robert Kahn, The Social Psvcholo~v of Organizations, (New York: John Wiley & Sons, 
1967), 19. 
Peter M. Senge, The Fifth Discipline, (New York: Doubleday, 1990). 69. 
' Senge, 3. 

Senge, 3. 



to feedback. In this regard, the challenge for managers and leaders alike, is to be able 

understand their own organization and the environment within which it operates. As a 

result of their leaming, they wiI1 also understand their capacity to affect change in the 

organization (system). One of the leader's main tasks, therefore, is to create a culture and 

climate that are predisposed to continuous learning. In other words, the leader and 

members of that organization must understand and use feedback as part of a "lessons 

learned" cycle to work with, instead of against, change in their organizations. 

It should be understood at the outset of this discussion that major change or 

transformation can occur within organizations that may not be leaming organizations as 

defined above. This sort of change can occur as a result of an incorrect response to some 

event or force affecting the larger system. The organization may respond by 

underplaying or over responding to the source of the instability. The inability to 

understand or gauge an appropriate response may relate to the pattern of feedback loops 

associated with the system. A system, which responds solely to positive feedback loops, 

without consideration of negative feedback, may be driven into a destructive state of 

growth or developrnent. Negative feedback provides a self-correcting mechanism. For 

example, an organizational tearn may be driven through an inappropriate reward and 

recognition system towards a growth at any cost strategy, because of the capacity to 

achieve results initially. However, a negative feedback process could indicate that this 

process may ultirnately erode the success of the team and organization by causing the 

individuals to take actions, which will erode the success of their counterparts. In this 

exarnple, had the organization been able to gauge the balance and interaction of feedback 



types required for its success, the problem may not have occurred. This is one of the 

hallmarks of a lezrning organization. 

Leadership, it shail be suggested, may be highly influentid in managing change - 

particularly that associated with complex systems - in the context of a learning 

organization. Leadership, through its capacity to encourage organizationd learning, can 

be very important in tems of the organization's ability to understand the type and 

balance of feedback required for success. That said, there are other organizational 

elements such as mission, strategy, structure and culture that play roles in deterrnining 

organizational performance and ability to make the most of continual change? However, 

of al1 the elements, leadership should be the most influentid because it can shape and 

guide the others. In a learning organization, leaders c m ,  through a lessons learned cycle, 

refine values, promote the ernergence of strategy, and generally set appropriate 

organizational parameters to effective1 y deal with change. 

2, Thesis Statement 

The purpose of this thesis is to further explore the role of leadership in 

transformation in a leaming organization. More specifically, it attempts to identify how 

leadership may influence, or assist in managing change in a systems context, and its 

potential importance, in this regard, relative to other elements of organization. This 

thesis is premised on three principle assumptions: 

1. That change is not an event or point in time. It is instead part of a process, the 

W. Warner Burke and George H. Litwin, The Burke Litwin model: a Causal Mode1 of Ormnizational 
Performance and Change, (PricewaterhouseCoopers Change Management Methodology, 1998) 



timing of which can vary from one organization to another depending on the 

organization's relationship to its environment. 

2. That to manage change - to the extent that this rnay be possible - an organization 

must value continuous organizational learning. In other words, the process of 

assessing and incorporating "lessons learned" into the operation of the 

organization must be part of that organization's practice and culture. 

3. That of the many elements influencing organizational performance, such as 

mission, strategy, and culture, leadership will most directly influence the ability of 

a learning organization to manage change. 

In addition to these three key assumptions, a fourth should be added that 

elaborates on part of the second assumption. This assumption alludes to the idea that 

managing change rnay not always be possible - despite our best efforts. A fourth 

assumption, therefore, should recognize that best efforts aside, unintended consequences 

rnay result from trying to 'manage' complex systems through discontinuous change. 

Unintended consequences, in other words, can mitigate the best intentions of leadership. 

Their existence serves as a strong reminder that living systems rnay not be easily directed 

to a desired outcome; they are instead more likely to be successfuIly "nudged" towards 

it." Although unintended consequences effectively lirnit the capacity of a leader to direct 

the future of an organization, that doesn't mean that leadership is powerless. On the 

contrary, leadership rnay play a criticai role in helping organizations deal effectively with 

unintended consequences and uncertainty. In more specific terms, this rnay mean 

harnessing the uncertainty or "adversity" it creates by encouraging the organization to 

10 Pascale, Millemann, and Gioja, 6. 



learn From its prior errors." h this regard, adversity c m  create an opportunity for 

Iearning and growth. 

While considerable anecdotal information is available to assist in identifying the 

parameters of leadership that are important in trying to manage organizational change, 

fuxther detailed study - beyond the scope of this thesis - will be required. Recognizing 

the need for more detailed, longer-term analysis, this thesis focuses on building a 

framework for determining the existence and nature of relationship between leadership 

and the management of change. 

3. Approach 

Building an appropriate framework for the analysis of ideas and evidence is an 

important step in trying to determine the correlation between leadership and the 

management of change in a leaming organization. This thesis, as suggested, recognizes 

that fùrther work will be required to be able to build a 'concept' with evidence gathered 

the frarnework established. 

Further research, therefore, will focus on testing the validity of the framework 

created- This will involve further studying leadership and its influence on the 

management of change - particularly major or discontinuous change - in 'reai' 

organizations. Nonetheless, the creation of an appropnate 'framework' is the first 

critical step towards building a 'concept' of leadership and its role with respect to 

organizational change. 

" Pascale, Miilemann, and Gioja, 250-251. 



In order to develop this frarnework, a literature review, which focuses on 

organizational development theory, organizationd change theory and general 

management theory was undertaken to build a theoreticai foundation for defining 

organizations, organizational change, and the key elements of leadership. AnecdotaI 

evidence from management and organizational Iiterature provide references to try to 

demonstrate a correlation between sound Ieadership in a learning organization, and the 

effective management of change. In addition, two interviews were conducted with 

organizational leaders: one private sector and one public sector. The results were used to 

provide initial validation for the framework. The questionnaire used for these interviews 

is attached as Appendix 1. 

4. Methodology 

In an effort to create an effective framework, this thesis has addressed the 

following topics: 

1. A Definition of Organization - A definition of organization is developed to 

explain what an organization is and its relationship to environment. The concept 

of organizational effectiveness is explained. This thesis is prernised on a systems- 

based approach to understanding organizations and the process of change. Thus, 

the choice of a systems-based approach to defining and understanding 

organization is elaborated. Particular attention is paid to descnbing the process of 

feedback and how it can be used to create a learning organization. The concept 

of a learning organization is also defined and discussed. 



2 A Definition of Change - The idea that change is a continuous process and 

organizations, accordingly, are always in a state of flux is explored. It is 

recognized that the Pace and type of change differ from one organization to 

another. Nevertheless, as Morgan suggests, "Our actions shape and are shaped by 

change, we are just part of an evolving pattern."12 

Change can be both transformational, in that it can fundamentally change a 

system, and/or transactiond, in that it emphasizes process changes with an 

existing system. Under a systems-based approach, the organization and its 

members are part of a continual cycle of innovation whereby even smail changes 

introduced into a system can produce larger or revolutionary changes. These 

changes can be described as transformational if they cm push the system into a 

new context or paradigm. 

The idea that the process of change can be understood as a process of 

innovation is also explored. Changes to the system c m  lead to new innovations 

being introduced, which c m  become 'strengths' for the organization. Over time, 

these sarne strengths can Iater become weaknesses through the process of 

innovation and change. The role of organizational learning is recognized as 

criticai in this context and is explored. It is suggested that continuous 

organizational Ieaming is required to ensure that the cycle of improvement and 

obsolescence in an organization continues as a means of ensuring survivai. 

As lessons learned are considered, strategy, culture and forms of organization 

can al1 be shaped. For exampie, through the process of organizational evolution 

12 Morgan, 300. 



and change, an organization can take on many forms. Exarnples of these are also 

discussed. 

3. Forces of Change - A brief, but important discussion of the forces of change, 

which are part of and can drive the process of innovation, is also included. While 

the implications and specific types of changes may differ from organization to 

organization, the principle themes are consistent. These may include, but are not 

lirnited to the following: 

The competîtive environment is changing rapidly - For business, new 

markets, new competitors and new expectations from customers are placing 

increasing demands on organizations. Governments m u t  also deal with 

increasing dernands from stakeholders and are being driven to look for 

alternative ways of serving them. 

Emerging technologies pose new challenges and opportunities - For aI1 

organizations, the dawn of the digital era presents new opportunities and 

challenges. Innovations in information gathering, interpreting and 

disseminating have profound implications for organization design, operation 

and performance. 

Technical skills and tearnwork abilities of people must be continuaily 

upgraded - Technologïcal improvements necessitate continuous updating of 

skills as increasing Ievels of knowledge are embedded in the processes 

associated with perforrning most jobs. Today's knowledge can d l  too quickly 

become yesterday's knowledge, which means that forward-looking 

organizations must facilitate information and knowledge transfer. 



Financial pressures are forcing cost cutting and downsizing - Ideally, 

most organizations aspire to use their resources as prudently as possible. 

Although most organizations today have undergone some cost-cutting or 

rationalisation exercises in the recent years, the mantra of "do more with less" 

is still very much a part of the operating philosophies of these entities.I3 

The purpose of discussing the nature of change is to reinforce the idea that 

linear thinking and ideas are not as relevant in a turbulent and 'non-linear' 

world. This is where the convergence of chaos and complexity theory is 

important, as the emergence of many of these themes is prompting, if not 

pushing, the movement of organizations towards a new context. 

4. Attributes and Tasks of Leadership - This section identifies exarnples of the 

key attributes and tasks of leadership for the purpose of establishing those aspects 

of leadership most necessary for coping with change. The literature review draws 

on management theonsts and their assessments of what constitutes an effective 

leader. This is later juxtaposed against the key attributes and tasks of leadership 

that are drawn from systems theory. References are also made to the experience 

of notable leaders such as George Marshall. 

5. Transformational EIements of Organization - Building a frarnework to 

describe the reIationship between leadership and the ability to manage 

organizational change requires identifying the other elements of organization, 

which may affect the change process. These eiements are discussed and a 

rationale for their selection provided. The Burke Litwin rnodel, which is a 

comprehensive mode1 of organizational change, is used as a basis for identifying 

" Sullivan and Harper, introduction. 



the key elements of organization, which can influence the ability to manage 

change. My research to date has suggested that in addition to leadership, the 

following elements, because of their transforrnationd nature, maybe corelated 

with successfül change: 

mission; 

strategy; 

structure; and 

culture. 

6. Cornparison of General Leadership Tenets with those Described as being 

Important from a Systems Perspective - This analysis is key for development of 

the frarnework. The section builds on the other sections where elements .sf 

leadership and organization are described. Exarnples are drawn from the 

literature review to establish correlation between leadership in the leamimg 

organization context and the ability to manage discontinuous change. The 

concept of "patching" provides one such exarnple.14 This describes a prcacess 

whereby organizations routinely change their configurations in response to 

changing opportunities, with leaders establishing the broad configuration, 

The roles, drivers and attributes of leadership in learning organizatioms 1 focus 

on include: 

creating and maintaining a culture accepting of the need for continuai. learning 

and change (this is a longer-term task); 

"Kathleen M. Eisenhardt and Shona L. Brown, "Patching: Restitching Business Portfolios in Dynarnic 
Markets," Harvard Business Review, ( Vol- 77, No. 3, May-June 1999), 73-74. 



fostering trust, communication and information sharing within the 

organization (this cm involve creating systems to support this type of 

environment); 

accurately reading and understanding the organization's relationship to the 

environment; 

envisioning and creating the conditions for strategy to emerge; 

envisioning and creating the conditions for different forms of organization 

structure to emerge; 

guiding operationalization of the strategy; and 

establishing noms,  values and standards for the organization. 

Perhaps, most importantly, the leader must develop a shared sense of purpose and 

mission for the organization. 

5. Summary 

It is the intention of this thesis to establish a frarnework, against which the key 

attributes, and most importantly, the tasks of leadership and their relationship to change 

in a learning organization can be understood. While it is acknowledged that other 

dimensions of organization may influence performance and capacity for change, the idea 

that leadership is perhaps the most influential of these is a cornerstone of this framework. 

1s a frarnework for further exploring the role of leadership in influencing change 

in a learning organization needed? The answer, 1 would suggest, is yes. Increasing 

complexity in both the environment and organizations is creating a need for greater 

understanding of the real extent to which organizations can 'manage' change. While a 

number of management and organization development theorists have explored the extent 



to which organizations - indusive of d l  of dimensions - c m  really manage change, few 

have looked expressly at the role of individual elements of organization. Although this 

thesis has chosen to view organizations through the lens of systerns theory - that is, 

through an approach premised on understanding of an integrated whoIe - this does not 

preclude the need to understand the role of individual dimensions of organization and 

their effect on performance. By examining leadership in a more comprehensive manner, 

it should be possible to better understand how it can work in conjunction with other 

elements of organization to manage change. 



II) A DEFINITION OF ORGANIZATION 

To begin the process of deveIoping the framework, a working definition of 

organization must be established. On that bais, effectiveness in organizations must aiso 

be defined and understood. This will help us identiQ the elernents of an organization, 

which may influence its capacity for successful transformation. 

Most members of society have some basic relationship to organizations, whether 

through farnily, work, schools, churches, volunteer activities, and so on. From these 

associations with organizations, organizationai theorists have developed a variety a ways 

of viewing and characterizing organizations, which have ultimately shaped the 

cleveloprnent of definitions of organization. 

Classical organizational theory, which was the first school of thought on 

organizations to emerge, bas significantly infiuenced the view of organization - even as it 

exists today. The Classicd school is typified in the works of early theorists such as Henri 

Fayol, Max Weber, and Frederick WinsIow ~ a ~ l o r . ' ~  Fayol is noted for his general 

theories of management, which represent one of the earliest attempts to codiQ the 

experience of successful organizations. Taylor led the movement of scientific 

management, which purported that there was always "one best way" to carry out tasks. 

This mechanism would optirnize productivity through development of the fastest, most 

efficient, and least fatiguing method of production. Weber, similarly, broke new ground 

in organizational theory with his observations on the relationship between the 

mechanization of industry and the ernergence of bureaucratic forms of organizations. 

'' Morgan, 13-3 1 ., 
Jay M. Shafiitz and J. Steven Ott, Classics of Oreanization Theory. 4h ed., (Belmont, California: 
Wadsworth Publishing Company, 1996), 29-36. 



Unlike the other men, Weber was not an advocate for bureaucratic organizations and the 

emerging world to which they belonged. His theory of bureaucracy noted the potentid 

danger for this approach to routinize and mechanize every aspect of human life in the 

same way that the machine routinizes production. In so doing, bureaucratization 

threatens to erode the human spirit and its capacity for human action. 

Despite, the differences in their views of the impIications of the emerging 

industrial society for organizations, aspects of the works of Fayol, Taylor and Weber still 

resonate in organizational management approaches used today. The basic thmst of their 

coIlective thinking is captured in the idea that management is "a process of planning, 

organization, cornrnand, coordination and control."16 In this context, each saw 

management as a part of a Iarger system, which transforms human capital and other 

materiais into either goods or services. 

Neo-classical organizational theorists followed on the heels of classical theorists, 

basically modifying their work. Their ideas resonate in the works of Herbert Simon and 

Philip Selznick. Simon is noted for his criticisms of the concept of "general management 

principles" suggesting that they are often times "inconsistent, conflicting, and 

inapplicable to many of the administrative situations facing managers."'7 Selznick argued 

that, while it is possible to describe and design organizations in a purely rational manner, 

this approach cannot account for the non-rational aspects of organizational behavio~r.'~ 

Organizations consist of individuais, whose goals and aspirations may not be hilly 

consistent with those of the organization. As a consequence it may be diffkult, if 

I6 Morgan, 18. 
" Shafiitz and Ott, 97. 
l8 ShaGritz and Ott, 97. 



not impossible, to realize organizational goals and mission without subsuming new 

eIements into its policy-making process so that their interests do not threaten those of the 

organization, 

The ideas of theorists from the classical and neo-cIassical schooIs of thought, as 

well as those from others such as the human relations, behaviourist, systems theory and 

population ecology schools, have collectiveIy shaped the evolution of organizational 

theory Al1 have directly influenced views of organizational performance, and somewhat 

Iess directly, views of the role of Ieadership. For the purposes of this thesis, a systems 

approach to explaining organizational performance and change has been adopted, as it 

appears to offer great potential as a framework for identiQing and addressing many 

management issues. As in other dimensions of Our world, systems theory, because of its 

integrative approach, seems to offer the most appropriate Lens through whkh to view the 

management chailenges that can present themselves in an increasingly complex and non- 

Iinear world. This section, therefore, provides a discussion of the main tenets of systerns 

theory and learning organizations in order to achieve two objectives: 

To attempt to define organization, as a basis for understanding the cntical 

elements of organization and how they relate to one another; and 

By understanding the elements which define organization, to begin to establish 

linkages between them and the drivers, attributes and tasks of leadership, which 

are discussed in the latter sections of this thesis. 



1. Systems Approach to Understanding Organizations 

Systems theory has gained increasing acceptance as a vaiuable framework for 

understanding the processes and behaviour of social systems. In its simplest ternis, a 

system c m  be defined as "a set of objects together with the relationships between the 

objects and their attrib~tes."'~ The concept of viewing social organizations as systems has 

its roots in the naturai sciences, and the study of the behaviour of physical and biological 

 stems.'^ Proponents of the "systems theory" approach to understanding organizations 

believe that open systems have a nurnber of common attributes upon which hypotheses 

can be made about the behaviour of social ~r~anizations." These include the following: 

Importation of Energy - Open systems take or 'import' energy from the 

environment. As social systems, organizations are not self-contained - they 

interact with their environment by drawing energy from other institutions, other 

people, or from material resources. 

Through-put - Open systems take the energy they import and transform it into 

something. Organizations will take energy in the form of people or rnateriai 

resources, for exarnple, and transform it into a concept, a good, or a service. This 

process will entail some work in the system, and as part of that, some 

reorganization of input. 

Output - The outcome of the process of through-put in an open system is that 

19 John A. Seiler, S ~ s t e m s  Andvsis in Organizational Behaviour, (Homewood, Illinois: Dorsey Press, 
1967), 4. 

Katz and Kahn, The Social Psvcholoev of Or~anizations, 14-29. 
21 Katz and Kahn, 19-26. 



something will be exported into the environment. In an organization, this would 

be the resulting idea, product, or service. 

Svstems as CvcIes of Events -The pattern of activities in an open system has a 

cyclicd character. The product exported into the environment fumishes the 

source of energy for that repetition of the cycle of activities. The organization, for 

example, produces a good, which is sold in the external environment. The 

proceeds from this sale may be used to purchase more raw materials for 

production into more goods. 

Sub-s~stems and their Relationships - Open systems, as suggested initially, are 

characterized by a relatedness of their parts or sub-systems. In this way, each unit 

of the systern, and its parts, in tum, can be described as bounded by the larger 

structure. The notion that everything in a system is related to everything else is 

critical in that it suggests that a change in one part of a system can produce 

changes throughout. One school of thought would suggest that change in a 

system may be more directly felt within that particular part of the system than 

outside of the sub-system, suggesting a "hierarchy of ~ ~ s t e r n s " . ~  As is explored 

later, another view suggests that the effect of a small change in the context of a 

complex, non-tinear system may be experienced far from the initial source. 

Regardless, the sub-system and system - particularly in linear systems - can 

generally be viewed as evolving together. The importance of the general concept 

of sub-systems is explored in greater detail later in this discussion. 

Consistent with the notion of systems as 'cycles of events', the structure of 

* Seiler 



social systems, which sometimes do not have physical bounds, can be found in 

activities, which return upon themselves to complete and renew a cycle. Structure 

can form from a single cycle of events, or  from a combination of events or an 

event 'system'. This is consistent with the idea that organizations can form from 

the shared experience of individuals. For exarnple, people may be brought 

together informally, united by a common belief about a social issue. What begins 

as an informal alliance may ultimately become an organization- 

Negative en trop^ - Open systems must counter the tendency towards entropy 

whereby al1 forms of organization move towards disorganization or death. To do 

this, they must impoa more energy than they expend. By storing energy, they are 

said to acquire 'negative entropy'. Social systems can be capable of alrnost 

indefinite arresting of entropy. This is consistent with the idea that systems will 

try to stay at equilibrium; although, this need not be static. 

Information Input, Negative Feedback and the Coding Process - In open systems, 

inputs into the system can provide it with information on the environment, and its 

functioning with relation to the environment. The most basic form of feedback is 

negative feedback. This feedback allows the system to correct deviations from a 

course, and work towards a form of 'dynamic' equilibrium. Without negative 

feedback, the system will cease. 

It is this feedback that forms the basis for a learning organization, which is 

discussed shortly. Feedback c m  take the form of both single and double feedback 

loops. These feedback Ioops keep the organization in a state of dynarnic 

equilibrium as the organization is constantly working towards maintenance of the 



equilibrium and its existence. The fûnction of feedback loops is also included in 

the sections, which follow. 

The Steady State and Dynarnic Homeostatis - The process whereby an open 

system tries to stop negative entropy operates to maintain a constant rate of 

energy exchange. There is a continuous inflow of energy from the environment 

and a continuous export of products. However, the character of the system and 

the relation of the parts remains the same- 

In trying to adapt to the environment, the system may attempt to cope with 

external forces by ingesting them. Orpiza t ions  may move towards 

incorporating the external resources necessary to survive within their bounds, 

with the result being that the organization will expand. 

DiEerentiation - Open systems are said to move towards differentiation and 

elaboration. Social systems, for example, move towards the multiplication of 

roles with greater specialization of functions. 

Eauifinality - Through this process, an open system can reach the same final state 

from differing conditions and a variety of paths. When open systems move 

towards increasing regulatory controls, they may lirnit or reduce the equifindity 

in the system. The overarching principle, therefore, is that there is more than one 

method for achieving a given objective: a premise cleariy in contrast to the one 

best approach idea, which underpins classical organization theorists such as 

Taylor. 

Open systems have to be open to, if not part of, their environment, otherwise the 

process of feedback will not occur. However, ensuring the right "degree of openness" to 



the environment can be incredibly difficult as it can influence a system's stability and 

opportunities for growth? The system that is "too responsive" becornes unfocussed, 

possibly finding itseIf trapped in a negative state. Alternatively, the systern that is not 

responsive enough looses touch with that which can threaten it, resulting in a sirnilar 

outcorne. 

Each of the attributes of systems theory just described provides an important 

foundation for the remainder of Chapter II and perhaps more importantly, for the 

remaining chapters of this thesis. Absent a basic understanding of the distinguishing 

attributes of systems theory and their implications for social organizations, the reader will 

find it difficult to uncierstand the critical concepts of systemic change and organizational 

learning which are integral to the creation of this framework. 

2. Organization: Defined 

Through building a basic awareness of the principal schools of organizational 

thought and systems theory, the student of organizationai theory can begin to identify 

certain features, which may define organizations. As a starüng point, most theorists 

would accept that organizations are systems made up of people, or groups of people. The 

operation of biological and ecclogical systems and their relationship to their environment, 

have provided the ba i s  for understanding organizations as social systems. Debate rnay 

arise as to whether these systems are 'open' to, directly affected by, or are 'closed' to 

their environments, or, whether they are simply reflective parts of a larger system." 

23 Seiler, 25. 
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Whether they are open to or closed to the environment, organizations are also 

characterïzed by input-output transactions with the environment. People in social 

organizations transfomi inputs such as human capital into the system into outputs such as 

products, services, and ideas. This relationship between a system and its environment is 

not strictly one way with the environment prompting the system to act. It should be 

understood that a system both responds to and acts upon its e n ~ i r o n m e n t . ~  An 

environment, for exarnple, may impose certain constraints upon a system in terms of the 

choices of available resources. At the same time, a system can also affect its 

environment when it selects from among available resources. This idea is important in 

that it reinforces the notion that the system is not separate from its environment. The 

term "autopoeisis", which is further explained in the Chapter DI of this thesis, describes 

this notion that the system and its environment should be viewed as being part of a larger 

system. 

The concept of an organization interacting with its environment becomes 

important as we try to understand the types of forces that affect the performance of 

modem organizations and the capacity of organizations to cope with change. This 

process of transforming inputs into outputs can aiso affect and shape the development of 

the organization. One way of viewing the process by which organizations evolve is in 

terms of a process of creative destruction or "inn~vation".'~ This describes the process 

whereby an organization takes information and uses it to affect the outputs it produces, 

which, in tum, c m  affect the inputs going back into the organization, ultimately changing 

Seiler, 25. 
26 Morgan, 295. 



the organization itself. This concept is discussed in greater detail in the Chapter III of 

this thesis. 

According to Katz and Kahn, organizations are open systems characterized by a 

transformation of energy inputs into systems outputs." The transformation of inputs into 

outputs is based on the organization having a relationship with its environment. In social 

systems, this relationship is based on the pattemed activities of a number of individuais. 

These activities can be complementary or interdependent with respect to a common 

output or outcome. 

Seiler, like Katz and Kahn, employs the "organization as a systemyy metaphor to 

understand organizational beha~iour.~' Systems, in this context, are compnsed of sub- 

systems, which are in turn comprised of parts that have particular functionai relationships 

with one aaother. In this way, a hierarchy of systems can be seen to exist, which means 

that a change in one of the sub-systems can have implications in other sub-systems that 

are part of a larger system. Environment, in this context, may not be completely extemal 

to a system if one considers the hierarchy concept. For example, an organization may 

f in t  be seen as part of the aerospace industry, then part of the manufactunng sector, and 

then of the larger economy of a nation. Each 'environmental context' may have certain 

factors, which can ultimately impact upon the organizational sub-system, and vice-versa. 

Seiler adds another twist to this notion that organizations transform inputs into 

outputs, suggesting that what goes into an organization can ultimately be influenced by 

its outputs through a process of feedback. This process of feedback, which will be 

" Katz and Kahn, The Social Psvchologv of Orpanizations, 14-29. 
28 Seiler 
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discussed in greater detail, ailows an organization to maintain equilibrium. It can also 

enable the organization to evolve and to innovate. 

Another variation on the definition of organizations sees them as systems of 

coordinated activities in pursuit of a purpose or goal. Selznick refers to ''a system of 

consciously coordinated activities or forces of two or more persons."'g While this 

definition suggests the recognition of purpose or intent through the term 'coordination', it 

does not address the context or 'environment' within which the activities are taking place. 

If we accept that organizations are not "closed systems" - that is, that there are inputs and 

outputs which are associated with the organization interacting with its environment - 

then the relationship with the external environment must be included within our 

definiti~n?~ 

Lawrence and Lorsch offer another definition of organizations, which suggests a 

relationship between organization and environment. They purport that "an organization 

is the coordination of different activities of individual contributors to carry out planned 

transactions with the en~ironment."~' This definition has a number of strengths. First, it 

recognizes that people, not organizations have a purpose. The notion of different 

activities recognizes the concept of a division of work arnong the various contributors to 

the organization. Coordination relates to the achievement of the goals of the 

organization' s members. 

From the previous discussion, a number of attributes of organization have been 

" Phillip Selznick, "Foundations of the Theory of Organization". Classics of Organization Theorv, 4' 
edition, Jay M. Shafntz and J. Steven Ott eds., (Belmont, California: Wadsworth Pubiishing, 1996) 127. 

Daniel Katz and Robert L. Kahn. "Organizaîions and the System Concept", in Shafritz and On eds., 276. 
" Paul R.Lawrence and Jay W. Lorsch, Developin~ Oreanizations: Diagnosis and Action, (Reading 
Massachusetts: Addison-Wesley Publishing, 1969), 3-4, 



identified which collectively provide a working definition of organization. First, it can be 

argued that organizations c m  indeed be viewed as systems. In addition, they do have 

some sort of shared purpose as an underpinning of  their environment. Moreover, they 

have some form of relationship with their environment in that they are not completely 

closed to it. They can draw inputs from their environment and feed their outpüts back 

into it. They c m  also draw information from their environment that allows them to adjust 

their relationship with it, resulting, perhaps, in changes in their inputs and outputs. The 

nature of the relationship between an organization and its environment c m  also be self- 

referential as organizations attempt to reshape their identity to maintain a certain 

perception of themselves, which is driven by their environment. As will be shown, the 

organization's relationship with its environment can be particularly important for 

understanding how an organization changes. Viewed together, these key aspects of 

organization are important as they provide the b a i s  for a definition of learning 

organizations. 

2.1 Systems Thinking- and the Learning Organization 

Collectively, the attributes of organizations, particuIarly those relating to systems, 

suggest ways of understanding and, as will be discussed in greater detail later, of leading 

and managing organizations. According to Peter Senge, "systems thinking" is the 

cornerstone of how "learning" organizations think about their ~ o r l d . ~ % e  describes it as 

the discipline for seeing structures that underlie cornplex situations, and as the necessary 

tool for leaders to differentiate high and low leverage change. Systems thinking, alone, is 

32 ~ e t e r  Senge, 69. 



necessary but insufficient to deal with complexity in organizations. Complexity in 

organizations refers to the fact that systems of interaction within organizations can be 

both ordered and chaotic. The existence of interna1 complexity means that random 

disturbances c m  produce unpredictable events that reverberate through a system. 

Senge refers to two types of complexity that can be present in organizations: 

Detail Complexitv - which involves dealing with many variables; 

Dynarnic CompIexity - which involves situations where cause and effect are 

subtle and where effects of interventions over time are not obvious. (That is, the 

same action has different effects in the short and long run and has one set of 

consequences locally and in another part of the system.) 

The real advantage lies in understanding dynamic complexity and its effects, and 

in correctly reading and applying it to a given situation. Leaders, in this context, need to 

understand dynarnic complexity through their own learning. With this learning cornes an 

understanding and appreciation for the fact that system thinking can imply two things: 

Seeing interrelationships rather than "linear" cause and effect relationships; and 

Understanding change as a process rather than as a point in time. 

The capacity to see interrelationships and to view change as a process are 

predicated on an understanding of feedback. "Cybernetics" is the tenn used to explain the 

capacity for a system to take in and use information to help it engage in self-regulating 

behaviour to maintain a steady state. The process of information exchange depends itself 

on the existence of negative feedback which involves the automatic detection and 

correction of error so that movements beyond a specified limit will initiate movements in 

another direction to maintain a desired course of action. In cybemetics, therefore, 



systems take in information in order to detect and correct error and maintain a certain 

state. 

Cybemetics, as a system of information exchange and feedback, encornpasses the 

following principles: 

Systems must have the capacity to sense, monitor and scan significant aspects of 

their environment; 

They must be able to relate this information to the operating norms that guide 

s ystem behaviour; 

They must be able to detect major deviations from these noms; and 

They must be able to take corrective action when these deviations are detectede3' 

Systems, including complex ones, can detect and correct errors in operating 

norms so that they influence the standards that guide their operating norms. The key is to 

use feedback from their environment to not only correct for error, but to question the 

appropnateness of what they are doing. In this way, systems not only leam from the info 

they take in, they can engage in self-reflective learning on a continuous bais .  Through 

this process of self-reflection, they are said to engage in double-loop lemming or "learning 

to l e a r r ~ " . ~ ~  Single loop learning, on the other hand, is simply reflective - in that it 

corrects for error but doesn't question what is being done. 

Two kinds of feedback cm exist - both positive and negative. Senge refers to 

these forms of feedback as reinforcing and balancing feedbackS3' The interaction of both 

types of feedback influences the growth and development patterns of the system. 

33 Morgan, 8 1. 
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Reinforcing feedback occurs when there is a situation where things are growing. It can 

also occur when things are in decline. It c m  significantly magnify the effects of a small 

change. In this respect, it ignites both "vicious" and "virtuous" cycles of change.36 

Reinforcing feedback rarely occurs unchecked or in isolation. This can be where 

balancing feedback happens to limit the growth or decline - as the system seeks stability. 

Each system has ari underlying goal that drives it. Balancing feedback works to help 

point the system in the direction needed to reaiize its goaI(s). Organizations have a 

numbec of complex bdancing processes at work, such as the Company that refills its 

inventories. These processes have to reflect the organization's own rhythrns, goals, and 

noms. . 

Many barriers to double-loop tearning in traditional organizations can exist. 

Hierarchical organizations c m  inhibit information flows and in so doing inhibit 

organizationai learning. Accountability schemes can also pose problems for learning in 

that, inappropriately applied, they encourage defensive mechanisms which inhibit people 

from questioning what occurs in the organization or questioning existing operating 

systems and norms. A pervasive groupthink can take over, causing people to be less 

inclined to challenge operating noms. 

In addition to the need to scan the environment and question noms and values, 

Cybemetics, suggests the following about systems: 

Their survival depends, in part, on allowing an appropriate strategic direction and 

pattern of organization to emerge; and 

- 
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Their survival also depends on evolving designs that encourage double-loop 

Iearning to emerge?' 

It should be noted that while the systems mode1 and the principles of cybemetics 

c m  suggest much about the behaviour of living systems, they should not be seen as a 

prescription for organization survivai. Complex systems, when thrown far from 

equilibrium into 'chaos', are not easily controlled. It may be difficult, given uncertainty 

in the system, to predict the form into which it ultimately 'organizes', and when this will 

o c ~ u r . ~ ~  The ability to adapt and cope with uncertainty must dso be viewed as important 

for organizational survival. As suggested earlier, attempts to 'direct' the transformation 

process c m  create unintended consequences. Again, this idea serves as an important 

reminder that while design and guidance of an organization may be possible, control is 

likely not. Despite this somewhat sobering proposition, practice of the pnnciples 

associated with cybernetics and learning should better equip an organization to deal with 

uncertainty than it rnight otherwise. The importance of leadership, in this sense, is 

measured in terms of its capacity to influence Iearning in an organization, potentially 

finding opportunity in adversity. 

2.2 Defining the Learnin~ Ormization 

Although systems theory would suggest that organizational effectiveness, and 

ultimately survival, may depend on the existence of double loop leaming or 'learning to 

leam', not al1 organizations have developed this capacity. In a more theoreticai sense, 

organizations which have internalized this capability at al1 levels can accurately be 

'' Morgan, 90. 
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descnbed as 'learning organizations,' Organizations that will excel in the future are those 

that discover how to tap people's commitment and capacity to l e m  at al1 levels in an 

Viewed through a systems theory lens, a number of dimensions of 'learning 

organizations' are apparent, Three key dimensions are consistent with cybernetic 

principles already o~tlined:~' 

Systems Thinking - members of an organization think in ternis of wholes as 

opposed to parts of a system; 

Frames of Reference - members of organizations have mental models, or frames 

of reference from which they view the world. If members of an organization are 

willing to respond to and learn from feedback, they will also be ready to challenge 

their frame of reference and its appropriateness; and 

Team Learning - members of an organization rnust think together to suspend 

their own beliefs and welcome contrary points of view, which may enhance their 

own viewpoints. Tearn members have to recognize patterns of defensiveness that 

may lirnit tearn learning. 

Each of these dimensions of the learning organizations is fonned over time and, 

as will be suggested later, through the work of leadership. Senge suggests that there are 

laws that govern the creation of such an ~ r ~ a n i z a t i o n . ~ ~  Key points include: 

1. Today's probIems corne from yesterday's solutions - Systems can experience 

evolutionary and revolutionary growth through innovation." This idea will be 

39 Senge, 3. 
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elaborated upon in the discussion on innovation as a process of creative 

destruction in Section III; 

2. The Harder you Push Back the Harder the System Pushes Back - Systems - 

both the people within an organization and the larger system of which it is part - 

may exert force back on an organization in the opposite direction in order to 

counteract changes being made. This constitutes compensating feedback and is 

also related to the idea of creative destruction, in that a system will try to exert an 

equal or greater force to counter a force moving in an opposing direction. This is 

evident in organizations where changes are being imposed from the top, 

prompting managers and others to push back. The idea of a larger system pushing 

back on a sub-system is evident when a small organization introduces an 

innovation that threatens the potential dominance of other organizations in a 

system; 

3. Behaviour grows Better Before it Grows Worse - Short-run responses to 

compensating feedback will lead to reoccumng problems; 

4. The Easy way out UsuaIly Leads Back in - Farniliar solutions or approaches 

lead to persistence of the same situations in the organization; 

5. The Cure can be Worse than the Disease - Short-term solutions can lead to 

long-term dependenc y; 

6. Faster is Slower - Systems have their own natural Pace of growth. Managers 

can't control the system outcomes - they cm, however, influence design (e.g., 

creating an environment accepting of change etc-) 



Small Changes can Produce big results but the areas of highest leverage are 

often the l e s t  obvious - Strategic points exist in a system at which small 

changes can lever a significant impact. This point will also be returned to under 

later sections. 

You can have your cake and eat it too, but not at once - Competing views 

must be incorporated into solution development. The organization's culture must 

encourage an honouring of different views. As well, it must encourage thinking 

about things in a system and process way as opposed to just at a point in time. 

There is no blame - Under a systems perspective, the environment and the 

organization are part of a larger whole; thus, the notion of "us versus them" is no 

longer valid. 

As suggested, leaming organizations are distinguished by their capacity for 

double loop learning. To be competent at this, they must undertake two types of 

learning: 1) adaptive learning which is associated with single loop feedback, and 2) 

generative learning which is directly associated with double loop l e a r n i ~ ~ ~ . ~ ~  Generative 

learning is forward Iooking. This is consistent with the concept that change is constant 

and that the healthy system (organization) is aiways in a state of transformation, seeking 

to reach a better state. Through the process of generative learning, the organization 

challenges what is learned from its adaptive learning, as well as the assumptions that are 

later formed from such learning. Through learning, the organization evolves and 

recreates itself. In a study of companies that have survived for extensive periods of time 

- some for hundreds of years - Arie de Geus affirms the correlation between 

43 Sullivan and Harper, 193-194. 



organizational survival and learning. He notes that, "once a Company has adapted to a 

new environment, it is no longer the organization it used to be, it has evolved. That is the 

essence of learning."4 Senge similarl y notes that, "through learning we reperceive the 

world and Our relationship to it. Through learning we extend our capacity to create, to be 

part of the generative process of ~ i f e . " ~ ~  

Viewed together, the attributes and principles of the learning organization suggest 

a number of possible drivers for leadership, as well as attributes and tasks. This is a key 

assumption, which underlies the creation of a framework to understand the role of leaders 

and leadership and their relationship to transformation. 

Having described how the concepts behind systems theory and learning 

organizations can influence organizational action and performance, this discussion cannot 

proceed further without an explanation of organizational effectiveness. It is this 

discussion to which we tum Our attention in the next subsection of this Chapter. 

3. Organizational Effectiveness 

Most organizationd theorists wouid achowledge that there are a number of ways 

to approach the measure of organizational effectiveness. Moreover, they would also 

recognize that no one approach is adequate and that there rnay be a need for multiple 

modeis to understand the concept of effecti~eness.~~ The main approaches to measuring 

44 Arie de Geus, 'The Living Company", Harvard Business Review, (Vol. 75, No. 2, March-April 1997) 
56. 
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effectiveness relate to the functioning of key aspects of organization. One possible 

approach focuses on outputs and the accomplishrnent of goals.47 Under this approach, an 

organization whose outputs corne closest to meeting its goals would be deemed as most 

effective. This approach typically works best when organizational goals are clearly 

understood and can be measured. 

Another approach is to look at the success with which an organization acquires 

the resources it needs from its envir~nment.~' The closer the organization cornes to 

acquiring al1 of its resource needs, the more effective it is deemed. This approach can 

work well when a clear connection exists between the resources received by the 

organization and the outputs produced. Following in this Iine of thinking, it rnight be 

assumed that an organization storing significant amounts of resources may not be as 

effective because it is not translating its inputs into outputs. That said, there must be 

some reasonable allowance for an organization to maintain, for example, a small 

inventory. 

A third possible approach emphasizes the internal processes and operation of the 

~ r ~ a n i z a t i o n > ~  In this regard, the rnost effective organization operates as one whose 

internal operations function smoothly. Trust is a key operating principle for such 

organizations. There is d s o  Iittle internal strain in the organization, and its mernbers are 

highly integrated. The organization's members are part of a coherent whole; they are part 

of a "healthy system", This approach typically works well when the organization's 

" Kim Cameron. "Critical Questions in Assessing Organizational Effectiveness". Oreanization Dvnamics, 
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intemal processes and procedures are closely associated with its pnmary task or what it 

produces. 

A fourth approach looks at the degree of satisfaction enjoyed by each of an 

organization's strategic constituen~ies.~~ A strategic constituency is any group of 

individuals that has some stake in the organization and its performance, including: 

Resource providers; 

Users; 

Producers of its outputs; and 

Groups whose cooperation is essentiai for the organization's survival. 

Those whose lives will be significantly affected by the organization's success are 

arnong the key constituents or stakeholders. The more satisfied these groups are, the 

more effective the organization is deemed to be. This approach works best when extemal 

constituencies exert a large influence over the organization or when its behaviour is 

highly reactive to constituency demands, such as with a governing body. 

While each of the aforementioned approaches has its rnerits, its clear that none on 

their own is sufficient to explain organizational effectiveness. This is because no one of 

the approaches descnbed c m  adequately explain al1 situations or al1 types of 

~r~anizations.~ '  With the goal approach, for example, some organizations rnay be 

effective in areas that aren't necessarily consistent with their goals. As well, goals can be 

set too low, can be misplaced, and can even harmful to the organization or others if they 

are reaiized. Examples, of the latter include achieving profit at al1 costs, or a govemrnent 

Cameron, 67. 
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forcing a piece of legislation through which may S ~ ~ ~ O U S ~ Y  threaten the long-term 

interests of many in order to achieve some short-term benefit or gain- 

The system resource approach has its own limitations." Some organizations can 

be effective by other standards even if they don't acquire the optimal amount of needed 

resources. For example, some small universities and colleges can produce high-calibre 

students despite their relatively smalier population and resource base. Some professional 

sports teams, for exarnple, have defied the odds and produced high caIibre sports teams 

without the high salaries and "superstar" line-ups. 

The process approach can also be flawed." An organization can still appear to be 

effective even when its intemal organizational health is Iow. There are many storïes of 

organizations that for short periods of time excel in terms of financial indicators. This 

can occur despite their intemal organizational processes being Iess than 'functionai'. 

Cameron also notes that organizations, which are too 'tightly' run may be less innovative 

because there is little room for improvement and no reaI slack for exploring 

improvements." 

Finally, the strategic constituency approach can be limited in that organizations 

can be effective even if they completely ignore or operate in conflict with constituent 

demands? A recent example is the Alberta provincial government, who by number of 

indicators might be deemed effective, apparently defied the wishes of a significant group 

of constituents with the implementation of its bill with respect to funding for private 

health care clinics. 

52 Carneron, 68. 
53 Carneron. 68. 
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It is clear that individually each of these approaches is insufficient to explain 

organizational effectiveness. What may be needed, therefore, is a model that 

encompasses a more comprehensive way of measuring effectiveness. Consistent with 

system thinking, this model would be more able to account for the variety of elements 

that might influence effectiveness. It would incorporate a number of the elements of 

organization, such as g o d  realization and interna1 effectiveness into one model, and 

would be mcre consistent with "systems thinking". The Burke-Litwin model of 

organizational performance and change, which incorporates a number of components of 

organization into one framework, could provide a more "holistic" approach to 

understanding and assessing organizational effectiveness than the aforementioned ones. 

The Burke Litwin model provides one of the most comprehensive frarneworks for . 

understanding organizational performance and change. The model comprises a group of 

specific variables and the cause and effect relationships between them that influence 

organizational behaviour and change. It has its foundation in systems theory, where the 

organization, as an open system, is affected by interaction with its environment? The 

extemal environment of the organization represents the input to the systern and the 

organization's performance, the output. The cause and effect relationship between 

performance and the external environment moves in both directions with the other 

variables serving as the throughput for the system. 

The organizational variables that comprise the Burke Litwin model include the 

following: 

External environment 

Leadership 

56 Burke and Litwin. 



Mission and strategy 

Organizational culture 

Structure 

Management practices 

Work unit climate 

S ystems (policies and procedures) 

Task and individual skills 

Motivation 

Individual needs and values 

Individual and organizational performances7 

The model divides these factors into two groups: transformational factors and 

transactional factors. The notion behind this division is that transformational factors - 

which include the extemal environment, leadership, mission and strategy, organizational 

culture, and individual and organizational performance - interact to create a need for 

organizationai transformation. Transformation, in this context, is different than change. 

Indeed, Burke and Litwin would argue that transformation will require entirely new 

behaviour sets from its mernberss5* 

Change, on the other hand, is more directly related to the transactional half of the 

model. Transactional factors, according to Burke and Litwin, describe the relatively 

short-term reciprocity relationships between people and groups that can alter the 

organizational variab~es.~' The transactional factors include management practices, 

structure, work unit climate, systems (policies and procedures), task and individual skilis, 

motivation, individual needs and values, and individual and organizational performance. 

" Burke and Litwin, 7-8. 
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Given the causal nature of the Burke Litwin model, the relative influence of each 

factor with respect to organizational performance will Vary. The following provides a 

brief description of each factor, in addition to leadership, and its potentid influence on 

the organization. 

External Environment - The external environment consists of outside 

conditions or situations that influence the performance of the organization. The 

extent of externai influence can Vary given the stability and types of organizations 

within a given environment, Emery and Trist refer to the combination of 

randomness of organizations and the interaction between them within an 

environment as the "causal texture" of the en~ironment.~' The convergence of 

computing and communications technologies, for example, has created highly 

complex and cornpetitive industry environments where the Pace of change is 

rapid. In such industries, environment is IikeIy to significantiy influence the 

organization's performance. 

Mission and Strategy - The mission refers to what the organization's purpose is, 

as determined by the highest executive group. It also speaks to what the 

organization's employees or members understand its purpose to be. Strategy, in 

turn, is what the organization will do to achieve its purpose over the longer-term. 

While important, the choice and effective deployment of mission and strategy 

may depend, to a large degree, on the leader and the clarity of his or her vision. 

Organizational Culture - Organizationai culture descnbes the values, beliefs, 

atmosphere or 'climate', standards or 'noms', the traditions or 'symbols' and 

F.E. Emery and EL.  tris^ "The Causal Texture of Organizations", Hurnan Relations, (1 8). 30-3 1. 
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philosophy that define an ~r~anizat ion.~ '  Culture c m  be shaped by the 

environment and b y leadership. 

Stmcture - An organization's structure describes the arrangement of functions 

and people into specific areas and levels of responsibility, decision-making 

authority and relationships to effectively advance the organization's mission and 

strategy. Structure cm have a variety of influences on the organization. It can 

influence information flow and coordination, as well as the integration of 

behaviors within the organization."bs a result, it can be said to shape 

management practices. Structure c m  also be seen as related to control, but not 

necessarily synonymous with it.63 

Management Practices - Management practices describe the use of human and 

material resources to execute an organization's strategy. Management practices 

can affect other transactional variables such as dimate. As a transactional factor, 

management practices are more of an inducement to incremental change than 

transformation. 

Systems - Systems are the standardized policies and mechanisms, such as reward 

and recognition systems and management information systems, which facilitate 

work. Clearly, systems sucb as reward and recognition systems can have an 

impact on the behavior of employees. As well, information systems can be a 

strong enabIer of organizationai performance. However, there are lirnits to the 

The Pnce Waterhouse Change Integration Team, The Paradox Princioles, (Burr Ridge, Illinois: h i n  
Publishing, 1996) 96-98. 
" Robert Duncan, 'What is the Right Organization Structure?" Oreanizational Dvnamics (Winter 19791 
59-60. 
" William G. Ouchi, "The Relationship between Organizational Structure ana Control", Administrative 
Science Ouarterlv, (March 1977, volume 22) 



impact of systems on an organization. They are likely to have Iirnited effect, for 

example, if leadership is absent. 

Work Unit Climate - Climate represents the collective current impressions, 

expectations and feelings of members of local work units, which have an impact 

on their relationships towards others and other organizations- A climate that 

engenders tearnwork, for example, can positively affect performance. 

Motivation - Motivation in an organization describes the behaviors engendered 

by the combination of achievernent, power, affection and other hurnan motives. 

Motivation drives an individual towards achievement of some goal. Motivation, 

in conjunction with other facitors, such as systerns can influence individual 

performance and ultimately organizational performance. As will be discussed 

fùrther, this is dso  a critical aspect of transformational leadership. 

Task and Individual Skills - Task and individual skills effective1 y refer to the 

skills and cornpetencies required for people to complete the tasks they are 

assigned. Absent the correct match between people's skills and tasks, individuai 

and organizational effectiveness is likely to be compromised. 

Individual Needs and Values - In an organization, individual needs and values 

provide the desire and worth, which motivate individual actions and thoughts. 

Individual needs and values cm influence individual and ultirnately, 

organizational performance. For exarnpIe, an individual may value time for their 

families outside of the workplace more than rapid advancement in their jobs. 

Adhering to these values, therefore, can involve a trade-off between individual 

need and organizational performance. 



Individual and Organizational Performance - Using systems theory as a basis, 

individual and organizationd performance refers to an organization's outcome or 

result, as well as the indicator of effort and achievement. It can be affected by the 

interplay of both the transformational and transactionai factors. According to 

Carneron, the concept of individual and organizational effectiveness must first be 

clearly defined in order to accurately assess an organization's 

4. Sumrnary 

The purpose of this section was to provide a theoretical basis for defining 

organization and from which organizational performance and the factors influencing it 

could be better understood. Ali of the main schools of organizational thought have 

clearly shaped our view of organizations, and continue to influence them even today. 

For example, Weber, of the Classical theorists, recognized early the potential problems of 

command style organizations in ternis of performance - an issue which many 

organizations continue to wrestle with today. 

Of the various schools of organizational thought, Systems theory was selected to 

provide the lens through which organizational performance and change are viewed in this 

thesis. Although it was recognized that there are differences between the operation of 

physical and social systems, there are, nonetheless, attributes of systems that can be 

universaily applied in terms of describing systemic interactions and change. The 

relationship of a system to its environment, the concept of throughput, and the notion of 

- 
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negative entropy can al1 be used to explain how social organizations function. 

It was also recognized that systems can be complex and cm be thrown into chaos. 

This means that changes to a system - particularly one far from equilibrium - rnay not be 

linear in terrns of their effects. h other words, a srnali change may have a considerabiy 

larger effect on the system than would be expected. 

Another important pnncipd from the operation of physical systerns, in terms of 

its capacity to explain the function of social systems, is feedback. The capacity to read, 

understand, and make use of feedback can be integrd to any system's performance and 

survival - whether physical or social. In trying to reinforce this correlation, de Geus 

observes that companies such as the Hudson's Bay Company and Dupont have survived 

because of their sensitivity to their environrnents and ability to adapt themselves to 

changes in the world around them? This is where the concept of adaptive learning 

cornes into play, as the system Iaunches a counter reaction to any perceived threats. 

Feedback, it was also pointed out, can prompt an organization to respond incorrectly to 

what is happening in its environment. This is where the organization's capacity for 

generative learning, which is associated with the capacity to question existing noms and 

standards and to factor these and adaptive considerations into planning for the 

organization, can corne into play. In the context of cornplex systems theory, learning can 

help an organization adapt to, but not direct, change. Leadership, in that regard, may 

encourage learning and, in so doing, help the organization deal with the uncertainty 

created through change. 

It was also suggested that organizations may be best understood as having a 

65 Arie de Geus, 53-54. 



number of eIements which c m  influence, and may be influenced by, its performance. 

Each of these elements and the interplay between them contribute to the uncertainty of 

complex systems. A system's reaction to feedback, for exarnple, rnay precipitate changes 

to strategy and structure. Culture may also be affected, but at the same time, can 

influence how a system responds to feedback. Because of the complex interrelationships 

among organizational elements, an integrated or 'systemic' approach to understanding 

performance is probably the most effective framework through which to view the 

operation of an organization. It can aiso provide a sound b a i s  from which to more 

precisely define organizational change. 



III) A DEFINITION OF CHANGE IN ORGANIZATIONS 

Having established a systems-based definition of organizations and, on that basis, 

an understanding of their relationship with the environment, it is now possible to 

understand the process of change in organizations. More specificaily, the nature of 

organizational change can be described in order to establish a systems-based definition of 

change and to distinguish between change and transformation. In an era of discontinuous 

change, this distinction will be key as it lays the basis for understanding how the various 

elements of organization influence, or are influenced by, transformation. In that regard, 

this Chapter has three pnnciple objectives: 

To define and describe the differences between transformational and incremental 

change and the evolution of patterns of change in complex systems; 

To define and explain innovation as the basis for transformation of a complex 

system; and 

To understand the implications of the creative destruction cycle of innovation on 

the elements of organization. 

By estabiishing a definition of transformation, the linkage between leadership and 

organizational change can be further investigated and more clearly understood. We begin 

then with an anaiysis of change versus transformation in organizations. 

1. Change and Transformation 

In tornorrow 's world, winners will be characterized by their ability to hande 

continuous transformation; they will have made transjiomation - not process 



irnprovement - a part of their culture. It  is only by a process of transformation - 
continuczus trans$iomzation - which organizations that are cornpetitive today can 

change and be cornpetitive to rnor~ow.~~  

In an era where the speed and nature of change is having a profound effect on 

organizations, rnost are Iooking for ways to respond to these forces: to make changes to 

their organizations to make them more flexible, more adaptable. Among these 

organizations, a smaller number are looking to do much more than simply improve or 

alter existing processes in their organizations: they are Iookinp to fundamentally reform 

or "transfom" their organizations. They are looking to make changes that will chart a 

new course, a new future for their organization - a course that will change behaviours 

and will drarnaticalIy alter their approach to fulfilling their missions. Ultirnately, they 

are looking to remake their organizations. 

It is the drarnatic alteration of an organization versus mere adaptations to existing 

processes and structures that connotes one form of transformation. 'Change' in 

organizations has been advanced through management tools such as process 

improvement and re-engineering efforts. Change can be evolutionary or revolutionary. It 

can occur gradually within an existing paradigm, or it c m  represent a shift to an 

dtogether new paradigm - a tran~formation.~' Organizational transformation can occur 

more rapidly, through a comprehensive initiative, or it can occur over time through a 

senes of small changes. Neither is a simple process. Change, in this regard, is part of 

any transformation initiative. 

66 Sullivan and Harper, 166. 
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Transformation can take change further. 'Transformation is moving an 

organization to a higher plane, leading it to become sornething qualitatively different.'"8 

Pascale, Millemann and Gioja refer to transformation as fundamental change or 

re~italization.6~ They suggest that corporate revitalization efforts go well beyond shifis 

in strategy, process or structure that they cm result in fundamentdl y different 

organizations. 

... Revitalization means a good deal more - it means a permanent rekindling of 

individual creativiw and responsibility, a lasting trang5omation of the company 's 

intemal and extemal relationships, an honest-to-God change in hurnan behaviour 

on the job. Its realizable goal is a discontinuous sh@ in organizational capability 

- a re-socialization so thorough that employees feel that they are working for a 

direrent Company, a leap in a Company's ability to meet or exceed industry 

benchmarks, a jump in bottom-line results. 'O 

Gradua1 change can occur that is not transfomational. Depending on the 

organization and the environment, strategies of both gradual change and transformation 

may be appropriate and can emerge. Few organizations are able to sustain continuous 

'large-scale' change. A balance between large-scaie change programs and some srnaller 

scale change is often required to ensure that the organization does not become 'fatigued'. 

Such fatigue, dong with the tendency to become too "change-focussed" rnay affect 

organizationai performance as the organization stmggles to balance its change 

programmes with the day-to-day operating requirements of the business. Thus, it seems 

" Sullivan and Harper, 148. 
Richard Pascale, Mark Millemann, and Linda Gioja, 'Thanging the Way we Change", Harvard Business 
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likely that organizations - even those in the rnidst of discontinuous change - will 

maintain a certain measure of consistency to ensure that they can continue to function. 

1.1 Svstems Theorv as a Foundation for Understanding Organizational Transformation 

S ystems theory can provide a framework for understanding incremental change, 

transformational change and how patterns of change evolve in complex systems. 

Complex systems, it should be noted, are defined by the interaction of their many 

interdependent parts via a web of feedback loops, and by their capacity to change inputs 

into outputs in a non-linear way." An important aspect of systems theory that can help 

explain the change process in complex systerns is the concept of autopoiesis. 72 This 

refers to the ability of a living system to self-renew or self-create through a closed system 

of relations. The capacity for self-renewal is associated with three features of these 

systems: autonomy, circularity, and self-reference. The concept of autopoiesis suggests 

that changes in the system do not result from extemal changes but instead from variations 

within the system which modify the overall organization of the system. In other words, 

the environment is not seen as external to the system, it is instead seen as part of the 

overall system - part of its organization because of its domain of essential interaction. 

There are inherent dangers for organizations that view themselves as separate 

from their environment. Such "egocentric" organizations, as Morgan refers to them, have 

a fixed notion of who and what they are, which can cause them to try to sustain a certain 

identity at al1 c0sts.7~ He suggests that these organizations will, for example, try to 

7 1 Philip Anderson, "Complexity Theory and Organization Science", Organization Science, (Vol. 10, No. 3, 
May-June 1999) 2 16-217. 
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sustain identities that don? make sense in the context of which they are part.74 

Typewriter and watch makers who ignored digital technologies, and didn't understand the 

need to rethink their value chains as the larger system responded to the convergence of 

information processing and communication technologies are exarnples of egocentric 

organizations. 

Chaos and complexity theory combine to reinforce the larger systemic view of the 

relationship between an organization and its environment as described by a ~ t o ~ o e s i s . ~ ~  

In explaining change in a system, these theories c m  be combined to suggest that random 

disturbances or changes to a system create unpredictable events in a complex system that 

cause novel patterns of change to ernerge.76 In that regard, "'attractors" play an influential 

role in shaping of patterns of emergent change.77 In some instances, existing atvactors 

will fight the energy and instability injected into the system, reniming the system to a 

variation of its former equilibrium state. In other instances, an attractor can trap a 

system in loops of predictable but dynarnic States. Oftentimes, this rnay be an 

undesirable state, at which point it may be advantageous to introduce instability in the 

f o m  of another attractor to the system. This instability can push the system towards a 

more desirable state. Still other attractors can push it into a cornpletely new 

configuration or f o m .  Respectively, these three f o m s  of attractors are known as point, 

cycle, and strange attra~tors.~' For the purposes of this discussion, 'strange' attractors, 

which can lure systems to the edge of chaos, are probably most relevant. 

74 Morgan, 259. 
'' Morgan, 262. 
76 Morgan, 262. 
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As attractors push and pull a system, it can reach a point referred to as a 

"bifurcation point", where the energy of the system cm throw it into a new state. These 

points and their associated attractors are said to always exist in latent States in the system. 

In complex non-linear systems the influence of attractors c m  precipitate major 

"catalytic" change in a system or incremental changes which, over time, ultimateIy lead 

to major changes. While both scenarïos are premised on the idea of transformation as 

discontinuous change, the latter recognizes that in many organizations transformation 

may result from a series of changes, which corne together over time to create a significant 

enough bais  for change to shift the system to a different state. This notion raises two 

important questions: how does this occur, and why? As enough changes focussed on 

improvernent corne together, they can eventually lead to innovation in products or 

services, or both. Eventually, as Drucker suggests, "continuous improvements lead to 

fundamental change.7779 

As for why this occurs, depending on the organization and its environment, 

discontinuities can sometimes be large enough that it rnay not be practicai to think in 

terms of a single transfomative event or initiative. General Electric, for exarnple, has 

employed an approach to change which recognizes that major changes are not always 

appropriate and consequently shouId be balanced with less disruptive continual changes 

in order for the organization to s ~ c c e e d ? ~  This idea recognizes that these continual 

irnprovements can be employed as part of a strategy of "dynamic stability" whereby 

major discontinuities are bridged through a succession of smaller but nonetheless 

'' Peter F. Drucker, Management Challenges for the 21'' Centurv, (New York: Harper Collins, 1999) 8 1. 
" Eric Abrahamson, "Change Without Pain': Harvard Business Review. N o l .  78, No. 4, July-August 
2000), 76. 



significant changes.s1 Organizations, as suggested, must be able to balance the need to 

adapt and change with the need to maintain operations in order to ensure survival. This 

may dso manifest itself in terms of a pattern of periods of incremental or "evolutionary" 

change, interspersed with periods of more 6'revolutionary" or transformational change." 

The capacity to balance these considerations rnay be another facet of the ability to 

'harness adversity', as both reinforce the need for a learning orientation. 

'Thin threads" of change is the name coined by Sullivan and Harper to describe 

these sorts of improvements, which eventually weave a pattern of change sufficient 

enough that the whole organization begins to shift to a new paradigm.83 They must also 

be realistic and should not be completely independent- In short, they should be linked 

with and precipitate other changes. In this way, a small change may lead to another, and 

another, and ultimately, to transformation. 

The real challenge in transformation is to bridge the discontinuity while 

continuing to operate effectively today. While trying to look forward, organizations often 

lose track of what they need to do today. The reality for most organizations is that they 

cannot put their business on hold. Transformation, therefore, must recognize the reaiities 

of today while taking the organization to a new tomorrow. In this respect, thin threads 

c m  provide a means for building a future one key step at a time. 

The concept of attractors, and their capacity to take a system towards a new state, 

is critical for understanding the role of leadership in circumstances of discontinuous 

change. The tasks of leadership, in this context, will be further explored in Chapter VI. 

8L Abrahamson, 76. 
82 Michaei L. Tushman and Charles O'Reilly Eï, "Ambidextrous Organizations: Managing Evolutionary 
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The previous description of attractors and bifurcation points offers one part of an 

explmation for how transformation occurs within a complex, non-linear system. An 

extension of this explmation includes the influence of feedback loops on a s y s t e d 4  

More specifically, feedback loops have the capacity to draw a system towards that point 

where it c m  'flip' into a new state - either positive or negative - or can maintain it in an 

existing state - either positive or negative. The feedback process of a systœrn, therefore, 

can explain how systems change over time - either gaining or preserving a given form as 

a result of feedback. Some systems may experience exponential change, which is 

constant change that over time runs out of control. Positive feedback loops that do not 

have a stabilizing mechanism can prompt exponential change in a system. Effectively the 

system runs out of control as it continues to feedback into itself, sending skgnds that 

reinforce the existing state whether or not it is desirable. In so doing, posYtive feedback 

can produce a set of changes that are quite out of proportion with the initial change to the 

system. 

In order to balance the positive feedback that drives the system to reinforce its 

existing state, negative feedback could be introduced into the system. The negative 

feedback acts to challenge the positive forces of change. In public policy, ~ h i s  can be 

seen in the influence of stakeholder groups over government Iegislative a n d  policy 

agendas. It can also be seen in instances where a majority govemment is rerduced to a 

minority govemment or voted out of office in order to keep the power of govemment in 

check. 

Morgan. 274-283. 



1.2 Innovation and Transformation - The Concept of Creative Destruction 

Another way of viewing the nature of transformation is to understand it in terms 

of "dialectical", or opposing forces.85 Any process of change is therefore seen as 

containing elements of counter-development that will generate opposition to the change. 

According to Morgan, this form of dialecticai thinking about change can also provide a 

b a i s  for understanding the process of innovation. 86 Innovation is typically associated 

with new technologies and the development of new products. A broader definition of 

innovation views it as "the process of brînging any new problem-solving idea into use."87 

It also includes the generation and acceptance of these ideas, as weIl as their 

irnplementation.88 These innovations c m  result in new products, services, or  in new 

ways of doing things within an organization. 

Innovations cm occur in a variety of settings. Kanter suggests that the type of 

innovation is dependent on the stage of development of the industry or the products or 

services within it.89 While Kanter's argument seems to suggest that innovation is 

dependent on the state of evolution of a system, it c m  also be argued that the process of 

innovation influences the evolution of a system. The connection between innovation, or 

technical progress, and development of new forms of organization has long been 

recognized. However, the exact relationship between innovation and organizationai 

evolution has long been a source of debate. Two distinct schools of thought have been 

dominant in this debate.gO Marxist philosophy, on the one hand, clearly views technical 

'* Morgan, 292-297. 
86 Morgan, 295-297, 
" Rosabeth Moss Kanter, The Change Masten, (NewYork: Simon and Schuster, 1983). 20. 
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progress as underlying every kind of change in social order. Another view sees technical 

progress as the outcome of changes in society's institutions. 

Viewed through a systems perspective, it becomes clearer that this relationship is 

not an either/or proposition. There is an important and necessary interdependence 

between the two. Social institutions shape and are shaped by innovation. The two 

effectively move in tandem. Innovation won? occur unless an appropnate social 

environment is present?' Mass markets, for example, have created, and been created by, 

innovations in techniques of mass production.g' From a systems perspective, this idea is 

consistent with the earlier assertion that systerns both act upon and are acted on by the 

environment. 

The nature of the innovation process in an organization can again be understood 

in terms of "attractors" and 'Yeedback loops". Attractors c m  draw a system towards a 

new state of being through the introduction of challenges and ultimately, changes to 

established practice. The role of feedback is to promote the leaming required to 

challenge the systemic wisdom of the existing organization. Through feedback, the 

organization must recognize and accept the need for the new practice, or innovation. 

This is where the two types of learning introduced earlier corne into play: adaptive 

learning, which is important for the organization to survive, and generative learning, 

which is necessary for it to createSg3 It seems clear that the ability of organizations to 

survive and thrive is enhanced through the intemalization of both forms of learning in 

their operations. As Judy Rosenblum, Executive Vice President of Duke Corporate 

'' Burns and Stalker, 20. 
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Education Incorporated - a company created by Duke University and the Fuqua School 

of Business - notes, "leaming isn't just something that occurs naturally - it's something 

that the company uses to drive the bus in es^."'^ To do this she advocates that, "learning 

has got to be connected directly to the business.. . learning needs to be embedded in 

processes, projects, and e ~ ~ e r i e n c e s . " ~ ~  

The "dialectical" aspect of this thinking emerges from the fact that the 

organization must always be challenging the conventional wisdom, which pushes it in a 

certain direction. Practically speaking, this involves measuring results and asking "why 

did we get those results? And how c m  we use those resuits to grow what we k n ~ w ? " ' ~  

When an organization challenges conventional wisdom in order to reach a new and 

presumably better state, it can never be satisfied with that situation. In this way, a 

process is created whereby new innovations are constantly challenging the existing 

situation and, in so doing, rendering previous innovations obsolete. This process of 

"creative destruction" sees problems identified in systems, generating new solutions, 

which in tum, set the b a i s  for new set of problems to arise. Innovations, in other words, 

"create the basis for their own downfal~."~' In this respect, transformation in an 

organization both follows from and prornotes this process of creative destruction. 

The ideas underlying the innovation/transformation concept for organizational 

development can be found in the approaches of a number of organization theorists. For 

exarnple, CO-evolution theonsts view the evolution and adaptation of organizations in 

a Alan M. Webber, 'Will Cornpanies Lem?", Fast Corn~anv, (No. 39, October 2000), 276. 
95 Webber, 276. 
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terms their capacity for "exploration and e~~loitation.'"~ While exploitation involves 

improving existing capabilities, processes, and technologies, expIoration involves 

experirnenting with new ideas, paradigms and strategies in the hope of finding 

alternatives to current practices.99 Thus, the evolution and survival of the organization 

rnay depend on its ability to exploit opportunities, and is enhanced by its effort to expiore 

and operationalize new ones. In other words, its ability to redize increases in 

organizational performance is strongly related to its innovative tendencies. 

Other theorists have applied the concept of innovation/creative destruction to 

further understand organizational development and evolution. Tushman and O'Reilly 

suggest that successfûl organizations may follow a pattern of "relatively long penods of 

incremental change punctuated by environmental shifts and revolutionary change. ' 9  IO0 

Changes in strategies, structures, cultures and leadership skiils are demanded as an 

organization moves through various stages of growth. Depending on the source and 

nature of change, more significant changes may be demanded in each of the 

aforementioned components of organization. Such discontinuities, they would suggest, 

may precipitate a need for revoIutionary innovations in al1 four components at once, 

instead of incremental changes in each over time. 'O1 

Similarly, Greiner argues that there is a fairly predictable group of developmental 

phases that organizations pass through as they grow.'02 In his model, each phase begins 

with a period of evolutionary growth and ends with revolutionary change and turrnoil. 

Ane Y. Lewin, Chris P. Long, and Tirnothy N. Carroll, 'The Coevolution o f  New Organizational 
Forms", Organization Science. CVol. 10, No. 5, September-October, 1999), 536-537. 
99 Lewin, Long, Carroll, 536. 
'" Tushman and O'Reilly, 1 1. 
'OL Tushman and O' Reiily, 24. 
'O2 Larry E-Greiner, "'Evolution and Revolution as Organizations Grow", Harvard Business Review, (Vol. 
76, No- 3, May-June 1998), 55-77. 



He suggests that there are certain dimensions to his mode1 that interact to shape the 

organization's development. These include: age of the organization, size of the 

organization, stage of evolution, stage of revolution and growth rate of the industry. The 

other factor that may work in tandem with the aforementioned factors is leadership. 

Lt must also be recognized that factors, such as the industry to which an 

organization belongs, may influence whether it progresses through d l  of the phases and 

at what pace. One thing, however, is certain: organizations must move through the 

phases successively if they want to move forward- Greiner's five phases inciude: 

Creativity - the initial phase in the life of the organization whereby the emphasis 

is on creating a product and service. 

Direction - the second phase in the organization's life whereby it has to find a 

good leaderlmanager to bring some structure to the organization as it rapidly 

expanded in the first phase. However, the structure ultimately becomes too 

bureaucratic, too stifling. The need for greater autonomy arises and the 

organization must deal with the tension between the need for delegation and those 

who were part of the control structure created. 

Delegation - is the third phase and results from the struggle between the two 

groups for that control. Eventually top management senses that it is losing 

control over the organization and seeks to regain the control given up in this 

phase. They do this under a new form of organization, which leads to the need for 

the next phase. 



Coordination - this is the fourth phase wherein previously decentralized units can 

be merged under the need for greater coordination. The inevitable result of this 

phase is the creation of a "red-tape" crisis, and creation of further bureaucracy. 

Collaboration - this is the fifth phase and is the response to the need to reduce 

red-tape. 'O3 

The notion that organizations experience certain discernible stages of 

development where the drive to succeed and thrive leads them to seek new forms and 

structures is dificult to deny. Many Western governments in recent years have struggled 

to find their appropriate role and form within society as the utility of the "welfare state" 

structures, which have defined them for so long, have increasingly been challenged. 

This apparent 'identity crisis' has caused many to alter structure, management styles and 

ways of work in an attempt - rightiy or wrongly - to shift the culture to a more market- 

focussed one. The experience of many of the high-technology start-up companies would 

also bear this out. MaIone and Laubacher note that what they cal1 the "The Dawn of the 

E-Lance Economy" has had a profound effect on the ways of work and on the 

organizational structures that support them.lM They suggest that the introduction of the 

Linux Operating system points to the "devolution of large, permanent corporations into 

flexible, ternporary networks of individuds." They also point to outsourcing as further 

proof of this emerging trend in organizations. 105 

Despite its apparent applicability to explaining organizational transformation, a 

note of caution should be added to the application of creative destruction to 

'O3 Greiner, 60-62, 
1 OQ Thomas W. MaIone and Robert J. Laubacher, 'The Dawn of the E-Lance Economy", Harvard Business 
Review, (Vol. 76, No. 5,  September-October 1998). 145-152 
'O5 Malone and Laubacher, 146. 



organizations. The promotion of this as a management philosophy may lead to the 

creation of new instabiIities, or unintended consequences, with which the system may not 

be prepared to deal. As Morgan suggests, destruction is a "side-effect or consequence, 

,, 106 not a conscious aim. This discussion on the concept of creative destruction and its 

application as a management philosophy is addressed later in Chapter 7, which is devoted 

to understanding the role of leadership in transformation. 

2. Transformation Experiences 

There is no shortage of examples of organizations that have attempted ciramatic or 

transformationai change. Royal Dutch Shell and Sears are arnong two of the more 

notable private-sector  transformation^.^^^ At the Ford Motor Company, CE0 Jacques 

Nasser launched a transformation effort the magnitude of which had not been previously 

experienced at ~o rd . '~ '  

Nasser and the Ford executive have been involved in a process of trying to change 

the fiefdom perspective, which developed over the years in the organization. Nasser's 

objective is to establish a mindset that focuses al1 employees on two things: thinking like 

shareholders and responding quickly and swiftly to consumer needs.log To quickly and 

successfully move an organization of some 340,000 employees in more than 200 

countnes to adopt a new mindset requires a special approach. Nasser is attempting to 

achieve this using a tool which management scientist NoeI Tichy has labelled, "the 

'O6 Morgan, 297. 
'O7 Pascale, Millemann and Gioja 
'O8 Suzy Wetlaufer, "Dnving Change - An InteMew with Ford Motor Company's Jacques Nasser", 
Harvard Business Review, (Vol. 77, No. 2, March-April 1999) 77-79. 
'O9 Wetlaufer, 79. 



teachable point of view".'1° This approach, in essence, involves the leaders of an 

organization writing down their views on what it takes to succeed in their own business 

and in business in generai. After they record their views, teaching is supposed to begin. 

The organization's leaders then share and, if necessary, debate their views with the next 

level of executives, who in tum develop their own teachable points of view and share 

them with the next level and so  on. In this way, a valuable form of feedback may occur, 

which can advance organizational learning. 

Recent efforts by the United States A m y  provide a good example of an 

organization that has combined major change efforts with gradual changes to bnng about 

transformation. "' Through an approach based on continuous process improvement and 

gradual change, the Army created the best Cold War army in the world. Since then, 

however, the world has changed profoundly. The Army that was appropriate for the Cold 

War world had become outdated for the world that was ernerging. Transformation had to 

focus on two key dimensions: transforming the Army from the industrial age to the 

Information Age and from a bipolar world with a single narrowly defined threat to a 

multi-polar world with a variety of threats. At the sarne time, the A m y  was also getting 

smaller by one third. 

The recognition that the sarne approach, the sarne system would no longer work in 

the United States Army was an acknowledgement that transformation was truly 

necessary. There was a clear recognition, according to Sullivan and Harper, that the "old 

maps, the old ways of doing business" would not work in today's new temtones. 

Isolated process improvernents were not going to solve the problem - an idea that 

"O Wetlaufer, 83. 
' " Sullivan and Harper 



acknowledges what they describe as the failure of the "R-words" - reshaping, 

reengineering, reinventing, and reposturing. Simply stated, the apparent failures of 

reengineering and reinventing can be attributed to the fact that continuing to do the same 

things - no matter how much you improve them - will still result in doing the same 

things, only better. 

In other organizations change efforts, although at first glance not as drarnatic as 

Ford and the United States army, nonetheless resulted in transformation. Through the 

process of innovation, many organizations have challenged existing organizational forms 

and ways of work. This process of self-reflection has led them to a diFferent place; a 

different state. The experience of Intel, the microprocessor manufacturer, typifies how 

transformation can occur through this process."2 Intel, as any successful organization 

should, operated with the philosophy that technological innovation was necessary for its 

survival. During the late 1980s the near failure of its 386 microprocessor caused it to 

create a special interdisciplinary tearn or "web of inclusion", as Helgesen refers to it, to 

consider the problem and how it should be addressed.lI3 The web of inclusion describes 

a form of organization characterized by high levels of integration, strong communication, 

and less emphasis on traditional top-down hierar~hies."~ Others such as Mintzberg and 

Ludo Van der Heyden have also recognized the web-like qualities of some organizations. 

They argue that the reality of how many organizations operate is often not depicted in an 

organization chart, but instead in hubs, which represent organizational coordinating 

' l2 Sally Helgesen, The Web of Inclusion, (New York: Doubleday, 1995) 5 1-92. 
Li3 Helgesen, 53. 
"4 Helgesen, 10. 



centres, and webs, which represent the communication and movement of people and 

ideas in a network. ' l5 
The creation of a web at Intel helped to redefine the organization's customers and 

the nature of its business. Perhaps more importantly, it spawned the creation of other 

webs of inclusion. Much in the same way as Sullivan and Rarper's "thin threads" of 

change wove together in a configuration that helped shift the Army to a new state, the 

"webs of inclusion" created at Intel wove together to reshape its overail strategy and 

transform the organization. 

In order to create a sound and appropriate frarnework for understanding the 

impact of change on organizations, we must understand the scope and nature of change in 

modem organizations. To begin, it was established that change and transformation are 

not necessarïly the same. Change, in other words, can assume a range of forms. In a 

relatively stable environrnent, improving existing ways of doing things may be suficient 

to help maintain or achieve success in an organization. However, in an environrnent 

characterized by drarnatic change, simply improving what has been done rnay be 

necessary but insufficient for future success. While isolated incrernental changes can 

irnprove performance of the existing system, transformation, if successful, can take an 

organization to a qualitatively different place - a new state. However, it was also 

recognized that not every organization needs or can practicaily deal with large-scale 

Ils Henry Mintzberg and Ludo Van der Heyden, "Organigraphs: Drawing How Companies Really Work". 
Harvard Business Review, (Vol. 77, No. 5, September-October 1999) 89. 



change. Small, carefully considered changes in complex, non-linear systems and their 

environments can Iever effects considerably larger than the original change. So, while 

incrementai change and transformation are not the same, change is part of transformation. 

From a systems theory perspective, the nature of change in complex systems can 

be explained in a number of ways. One way of understanding it, as suggested, is in terms 

of attractors that shape patterns of change. Another is to view it is in terms of thin 

threads of change that can corne together to weave a new pattern of change from which 

an organization may be pushed into a new state. The influence of feedback loops on a 

system cari also explain how change occurs, particularly when they run out of control. 

Perhaps the most important way of understanding change is through the concept 

of creative destruction, which sees a cycle of innovation and destruction as the 

underpinning of organizational developrnent and, ultimately, survival. The idea of 

creative destruction, as suggested, resonates through other management thought as 

evidenced in idea of the evolution of organizational forms. 

The main point to be gleaned from al1 of this, and the one critical to understanding 

change in an organizational context, is that it should not be viewed as an event or point in 

time. Change - particularly when viewed through the lens of innovation and creative 

destruction - should be seen as a process. Therefore, the process of change, depending 

on how the organization chooses to address it, may strengthen its chances for survival. 

Perhaps more importantly, it may suggest particular roles for the leadership of the 

organization. 



IV) FORCES OF CHANGE 

The previous chapter suggested that transformation may be explained in terms of 

forces that can prompt changes - whether a major one or a number of smaller, but 

nonetheless significant ones - to a given system. Through a process of feedback, the 

system may respond to these changes by questioning the operating noms that guide it. 

The result of this process of challenging the existing state of the system is the 

development of innovations, which can ultimately shift the system to a new state. 

Another key aspect of the nature of transformation is that it can differ from 

organization to organization, dependent on such factors as the industry, or the products 

and services offered by the organization. If the differences in transformation processes 

between organizations are explored in a greater Ievel of detail, perhaps the more 

important question might be, what are the forces of change driving organizations - at a 

seerningly accelerated rate - towards new States or paradigms? The purpose of 

identifying some of the key forces of change and trying to understand their affect on 

organizations is to lay the basis for understanding the potenticil role for leaders and 

leadership in helping the organization address thern. Therefore, the objectives of this 

section are: 

To identify the key forces of change that are creating discontinuities in 

organizations and driving innovation; 

To start to understand the potential implications of these forces of change for the 

organization and for the work of leaders and leadedmanagers; and 

To begin to understand why "linear solutions" are not applicable to dealing with 

forces of change in complex, non-iinear systems. 



1. Forces of Change and Discontinuities 

When asked to identiS the predominant forces for change in any organizational 

environment, most academics and management theorists are likely to identify information 

technology and globalization. The combination of these two forces is creating large 

discontinuities, the result of which is often descrïbed as a "new competitive 

9 7  116 landscape . This landscape is aiso charactenzed by increasing demands from 

customers and stakeholders, creating new tasks for the organization, and often in an 

environment of cost-cutting.'17 The implications of this new competitive landscape are 

dnving many organizations to seek new approaches and new ideas for undertaking 

business, or even more importantly, to rethink their businesses. 

In many organizations, people are rethinking products, services, and distribution 

channels. In government, for example, both prograrns and services are being revisited for 

their continued relevance. As a result, some are being completely redesigned, while 

others are elirninated. The mantra of 'doing more with less', to some degree, has aiso 

been guiding the desire to rethink the prograrns and services of govemment, just as it has 

in the pnvate sector. Technology has also touched both govemment and business. In 

government the emergence of 'on-line' services and single-window access bare witness 

to the influence of technology. In business, the emergence of electronic commerce has 

begun to profoundly change the way business is done, as well as the potential reach of 

any organization, 

1 I6 Richard Whittington, et. aI, "Change and Complementarities in the New Cornpetitive Landscape: A 
European Panel Study, 1992-1996", Or-anization Science, (Vol. 10, No, 5, Septeinber-October 1999) 584. 
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For both govemment and business, technology and globalization have influenced 

the evolution of their organizations. Globalization has reinforced in many organizations 

the need to broaden their view of the 'world' and to understand the importance of 

interconnections. Technology has been the facilitator or the 'enabler' of these 

connections. It has helped to bnng down the boundaries - political, economic, and social 

- that have kept organizations, regions and nations apart. While technology has played a 

criticai role, it is information, or the capacity to collect and disseminate information in a 

manner not previously possible, that is truIy affecting organizations. 

The "Information Revolution", as it has often been labelled, is probably the 

principal force that is reshaping the cornpetitive landscape in the world. In this context, it 

must be recognized that technology has been the key enabler, effectively redefining the 

capacity to collect, store and transmit information. Perhaps even more importantly, the 

information revolution that is unfolding is redefining the use and rneaning of 

inforrnation.l18 In turn, this redefinition is shaping the work performed with information, 

the roles of the workers involved, and the institutions where they are performing the 

work. Information and, more specifically, the knowledge built from information are 

associated with the emergence of new organizational forms, cultures and workers. 

"Knowledge worker" is a term that has developed to describe workers that use 

information dong with their special skills to perforrn work. Unlike manual workers who 

are generally concerned with how a task should be done, knowledge workers, according 

119 to Drucker, are more concerned with 'what the task is . 

' '' Drucker, 97. 
"' Drucker, 143-44. 



The evolution of the 'knowledge' worker is a manifestation of a fundamental 

change in how organizations use knowiedge, The 'old' approach to using knowledge saw 

many organizations devote significant energy into collecting information, which was then 

processed by managers m d  aven to a core group of strategy making elite.lzO In contrast, 

many organizations are now distributing the capability and responsibility to gather, 

analyse and disseminate laiowledge to many parts of the organization. The distribution 

of cornputers and greater delegation of authonty to front-line workers bears wimess to 

this shift.12' 

Changes in how knowledge is distributed and used in organization also reflect a 

growing recognition by managers and leaders that any successful knowledge organization 

must dso be a learning organization. Absent the extensive communication that is typical 

of a knowledge organization, or the ability to challenge the status quo within an 

organization, knowledge workers cannot do their jobs, When knowledge workers cannot 

function effectively, nether can the organization to which they belong. 

Managers may also be significantly affected by the shift in how information is 

accessed and used in organizations. On the one hand, information systems may ailow 

managers to rnonitor, or 'police' their staff more closely. On the other hand, knowledge 

workers, through their access to and ability to use information, may threaten managers 

and traditional 'command and control' organizations. Managers in many organizations 

may feel threatened by the knowledge that their workers have, or are developing, as these 

workers gain the capability (through information) to challenge management and its ways 

'" The Economist, "A Survey *f Multinationals: Big is Back - The World Tumed Upside Down". (Vol. 
335, No. 79 19, June 24, 1995) 5 3 .  
"' The Econornist, 53. 



of work. In observing the tme implications of this challenge, Zuboff notes that, 'The 

more blurred the distinction between what workers know and what managers know, the 

more fragile and poindess any traditionai relationships of domination and subordination 

between them will becorne."'" 

Despite the potentially corrosive effects of knowledge on the traditional 

organization, both Drucker and Zuboff recognize it as a key force and a key cornpetitive 

advantage for most organizations. Drucker suggests that "knowIedge workers and their 

productivity" will be the most valuable asset of the 2 lSt century institution.lu For her 

part, Zuboff recognizes that the process of "informating" an organization - that is, using 

knowledge to its best advantage - can be transfor~native.'~~ Both aiso agree that given 

the importance of knowledge workers, they should be treated as assets? 

2. Implications for Organization 

As suggested, the implications of forces of changes, in particular the role of 

knowledge for organizations, are considerable. As the complexity of the environment 

increases, it c m  create a need for increasingly complex forms of organizations. The 

apparent positive correlation between complexity of the environment and that found in 

the organization form is not new - having been accepted by business academics for 

approximately two decades.lZ6 However, what rnay be new is that environmental 

1 22 Shoshana Zuboff, "In the Age of the Smart Machine: The Limits of Hierarchy in an Informated 
Organization," Classics of Ornanization Theorv, 4" ed. Jay M. Shafntz, and I. Steven Ott, (Belmont, 
California: Wadsworth Publishing Co., 1996) 558-59. 
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complexity also seems to be precipitating the need for 'new', as well as more complex 

forms of organization. Some of the key forms that have emerged include webs, 

communities of practice, and networked organizations. The latter two forms will each be 

further defined shortIy. 

2.1 New Forms of Organization 

Although we have referred to these forms of organization as 'new', it may be 

more accurate to Say that they are evolving 'variants' of forms that have been around for 

a number of yean. Webs, for example, may represent a more sophisticated form of the 

- . team. Communities of practice have been around for many years, but are gaining in 

popularity and recognition in a business context.'" Networks, some would argue, are a 

transitional form of organization that have existed for many years as a means to help 

bridge a major discontinuity. '" 
Regardless of their age or origins, these forms of organization are becoming 

increasingly important. Why? The answer lays in two of their key common 

organizational attributes: flexibility and minimal hierarchy. Because neither 

organizations nor their environments are static, 'flexibility' - or the capacity for 

organizations to adapt - may be as necessary as having appropriate complexity in the 

organization. "' This requisite flexibility could likely not exist in a strongl y hierarchical 

organization, as information typically does not flow as readily in a hierarchical structure. 

'27 Etienne C. Wenger and William M. Snyder, "Communities of Practice: The Organizational Frontier" 
Harvard Business Review, (Vol. 78, No. 1 ,  January - February 2000) 140. 
'" Mitchell P. Koza and Arie Y. Lewin, 'The Co-evolution of Network Alliances: A Longitudinal Analysis 
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Thus, the capacity to react to that information is irnpeded By extension, it could also be 

argued that the relationship between flexibility and hierarchy is one of the hallmarks of a 

Ieaming organization. 

The web concept discussed in Chapter III of this document represents a form of 

organization that has emerged to play an increasing role in how successful organizations 

operate. The web created at Intel provided a form of organization that allowed them to 

react quickly and effectively in response to a serious environmental threat. Through the 

web, the organization communicated effectively and was able to challenge conventional 

wisdom, including its core business strategies. In so doing, it was able to develop an 

entirely new view of its customers, and to drarnaticaiIy alter its business model. The 

web, therefore, represents the type of 'organic' - that is, constantly evolving - form of 

organization that works to promote innovation by keeping its parameters open to allow a 

wider group of people to shape organizational direction.130 

Communities of practice, as suggested, represent another fonn of organization 

that can encourage innovation. This form of organization can be described as "groups of 

people informally bound together by shared experience and passion for a joint enterprise 

- engineers engaged in deep water drilling, for example, consultants who specialize in 

strategic marketing, or frontline managers in charge of check processing at a large 

commercial bank."I3' These groups may convene through a variety of channels and with 

varying frequency. However, what links them as a form of organization is their common 

purpose to share knowledge and experience in free-flowing ways that can lead to 

innovations. Within the Manitoba Government, a network of Service Quaiity Pamiers, 

130 Helgeson, 23. 
13' Wenger and Snyder, 139. 



who are individuds interested in finding ways to improve delivery of public services to 

Manitobans, was formed through innovations, which started in the Department of Labour, 

and ultimately led to the creation of this govemment-wide service quality initiative.13* 

Through their work they have, by most accounts, been able to share information and 

ideas more effectively, and help reduce the departmental 'silos' that so often characterize 

large organizations. 

Networks represent another form of organization which has become increasingly 

prorninent. The term networks is often used to describe " a range of non-market, non- 

hierarchical forms of organizational governance, including, but not Iimited to, joint 

ventures, partial equity, licenses, cooperative R&D, consortia, franchises, clans, and the 

~ i k e . " ' ~ ~  More broadly, they can represent alliances of a nurnber of organizations with 

instrumentd aims at both the individual and collective level. Network alliances have 

become popular in high-tech sectors where the knowledge base of the industry is 

complex and expanding, and the sources of expertise are widely dispersed. This is 

because they allow innovation to be located within networks rather than within individual 

f i r ~ n s . ' ~ ~  

'New' forms of organization, therefore, have emerged in response to key forces of 

change and the need to ensure that organization cm effectively respond and innovate. It 

could also be argued that they have responded through the natural process of evolution of 

organizations discussed earlier. In other words, the innovative process that causes 

13' John Cumberford, "Building a Citizen Centred Culture in Manitoba", Canadian Government 
Executive. (Ottawa: Canadian Government Executive, Issue No. 5, 1999) 8-9. 
'33 Koza and Lewin, 638. 
'34 Koza and Lewin, 639. 



organizations to evolve through different phases has prompted new foms of organization 

to emerge or to re-emerge. 

2.2 Processes and Boundaries 

Apart from the implications for structure, the forces of change discussed have also 

had specific implications for organizational processes and bounda~ ie s .~~~  It should be 

noted tbat the implications for al1 three dimensions of organization must be viewed in an 

integrated manner as being mutually reinforcing. In other words, flatter, more flexible 

structures will precipitate changes in processes and organizational boundaries. 

Knowledge-dnven organizations, as discussed, require greater flexibility. They 

are also characterized by more intensive interaction - both vertically and h o r i z o n t a l ~ ~ . ~ ~ ~  

Members of such organizations typically communicate and interact frequently. Large 

amounts of information are exchanged through these interactions which serve to unite the 

various parts of the organization. Information is also exchanged with those outside of the 

organization. In order to support their need for intensive interaction and communication, 

significant investments are made in information technology for the organization. New 

business processes are also developed to ensure that maximum benefit is derived from the 

new tec hnology. The implementation of large-scale enterprise resource planning 

systems, for example, is typically accompanied by process redesign to increase the 

likelihood that benefits are fully realized. However, probably most important to the 

- -- - 
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success of such process/technology-driven change initiatives are the changes in stafî 

behaviours and management styles required. 13' 

If knowledge workers are seen as the organization's principle asset, their interests 

must be managed effectively. In this regard, career management across boundaries 

within an organization is becoming cntical. As well, managerial development across the 

organization has become increasingly important as a way to link individuals. 

To facilitate more interactive processes in organizations, boundaries are likely to 

be drawn inward. Many organizations are focusing their attention on core cornpetencies, 

and consequently may be narrowing the scope of their business to focus on areas of 

cornpetitive advantage. "* This can result in the creation of smaller, more decentrdized 

business units. In the corporate world, this trend has manifested itself in larger 

companies trying to "imitate the virtues of their smaller rivals" by breaking themselves 

into smdler units with the freedom to generally do things their own way. 139 1n 

govemment, this trend has emerged in various forms of alternative service delivery, 

ranging from shared service arrangements to the creation of special agencies to run 

segments of government business. It has even prompted the privatization of portions or 

entire departments and agencies. 

3. Summary 

The previous description of the forces of change and their implications for 

organization was not intended to provide an exhaustive discussion of either issue. What 

"' Whitington. et. al, 587. 
13' Whitington, Pettigrew, Peck. Fenton and Conyon., 587 
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it was intended to do was provide a picture of the Iikely dnvers of increasing complexity 

in organizations and their environments. A new competitive environment, it was 

suggested, has emerged in response to the influence of globablization and technology. 

However, it was further explained that the real force for change is information and its 

influence on workers, managers and the nature of organizations. The advent of new 

computing and communication technologies has given organizations the power to gather 

and make information more widely available than ever before. 

Having identified the key forces driving change, the second objective of this 

chapter was to explain the key implications of these changes for organizations. The new 

competitive environment created by the revolution in information fias created major 

discontinuities for many organizations. The need to bridge discontinuities and optimize 

the benefits of information in organizations has had specific implications for the fom, 

processes and boundaries of organizations. 

It was suggested that new - or perhaps, 'renewed' forrns of organization - have 

emerged to facilitate the management of change in organizations. Webs, networks and 

communities of practice were identified as three emerging forms of organization which 

cm be flexible and responsive to change. Each of these forms of organization, it was 

argued, is fostered by and, in turn, can itself foster innovation. 

While much attention was devoted to organizational form, it was also suggested 

that changes to processes and boundaries are being prompted by discontinuous change. 

New organizationai processes are being developed and implemented around information 

technology systems to insure that the benefits of an "informated" organization are 

reaiized. Changes to processes and systems are related to changes in the overall business 



mode1 which see organizations focussing on key areas of competitive advantage. 

Consequently many are narrowing the scope of  what they do and redrawing their 

boundaries to reflect these changes, 

Changes to both boundaries and processes should not be seen in isolation frorn 

changes in organizational form. ClearIy, the sarne factors demanding changes in 

processes and boundaries to support success in informated organizations have also 

created a need for flexible, less hierarchical organizational structures. 

The other objective for this section was to begin to identify the implications of 

these changes for the work of leaders and managers. While not an explicit area of  focus 

in this chapter, some issues and roles for management were discemible. The first of these 

is to be able to understand the nature of the change in order to understand how the 

organization may best respond to the changes. This assessment involves understanding 

the dimensions of change. Sullivan and Harper have identified three dimensions: 

velocity, mass, and c ~ r n ~ l e x i t ~ . ~ ~ ~  Velocity descnbes the rate at which change is taking 

place - which in most environments is increasing. Mass refers to how widespread 

change can be. Complexity, which has been described in the context of environments, 

refers to the fact that change typically does not occur in isolation as the changes are often 

interconnected, with a change in one area potentially affecting another. The 

leader/managerY s assessment should corne through a lessons Iearned feedback process. 

By understanding the nature of change, the insightfd, leadedmanager - whose 

defining traits of are discussed in greater detail in Chapter V - should be better positioned 

to identify the appropriate response from the organization. They may be more likely, for 

140 Sullivan and Harper, 155-156. 



exarnple, to know which elements of organization should change to promote flexibility 

and encourage continuous innovation. They will ask themselves what needs to change. 

Is it structure, processes and systems, or  both? The specifics of the leader, 

leadedmanager role in promoting innovation and transformation are explored in further 

detail in the chapters that follow. 

In short, it is strongly suggested that increasing environmental complexity is 

creating major discontinuities for organizations. These continuities have created a need 

for organizations to develop innovative ways of bridging them. This need, in turn, has 

prompted the emergence of new organizational forms and processes designed to 

encourage innovation and to ensure the effective use of knowledge in organizations. In 

an environment of complex change, it is clear that 'linear' solutions may no longer be as 

appropriate as they once were. In this regard, leaders and leaderhanagers can and 

should play a critical role in assessing the nature of change and in encouraging change in 

the appropriate elements of organization. How they do this and their importance to the 

organization's continued growth and transformation wili be explored further in the 

Chapters that follow. 



V) ELEMENTS OF LEADERSHIP 

The previous chapter of this thesis raised the idea that the existence of major 

discontinuities and their impact on organizations suggest an important role for leadership 

and Ieaderhanagers. The idea that leaders are key to an organization is not new. The 

notion of the 'messiah-like' leader leading his or her followers out of the 'proverbial 

desert' has been prominent through out history. Most people would not argue that 

leadership is important to organizational success - there are too many accounts of leaders 

such as George Marshall and Winston Churchill and their pivotal roles in navigating 

times of crisis. The question that is perhaps not as easily answered is just "how 

important?" Moreover, a cornrnonly accepted definition of what leadership involves 

maybe more elusive than first thought, as it depends on what the scope of leadership is 

perceived as being. 

For the purposes of trying to build a frarnework to test the idea that leadership is 

most strongiy correlated with organizational performance and ability to adapt to change, 

a togical first step is to try to identify the key dimensions of leadership. It should be 

noted that for the purposes of this thesis, leadership is assumed to include more than just 

the designated 'hierarchicd leaders' of an organization. The concept of leadership, as is 

explained, must also recognize that others throughout a learning organization can play a 

role in creating the conditions necessary for organizational success and in helping to 

address change. In addition, it will also be recognized that leadership involves some 

form of interaction between leaders and followers, This interaction c m  be described as 

transactional or transformational, with the latter being integral for dealing with major 

discontinuous change. 



In order to ultimately understand the implications of leadership in transformation, 

the drivers, attributes and tasks of leadership must also be understood. Chapter N 

attempted to lay the foundation for understanding some of the key forces of change or 

'drivers' of organizationai change and performance. However, the tasks and attributes - 

that is, the roles and dernonstrable characteristics of leadership - were only ailuded to. 

This chapter of the Thesis, therefore, builds on the foundation created in the previous one 

to provide a more general sense of the attributes and tasks of leadership. It draws on 

management literature and the work of historians to provide a profile of the key attributes 

and tasks of leadership. In so doing, it provides a basis for comparing the attributes and 

tasks of leadership, as suggested by systems theory, in order to buiId a fiamework for 

developing an accurate understanding the role of leadership in transformation. 

1. Leadership Dimensions 

Leadership has become an increasingly important issue in management circles far 

a variety of reasons. Probably the most important is the nature and scope of change with 

which most organizations find themselves confronted. Leaders, managers, and 

management scientists are searching to understand the competitive advantages that their 

organizations can have to deal with a new and increasingly competitive landscape. As 

alluded to in the preceding chapter, ours is an era where ideas and actions that inhibit 

innovation and reinforce the status quo are no longer appropriate. As Warren Bennis 



suggests, "linear information, Iinear thinking and incremental strategies are no match for 

7,141 the turbulence of today's business climate. New strategies, new ways of viewing 

customers, new organizational forms and new management systems are d l  emerging in 

the wake of discontinuous change. But is it rnere chance that is causing these changes in 

our organizations? Or, is another element the catalyst, which is encouraging such 

changes. It is this author's contention that leadership is the catalytic element promoting 

an environment that adapts to change, and encouraging innovation within organizations. 

1.1 Hierarchicai versus Distributed leaders hi^ 

At the outset, it should be noted that the concept of "leadership", for the purposes 

of this thesis, refers not only to the work of the hierarchical leader, but also to that of 

others - including managers and staff - in promoting change in the organization. 

Leadership, in other words, should not be seen as residing exclusively with the person at 

the top of the organizational structure. Kotter suggests that the pace of change in our 

world is making the traditional concept of leadership - with one 'ail-knowing' person at 

the top driving the organization - increasingly obsolete.'" In a rapidly paced world, it 

can be extremely difficult - aithough not impossible - for one individual to be conversant 

with al1 possible forces of change and to understand how the organization must respond 

to these. Moreover, the ability to deal with unintended consequences and uncertainty 

should be enhanced if the burden does not fa11 on the shoulders of one individud. 

Gardner sees the leader, the leadership team, and individuals throughout an organization 

14' Warren Bennis and Bun Nanus, Leaders: Stratepies for Takine Charge 2" ed. (New York: Harper 
Business, 1997) 10. 
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as sharing responsibility for many of the tasks or functions of leadership.'" This idea, it 

will be shown, is connected to one of the key attrîbutes of leadership: taking 

responsibility. 

Sullivan and Harper believe that the distribution of leadership throughout an 

organization occurs through the developrnent of a learning organization. '" Continuous 

feedback, which is the hallmark of a Ieaming organization, fosters trust and leads to the 

emergence of tearns that participate in leading change and growth in the organization. At 

this point, leadership no longer rests soIely with the leader. 

These ideas are important because they suggest that leaders are not sirnply bom; 

instead they can be, and very ofien are, developed. As Gardner suggests, "rnost of the 

capabilities that enable an outstanding leader to lead, c m  be learned."145 Yet he also 

leaves room for the idea that innate leadership gifts c m  be cultivated through individuai 

motivation and through oppominity. 14' This is a concept that will ultimately be important 

in developing a complete understanding of the role of leadership in dnving successful 

organizational transformation. 

While the previous discussion strongly suggests that leadership functions c m  

indeed be distributed across the organization, this does not in any way negate the role of 

the hierarchical leader. It instead suggests a sornewhat different one. The notion that 

leadership can be dispersed across an organization appears related to the existence of a 

learning culture - whereby individual responsibility, and the capacity to think and 

challenge existing noms are encouraged. A learning culture does not simply emerge; it 

'" John W. Gardner, On le ad en hi^ (New York: The Free Press. 1990) 138-156. 
144 Sullivan and Harper, 232. 
14* Gardner, 157. 
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must be fostered by a diligent leader, and then ultimately nurtured, with the help of the 

leadership team and the other members of the organization. Refemng to the role of the 

leader in fostering a leaming culture, Bennis and Nanus suggest that organizations must 

be led to help them overcome their "trained incapacity" to adapt to changing 

 condition^.'^^ Additionally, Senge notes that the new profile of the leader is one of a 

designer, steward and teacher. According to him, the leader is responsible for "building 

organizations where people continually expand their capabilities to understand 

complexity, clarify vision, and improve shared mental models - that is, they are 

,r 148 responsible for Iearning. This point is retumed to in Chapter VI, which looks at the 

tasks, attributes and drivers of leadership as suggested by systems theory. 

1.2 Transformational versus Transactional leaders hi^ 

Another important dimension of leadership is the concept of transactional and 

transformational leadership. The distinction of the two owes much to the work of James 

MacGregor Burns, who studied leadership as an aspect of the dynamics of conflict and 

power.'49 Starting from the leader-follower relationship, Burns suggests that what is 

critical about the relationship is "the interaction of persons with different levels of 

motivations and of power potential, including skill, in pursuit of a comrnon or at least 

joint purpose. 9, 150 However, this interaction c m  take two different foms represented by 

transactional and transformational leadership- Transactional leaders are result focussed 

and are able to extract effort from their followers by exchanging something of value for 

14' Bennis and Nanus, 19. 
14' Senge, 339-340. 
149 James MacGregor Bums, Leâdershi~ (New York: Harper & Row, 1978) 
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this effort.'" The exchange could include something tangible such as a good or service 

for rnoney; something political, such as a vote; or something ps ychological, such as 

syrnpathy and time to Iisten to another's problems in exchange for hospitality. Bennis 

and Nanus d s o  acknowledge that Ieadership involves a transaction: a transaction between 

leaders and fol~owers,~~'  

What is rnissing in the transactional leadership equation is some enduring purpose 

to bind the individuals together. This is where transformational leadership cornes in. 

Transformational leadership is characterized by a fusion of purpose between leader and 

follower. In transformationai leadership, the two interact with one another in such a way 

as to raise each other to higher levels of motivation in pursuit of their cornmon 

purpose.'53 In so doing, leaders motivate individuals to reach beyond their original 

performance expectations. BuiIding on the shared sense of purpose, transformational 

leaders have a very specific role to play in the organization. Noel Tichy describes the 

role of the transformational leader in terms of defining the need for change, creating new 

visions, rnobilizing comrnitrnent to those visions, and transforming the ~ r ~ a n i z a t i o n . ~ ~ ~  

On the surface, Tichy's assessrnent would appear to endorse the need for a 

"charismatic" or "messiah-Iike" leader. However, more detailed analysis would suggest 

otherwise. While Tichy clearly acknowledges the role of a special kind of leader, he d s o  

recognizes that one of the leader's principle roles is in fact that of an architectldesigner, 

and requires the support of many others in the transformation process.lS5 In other words, 

15' Burns, 19. 
'" Ben& and Nanus, 30. 
'53 Burns, 20. 
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bringing the organization to a new state requires the comrnitment of many to the leader's 

proposed design and vision. Tichy and Burns, therefore, clearly support the notion that 

"leadership" encompasses both the clarity of thought and foresight of a 'leader", and the 

willingness of many to take responsibility for articulating change in the organization. 

The previous paragraph has gone to great pains to clarify the differences between 

transactional and transformational leadership; however, the question is why? The answer 

to this question relates to the types of change and discontinuities discussed in Chapter IV. 

The nature of change in our world is driving organizations to seek ways to deal 

effectively with a new competitive environment, and to ensure that innovation and, 

hence, transformation is not inhibited. Traditional solutions and approaches to change, as 

suggested, are no longer adequate. Looking at the various components that can affect 

organizational performance, many are starting to tuni to leadership. At the same time, 

they are also recognizing that traditional notions of leadership may no longer be adequate 

in addressing increasing organizational complexity. Bass, for example, refers to the 

transactiond leadership approach and its appropriateness for what he labels as "first order 

of change", or changes of degree.ee.'56 However, increasing complexity is demanding 

"higher order" of change, which can encompass large changes in attitudes, beliefs, values 

and needs. '" Higher order change is, in tum, demanding a higher order approach to 

leadership - namely transformational leadership. Tichy similarly recognizes the need for 

transformational leadership, noting that in this new environment "Systems can be 

lS6 Bernard M. Bass, Leadershio and Performance Bevond Ex~ectations. (New York: The Free Press, 
1985), 4. 
Is7 Bass, 4. 



designed to create operating efficiency, but it is leadership that enables an organization to 

maintain a dominant position in its industry. 97 158 

The above discussion is not intended to imply that transactional leadership is 

negative. It is intended, more simply, to highlight the differences so the reader can 

understand that while important, transformational leadership should not be the only forrn 

in use in organizations. As pointed out in earlier chapters, organizations have to balance 

the need for evolutionary and revolutionary change. In other words, organizations must 

balance the need to adapt to change with the need to keep the organization operational. 

Accordingly, Bass suggests that transactional and transformational leadership may be 

demonstrated in the same leader?' He sites the example of Franklin D. Roosevelt, 

noting that Roosevelt was obviously transformational in his remaking of the Amencan 

political landscape with the New Deal, and transactionai in his give-and-take in the 

balance of powers between executive, legislature, and court. ''O The application of 

transactional and transformational leadership is consistent with the idea discussed in 

Chapter III and supported by Sullivan and Harper, Morgan, Drucker, and Abraharnson: 

that carefully chosen 'incmnental' changes are sometimes al1 that is required by an 

organization. 

Bass's notion that leaders demonstrate both transactionai and transformational 

qualities underscores an important point: that successful leaders do a certain amount of 

both leading and managing. In other words, while managing is not dways synonyrnous 

with leading, effective leading often encompasses a certain amount of managing. Thus, 

Tichy and Devanna, 4-5. 
Bass, 26. 
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transformational leaders, with their strong emphasis on shared purpose, may more 

directly fulfil the expected 'leader' role. Transactional leaders, on the other hand, may 

act in a way seen as more synonyrnous with 'managers'. 

The implications of Ieading versus managing can affect the success of 

organizations undertaking significant change and transformation. Effectively managed 

organizations may survive in a relatively stable environment. However, in more complex 

environrnents, transformational leadership, as suggested, is likely required to help the 

organization bridge major discontinuous change. 

Irnplicit in the discussion of transactiond and transformational leadership is that 

transformation and, by extension, transformational leadership, will be positive. It is this 

author's contention that transformational change which is not necessarily positive can 

occur. Unintended consequences, as explained in Chapter 1, can push organizations into 

less desirable States. However, cybernetics theory would suggest that the self-reflective 

tendency of learning organizations should reduce the likelihood of remaining 'stuck' in a 

'negative' state. At a minimum, it seems likely that organizations which practice 

learning will be more apt to 'harness' an adverse situation and possibly make something 

more positive fiom it. 

Using the definition just described of transformational, distributed leadership, the 

subsections that follow identify the general attributes and tasks of leadership - 

particularly as they relate to leadership in a learning organization. 



2, Attributes of Leadership 

While much of the Iiterature on leadership seems to focus on a broad group of 

attributes as being critical for successfu1 organizational transformation, there does not 

appear to be rnuch agreement on the relative importance of each. In order to accurately 

assess the relative importance of each attribute, a more exhaustive empirical study would 

be required. Their importance aside, 1 have identified a group of attributes that seem to 

be generdly accepted by renowned leadership authorities as being required in some 

combination for effective leadership. Their assessments emerge from a combination of 

normative theory and some empirical research. 

The leadership attributes identified are intended to provide a general 

understanding of the elements of leadership, and more importantly of those relevant for 

transformation. Some of the attributes described are more applicable to what I have 

labelled as the hierarchical leader. Others can be related to the broader idea of leadership 

- that is, a dispersed, broady based approach to leading. And some of the attributes may 

be related to both dimensions of leadership. Regardless of their application, the 

attributes are important to identify as they provide a context for understanding the tasks 

of leadership. 

The following are critical attributes for leadership analysis: 

1) Leading and Managing - Contrary to what some authors would suggest, 

leadership does have to do with management; although. the two can be 

distinguished. The former point speaks to the idea that it is diff~cult for any one 

individual to keep abreast of al1 knowledge required to respond to key changes in 

the environment, and to determine and implement the strategic response. The 



latter point recognizes that the leader is the one who can foster a culture that 

promotes individual responsibility. This also recognizes that leaders, as already 

suggested, can dernonstrate both transactional and transformational leadership. 

Gardner suggests that the term 'manager' usually indicates that the individual 

holds a directive post in an organization, presiding over the processes by which 

the organization functions, allocating resources prudently, and making the best 

possible use of He further distinguishes leaders and leader/managers, 

from managers, suggesting that the former: 

Think longer term - beyond the day's crises; 

Grasp the relationship of the unit they are heading to the larger realities, the 

larger relationship of which they are a part; 

Reach and influence individuals beyond their jurisdiction, beyond boundaries; 

Put heavy emphasis on the intangibles of vision, values, and motivation and 

understand intuitively the non-rational and unconscious elements of leader- 

constituent relationships; 

Can effectively manage the conflicting requirements of multiple 

constituencies; and 

Think in terms of renewal. The leaderneader-manager seeks the revision of 

structure and process as it exist~.'~' 

His definition cleariy connects the idea of transfomational leadership with 

'Ieading', and transactional leadership with 'managing'. Although Gardner 

rnakes an apparent distinction between the two roles, he nevertheless notes that 

the two often share key tasks and attributes: 

161 Gardner, 3. 
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Every time I encounter utterly first-class managers, they turn out to have 

quite a lot of the leader in them. ..Even the most visionary leader is faced 

with decisions that every manager faces: when to tuke a short-term loss to 

achieve a long-tenn gain, how to allocate scarce resources, whom ro trust 

with a delicate assignment. '63 

It is important to note that Gardner's definition reinforces the point that the 

'traditional' view of the leader is less appropriate in Our world. Leaders and 

managers clearly share responsibilities for helping organizations navigate an 

environment of increasing complexity and change. 

2) Leaders are not a Homogeneous Group. There are many kinds of leaders - as 

there are many kinds of people. Some are charisrnatic, others less obviously so. 

Because leaders differ they also employ different styles. George Marshall, for 

exarnple, was a low-key individuai with superb judgement. ' W  Consequently, 

Marshall will undoubtedly be recognized as one of the greatest staff officers in 

history of the United States Army. His hallmarks were his quiet, thoughtful 

nature. He was known as an active thinker and encouraged higher thinking in 

those he led. Moreover, he also was an outstanding teacher who encouraged 

learning - both formally and informally - in al1 that he did. Part of the reason he 

was successful in encouraging people to take pride in themselves and their own 

learning was his capacity to inspire trust. 

163 Gardner, 4. 
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Douglas Mac Arthur, by contmt, was a noted field commander with a 

flamboyant However, like Marshall, he was also a great thinker and 

brilliant strategist. Moreover, he inspired those he led and was noted for his 

communication skills. Thus, while he may have been noted as more of a 

"charismatic" leader, he and Marshall shared a number cf core traits. 

The examples of these two leaders reinforce the idea that as individuals, 

leaders will have different styles. Different leaders are also apt to employ 

different styles of leading in order to achieve some key tasks of leadership. 

Daniel Goleman notes that certain styles - authoritative, democratic, afiliative, 

and coaching styles - are al1 associated with positive organizational climate and 

effective performance.166 Moreover, he advocates that successful leaders employ 

some combination of al1 of these styles. 1 67 

3) Leadership and its Relationship to Timing. Leadership can be also be 

contingent on timing in that events c m  determine the need for leadership and the 

type of leadership needed - whether transformational or transactional. Winston 

Churchill vied for leadership rnany tirnes before history was ready for hirn.16* 

Then, when the clock of history ticked on, and the war was over, the voters 

dropped him unceremoniously. 

4) Vision. Many leadership theorists refer to the importance of the leader's vision. 

While some view vision as a clear, definitive picture of what the leader wants 

'" miryear, 103-151. 
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their organization to be, others relate it more to identifying and affirrning a sense 

of purpose for the orgmization. Others, stiII, see it more in terms of the capacity 

to understand how the organization is likely to respond to change. Vision, 1 

would suggest, involves a combination of al1 of the above. A sense of purpose is 

key as it frarnes everything the organization does and it also provides a basis for 

determining goals and a desired state for the organization. The capacity to see 

and understand trends and, on that basis, to look forward and determine 

organizational priorities in support of the purpose and goals is also cntical. 

Core purpose defines an organization's reason for being and provides a 

frarnework or context, which enables an organization to understand why it does 

t h i r ~ ~ s . ' ~ ~  Moreover, it provides the bais  for developing goals, as well as the 

noms and guidelines, It also serves as an integrating mechanism for linking the 

vision and work of members of an organization. In so doing, a collective sense of 

cornmitment to the organization and its purpose develops- By understanding this 

fundamental tenet of the organization's character, it should be easier to assess 

how the organization may respond to change - particularly discontinuous change. 

The leader's vision can also guide how the organization 'chooses' to respond 

to change. Leaders must truly understand the character of their organization to 

determine the most appropriate ways to address change- Effective leaders will 

understand the natural 'rhythm' of their organization and the implications of this 

for how and when they change."' They will also understand and encourage the 

'" James C. Collins and Jerry 1. Porras, "Building Your Company's Vision", Harvard Business Review, 
(Vol. 74, No. 5, 1996) 65. 
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design of the structures necessary for innovation and learning, and the systems 

that may support these structures. 17' 

Vision, therefore, c m  have a predictive quality, which, in tum, is contingent 

upon possession of a ciear understanding of the "enduring character" of the 

~r~aniza t ion ."~  It is clear that this notion of vision may depend on the existence 

of a learning culture for two reasons. Firstiy, engaging people to commit to an 

organization's (or leader's) purpose, requires them to truly understand that 

purpose in a way that is meaningful for them. This requires teaching, and 

learning. Secondly, the ability to understand andor predict how an organization 

may respond is based on understanding how an organization has reacted in the 

past and to make adjustments as necessary. In short, vision can "place the 

organization's purpose, its reason for being, within a context of ' where we've 

corne from and where we' re headed". '73 

5) Intelligence and Judgement- in-Action. Effective leaders need to be able to 

arrive at conclusions by taking data, assessing it and then using it to solve 

problems, design strategies, and set priorities. Although he recognizes that 

intellectuai rigor alone will not drive transformationai leadership, Bass 

nevertheless notes the importance of the intellectual component of 

transfomational leadership1" Gardner d s o  notes the importance of intelligence 

Li 1 Sullivan and Harper, 204. 
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and judgement-inaction, citing James Madison as an exarnple of a leader who 

personified these ami bute^."^ 

Intelligence and judgement-in-action are related to vision, in that both are 

predicated on the existence of a leaming culture. They are also very much linked 

to the leader's role as a teacher and hisher ability to cause students to think 

critically and to question prevailing beliefs and paradigms.176 

6) Capacity to MotivatdCapacity to Win and Hold Tnist/Communicate. A 

strong relationship exists between the capacity to motivate and the capacity to 

efiectively comrnunicate. Motivation, as was already suggested, is one of the 

keys of transformational leadership- Through effective communication, leaders 

can move people to action and strengthen their confidence. Perhaps more 

importantly, effective communication can help to build trust. Through trust, the 

leader can motivate and inspire people to do things. Effective communication, 

and hence trust, is necessary to ensure unity of effort. 177 

Trust is manifested through consistency of actions and words. It is often 

quietly built in people such as George Marshall, who have the capacity to do 

things well and, in that respect, inspire trust. They also do it by treating people 

with respect and demonstrating that they mean what they Say. hryear sites a 

number of examples of how Marshall engendered tmst in people. In one 

particular incident he notes how Marshall was able to solicit positive behaviour 

17' Gardner, 49. 
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from a previously recdcitrant group of military prisoners based, in large part, on 

his cornmunicating trust in the men.178 

7 )  Adaptability/Flexibility of Approach. Leaders must have stable goals, but 

flexible tac tic^."^ Linked to vision and to intelligence and judgement-in-action, 

this attribute is predicated on a cornmitment to using feedback and learning so 

that approaches can be adapted to meet changing environmental conditions. 

Although not the focus of this discussion, it could be argued that many of these 

attributes c m  be developed through learning and experience. Indeed, two of the key 

tasks of leadership, as the next section will suggest, are that of Iearning and teaching. At 

the sarne time some individuAs, regardless of their learning or experience, may prove to 

have a stronger innate capability for successfully navigating change, For the purposes of 

this discussion, it may be suficient just to suggest that while the leadership capabilities 

of most individuals can be enhanced, some may have greater innate ability than others. 

3. Tasks of Leadership 

The tasks of leadership are key to understanding how transformational leadership 

is articulated in an organization and what it can ultimately mean for the organization. 

The tasks are strongly Iinked to attributes just described. Like the attributes, some of the 

tasks are more the pumiew of hierarchical leaders, while others may be seen as part of the 

broader concept of leadership - at any level of the organization. None of the tasks shouId 

be viewed as mutually exclusive. AH, in fact, are highly interconnected and should be 

17' Puryear, 66. 
17' Gardner, 53. 



considered as part of a larger agenda for leaders, especially those dealing with cornplex 

systems in highly unstable environments. In short, these tasks may provide the means by 

which leaders and leadership help an organization navigate discontinuous change. In this 

context the foI1owing are key tasks of effective leadership, particularly as they relate to 

transformation: 

1) Setting Mission/Purpose and Values. Leaders play a central role in identimng 

and ensuring that the organization fulfils its mission or purpose. The 

organization's purpose, as suggested, provides a frarne of reference for why the 

organization does things. It also provides the b a i s  for frarning vision and goals 

for the organization. To be effective, the organization's sense of purpose must 

have the cornmitment of its members. This effectively means that members of the 

organization must be able to align their own sense of vision and purpose with that 

of the leader's so that a collective statement emerges for the organization. 180 F, 

so doing, it unifies the efforts of its members and enables a broader group of 

individuals to play a Ieadership roIe in the organization. 

Purpose is an integral part of an organization's enduring character - that is, it 

has a longer time frame behind it. Purpose, therefore, remains fixed while the 

organization adapts its strategies and practices to changes in its world.lgl 

The importance of purpose to organizational success has been recognized in 

many menas. Bartlett and Ghoshal cite Royal Dutch Shell and A ï T  as examples 

of organizations that have moved beyond the "old doctrine of strategy, structure, 

''O Senge, 352. 
"' Collins and Porras, 65, 



and systems to a softer, more organic mode1 built on the development of purpose, 

process and people."'82 The United States Marine Corps book of 

strategy entitied Warfi~hting refers to the need for establishing intent in the 

conduct of war: "Without a clearly identified intent, the necessary unity of effort 

is inconceivable. 9,183 

Clearly articulated values are ofien cited as another comerstone of 

organizational success. For a given time and place, values can define what is 

nght, wrong, legal, illegal, virtu~us, vicious, good or bad taste. Aiong with 

purpose, they are, according to Collins and Porras, part of the enduring character 

of ~ r~an iza t ions . '~~  Each generation must find and adapt values to the realities of 

their time. 

Identifying and institutionalizing a shared sense of purpose and values is the 

work of leadership. lg5 As part of this work, Gardner refers to the need for leaders 

to translate their 'purpose' into institutions so that it has some enduring q ~ a l i t y . ' ~ ~  

Collins and Porras cite a number of examples of organizations such as Hewlett 

Packard to explain the importance of purpose and values to an organization.lg7 

Senge refers to the work of articulating and institutionalizing purpose and values 

as being part of the leader's role as steward of the ~ r~an iza t ion . '~~  

It should be recognized that purpose and values need not always be positive, 
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Strategy to Purpose" Harvard Business Review, (Vol. 72, No. 6, 1994) 80. 
'" US Marine Corps, 85. 

Collins and Porras, 66. 
'" Gardner, 13- 14. 

Gardner, 15. 
ColIins and Porras, 68. 

'" Senge, 345-352. 



in a moral sense. Collins and Porras recognize this in their research noting that, 

"great companies need not have likeable or humanistic core values; aIthough 

many do. The key is not what core values an organization has but that it has core 

values at dl. 9,189 

A sense of purpose and, perhaps more importantly, values also provide the 

underpinnings for the organization's culture, which in tum can affect the 

organization's ability to navigate or adapt effectively to change.lgO Culture 

influences group behaviour and as such can have a considerable impact on the 

success of change initiatives. For exarnple, an organizational culture that values 

s hared responsibility, adaptability, and individual initiative may have greater 

success with major change. 

A strong sense of purpose cm have another important effect: promoting 

innovation in the organization. Because a purpose is meant to be an enduring 

aspect of the organization, it is unlikely that it is ever fulfilled. By its very nature 

then, purpose can give an organization something to continually aspire towards. 

Consequently, it should stimulate change and progress - that is, innovation - in 

the organization. 

2) Scanning the Environment. Scanning and understanding the environment is a 

critical task of the work of leadership. Environment, in this context, refers to the 

milieu, which we understand to characterize the intemal workings of the 

organization, and the 'extemal' environment, of which the organization is part. 

The act of scanning the environment helps the leader and organization to better 

18' Collins and Porras, 67. 
190 Kotter, 148. 



understand the relationship between the organization and environment, and in so 

doing, shapes the development of goals and what is hereafter described as the 

'strategic framework' . 

Scanning is not an event as much as it is a continuous learning process- 

Although leaders may undertake an initial scan to acquaint thernselves with the 

specifics of a given situation so that a plan can be developed, they will have to 

continue to assess changes in the environment - both interna1 and external- as a 

ba i s  for adjusting plans and strategies as required. Scanning, therefore, is a 

mechanism which supports both adaptive and generative learning. It is on this 

basis that it was deemed to warrant discussion as a separate point. 

In the military context, the leader scans the environment to understand the 

enemy, to identify challenges and opportunities based on an understanding of both 

the enemy and themselves, and to shape intent - that is, to identify what needs to 

be accomplished and h ~ w . ' ~ '  Scanning the environment enables the leader to 

develop a more informed understanding of how the organization can and should 

operate, which, in tum, enables the leader to both plan and adapt as required. 

In other contexts, scanning may allow legislators and policy makers, for 

exarnple, to detemine a range of available policy options. Their understanding 

of the 'external' environment, juxtaposed against that of the organization's 

'intemal' environment, allows them to focus on those options that are more easily 

advanced given any 'systemic' constraints. They should better understand, for 

exarnple, the organization's capacity to assirnilate change, against the changes 

19' United States Marine Corps 



being demanded of the organization by its 'extemal' stakeholders. They can 

balance this understanding with the knowledge of what the organization must also 

do to keep the business operational. As a result, they should be better able to set 

pnorities and develop effective strategies. 

3) Setting the Strategic Framework - Goals, Measures of Success, Guideünes. 

Using the organization's shared sense of purpose as a basis, leaders have a 

responsibility for establishing a strategic framework for the organization. A 

strategic frarnework includes goals and measures of success for the organization, 

as weli as 'guidelines' which suggest how the goals might be realized. 

Guidelines may be established around activities such as reporting and information 

sharhg to ensure coordinated effort. In this sense, the strategic framework 

provides a basis for 'planning' and priority setting for the organization. While the 

leader may establish pnorities, goals and measures, the specifics of individual 

plans - that is, their supporting strategies - are not set by the leader, but instead 

are deterrnined by those who will implement them. Strategy, in this regard, may 

be said to 'emerge' from the various parts of the organization. 

The principal rde, therefore, for the leader is to ensure CO-ordination of effort 

and consistency with the overall strategic frarnework. By way of example, the 

Marine Corps provides its soldiers with a clea.  mission based on Commander's 

intent, but leaves the rnanner of tactics to the soldier.lg2 At the sarne time it is 

recognized that the leader must provide some sense of unity and focus to efforts. 

This approach of decentralized decision-making is discussed later, as one of the 

'<" United States Marine Corps. 9 1-92. 



hallmarks of a leaming organization- 

This type of approach is aiso evident in organizations outside of the military 

context. Brown and Eisenhardt have observed a number of businesses that follow 

a strategy of "patching", which is based around the notion that strategy making 

(business goals, objectives and target) is not a centrally-driven exercise.lg3 They 

develop strategy in a different way, in that they keep the organization focussed on 

understanding the correct business opportunities and then they let strategy (and 

structure) emerge from the individual businesses. Whether in a military, public 

sector, or business context, the following passage clearIy captures the essence of 

this type of emergent strategy: 

It is obvious that we cannot allow decentralized initiative without some 

means of providing unity, or focus to the various efforts. To do  so would 

be to dissipate our strength. We seek unity, not through imposed controi, 

but through hamoniouî initiative and lateral ~oordination.'~~ 

While Ieaders do plan in the manner described, they and their organizations 

must also be prepared to adapt or improvise their plans as required. The need to 

adapt priorities and plans will increase the further out in the future that plans are 

established. In a rapidly changing environment, leaders and their organizations 

must be able to assess and refocus their efforts quickly. This requires a well- 

developed capacity for learning, effective communication and information 

s haring. 

IQ3 Eisenhardt and Brown, "Patching: Restitching: Business Portfolios in Dynamic Markets", 76. 
IM United States Marine Corps, 92. 



4) Motivating - Leaders must tap into the motives of members of their 

organizations in order to foster collective action in the pursuit of shared goals. To 

transform an organization, they must ultimately be able to encourage learning and 

innovation. They do this in a variety of ways: by developing the right culture, 

shifting behaviours and attitudes, and developing a shared sense of purpose and 

values arnong people. Culture, as already suggested, is based around a shared 

sense of purpose and set of values. Tichy refers to the importance of 

organizational culture to transformational leadership noting that, 

"transformational leaders reinforce vaIues and refocus organizational priorities 

77 195 through effective dealings with people. He suggests that culture can be built 

and institutionalized through very specific human resources practices such as 

selection and placement, reward and recognition systems and succession 

lg6 

More generally, people are motivated and a positive culture reinforced 

through strong communication, which, in turn, buiids trust. Communication and 

trust, as is suggested, are fundamental to the development of a leaming 

organization. 

5) Communicating/Building Trust - Communication and the capacity to build 

trust are highly inter-related. Leaders must build and preserve trust. They must 

9, 197 "have the capacity to inspire trust in themselves . Their effectiveness 

as communicators affects the ability of any leader to be an effective teacher, a role 

195 Tichy, 242. 
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model, or mentor, Trust is built through effective communications, and 

communications are more effective when there is trust. Trust and effective 

communication, therefore, are cornerstones of a leaming organization. 

Effective communication is characterïzed by the ability to convey and clarify 

meaning. Kotter notes that transformation efforts c m  be derailed by poor 

communication as defined in terms of under communication, ineffective 

communication and inconsistent communication.'98 These three communication 

pitfalls are interrelated. Under communication occurs when elaborate change 

efforts are cornrnunicated to members of an organization through a single memo 

or meeting, with the result being that few people grasp the essence of the 

transformation. Ineffective communication characterizes the inability to 

communicate a message despite intentions to do so. Without clarity and 

understanding, the leadership of an organization wiII find it dificult if not 

impossible to communicate meaning to the members of the organization. In the 

absence of shared meanings and interpretations of reality, coordinated action will 

be difficult to facilitate.''' Inconsistent communication is al1 too cornmon and 

can be extremely damaging to an organization. When the leaders of an 

organization go to great lengths to cornmunicate a change program and the need 

for change, their efforts can be easily undermined when their day-to-day actions 

are inconsistent with their messages. 

lg8 Kotter, "Leading Change: W h y  Transformation Efforts Fail.", 63. 
lg9 Bennis and Nanus, 37. 



6) Leadership Development. Leadership development is a dimension of the 

leader's role as teacher. However, it is a significant dimension, and as such, 

warrants separate discussion. 

Can leadership be taught? 1, dong with a number of leadership theorists 

would suggest that it can, but with certain Certain 

characteristics in a leader may be genetically determined, such as level of energy. 

It is the course of events and influences on an individual that can ultimately 

determine their development as a leader?'' And one of the most influential 

events affecting the development of a leader is their exposure to opportunities to 

develop leadership traits. 

It is the work of leaders to develop young Ieaders. Gardner suggests that 

society and its institutions should concentrate their efforts as follows: 

Offer promising young people opportunities and challenges favourable to the 

flowering of whatever leadership gifis they may have- Some will become 

leaders, partlyfrom what we enabled them to Zearn andfrorn challenges set 

before them, partly frorn the self-knowledge we helped them achieve. Beyond 

that, time and events wwill teach them. Mistakes and failures will teach thern. 

And with respect to the very greatest leaders, a decent h u m i l i ~  should remind 

us that we do notfilly understand - may neverfilly understand - their 

emergence. 202 

Young people need expenence in leading but they also need exemplars and 

mentors because leadership is learned from living examples. The role of 

200 Gardner, 157- 158. 
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mentors is central. Mentors are growers of Ieaders- 

The development of leaders extends beyond the youth of our world. It must 

also focus on those who are already part of our organizations. Leadership, as was 

already described, can and should be distributed throughout Our 

organizations. The increasing complexity of our world necessitates this. 

Development of leaders, as a way of distributing the leadership function, would 

appear to be a task of leaders in any organization. Developing leaders, as Sullivan 

and Harper suggest, is "bottom-line behaviour." 'O3 Progressive and successful 

organizations seem to recognize this as a fundamental truth. As Kotter points out, 

"successful organizations in the 21n century will have to become more like 

incubators of l eade r~h i~ . " '~  Having recognized this imperative, the United States 

h y  has employed a mode1 for leader development which encompasses 

education and training, on-the-job experience, and s e l f - d e v e l ~ ~ r n e n t . ~ ~ ~  

Coaching, counselling, mentonng, and a well-developed system of feedback are 

also integrai aspects of leadership deve l~~rnen t . '~~  

7) TeachingLearning. The capacity for both teaching and learning are vital for 

successful leadership, particularly transfomative leadership. Looking first at the 

importance of teaching, there is little debate as to its relevance to leadership, 

particularly in learning organizations. Senge identifies teaching as one of three 

major roles for leaders in learning ~ r~an iza t ions .~~ '  More specifically, he sees the 

" Sullivan and Harper, 2 14. 
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role of teacher as one whereby leaders help others develop systemic 

understandings, and encourage independent thought. In that regard, the leader 

will invite debate over hisher strategic framework for the organization as a way 

of encouraging deeper understanding and leaming among members of the 

organization. This approach is also associated with Tichy' s "teachable point of 

view" philosophy, which has been used by organizations such as Ford to 

articulate a vision for change across the ~ r ~ a n i z a t i o n . ~ ~ ~  This point is fürther 

elaborated in the next section, as it is critical in a leaming organization context. 

Recognition of the leader's role in teaching has emerged frorn a nknber of 

other sources. The United States Marine Corps has clearly recognized the need 

for leaming, stating that: 

Al1 commanders should consider the professional development of their 

subordinates a principal responsibili~ of command.. .. Commamiers are 

expected to conduct a continuing professional education program for their 

subordinates which includes developing militar y judgement and decision- 

making and teaches general professional subjects and speczfk technical 

subjects pertinent to occupational specialties. 209 

Sullivan and Harper also acknowledge the importance of teaching. In fact, 

they identify it as one of three principal roles for leaders in the leaming 

organi~ation.~'~ Moreover, the idea that leaders teach by explaining and 

encouraging greater awareness is prominent in their work. Bass also speaks of the 

'O8 Wetlaufer, 77-97. 
'09 United States Marine Corps, 66. 
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leaders' role as teacher, noting that leaders can transform people by reshaping 

their values and be~iefs.~'  ' 
Sometimes, this reshaping of values, beliefs, as well as behaviours, occurs 

through another form of teaching: role modelling and mentoring. Bennis and 

Nanus cite numerous exarnples of how leaders have encouraged organizational 

leaming through their influence as  role r n o d e ~ s . ~ ' ~  By modelling learning 

behaviours such as creativity, innovation and knowledge sharing, leaders c m  

encourage learning in mernbers of an organization. Gardner acknowledges the 

importance of mentors - both forma1 and informal - who help people perceive and 

understand key dimensions of leadership by providing them with living 

e x a ~ n ~ ~ e s . " ~  

Leaders c m  also encourage learning - in a more transactional sense - by 

rewarding learning behaviours in the organization. Rewards may take the form of 

increased compensation, recognition, and The transactional nature 

of such an approach should not by any means detract from its desirability or 

effectiveness. If by offering a reward for an innovative idea, a leader or leaders 

encourage the development of a new approach, or  a new team is established to 

pursue an innovative idea, this form of leadership has served a usefid purpose. 

The flip side of the leader's role as teacher is that of leamer. Part of the 

means by which the leader teaches is through demonstrating their capacity for 

learning. Leaders need to learn. In an era of increasing complexity, it is vital to 

2" Bass, 100. 
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the organization that its leadership is continuously learning. In that regard, 

leaders who do not engage in their own learning to better understand the issues of 

relevance to them, do so at their own peril. As Bennis and Nanus suggest, 

"learning is the essential fuel for the leader, the source of high-octane energy that 

keeps up the momentum by continuaily sparking new understanding, new ideas 

and new challenges.. .those who do not leam do not survive as  leader^.""^ Kotter 

similarly observes the emerging imperative for leaders (and dl others) to l e m  for 

organizational success. He observes that, "we will see more of these remarkabie 

leaders who develop their skills through lifelong learning, because that pattern of 

growth is increasingly being rewarded by a rapidly changing environment. ,7216 

The notion of continuous learning both through technical education and 

training, and through a Iessons Iearned cycle, is thoroughly ingrained in most 

military organizations. The pnce of not learning in a m i l i t q  environment - Ioss 

of freedorn, serious injury, or death - is too great to ignore. The United States 

Marine Corps recognizes the importance of continuous learning for al1 of its 

soldiers, and in particular for its senior oficers, noting that the officer's principal 

weapon is his rnind?17 In very direct terms, The Marine Corps manual, 

Warfkhtinp~ suggests that "the leader without either interest in or knowledge of 

the history and theory of warfare - the intetlectual content of his profession - is a 

leader in appearance oniy. ,218 
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The United States Army operates on the basis of a similar cornmitment to 

continuous Iearning- The After Action Review (AAR), implemented to encourage 

learning, improving, and doing better the next time, has become the comerstone 

of continuous leaming in the Arrny."g Through the process of the AAR, 

members of an Army unit learn how to give and receive feedback in a non- 

threatening a manner. Communication and trust are vital in order for the AAR to 

work and be of benefit to the unit. It should be noted that institutiondizing this 

type of learning process takes time - particularly in an organization where 

performance is rarely reflected upon and if so, is done in a punitive versus 

adaptive learning manner. As is often the case in such organizations, 

communication and trust - if found at al1 - are in scarce quantities. This is where 

the role of leaders and leadership is critical. 

In the h y ' s  experience, "learning leaders" have clearly been necessary to 

successfully institute a learning culture, and for the Iarger success of the 

organization.''* As a learning culture is implemented, it will initially generate 

adaptive learning. As the feedback process becomes effectively institutionalized, 

trust and communication should increase, as should information sharing. A 

culture of information sharing and shared responsibility by tearn mernbers is 

necessary to encourage the type of generative learning necessary for innovation 

and growth."' Leaders affect both types of growth through their own 

commitment to learning and through fostering a culture of trust and open 
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communication. Noting the value of the learning leader, Sullivan and Harper 

point out the following: 

A learning leader is able to gain and sustain initiative. Having the 

initiative rneans setting the conditions for cornpetition and growth, not 

constantly reacting. A passive leader will try to accommodate change, 

reacting to the environment, but change is happening su fast that reaction 

- accommodation - is not good enough .... Gaining and maintaining the 

initiative are the essence of growing an organization. 222 

Learning leaders - whether in a government, business or military context - do 

not see their work as done. As was suggested, they are guided by a purpose that 

is unlikely to ever be fully realized. In an increasingly compIex world, their 

strategies will change to ensure that they can address the challenges that might 

impede them from realizing their purpose. However, their purpose should remain 

constant. 

How might the leader's and the organization's learning enable them to keep 

advancing the organization's purpose? Because their environment is changing - 

and often very quickly - they must always be learning in order to be able to foster 

generative Iearning and to sustain initiative. In other words, the organization must 

be learning to continue to innovate. In Chapter III, we described the process of 

'creative destruction'- whereby today's solutions can become tomorrow's 

problems - as a way of viewing the process of innovation. Leaders, in this 

context, must always be Iearning in order to build and sustain a culture of 

" Sullivan and Harper, 219. 



innovation in their organizations. Perhaps a more 'positive7 way of understanding 

creative destruction is as a mechanism for renewaI. In this regard, learning 

leaders, according to Tichy are, "always in the business of renewai." ~3 

4. Summary 

The purpose of this chapter was to identify the dimensions of leadership, the key 

attributes and perhaps most importantly, the tasks of leadership. The idea underlying 

this approach is to provide an understanding of the roIe of leadership in organizationd 

change as a basis for building a case for further exploration of the relationship between 

Ieadership and transformation in a leaming organization. 

Two key dimensions of leadership were identified to provide a context within 

which the attributes and tasks could be more easily understood: 1) hierarchicai and 

distributed leadership, and 2) transactional and transformational leadership. As was 

suggested, the importance of the former dimension is that increasing complexity is 

requiring individuds at a variety of levels in organizations to assume greater 

responsibility for addressing change and for nurturing a culture of learning and 

innovation. This does not imply that there is a lack of clear leadership, in a hierarchicai 

sense. On the contrary, the discussion has suggested that to be successful, most leaders 

must encourage the development of distributed leadership. In an environment of 

increasing complexity, the organization's ability to innovate and cope with discontinuous 

change requires the cornmitment and effort of many. Innovation, for example, is less 

likely to become ingrained in an organization's culture if it is the province of a single 

~3 Tichy, 278. 



isolated group of individuals. Greater innovation and, in turn, change is more likely to 

occur if there are individuals leading and promoting innovation across the organization. 

hcreasing complexity is having a clear impact on the type of leadership required 

in organizations. "Higher order change" is precipitating a need for "higher order" 

leadership. In other words, transformational, as well as transactional, leadership, is 

required to deal with a complex environment. The delineation of transformational and 

transactional leadership explains the difference, to a great degree, between the leader's 

capacity to simply extract action from members of the organization and to motivate them 

towards it based on a greater sense of purpose. It also provides a bais  for understanding 

how leadership can be distributed throughout an organization, which is characteristic of a 

learning organization, and why this is necessary for transformation. 

Leadership, it has been suggested, has a key directional and facilitative role to 

play in the development of a learning organization. The leader (and hisher leadership 

tearn) must play an integral role in establishing the sense of purpose and strategic 

framework for the organization, that is the goals, measures of success and the guidelines. 

It is up to other members of the organization to find the ways and means, consistent with 

the framework and the organization's overall purpose, to operationalize the purpose and 

strategic framework. The leader's principd role, in this regard, is to ensure that the 

strategies developed and tactics employed by the various units of the organization are 

effectively coordinated in support of the organization's larger purpose and direction. 

The leader's other major roles, and a necessary condition for the development of 

the leaming cuiture it would seem, are that of teacher and learner. Leaders must have a 

strong cornmitment to their own learning and that of the organization. This commitment 



to learning is also reflected in a cornmitment to self-renewal and to the reinvention of 

themselves and the organization, as required. It is demonstrated more specifically in the 

commitment to scanning and understanding the organization's environment, and in 

gathering and using feedback on performance and from the environment to encourage 

both adaptive and generative learning. 

More directly, the leader has a principal role to play as a teacher and developer of 

leaders. Through hisher learning the Ieader serves as a model, reinforcing the importance 

of learning in the organization. The distribution of leadership - that is, the development 

of others who cm assume leadership roles - seems to occur with the institutionalization 

of a learning culture in the organization. The culture is built as information is shared in 

the organization, and as education and targeted training programs are introduced. The 

sharing of information facilitates performance assessrnent and the use of feedback. The 

feedback or "lessons learned" cycle is critical to individual and organizational learning. 

Its effective use, therefore, appears to be one of the hallmarks of a well-developed 

learning organization. 

The common 'thread' that ties the discussion of dimensions, attributes and tasks 

of leadership is their contribution to the development and institutionalization of a leaming 

culture in organizations. Systems theory, as explained in Chapters II and IV, suggests 

that systems (organizations) can be influenced by attractor patterns, which shape their 

relationship with their environment. Forces acting on a system may shift it into a new 

configuration, a new form - whether positive or negative. Through understanding and 

gathering feedback, it may be possible to identify the types of changes necessary to 

'nudge' a system towards a positive new context, and where and when these changes 



should be introduced. The leader's roIe, in this context, is to understand the system 

constraints, which can affect the organization's ability to adapt in this way. Leaders can 

do this through understanding the system and its relationship with its environment. They 

can use feedback to try to develop an understanding of prevailing patterns of feedback in 

the system. This information may help them break existing patterns that can trap the 

organization in a negative configuration. At the same time, the effective leader rnust also 

be cautious about using feedback to 'direct' an organization instead of designing 

adaptations to 'nudge' it in a different direction. The effective leader will empioy a 'team 

of leaders' to assist in developing an understanding of the system and to deploy the 

changes necessary to nudge the systern as required. 

In short, the leader's learning and ability to encourage a culture of learning, seems 

to be a key condition for dealing with change and facilitating transformation in any 

organization. This reinforces the idea that the key role of leadership may, to the extent 

that it is possible,.be the management of change. Moreover, this notion is key to the 

assertion that leadership - of al1 the organizational eIements - rnay be most strongly 

correlated with effective transformation. 



VI) LEADERSHIP AND TRANSFORMATION IN A LEARNING 
ORGANIZATION 

In the introductory chapter of this thesis, the purpose of this document was 

defined as exploring the role of leadership in organizational change in order to build a 

framework to assess its potential influence as compared with other elements of 

organization. Towards this end, Chapter V defined the dimensions, attributes and tasks 

of leadership that may influence organizational performance and capacity for change. 

The identification of these aspects of leadership was prernised largely on the role of 

leadership in a learning organization context. Given the linkages between a learning 

organization and systerns theory, as explained in Chapter II, a more in depth discussion of 

the linkage between thc proposed 'profile' of leadership and systems theory is warranted. 

This chapter, therefore, seeks to take this profile and explore in greater depth, the roles of 

leadership as suggested by systems theory. It recognizes, as much of the literature on 

organizations increasingly has, that complex systems theory bas much to offer in terms of 

explaining what were previously thought to be ideologically rooted concepts such as 

employee e~n~owerment?~ 

In trying to draw the previous chapters together, the specific roles and challenges 

of leadership, as suggested by systerns theory, are identified in order to develop a 

comprehensive understanding of when and how leadership may affect organizational 

change. The purpose of this chapter is to provide a sound teleological framework for 

connecting leadership with organizational performance and transformation. In so doing, 

224 Arie Y. Lewin, "Application of Cornpleùty Theory to Organization Science", Or~anization Science, 
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this chapter supports the case for further investigating the relative importance of 

leadership in organizational transformation. 

Pnor to any further investigation of the role of leadership relative to other 

elements of organization, one other aspect of the discussion must be completed: the 

identification of those elements of organization, that in addition to leadership, affect 

transformation in systems. Earlier in the document, the components thought to affect 

organizational performance were identified. Of those identified, there are specific 

elements including leadership, which are thought to be more transformational in terms of 

their impact. Those elements seen to be transformational are identified, and their 

relationship to leadership is explained briefly as a means of further reinforcing the 

important role of leadership. 

1. Transformational Elements of Organization 

Building a framework to descnbe the role of leadership in influencing 

organizational change will require identifying the other elements of organization that also 

effect the change process. As was suggested in Chapter II, the components of 

organization that affect performance can be divided into two sets of factors: 

transformational and transactionai factors. Using the Burke Litwin mode1 of 

organizational performance as a ba i s  for our understanding, we determined that the 

following, in addition to leadership, can be critical elements for transformation: 

Mission; 

Strategy; and 

Culture. 



This classification of factors should not be seen as negating the importance of the 

transactional factors. It simply recognizes that changes in each of the aforementioned 

factors, as compared with the transactionai factors, may have widespread effects on the 

organization as a whole. 

1.1 Transformation: The Relationshi~ Between Mission, Strategy, Culture and Structure 

WhiIe Burke and Litwin offer one of the more comprehensive models of 

organizational performance, others have recognized the importance of the 

aforementioned elements in relation to transformation and organizational success. 

Collins and Porras have noted the importance of mission to organizations, particularly in 

terms of helping thern understand and balance continuity and changesm Bartlett and 

GhoshalI beIieve so strongly in a change in doctrine for organizations - to one guided by 

purpose and not strategy - that they suggest the definition and articulation of purpose 

must be top management's first r e ~ ~ o n s i b i l i t ~ . ~ ~  The military, as already pointed out, 

has long recognized the importance of strategy in linking vision and values with 

deliberate concepts for a~tion."~ Using the concept of creative destruction as a fiame of 

reference, Tichy observes that fundamental change in organizations requires people to 

"unlem and relearn, to exchange power and statu, and exchange old norms and values 

for new norms and values.""* In other words, changes in culture are required for 

effective transformation. 

U5 Collins and Porras, Bartiett and Ghoshall. 
Bartlett and Ghoshal, 88. 

227 Sullivan and Harper, 107. 
Tichy, 265. 



In addition to mission, strategy and culture, 1 have included structure among those 

elements which can and should influence transformation. To tmly realize a new way of 

being, an organization should not be guided by the same architecture - that is, the sarne 

pattern of interactions and coordination. These patterns, as Duncan suggests, provide a 

mechanism for facilitating information f l o ~ . ~ ~  In so  doing, they influence and 

reinforce power relationships within an organization. But if the forces of change are 

pushing an organization towards transformation, the dissolution of established power 

retationships or hierarchies should, of necessity, be required to encourage new behaviours 

and shift attitudes.'30 The creation of a learning organization, for exarnple, is facilitated 

by a structure that encourages flexibility, communication and supports information 

sharing. z1 In this case, a traditional hierarchy that inhibits flexibility and information 

sharing because of a layered structure would clearly not be appropriate. 

Structure, therefore, can be critical for realizing an organization's purpose, 

supporting its strategy, and promoting its culture. At the same time, this does not 

suggest that structure is static. Structure, Iike strategy, it will be pointed out, should have 

an ernergent quality. Helgeson's discussion of webs supports the notion that flexible 

structures are required to address the problems of an increasingly complex business 

en~ironment?~ More generally, as Ghoshal and Nohria point out, organizations are fluid 

like their environ ment^?^ Accordingly, a more complex environment may demand a 

more complex, or simply 'different', organizational structure. 
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1.2 Relationshi~ to Leadership 

Whiie each of the elements just described was identified on the basis of their 

transformational potential, none of these, I would suggest, is truly transformational on 

their own- Their potential to influence transformation, particularly in complex non-linear 

systems, may be unleashed through an integrated approach to change. Such an approach 

recognizes the strong inter-relationships among these elernents. It must recognize, for 

example, that an organization's mission or purpose plays a significant role in shaping 

culture and in determining structure. An organization's purpose, dong with values, 

comprises its enduring character. Values and purpose, in mm, influence the development 

of norms and standards which provide the basis for culture. Strategy, if it is to be 

successfu1, should be linked to the realization of the organization's purpose. At the same 

time, culture, particularly an organization's norms and values, c m  provide the parameters 

for strategy development, and the types of structures th2t emerge in organizations. 

The point of the previous discussion is simply this: that mission, strategy, culture 

and structure are clearly linked, clearl y inter-dependant with one another. However, one 

question remains unanswered: what is their linkage to leadership? It is this author's 

contention, that the mechanisrn which weaves these elements together to optirnize their 

transformational potential is leadership. 

Looking first at mission and strategy, it is ciear that leadership and the 

organization's leader are integral to the articulation of mission. The leader, as motivator 

and teacher, can clarify and communicate purpose, and encourage cornmitment towards 

its realization. This notion recognizes that while important, strategy alone is insufficient 



to inspire the extraordinary effort and sustained cornmitment necessary to deliver 

consistently superior (organizationai) performance.234 

Strategy is the purview of leadership; although not necessarïly established by 

those 'at the top' of the organization's hierarchy. Can strategy 'emerge'? From a 

systems perspective, the answer is yes. The work of the leader, in this context, is to 

establish a set of 'reference points' such as vision, values, noms and behaviours that 

create a space within which many possible actions may emerge? The concept of CO- 

evolution in organizations reinforces the idea of emergent strategy. It suggests that 

corporate and other leaders - particularly those in high velocity organizations - should 

not even try to control or predict strategy? What they should instead do is set the 

context or parameters within which strategy cm be 'made' at the unit level."' This idea 

of setting the "strategic fiarnework", or context within which unit strategies cm be made, 

will be returned to latter in this Chapter. This view of strategy development clearly 

assumes the existence of a strong leader who knows and understands their environment, 

and thus can shape or influence the context as required. It also assumes the existence of 

the distrïbuted leadership, necessary to be able to set and implement strategies within the 

framework set by the senior leaders. The concept of emergent strategy, it will be shown, 

is important for understanding the implications of viewing organizations through a lens of 

complexity and chaos theory. 

In terms of culture, leadership, as suggested, plays a critical role in promoting the 

"34 Bartlett and Ghoshal, 8 1. 
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development of culture and, more specificall y, a learning culture. The vision, values and 

sense of purpose that bind members of an organization together can help them understand 

and absorb the mission and challenge of the whole  enterprise. Through this knowledge, 

members of the organization will become bocnd  to the larger enterprise and what it 

stands for. As Schein suggests, "if one wishes to distinguish leadership from 

management or administration, we can argue ahat leaders create and change cultures, 

,7238 while managers and administrators live withiri them. Leaders, he argues, encourage 

culture formation through "integrating" or bringing a group together, and through the 

shared learning or "patteming" of group behaviours and n o m s  that occurs when the 

group undertakes a given course of action?' 

In identifying culture as a key element of transformation, this is not to suggest 

that cultural change is simple or fast. Indeed, cultural change takes time as it represents 

those things, such as values and philosophies, which usually are longer in development 

and, thus, are clung to more vociferously when challenged. Cultural change is not 

something that the leader simply 'checks off a task list for successful implementation of 

organizational change. Kotter, for example, recognizes that the "actual changing of 

powerful n o m s  and values occurs mostly in t h e  very last stage of the process, or  at least 

9,240 in the very last stage in each cycle of the process. Often times it takes well beyond 

the duration of any change project to anchor a change initiative in the organization's 

culture. Moreover, cultural change c m  take a lengthy period because it affects or relates 

38 Edgar H. Schein, Oreanizational Culture and ~ e a d e w h i ~ ~ ~  edition, (San Fransisco: Jossey-Bass Inc, 
1992) 5. 
239 Schein, 10-1 1. 
240 Kotter, 156. 



to al1 of the transactional systems or elements of an organization. As such, it rnay 

precipitate change in al1 of themF4I 

For many, structure has been viewed as a rneans for controlling organizational 

b e h a v i o t ~ r s . ~ ~ ~  Another view of structure has emerged which challenges this idea. From 

a systems perspective, structure, much in the same way as strategy, rnay be viewed as 

something that is not readily controlled. In this regard, leadership can again play a 

critical role in setting the context within which structure develops. 

A retrospective look at the re-engineering movement that swept across many 

organizations has shed new light on weaknesses of the 'structure follows process' dictum 

that underpinned this movement, It suggests that changing structure to support re- 

engineered processes rnay not be sufficient to transfonn the way employees behave and 

work with one another. What rnay also be needed is a change in culture. Majchrzak and 

Wang note the failings of many re-engineering efforts as a testament to the need for more 

than just creating "process-driven" ~ r ~ a n i z a t i o n . ~ ~ ~  In this respect, leaders have a clear 

role to play in influencing culture to ensure that it works with structure. 

In addition to shaping culture, leaders, as suggested, rnay create the context within 

which organizational 'form' or structure can emerge. Because many managers and 

leadedrnanagers are inclined to rely on structure as a chief means of controlling 

behaviour, it rnay be difFicuIt to get them to accept the notion of Ietting organizational 

form emerge. From a systems perspective, the successful transformational leader rnay be 

distinguished by his or  her abiIity to create new contexts that break the hold of dominant 

*'' Burke and Litwin, 11- 
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ways of thinking and doing in favour of new ones. In this regard, leaders must be able to 

effectively balance the need for control with the need to let organizational form 

emerge? This is not to Say that hierarchies won't continue to exist, it instead means 

that they may work in tandem with other 'emergent foms' of organization such as 

project tearns and communities of practice. 

2. Systems Theory and Roles for Leadership 

Throughout much of this discussion, the idea has been advanced that systems 

theory can offer a comprehensive framework through which to understand organizational 

change and transformation. The growing complexity of Our environment and 

organizations has underscored the weakness in many traditional management approaches 

and has highlighted the need for different ones that recognize the non-linear nature of 

many systems. It is in this context that the idea has been advanced that leadership, from a 

systems perspective, can play a centrai role in transformation. 

In the context of complex, non-linear systems, and discontinuous change, there 

are a number of challenges that the leader and leadedmanager rnay confront. These 

challenges, which are desctibed shortly, can be understood through a lens of chaos 

theory. Chaos theory, as alluded to in earlier chapters, suggests that random disturbances 

to a non-linear system can precipitate "unpredictable events and relationships that 

reverberate throughout a system, creating novel patterns of change. Y, 24s 

Despite the unpredictability of compiex, non-linear systems, order c m  emerge 

244 Morgan, 267. 
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fiorn apparent randomness and chaos. What this means for organizations is that forces of 

change acting on an organization can produce positive patterns of change for the 

organization, and can ultimately drive it towards transformation. The United States 

Army transformation cited in Chapter III typifies this sort of shift. At the same tirne, 

these forces of change cm also produce patterns of change that drive an organization 

towards a negative state. Here, feedback Ioops, which were introduced in Chapter II, can 

drive a system to over respond to a given disturbance and become trapped in a negative 

state. Moreover, the concept of creative destruction recognizes that random disturbances 

to a system can reinforce an existing state, as the system tries to resist being drawn 

towards a new state. Many theories around the management of change recognize this 

"didectical pull" or resistance to change as natural, and as such, focus on trying to help 

the organization's members deal effectively with it.246 AS a related theme, it was also 

suggested that efforts to 'manage' change by using ideas such as creative destruction can 

be dangerous because of the potential for unintended consequences to arise. 

Before advancing this discussion further, one point raised in Chapter III warrants 

repeating: that transformational change need not imply quantum change. Systerns theory, 

under conditions of non-linearity and randomness, allows for the idea that small but well- 

timed and positioned changes can create effects much larger than the original change. 

This can occur, as explained earlier, because systems fa11 under the influence of 

attractors, which cm be understood in a rnanner similar to feedback loops. Attractors, as 

suggested, represent patterns of behavior in the system which can keep it locked in one 

state or shift it to an altogether new one. Sornetimes, a small change introduced into a 

246 William Bridges, mana pin^ Transitions. (Reading Massachusetts: Addison -Wesley Publishing 
Company, 199 1) 3-6. 



system can produce a series of small changes tbat push the system towards a bifurcation 

point, or what some have called "a Tipping  oint"?^^ At those points, another change 

may be absorbed by the system, with the resuIt that the system maintains a configuration 

close to its original state. Alternatively, a change may be enough to Iaunch or tip the 

system into an  entirely new configuration or state. 

2-1 Emerrrent Oraanization 

So what does d l  of this suggest for leaders and Ieadedmanagers? For one, it may 

suggest that the traditional attempt to control and the mechanisms, such as structure, used 

for this should be rethought. This is because structure and hierarchy may not have a 

fixed form - they will never be more than a 'snap shot'. Various forms, depending on the 

organization and where it is in its lifecycle, will develop and further define themselves 

over time. If we approach the development of organizations from a perspective of 

creative destruction, whereby today's solution can become tomorrow's problem, this 

reinforces the idea that we can't really look to organization structure as a lasting form of 

control. This may suggest that structure - absent certain other conditions, such as 

leadership - will not influence organizational effectiveness."' Through their study of 

Amencan electronics rnanufacturers, Majchrzak and Wang concluded that changing 

organizational structures from functional into process-complete departments does not 

cause people to shed their functional rnindsets and instantly become te am^."^ Moreover, 

they also note that cycle times for the organizations studied did not improve.2s0 

247 Malcolm Gladwell. 'The Tipping Point", The New Yorker. (Vol. LXW, No. 14, June 3, 1996) 32-38. 
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In tems  of specific implications for leaders and leadership, the potentially 

emergent and evolving nature of organizations suggests a couple of things. First, it 

reinforces the idea that leaders must scan their external and interna1 environments to gain 

insights about their organization - both retrospectively and prospectively. By doing this, 

they should be better informed, better able to judge what is actually 'within their power' 

to influence in tems of the organization's performance. As Greiner notes, the 

evolutionary nature of organizations suggests that leaders have to "evaluate Company 

problems with a histoncal understanding instead of pinning the blarne on a current 

development. Better yet, it should place managers in a position to predict problems and 

prepare solutions and coping strategies before a revolution gets out of hand- 9,25 L 

2.2 Creatins- Context 

The idea that structure is emergent also suggests that leaders - if they can't create 

the structures - may have a role to play in creating the conditions or 'context' necessary 

for the best structures to emerge. This involves defining what Morgan refers to as 

"minimum ~ ~ e c s " . ~ '  The principle of minimum specs argues that leaders and 

leader/managers should not define anything more than absolutely necessary in order to 

launch an initiative. Morgan warns that leaders should "avoid the role of 'grand 

designer' or strategist, in favour of one that focuses on facilitation, orchestration, and 

boundary management, creating "enabling conditions7' that allow a system to find its own 

f ~ r m . " ~ ~  Leaders, therefore, need to be skilled in identifying and shaping the parameters 

Greiner, 67. 
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that define a context. This idea is consistent with what was identified in Chapter V as 

'setting the strategic framework', whereby mission, vision, values, goals, measures of 

success, and noms, provide a context within which structure, strategies and tactics can 

'emerge' across the organization. 

By setting the appropriate context, leaders can facilitate distributed leadership, 

allowing strategies to 'emerge' from leaders at various levels of the organization's 

hierarchy. Eisenhardt and Brown, through their research, have found that a number of 

progressive companies have embraced this idea of setting contexts and then letting 

strategies, tactics and organization structures emerge. 'Patching', as already suggested, 

reflects this trend.'54 Change in organizations that 'patch' happens frequently, as those 

leading the organization are vigilant about ensuring that the size of business units does 

not become prohibitive for growth. In other words, business units cannot become too 

large to be flexible.xs Organizations such as Hewlen Packard and Johnson and Johnson 

have practiced this philosophy with apparent s u ~ c e s s . ~ ~  

Through creating or changing contexts, leaders can break dominant attractor 

patterns. Creating new or different contexts can mean a varïety of things. Sometimes an 

organization may want to maintain stability, which, in tum, requires manipulating 

organizational context such that it can stay under the influence of an existing attractor 

pattern. In other instances the leader or leadedmanager may need to introduce instability 

into the system in order to push it towards the edge of instability - that is, to its tipping 

point - and possibly into an altogether new configuration. Reshaping the context, in both 

" Eisenhardt and Brown 
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cases, rnay mean shifting prevailing attitudes and ideas - that is, sbifting culture. Shifting 

culture, according to Pascale, Milleman and Gioja, was integral for Sears to turn around 

its fioundenng ~r~anizat ion.~ '  It rnay also have been the inability to anchor this shift 

that effectively inhibited the organization frorn sustaining its positive new direction. 

Reflecting on this, the three authors suggest that S e m  stniggled with "the unending 

tension between the preserving forces of tradition and the transforrning forces of 

change. 9,258 

Anchoring a change in culhxe rnay entai1 more direct, more specific efforts such 

as using experiments or pilot projects to demonstrate that diffèrent ways of approaching 

sornething rnay work. It rnay also mean shifting responsibilities in the organization, 

changing personnel, or altering how people work together through the establishment of 

teams. 

In either scenario, the key competency and tasks for leaders rnay lay in reading, 

understanding, and knowing the organization, so that they can best judge when and how 

to shift or change a context. To do this, they must scan their environments and be able to 

gather and apply learning frorn al1 that they do. Organizations, as suggested, have their 

own distinguishing characteristics, inchding their own natural rhythms, which influence 

their capacity to assimilate change. This is something that the astute and informed leader 

should know and h~nour?~ 

One additionai aspect of creating context - perhaps the most important for the 

leader - is creating the context that encourages the process of learning to ~earn.*~' The 

" Pascale, Milleman, and Gioja, Surfine the E d ~ e  of Chaos, 56. 
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process of learning to leam is reflected by the capacity of an organization to use learning 

to challenge the noms and assumptions that guide the operation of the organization. 

Challenging the existing 'context' or strategic framework can be understood in terms of 

double loop learning, which links to the earlier discussion in Chapter II of the autopoietic 

or self-reflective tendencies of organizations. While singIe loop learning involves 

reflection of what is happening and the capacity to correct for error, double loop learning 

enables a system to correct for negative patterns of behaviour that may result from 

existing operating noms. Absent the capacity for this type of learning, an organization 

may stay trapped in an established attractor pattern, or what was identified in Chapter III 

as a cycle attractor. 

In more practical tems, an organization that finds itself trapped in a negative state 

may be characterized by fear and an aversion to the unknown. TypicaIIy, its members are 

less likely, less compelled to seek new ways of doing things - a state which cm seriously 

inhibit innovation. As one of the leaders interviewed suggested, their organization's 

success hinges, in large part, on becoming an organization where its members are "ready, 

willing and able to embrace change." In this way, each member of the organization 

is more willing to look for opportunities to be creative, to innovate - in other words, to 

promote change. "Change then becomes a process of many (smaller) changes - al1 the 

time.w262 

In trying to develop an organization that can engage in the kind of double-loop 

feedback necessary to learn to learn, the leader and leadedmanager must shift the culture 

26' InteMew with David Williams. President and Chief Executive Officer, Workplace Safety Insurance 
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to encourage this behaviour. In order to facilitate this, the leader may have to identiw 

and remove structural or other barriers to double-loop learning within the organization. 

Hierarchicd divisions, for example, can inhibit the fiee flow of information, which is the 

cornerstone of a learning ~ r ~ a n i z a t i o n . ~ ~ ~  Without the fiee flow of information within 

and between parts of an organization it becornes difficult, if not impossible, to encourage 

systemic thinking and a common understanding of the larger context. Accountability 

mechanisms and other systems, when used with a punitive intent, can entrench defensive 

routines that reinforce the status quo in an ~ r ~ a n i z a t i o n . ~ ~ ~  The developrnent of trust 

becomes critical in this context, as this type of reflection is only possibIe under 

conditions where the fear of making errors does not paralyse individuai action and 

initiative. 

2.3 Leveraning: Change - 

As discussed, one of the most important potential tasks for leaders and leadership, 

as suggested by systems theory, is to understand the Ieverage capability of changes to a 

given system. Small, but critical changes injected into a system can trigger a larger, and 

potentially transformational, effect than the original change, when they push a system 

past its bifurcation or 'tipping point'. In social systems, one rneans of expIaining the 

concept of a tipping point is using a "contagion r n o d e ~ " . ~ ~ ~  The basic assumption of such 

a model is that the spread of social problems c m  be understood to work in the same 

manner as an "infectious disease" might spread. The contagion model assumes that the 
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incidence of a disease tends to move towards equilibrium IeveIs. If the incidence or 

frequency of a disease stays below a critical point, the disease tends to hover around 

some low-level equilibrium - in other words, it remains relatively constant. However, if 

it reaches a certain point, it is likely to explode into an altogether new state: an 

epidemic.266 

The AIDS epidemic in the United States offers an exarnple of epidemic theory 

and the tipping point in practice.267 Since the late 1980s, the number of people dying 

from the AIDS virus has equalled the number estimated to become infected with H.1-V. 

on an annual basis. In other words, if each person who dies infects one individual, the 

virus effectively hovers around an equilibrium state. Should the number of individuals 

that the average carrier infects over the course of their lifetime increase - even by a small 

arnount - the result could push the current level from its equilibrium, precipitating a 

substantial increase in incidence of the disease. Conversely, epidemic theory would also 

suggest that small reductions in the rate of infection per carrier of the disease could send 

the level of incidence plummeting. As Gladwell, points out this is "the fundamental 

268 lesson of non-linearity' . 

The concept of epidemic theory reinforces - yet again - the idea that the 

parameters within which leaders can influence the outcome of a system are somewhat 

limited. Does this suggest that leaders should feel helpless? No. What it suggests is that 

they need to make thoughtfül, and carefully inforrned choices when trying to leverage the 

effects of small changes.269 More specifically, leaders and leader/managers rnust be able 
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to identiQ the bifurcation or tipping point of a system - no small feat - and then identify 

the change necessary to push the system in the right direction. For the organization 

trying to break free of a negative state, this may mean creating a new context, which 

challenges the 'status quo' as a way encouraging mernbers of the organization to become 

more accepting of a proposed change. Aiternatively, it may mean introducing changes to 

help maintain an existing state. Regardless of the objective, timing of the introduction of 

changes is also important, as the 'leverage' effect may be lirnited if introduced too soon. 

A change, for example, may be instituted too early, in the absence of adequate 

information, causing a leader to misidentify the tipping point of a system. 

While much of the discussion has focussed on the leverage effects of introducing 

small changes, the other idea that leaders should not lose site of is the "critical mass 

effect" of a number of small changes.270 Collectively, a number of small, individual 

changes c m  combine to change or shift the behaviour of a system pushing it towards a 

new state, a new paradip.  Cultural change, which involves shifting the attitudes and 

behaviours of an organization, illustrates this concept. Change in an organization's 

culture will occur as each rnember of the organization begins to think and act in a 

different manner. As one of the leaders interviewed noted, culture change is, at this 

point, his most significant task, as change cannot be institutionalised until employees 

become customer-dnven in their work."' As their efforts to serve customers more 

effectively generate changes in how things are done, over time, each of these changes 

may weave together to create an entirely new way of operating for the organization. 
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"' David Williams interview. 



Clearly, the capacity for learning - both generative and adaptive - can affect a 

leader's ability to know when and how to introduce change or 'instability' to an 

organization. This is not to suggest that this is sirnply a 'due diligence' exercise 

whereby the well-prepared leader will be able to mechanically predict, effect and 

ultimately, manage change in their organization. The experience of successful 

organizations seems to suggest that learning is an ongoing and involved process whereby 

leaders regularly scan their environment and reflect on lessons Iearned. This information 

is shared with other members of the organization so that they can use it to determine 

appropriate strategies and tactics and, if necessary, to question the assumptions that shape 

the existing organizational context. 

At this point, a cautionary note must again be added, The capacity of any 

organization to harness change and respond to unintended consequences is not as simple 

as good planning, review and reflection. Nevertheless, it seems Iikely that engaging in 

these activities will increase an organization's ability to effectively respond to change if it 

does so from an inforrned position. Leaders, therefore, have a role to facilitate system, 

scanning, dissemination of information, and informed strategy making. The chance of 

successfully orchestrating these activities seerns likely to be enhanced through a 

distribution of leadership. In this way, distributed leadership may ultimately increase the 

effectiveness with which small changes can be introduced to leverage larger effects, and 

any unintended consequences of these actions be addressed. 

The other aspect of managing change in a system involves understanding and 

managing the tensions created when elements of a system try to push it in a particula. 

direction. The leader and leadedmanager, in this context, must be able to effective1 y 



manage the tensions that can naturdly arise as an organization is confronted with change 

or the prospect of change. In large part, this involves fostering a culture which views the 

future as inviting. Such a culture recognizes that existing ways of operating will become 

obsolete, and as a result, is prepared "to innovate in ways that will undermine current 

success so that new innovations can emerge. ,7272 

2.4 Support Mechanisms 

Apart from the integrated set of leadership tasks described in the preceding sub- 

sections, leaders have one additional role to play in rems of creating and/or ensuring that 

the structures and systerns required to support organizational learning are in place. 

Appropriate information systerns, for example, help to build the organization into a 

"networked" learning ~ r ~ a n i z a t i o n . ' ~ ~  Information systems provide the infrastructure for 

an effective knowledge management system whereby individuals and units within the 

organization harvest, create and distribute knowledge to promote learning. Sound 

information systems are also necessary for an effective business planning process which, 

according to Rosenblum, "should be the central learning process of any Company. 3,274 

Learning also occurs through organizationd training and education systems, including 

Iess forma1 programs such as on-the-job training. 

Learning organizations are also created through the use of different approaches to 

job design, which can define work in a more holistic manner, ensuring that jobs are 
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defined more broadly, with overlapping roles where n e c e s s a q ~ ~ ~ ~  In this way, the 

organization should be more nimble, more flexible and adaptable. 

A certain arnount of paralle1 processing or "redundancy" may be necessary to 

encourage different analyses of the same organizational problems/issues in order to 

identiQ innovations for the organization, as it allows the entry of random variation. 276 1- 

this regard, the leader may have to identify the need for structures and create the culîure 

or context, which encourages their development. b'Communities of practice", for 

example, may offer one way for this type of information exchange to occur within an 

organization. While communities of practice, like other forms of organization structure, 

cannot be 'forced' to grow, they can "benefit from cu~ t iva t ion" .~~~  Multi-skilled tearns 

represent another opportunity for redundancy in an organization, as each member 

performs a wider range of functions. As with other measures Iisted, the idea is again to 

increase flexibility in the system. 

The principal of requisite variety, or requisite complexity as it was described 

earlier, suggests that any system must be as varied and complex as the environment that it 

is trying to contro~."~ Requisite variety principals suggest that it should be built into the 

system at the point where it is directly needed rather than at a distance. If it is built in at a 

distance - as might be the case under a traditional hierarchy - evolutionary and 

innovative tendencies may be inhibited. This notion was clearly reflected in the approach 

of one of the leaders interviewed, who, as part of their transformation effort, found it 

necessary to reduce the number of layers in their organization in order to ensure greater 

- - --- 
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proximity between the customer and the President, and the President and the sales 

force.27g 

Under conditions of requisite variety, t e m s  should be empowered to find 

innovations specific to their unit's local needs, and then share their leaming across the 

organization. This is why efforts to innovate that rely on one isolated group operating on  

behalf of the organization may find it difficult to realize their goals. Leaders, therefore, 

must ensure that units, as sub-systems, cm balance their local needs with those of the 

larger system. Moreover, they must d s o  ensure that they have the necessary structures 

and systems to do so. 

3. Summary 

This chapter was developed with a dual intent. First, it was intended to provide 

an overview of the elernents of organization which can affect transformational potential. 

Secondly, it was intended to identify the k e y  tasks of leadership as suggested by systems 

theory, and in so doing, to expand the profile of leadership advanced in Chapter V. 

To the first objective, mission, strategy and culture were identified as key 

elements of organization af3ecting performance and transformational potential. Mission, 

or the organization's sense of purpose, prmvides the ba i s  for its enduring character. It 

provides the thread that links together members of the organization. Although it should 

be constant, mission, it was suggested, should stimulate change and progress through the 
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process of trying to realize it.280 Strategy was recognized as being integrally connected 

with mission as it provides the means by which mission is realized- Accordingly, it aiso 

provides the means by which transformation may be reaiized. Culture, it was pointed 

out, plays a vital role as it shapes and, in turn, is shaped by mission and strategy. 

In addition to mission, strategy, and culture, structure was identified as a key 

element affecting organizational performance and transformational potential. The notion 

that structure is critical recognizes that the articulation of strategy and the capacity to 

shift culture are strongly tied to organizational form. For example, it may be impossible 

to encourage new behaviours and new attitudes around activities such as communication 

and information sharing, if existing structures inhibit the flow of information within and 

between parts of an organization. 

Each of these elements of organization can be viewed as strongly tied to 

leadership; even dependent upon its existence. A key task of leadership, for example, is 

the articulation of mission as a means of building cornmitment and motivating members 

of the organization. The articulation of mission provides a basis for developing strategy. 

The organization's leaders may drive 'broader' strategy, but not necessarily engage 

directly, in its development - particularly at the unit level. In this way, while each unit 

may develop its own strategy, integration is maintained through the leader setting the 

context or parameters within which it is frarned. Similarly, the leader influences and 

shapes culture through the establishment and reinforcement of purpose, values and 

standards. Structure, in turn, is strongly influenced by strategy and culture. As with 

strategy, the leader influences, but does not necessarily direct the developrnent of 
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organizationd structure. They use context to create the conditions for appropriate 

structures to ernerge. 

Building on the idea that leadership may provide an important element of 

organization - possibly the most important element - the key challenges and tasks of 

leadership emanating from the operation of complex, non-linear systems were identified. 

These were grouped into four main categories: 1) Emergent Organization, 2) Creating 

Context, 3) Leveraging Change, and 4) Supporting Mechanisms. Using these groupings, 

the challenges and tasks are summarized in  the table attached as Appendix II. 

The notion of emergent organization recognizes that it may be too difficult and 

ultimately unwise to try to control the operation and evolution of an organization through 

rigid strategies and structural hierarchies. Complex systems demand greater flexibility 

and astute leaders know and understand this because they understand their environment 

through continually scanning it. Through the practice of scanning, they help build the 

capability for adaptive leaming in their organizations. 

Adaptive learning is critical from a systems perspective. Its reaI value is realized 

when it provides the foundation for generative learning. The latter form occurs when the 

organization is not only able to adjust elements such as strategy and form based on 

feedback from the environment, but also to question the existing noms and standards 

which have shaped the strategy. The existence of generative leaming signals that the 

organization has learned to learn - a condition necessary for innovation and change. In 

that regard, the leader plays a critical role in terms of creating the conditions, or 'context', 

which encourage the emergence of strategy and structure and the development of 

generative leaming in the organization. 



The non-linear nature of systems also means that small changes can sometimes 

have much more significant implications. In this regard, leaders must be able to pinpoint 

the tipping points, or those junctures at which another change may push a system into an 

entirely new state. They must be able to judge when and how to nudge a system towards 

a new equilibriurn level, in other words, they must know how to effectively leverage 

change. This requires the capacity for generative learning so that they c m  read the 

environment and question assumptions about existing operating noms in order to best 

determine the leverage capacity of change. It should be noted that as important as the 

capacity for learning is, it does not guarantee that one will be able to use these concepts 

as 'blunt' tools to direct or manage change. The capacity to manage change - to the 

extent this is possible - may have more to do with recognizing what is within your 

bounds to control, what is not, and trying to equip people to Iive with the uncertainty of 

not being able to mechanicdly manage change. Learning organizations, however, may 

possess a culture that allows them to live more comfortably and effectively with this 

realization. The potential role for leadership in engendering such a culture is key. 

In addition to these larger roles, there are mechanisms that leaders can employ 

which can facilitate successfbl organizational change. In this regard, it is the leader's role 

to identify the need for alternate structures and supporting systems, and to create an 

environment that encourages the emergence of new forms of both, through a process of 

innovation. Redundancy and complexity can be guiding principles for the development 

of new structures and systems, and c m  be built into both. The leader's role, in this 

regard, is to ensure that these are built into both structures and systems. 



In short, the point of the previous discussion has been to suggest strongly that 

aspects of systems theory, particularl y as they relate to the non-linear character of 

complex systems, have very definite implications for what leadership can and should be. 

The concluding chapter of this document will take this, as well as other propositions from 

previous chapters, and try to effectively present the rationale for further investigation of 

the role of leadership with respect to transformation and relative to other elements of 

organization, 



vn) CONCLUSION 

This thesis has attempted to develop a number of propositions regarding 

leadership and its relationship to organizational change. More specifically, this thesis has 

tried to identify the key dimensions or elements of leadership in order to understand the 

extent to which it may influence organizational change, and affect the influence of other 

elements of organization on change. These leadership dimensions are sumrnarised in this 

chapter, dong with their potential Iinkages to organizationai performance and change. 

Through trying to discern the potential Iinkages between leadership and organizational 

change, a framework for further investigation has been established. The elements of this 

framework, dong with questions for further research, are also identified- It should be 

recognized that this collection of elements is not necessarily exhaustive and that the 

relative influence of each element of the framework may Vary in differing contexts. It is 

the explanation of these elernents to which this chapter initially turns, pnor to concluding 

with a reconfirmation of the key aspects of leadership and their suggested relationship to 

organizational change. 

1. A Framework for Further Exploration 

If the reader accepts that a sufficient correlation has been made between the role 

of leadership, as outlined, and the capacity to manage organizational change, it rnay be 

useful to identify some of the key questions that could form the basis for further research 

on the role of leadership. Case research would definitely involve research with 

hierarchical leaders of organizations, but would also involve feedback from other 'levels 



of leadership' in order to test the importance of distributed leadership. As well, it would 

likely include feedback from custorners and stakeholders so as to determine their 

perceptions from an external perspective. The indicators, both quantitative and 

qualitative, that would be associated with this research would d so  have to be identiiied, 

That said, it is anticipated that this would be part of the establishment of a more precise 

research framework to be used at the time when case studies rnight be selected. 

Based on the research and interview results, 1 would suggest that a research 

framework, at a minimum, might be organized around five possible areas of inquiry: 

1. Defining Change - Understanding the leader and organization's definition of 

what change is will be criticaI to understanding how they manage it, how much 

control they feel that they have over it, and their perception as to how it affects 

their organization. 

2. Defining Innovation - Undentanding the leader and organization's definition of 

innovation will provide further insight into their definition of organizational 

performance and change. How the organization promotes and encourages 

innovation would also reinforce understanding of how they view change and their 

perception of control over it. 

3. Organization - This area would focus on elements of organization and how 

leadership works with them to affect change. Under that guise, we would want to 

investigate and measure the extent to which the organization scans its 

environment, and how it does this. Moreover, the importance of mission and 

values to the organization and the influence of leadership on them should be 

explored. In addition, the organization's planning process and the leader's role 



with respect to it should be assessed. Specific structures and systems that support 

systems thinking should dso be identified, as well as the leader's role in defining 

their deployrnent. 

4. Leadership - Clearly the leader's and subordinate's definition of leadership 

should be part of the inquiry. Any research would aIso want to identify and try to 

measure the extent to which leadership is distributed in the organization. In 

addition, perceptions of the leader and other members of the organization 

regarding the key tasks of leadership and the measures of a leader's success could 

be identified. 

5. The Leader and Learning - It will aIso be important to know how the leader and 

organization view the relationship between organizational leaming and 

effectiveness. As part of this inquiry, the type(s) of Iearning occurring and how 

they manifest themseives should be identified. This portion of the research 

should also identify the strategy, structures, and systems that support leaming in 

the organization, as well as the leader's role in determining them. 

These broad areas of inquiry are not meant to be exhaustive. There may weI1 be 

other areas that emerge as further research is undertaken. The selection of cases for study 

should include organizations from the three main sectors of activity: public, pnvate, and 

the third, or hot-for-profit' sector. A mix of organizations, both those that have failed 

and those that have endured for long periods, is another likely criterion for selection. It 

bean repeating that while the ways in which these broad tasks of leadership unfold will 

be specific to a given organization, this should not negate the objectives of further 



research: to determine the validity and universality of this leadership profile, and to make 

a direct correlation between it and the long-term success of an organization. 

2. Leadership and Systerns Theory 

As was indicated in the introductory chapter of this thesis, the purpose of this 

discussion was to try to establish a sufficient linkage between leadership and 

organizational change and performance, such that a case for further investigation would 

be seen as warranted. The essential first step towards building a frarnework for 

understanding the relationship between leadership and organizationd change was to 

identie an appropriate lens through which organizational change could be viewed. 

As acknowledged in Chapter II, systems theory was chosen as the frame of 

reference for viewing organizational performance and change. It appears a highly 

appropnate choice in that it recognizes the complexity of organizations, their 

environments and the interactions between them.'*' Systems theory, as pointed out, also 

appears to offer an exphnation for a varïety of management challenges that occur in 

organizations. It recognizes that the complexity of interactions between the components 

of organization, including the transformational components of leadership, mission, 

strategy, cuIture, and structure, can dramatically influence organizational performance. 

While each of these elements may play a different hegemonic roIe in different contexts, 

al1 nevertheless can contribute to transformation in organizations. It is this recognition of 

the potential influence of each of the aforementioned elements on the management of 

change that provides the basis from which the influence and role of leadership has been 

singled out for further examination. Leadership, as was suggested, has dimensions to it, 
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including the extent to which it is hierarchical and distributed. It can aiso, of necessity, 

be both transactional and transformational. By creating a framework for viewing and 

understanding the roIe of leadership, we may better understand how al1 dimensions of 

organization can work together to influence the capacity to manage change. 

The general study of  leadership has produced a number of suggested tenets that 

are often identified as the hallmarks of 'effective' leadership. These tenets include both 

the attributes and tasks, or  roles of leadership. They, d o n g  with the dimensions of 

leadership, were outlined in detail in Chapter V. In terms of the role of leadership in 

transformation, the tasks and their related attributes identified in Chapter V can be better 

understood when placed against the tasks suggested for leaders and leader/managers from 

systems theory as identified in Chapter VI. As is suggested, the juxtaposition of the 

former and latter c m  be used to create a suggested profile of key leadership tasks to 

address the forces of change that create uncertainty and management challenges for 

organizations. These include the following: 

1. Establishing MissionNisionNalues and Setting Strategic Framework - As 

suggested, leadership has a key role to play in establishing and entrenching 

mission and, in particular, values in an organization. Even in dynamic systems, 

mission and values form the enduring character of the organization, and can 

profoundIy influence and shape strategy, culture and structure. More 

specifically, they influence the setting of 'parameters' within which goals and 

tactics ultimately unfold. The senior leaders of  an organization may establish 

goals, measures of  success and guidelines for realizing those goals, but it becomes 



the responsibility of 'leaders' throughout the organization to set the tactics 

necessary for achieving them. 

From a systems perspective, leaders must establish the 'minimum specs' or 

'context' within which strategy and tactics can then emerge. The idea of 

minimum specs is prernised on the notion that leaders must be astute judges of 

when and how to act, and avoid the role of being 'grand designer'. It recognizes 

that system and environmental complexity and dynamism make it difficuit for 

one, or a few people, to both plan and execute appropriate actions. 

2. Scanning the Environment - This is a vital task for Ieaders, in that it is the basis 

for adaptive and generative Iearning in the organization. Scanning the 

environment is another task that is leadership-driven, but not necessarily 

executed. In other words, the leader of an organization rnay scan the environment 

on his or her own, but is dso likely to rely on other leaders throughout the 

organization to assist because the environmental influences may be too broad and 

complex for one or a few individuals to assess. Scanning the environment also 

requires 'intelligence-in-action', or the ability to take information and process it 

for use, both reflectively and prospectively in planning. In that respect, scanning 

can facilitate the identification of 'tipping points', and the assessment of when 

and how to nudge the organization into, or pull it from, an existing state. For 

exarnple, govemment, based on understanding the policy environment for health 

care, may try to introduce a change in govemance of the system in order to 

'shake' it up and create more profound systernic change. Scanning can aiso help 

an organization deal more effectively with unintended consequences. Following 



on the previous example, if a powerful stakeholder group, such as physicians, feel 

that their concerns were not adequately considered in the government's decision 

and action, unintended negative consequences may result, Accurate, adequate 

scanning, combined with a culture committed to learning, may lessen the chance 

of generating unintended consequences. At a minimum, it may assist the 

organization in dealing with such consequences. 

Scanning, in the context described, involves more than just mapping the 

environment. Through its contribution to learning, scanning assists the leader in 

not only understanding the environment, but in also understanding the 

organization so as to anticipate and ded effectively with whatever the 

environment may present. In short, scanning can effectively assist the leader and 

organization in determining what it needs to do to survive and thrive. 

3. Motivating/Comrnunicating - These are the necessary tasks for building and 

maintaining a Iearning organization, particularly where it has not previously 

existed. Through communication, the leader is able to build tmst and to motivate. 

Communication of the mission and values - both implicitiy and explicitly - 

provides the platform from which the leader is able to motivate members of the 

organization. Earlier it was pointed out that transformational leadership hinges on 

the leader's ability to motivate people. Through building a culture of open 

communication, the leader also iays the foundation for organizational learning 

and for engendering trust. 

Trust is a necessary condition for effective adaptive learning. The success of 

any continuous improvement effort, such as the United States Army's Afier 



Action Review, is predicated on a trusting environment Members of an 

organization cannot feel that their actions are only judged punitively. If they are, 

individual members of the organization rnay become nsk averse and unable, or 

unwilling, to learn. Furthemore, they will become unwilling to seek or try new 

ideas - a state which ultimately threatens the capacity for innovation. The leader 

must establish trust so that members of the organization feel they can challenge 

the existing context. From a systems perspective, the organization is said to be 

Iocked into an existing state, unable or unwilling to engage in leaming or to 

challenge the existing context. Over time, the system rnay not survive, as the 

generative learning that underlies innovation does not occur. 

4. Leader as Learnerffeacher - Perhaps the most important role for the leader in 

helping an organization deal with change is that of teacher and leamer. These 

roles must work in tandem as they can facilitate the double loop or 'leaming-to- 

learn' ability associated with the autopoietic nature of organizations. Through 

demonstration of his or her cornmitment to learning, the leader rnay be able to 

reinforce the need for reflective and prospective - that is, adaptive and generative 

- learning to occur. The leader's learning rnay be enhanced through scanning and 

understanding his or her environment and through constantly challenging the 

guiding framework for the organization, 

The leader's comrnitment to learning rnay also be demonstrated in the creation 

of formal learning vehicles for members of the organization. These rnay take the 

form of education and training programs. An equaily important role, however, 

lay in the establishment of an information infrastructure to support the exchange 



of information across the organization. This infrastructure is a comerstone of any 

Ieaming organization. 

Once they are established as learners, only then c m  leaders be effective 

teachers. Leaders must demonstrate and mode1 the benefits of leaming in order to 

motivate those around them to actively engage in it. Through their role as teacher 

they can encourage the challenging of existing noms and guidelines that cornes 

through acquiring, analysing and effectively using information- Leaders have a 

more direct roIe as teacher in providing opportunities both formai and informal 

Ieming for members of their organization. Although clearly a long-term task for 

any leader, leaders often encourage learning in order to shift culture - that is, the 

predominant attitudes and behaviours - in the organization. Conversely, they 

may also have to shift attitudes and behaviours in order to encourage learning. 

Although it seems something of a circular argument, this simply recognizes the 

complexity inherent in creation of a learning organization. 

Perhaps the most important aspect of the leader's work as a teacher is the 

development of other leaders. As suggested, the complexity of many 

organizations and their environrnents increases the complexity of navigating an 

organization through major discontinuous change. Consequently, the assistance 

of a number of leaders may be warranted to address change. In this way, the 

responsibility for innovation - that is, growth and development - and the 

management of change in the organization is shared, ideaily among a11 members. 

In the language of creative destruction, these other leaders may assist the 

organization's overall leader in questioning whether and when 'today's solution' 



will becorne 'tomorrow's problem'. h more specific terms, distributed leadership 

may facilitate an organization's ability to lever the effects of small changes in 

order to generate dramatic or transformational change. Leaders throughout the 

organization can scan the environment, interpret and exchange information. 

Through this process, it may be easier to launch a targeted approach, to discern 

what type of change is necessary, and when and where it might be most effective. 

In other words, they have a key role in identifying the potential tipping point of a 

system. 

5. Supporthg Strucîures - In addition to the tasks outiined, leaders must also 

create the enabling structures and systems to support learning. Any effort to 

address change - particularly within complex, non-linear systems - is more likely 

to be successful if an integrated approach is applied. An integrated approach to 

change implies the simultaneous use of systems, stmctures, and process to effect 

changes in strategy and culture. It recognizes that complexity in systems may 

warrant approaches that reach beyond simple linear soIutions. 

One of the key support systems for any Iearning organization, as indicated, 

should be information technology. And, as  was pointed out in Chapter IV, the 

approach to using technology as an enabler may very much influence the 

effectiveness of the organization. So while the organization's technical experts 

must discern which technical system to use, it seems the role of leadership to 

determine how technology is employed. Leaders can choose whether to sirnply 

'automate' or to 'informate'. The difference, to reiterate, can profoundly 

influence the type of organization created, as informating creates a system of 



shared information, and hopehlly, shared learning. In such an environment, 

leaders are able to develop effective knowledge management systems and 

business planning processes - both of which were recognized as key support 

structures for the learning organization. Automation, on the other hand, rnay 

simply reinforce the status quo by supplanting human capability with that of a 

machine. Automating, accordingly, rnay be inconsistent with the principles of 

distributed leadership. 

Leaders rnay also use human resource systems, and more specificaily role 

definitions, reward and recognition, attraction and retention systems to advance 

the objectives of the organization. They can inject new ideas into the organization 

through the use of attraction programs. They can also engender them from within 

the organization by motivating people through broader role definitions, 

compensation structures, Iearning prograrns, etc. In this way, leaders rnay be able 

to secure the human and intellectual capital, supported by the systems necessary 

to promote innovation and survival in the organization. 

Leadership, as pointed out, rnay be manifested in a variety of different ways at 

different times. What this discussion has attempted to do is to suggest that leaders and 

leadership rnay have a very distinct and possibly independent role to play in affecting the 

performance of organizations, particularly in complex, non-linear systems. To that end, a 

number of broad tasks have been outlined - the specifics of which rnay look very 

different from one organization to another. Changes in the environment, for example, 

can influence the level of complexity and the specific tactics required to fulfil the Iarger 

tasks of leadership. Thus, while this discussion has suggested that leaders rnay affect 



organization performance, their capacity to do so, as suggested, must be viewed on a 

situational basis- 

In surnmary, this thesis has tried to suggest that a relationship exists between 

leadership and organizational change such that the former can positively affect the ability 

to cope with, or manage, the latter. Moreover, leadership may also affect other elements 

of organization, which, in mm, may affect their potential to influence how organizations 

cope with change. Apart from these ideas, one additional point bears repeating: that 

leadership is not panacea for managing organizational change. That said, perhaps, the 

most important contribution that leadership can make is in helping organizations deal 

more effectively with what many may perceive as the increasingly 'uncertain' nature of 

their world. In this regard, it has been suggested that some ways and means may be 

availabie to 'guide' leaders in dealing with uncertainty and change. While the notion of 

organizations becoming more flexible, adaptable and innovative has, in certain respects, 

become trite, it nevertheless remains the fundamental challengefor any organization and, 

for its leader. 
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INTERVIEW GUIDE 

Thesis: "The Role of Leadership in Transformation in a Learning Organization 

Date: 

Name of Subject: 

Defining Change 

la) How do you define change in an organization (transformationaVtransactionai, 
process or event)? 

1 b) Have you ever been involved in/led organizational transformation? I f  yes, what 
were the two or three most important elements for success? Are there things you 
would do differently? 

Innovation 

2a) How do you define innovation? (i.e., What does an innovative organization look 
li ke?) 

2b) How do you encourage/promote innovation in your organization? 
2c) What do you see, if at d l ,  as the connection between 'change' and 'innovation'? 

Organization 

3a) Does your organization scan its environment regularly, and if so, how? 
3b) How important are mission and values to the organization, and how are they 

institutionalized? 
3c) How important is planning to the organization? 
3d) How are strategies and plans developed? (e-g., do they 'emerge from different 

areas of the organization? Are they delivered frorn 'on high'?) 
3e) How important is 'systems thinking' to your organization, and how does it 

influence strategy and structures? 

Leadership 

4a) How do you define leadership? (Le., dimensions, transactional versus 
transformational) 

4b) 1s leadership decentraiized in your organization? If so, how? Have structures, 
processes and systems been designed to support distributed leadership? 

4c) What do you see as your role with respect to leadership development in the 
organization? 

4d) In your opinion and experience, what are the key drives, attributes and tasks 
associated with leadership? 



4e) What do you see as the measures of success for a leader? 

Leader and Leaniing 

5a) How do you measure your organization's overall effectiveness? 
Sb) How important is the capacity for organizationd learning to effectiveness? 
Sc) How does organizational learning occur in your organization? ( Adaptive, 

Generative or both?) 
5d) Do strategy, structures and systems support learning in your organization? 
Se) What do you see as your roIe with respect to organizationd learning? 

General 

6a) 1s there anything else that you would Iike to add, or any general comrnents? 

Thank you. 
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