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ABSTRACT

My research question is what does it take for a traditional manager to transform into a contemporary
leader? It was born from frustration with the extant leadership literature of the positivist tradition and an
opportunity to draw on privileged access to seven CEOs who had demonstrated positive shifts in both
their leadership effectiveness and organisational performance, supported by additional quantitative third
party evidence of their ‘leadership transformation’. Invoking the work of key social constructionist authors,
| have used a narrative approach to explore how the CEOs interpreted the nature and causes of their
transformation “success’. Drawing on in-depth interviews with the seven CEQOs, and collaboration with a
broader ‘community of research’, | developed seven reflective narratives to provide insight into the
character and context of each CEO’s journey. The narratives are then interpreted by way of seven
metaphors designed to be used in a ‘generative’ fashion to stimulate further insights into leadership
transformation. The contribution of this study to management practitioners, my primary audience, is to
inspire reflection and action. This contribution has already begun through speaking engagements that
have been completed by me and the CEQOs in this study to several thousand members of my management

practitioner audience.
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1. INTRODUCTION

1.1. WHAT IS A DBA?

There are few established and uncontested principles, beyond administrative regulations, as to what

constitutes a ‘good’ Ph.D - let alone its bastard offspring — the DBA. (Richard Badham, August 2010).
| am fortunate to have the Macquarie Graduate School of Management'’s Associate Dean of Research as
my supervising professor for this doctoral thesis, and the quote above is taken from a recent conversation
about the focus and contribution of my work. This thesis is for a Doctorate in Business Administration
(DBA). As such it is intended, and required, to be a genuine contribution to professional knowledge. But
what does this mean? In this thesis | have followed the potentially risky yet, in my opinion, most valuable
path of attempting to genuinely contribute to professional knowledge. | do so in a number of ways that

do not conform with the traditional approach to Ph.D theses.

To conform to traditional academic canon - an ‘introduction’, ‘literature review’, ‘methodology’,
‘empirical study’, and ‘findings’ tailored to an academic audience - is likely to appeal to the intellectual
prejudices of many reviewers, yet may easily do so at the expense of relevance to the practitioner. Of
course, an easy solution is to produce a Ph.D-like thesis that a/so contributes to professional practice. Such
a magnificent achievement is far from impossible, and the work of management writers such as Peter
Drucker, Donald Schon, Chris Argyris, Edgar Schein, and Peter Senge are witness to this possibility. For
those of us who have not attained this status, however, there are important choices to be made. There is
a danger that low-risk academic conformity may occur at the expense of high-risk professional relevance.
As a result, | have chosen to tailor the topic, method and style of this thesis specifically for my intended

audience(s).

1.2. WHO IS MY AUDIENCE?

Book learning is necessary but not sufficient. If we want to become wise then we must get out of the
library and walk the talk. Unfortunately, modern universities have forgotten this advice (Steve Schwartz,
August 2010).

My audience for this DBA is first and foremost the management practitioner. By this | mean CEOs or
senior executives, internal change agents such as Human Resources professionals, and external change
agents; namely, consultants such as myself. In addition to the management practitioner, my second

audience is an academic one; those who will judge the scholastic merits and contribution of this studly.

While these two audiences may seem to have opposing needs, | feel uniquely placed to act as somewhat
of a translator between these two worlds. My consulting clients are generally quite suspicious of
theoretical approaches to management, however they desire leading edge change practices. As a result,
my intent for this thesis is to bring a more rigorous form of practice to the corporate world. At the same
time, certain academics are calling for more pragmatic forms of research. As recent as August 25" 2010,
the Vice Chancellor of my own university, Steve Schwartz, titled his Macquarie University Annual Lecture
In pursuit of practical wisdom. The quote above is taken from that lecture and it is my intention that this

thesis answers this academic call as well.
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1.3. WHAT IS MY RESEARCH QUESTION?

Decades of academic analysis have given us more than 350 definitions of leadership. Literally
thousands of empirical investigations of leaders have been conducted in the last 75 years alone, but no
clear and unequivocal understanding exists as to what distinguishes leaders from non-leaders and...
what distinguishes effective leaders from ineffective leaders (Bennis & Nanus, 1985:4).

My research question is what does it take for a traditional manager to transform into a contemporary
leader? This question was born from a variety of forces that | explain in detail in Chapter 2. 1. Emergence
of a Research Question, but in particular from my frustration with the extant leadership literature. Bennis
and Nanus in their quote above refer to the divergence and confusion in the ever expanding field of
‘leadership’ study. Personally, in my reading of both academic and practitioner oriented texts, | was
frustrated with the long lists of qualities and attributes that defined ‘effective’ leadership, and the heroic
persona that was often ascribed to the person sitting atop the organisation structure. As can be read in
Appendix D - The Peter Fuda Story, in ten years of interaction with senior executives | had not met this
'heroic’ individual, just a lot of well intentioned human beings doing the best they could under ever

increasing pressures.

My particular area of interest was to understand how several of the leaders (CEOs or equivalent status) |
had worked with in my consulting practice had shifted their leadership effectiveness over time, in the
perception of their colleagues. The shift in these leaders was not just anecdotal; | had quantitative data on
this shift using a 360 degree survey instrument called Leadership/Impact® (Cooke, 1997)". This tool was
developed by Dr Rob Cooke, Associate Professor Emeritus of Managerial Studies at the University of

lllinois, and Managing Director of Human Synergistics International.

The Leadership/Impact tool has played an important role in my research process; it enabled me to
operationalise my research question, as | explain in depth in Chapter 2.3. Reconceptualising the Research
Question.... It was also one of several means by which | selected a sample of seven CEOs to form the
centrepiece of this study. Finally, it is interspersed throughout the entire thesis as the lens through which
the CEOs understood their ‘transformations’. As the Leadership/Impact tool is so prominently featured in

this thesis, | will now take the reader through a detailed explanation of this instrument.

1.4. WHAT IS THE LEADERSHIP/IMPACT TOOL?

Managers cannot be considered to “lead” (i.e. to guide or direct) unless they in some way transform,
shape, or influence the ways in which they approach their work and interact with one another. The
effectiveness of a leader, therefore, depends on the magnitude and direction of — as well as the
strategies used to achieve — this impact (Cooke, 2009:16).

In many of my company’s client engagements, we undertake interventions designed to increase leadership
effectiveness. As part of undertaking this work, | have found it extremely valuable to use Human

Synergistics’ Leadership/Impact tool. As in Rob Cooke’s quote above, the Leadership/Impact tool is

premised on the philosophy that leaders’ effectiveness is best understood through their impact; in

' The Leadership/Impact™ is a registered trademark of Human Synergistics International — copyright 2005 Human Synergistics International. Research
and development by Robert A. Cooke, Ph.D and J. Clayton Lafferty, PhD.
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particular, how they motivate and encourage others to behave. | believe in this philosophy and argue

strongly for this approach to leadership in this thesis.

Leadership/Impact is considered a highly valid and reliable instrument for measuring a leader’s
effectiveness that is grounded in a comprehensive review of applied psychology theory (Szumal, 2000,
2002), and a detailed explanation of the theories underpinning this tool is available in Appendix A -

Human Synergistics Theory and Methodology.

The Leadership/Impact tool is a 360 degree survey instrument. The leader undergoing assessment
completes a survey on his or her /dea/impact, while a selection of up to eight others which may comprise
subordinates, peers, and a higher level manager complete a confidential survey on the leader’s actua/
impact. The results are then calculated by Human Synergistics who plot the results onto a circular graph

called a Circumplex. The Circumplex for Leadership/Impact can be seen in Figure 1 below.
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Figure 1: The Human Synergistics Circumplex for Leadership/Impact

The Circumplex presents 12 styles grouped into three coloured ‘clusters’; blue, green and red. | invite the
reader who is not familiar with the language of the tool to orient themselves with the definitions of the
12 styles as they appear above, since commonly used words like ‘Achievement’ and ‘Competitive’ may be

interpreted in a number of ways that the tool does not measure.?

2| use a capital letters throughout the thesis to denote any language referring directly to the Leadership/Impact Circumplex (e.g. Constructive,
Achievement, etc). | do this to ensure the reader can distinguish between common place words and when | am speaking specifically about the
Leadership/Impact tool.
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The four Constructive styles are denoted by the colour blue and are named ‘Achievement’, ‘Self-
Actualizing’, "Humanistic-Encouraging’, and 'Affiliative’. The definitions for these styles are summarised
above in Figure 1 so | will not repeat these definitions here. In general terms, leaders with a blue impact
motivate and encourage others to pursue higher order ‘satisfaction’ based needs as opposed to more
‘security’ conscious behaviour. They also encourage a balance between task completion and being

considerate of the needs of people.

The four Passive-Defensive styles are denoted by the colour green and are named ‘Approval’,
‘Conventional’, ‘Dependant’ and ‘Avoidance’. In general terms, leaders with a green impact motivate and
encourage others to protect themselves rather than pursue higher order ‘satisfaction’ based needs. They

also encourage others to focus on the needs of people at the expense of task completion.

The four Aggressive-Defensive styles are denoted by the colour red and are named ‘Oppositional’, ‘Power’,
‘Competitive’ and ‘Perfectionistic’. Like leaders with a green impact, those leaders with a red impact
motivate and encourage others to protect themselves rather than pursue higher order ‘satisfaction’ based
needs. The key difference with a red impact is that these leaders encourage others to focus on task

completion at the expense of the needs of people.

There are several reasons why | like this tool above and beyond its validity and reliability. Firstly, it is
focused on the leader’s impact on others; as opposed to describing and judging one’s own behaviour or
personality. As a result, | have found that defensive reactions to challenging feedback are not as frequent
or intense as some other survey tools. Secondly, it employs a lexicon that is familiar to senior leaders;
‘effectiveness’, ‘impact’ and ‘strategies’. Thirdly, leaders receive data on how they are using ten leadership
‘strategies’ to create their actua/impact. If leaders desire to shift their impact, they can identify strategies

that will be helpful in this pursuit.

Perhaps most importantly, the Leadership/Impact tool relies on a participant set vision or /dea/impact, not
an ‘expert’ established benchmark. A Constructive Leadership/Impact is the one most desired by leaders,
as is reflected by the average /dea/impact for Australia and New Zealand (ANZ) in Figure 2 below.
Consequently, | generally do not have to preach to leaders about the benefits of a Constructive impact,

they will almost always tell me through their /dea/impact that this is what they want.

As can be seen from the average actual/impact data, leaders’ ‘espoused theories’ are generally quite
different to their ‘theories in use’; a notion that forms the central thesis of Argyris and Schon'’s (1974)
Theory in practice. Increasing professional effectiveness. When this gap appears in 'hard data’ via the
Circumplex, my job as a change agent revolves around supporting the leader and holding him or her

accountable for meeting their own ideals, rather than imposing my viewpoint or theoretical expertise.
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Figure 2: Average ANZ Ideal Impact data Vs Average ANZ Actual impact data 2009

1.5. HOW HAVE | OPERATIONALISED MY RESEARCH QUESTION?

...my team and | started to get a common language; it [Leadership/Impact] just gave us a way to talk
about it. And even to this day - more than two years after I've been introduced to the tool, me and
those around me I've been working with, we still use that language on a day-to-day basis (Tim Castree,
CEOQ in this study).
| explore the operationalisation of my research question in detail in Chapter 2.3. Reconceptualising the
Research Question..., including the epistemological assumptions that underpin my approach. There are
several criteria that | use to define ‘transformation’, not the least of which is the Leadership/Impact tool.
Through the lens of this tool, | liken ‘traditional manager’ to a one who predominantly motivates a red or
green impact, and | liken ‘contemporary leader’ to a one who predominantly motivates a blue impact.
‘Transformation” occurs when a leader’s impact shifts from predominantly red or green, to predominantly
blue over two points in time, in the perception of others. The reader can see the specific data shifts for
each of the seven CEOs in this study in Appendix B — CEO Leadership/impact Data. To show the
magnitude of this shift, | have included the ‘aggregate’ first and last measures for the seven CEOs in this

study, in Figure 3 below.

This framework was used to help operationalise the research question because | had ready access to it
from my consulting engagements with the seven CEOs in the study. As one of the CEOs in the study, Tim
Castree, says in the quote above, the Circumplex was also the lens through which the CEOs in this study
experienced their ‘transformations’. The data set was also attractive because it provided a quantitative

foundation for my qualitative study. Perhaps more importantly, it was less controversial than developing
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the 351° definition of leadership effectiveness, or adhering to one aspect of a chaotic debate. | say this

because the /deal of Constructive Leadership/Impact can be seen as a dominant cultural heuristic, as

Our 7 DBA CEOs — First Measure Our 7 DBA CEOs - Final Measure
Aggregate Actual Impact Aggregate Actual Impact
/I Actual Impact (n=50)

L/l Actual Impact (n=46)
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Research and development by Robert A. Cooke, Ph.D. Copyright © 1997 by Human Synergistics International. All rights reserved

Figure 3: Aggregate Impact Data for our 7 DBA CEOs - First Measure Vs Final Measure

judged by the thousands of executives from Australia and New Zealand who have contributed to the

average data set, shown back in Figure 2.

Importantly, my definition of transformation in the seven CEOs in this study is informed by, but not
limited to their Leadership/Impact data. There were several other criteria that defined the sample for this
study including evidence of transformation in the respective leader’s executive team, and evidence of
positive shifts across a broad range of organisational performance metrics. This case for each CEQ'’s

inclusion in this study can be read in Chapter 3.1 — Subject Selection Justification.

1.6. HOW AM | GOING TO ANSWER MY RESEARCH QUESTION?

If accuracy is nice but not necessary in sense making, then what is necessary?...something that
preserves plausibility and coherence, something that is reasonable and memorable...something that
resonates with other people, something that can be constructed retrospectively but can also be used
prospectively, something that allows for embellishment to fit current oddities, something that is fun to
contrast. In short, what is necessary in sense making is a good story (Weick, 1995:60-61).

| have taken an approach to answering my research question that those in the positivist tradition might
call ‘'unconventional’, to say the least. This study adopts a social constructionist lens to understand
leadership transformation through narrative, which | will discuss here, and metaphor, which | discuss

below in answer to the question ‘What are my findings 7’
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In Chapter 2.2. 3 conversations..., | document how | came to the conclusion that a narrative methodology
best allows me to examine and present the unique contexts and complexities inherent in each CEOs
leadership experience, including a seminal conversation with ‘leadership guru’ Manfred Kets de Vries. As a
result, this thesis pivots around seven CEO narratives that aim to capture how each CEO ‘lived’ the

phenomenon of leadership transformation.

To support my approach, | draw upon the works of a community of prominent social constructionist
authors including Keith Grint (2000, 2005), Barbara Czarniawska (1997, 1998, 2004), and Karl Weick
(1979, 1995, 2001). As per Weick’s quote above, social constructionists take issue with the positivist
critique that narrative is unproductive for research and practice. Through the works of Weick and others,
in Chapter 2.4. A Narrative Methodology | present a strong case for the opposite. In particular, that
narrative is a powerful device for sense making and purposeful action. It supports our exploration of the
nature of leadership transformation, the factors that are seen as responsible for its occurrence, and the
‘double hermeneutic’ (Giddens, 1987) that occurs between academics and practitioners, scientific and lay

audiences, as they reflect on this phenomenon.

As this thesis moved away from a positivist approach, we made the decision not to have a traditional
literature review of leadership theory. | say ‘we’ because this idea began as Richard Badham's provocation.
There were several reasons pushing us down this path. First and foremost, the social constructionist
authors that have heavily informed this study argue that the existing leadership literature, which falls
largely within the positivist tradition, obscures rather than illuminates our understanding of leadership
(Grint, 2000; Gergen & Thatchenkery, 1996; Pye, 2005). This is not to say that my study lacks theoretical
underpinnings; far from it. In Chapter 2.3. Reconceptualising the Research Question..., | draw upon

several academic ‘giants’ to make the epistemological assumptions of my argument explicit.

Theory has also guided this study in the sense that | have been influenced by it in my work and study over
the past twelve years, and | was the ‘lens’ through which the CEOs experiences were interpreted for this
thesis. In Appendix D — The Peter Fuda Story, | am explicit about the literature that has most influenced
my philosophies in the lead up to this doctoral thesis. My story also exposes the values, beliefs and life

experiences that may have influenced my interactions with the CEOs over the years.

There is an additional practical reason why a literature review is not desirable for my study. In my
experience as both a management consultant, and as a DBA student who has now spoken about
elements of this study with several thousand management practitioners in the past 12 months, my
primary audience has been far more interested in the CEO stories and my insights on those stories, than
any theoretical conversation. | also feel this position is consistent with the DBA's focus on learnings to

advance management practice.

Very early on, Richard and | did discuss the idea of having no formal methodology chapter either but,
rather, another narrative from myself, the human ‘microscope’, as a contribution to deepen the readers’

understanding of the nature and origins of the CEO narratives that were being presented. In the course of
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the research process, it became apparent, however, that the whole idea of narrative enquiry was too
complex and topical for such a simple solution. As a consequence, the methodological reflections grew in
importance, and length. The excitement of writing compelling stories for my doctoral thesis gradually
gave way to different emotions as | was confronted by many theoretical considerations; from how |
gathered my data to how | crafted the narratives. In Chapter 2.4. A Narrative Methodology, | provide the
reader with a pictorial overview of my specific processes for gathering data, and interpreting the emerging
themes. This overview is supplemented by a very detailed appendix if the reader requires further
information; Appendix C - Methodology Supplement. \n Chapter 2.5. Crafting the Narratives, | share with
reader in some detail, how | went about assembling the narratives, distinguish the many ‘voices’ that

contributed to the narratives, and the merits upon which they may be judged.

Upon reading the methodology, it will become apparent to the reader that there is an additional element
of my approach that, while often acknowledged by others, is not given the same centrality and
significance; this is the ‘community of learning’ that has been at play for the duration of this study. This
community emerged out of three forces. Firstly, my learning style is very collaborative so | naturally
engaged others in my processes of reflection and sense making. Secondly, | am fortunate in my everyday
work to be surrounded by many practitioners who share my passion for leadership transformation. These
practitioners included my colleagues in my consulting company, my clients, and the attendees of the

various CEO and change agent forums that | have spoken at over the past 12 months.

In addition to the community described above, | had a research assistant for the duration of this study,
Skye Phillips, in an effort to mitigate my natural bias resulting from my close proximity to each CEQ’s
journey. | consider her involvement a key strength of my research. Skye drove the analytics software
program Leximancer to draw out themes from the interview data, and was a co-developer of the
methodology and metaphors chapters. She was also my conscience whenever my ‘judgement’ overtook

my ‘perception’ in my writing of the CEO narratives.

In Chapter 2.4. A Narrative Methodology, | invoke Polish sociologist’s Zygmunt Bauman'’s (1992) notion of
the hermeneutic spiral, to describe the multiple loops of interpretation that took me and my community

of learning to a higher level of insight through this research process, far from where we had begun.

1.7. WHAT ARE MY FINDINGS?

The reader is left with everything to do, yet everything has already been done; the work only exists
precisely on the level of ...[the reader’s] abilities; while he reads and creates, he knows that he could
always create more profoundly; and this is why the work appears to him as inexhaustible and as
impenetrable as an object (Sartre, 1949:167).

There is no claim in this thesis to be providing ‘objective’ knowledge; as a result, | do not have a neat,
positivist statement, as either hypothesis or outcome, about ‘what does it take for a traditional manager
to transform into a contemporary leader?’Having spent a large portion of my thesis justifying my social

constructionist stance, such a statement is neither possible nor desirable. What | have done is provide

20



seven CEQ narratives, and seven metaphors for leadership transformation, which allow readers to make
sense of the research question, in a way that will inevitably resonate with their own narratives. This notion
of the reader placing his or her own meaning on a text, often referred to as ‘reader response-theory’ (Iser,
1974), is the key tenet of Jean Paul Sartre’s quote above, and the way | hope my work will be judged. A

more detailed discussion of reader response theory is presented in Chapter 2.5. Crafting the Narratives.

Prior to submitting this thesis, | have already collected responses from various forums where | have
presented my work to some of the community described above, in order to test the resonance of my work
with my target audience; the management practitioner. The reader can view these responses in Appendix
£ — Resonance with Management Practitioners. The reader can also see how each CEO responded to my
telling of his story at the end of each narrative. That said, | will now outline briefly what | believe to be the

value of the narratives and metaphors.

In the first instance, the narratives are valuable because unlike some studies of leadership where
anonymity may be important, the seven CEOs in this study are named, and further information and
inquiry is therefore possible. They have a clear identity in each of the narratives, some of their physical
attributes are described, and photos of each CEO are included. In fact, the reader can view four of these
CEOs presenting elements of their stories live on stage at the 11™ Australian Conference on Leadership

and Culture. This DVD is physically included (as a disc) in Appendix F— DVD of CEO Presentations.

The narratives have a degree of intimacy that is valuable. Notwithstanding the disadvantages of my roles
as both consultant and researcher, the intimacy of my relationship with each of the CEOs has afforded
this study many benefits. | was ‘there’ for much of each CEQ’s journey so my insights supplement the
reflections of the CEOs. The CEOs trusted me to such a degree that they gave me a ‘warts and all’ view of
their experiences, allowed me to take them back in time to reflect on their darkest moments, and have

then permitted me to publish all of this as part of a doctoral thesis.

The narratives are designed to stand as ‘findings’ in their own right, and as | have already mentioned
earlier, my intention is that they encourage reflection and inspire action. The intelligence, openness and
achievements of each CEO, the richness of the stories told by themselves and their close compatriots, the
number of spirals that have taken place in our own ‘hermeneutic spiral’, the reception of multiple
audiences to date — all of these support the claim that they are likely to be useful as reflective narratives.
And, finally, while the narratives form the major contribution of this thesis, there is one additional piece of
value that they provided. The seven narratives collectively allowed me to speculate about the core themes,

or ‘grand narrative’ of leadership transformation.

In Chapter 4. Seven Metaphors for Leadership Transformation, | draw upon seven metaphors to make
sense of, tie together, and interpret central themes that emerged from the narratives during the research
process. This decision to extract, and develop upon, emergent metaphors rather than document scientific
findings is an approach that fits within a broader tradition of works that ascribe metaphors with an

important role in making sense of, shaping, and constructing organisational ‘reality’, particularly in
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situations of plurality and complexity (Lackoff & Johnson, 1980; Schon, 1963; Morgan, 1986, 1987;
Tsoukas, 1993; Weick, 1979).

The seven metaphors that | have chosen are Fire, Snowball, Master Chef, Coach, Mask, Movie and Russian
Dolls. Within each metaphor, | have chosen a limited number of applications that speak to my own
readings of the narratives. However, | believe the true value of the metaphors for the management
partitioner extends even further. This value lies in their overall ‘generative’ potential (Schon, 1963, 1979);
that is, when they are designed to open not close thinking, to inspire not restrict creativity, and to invite
alternative meanings and applications. It is in this spirit that the metaphors have been developed in this

thesis.

| have already gotten a sense for the potential of these seven metaphors from my many speaking
engagements and interactions with ‘informed practitioners’ over the past 12 months. To my great
enjoyment, the question and answer periods would often entail audience members taking one of the

metaphors in a direction that | had not conceived of at all.

1.8. HOW MIGHT YOU READ THIS THESIS?

The complexity of this research study, and its potentially controversial nature for some readers, means that
there is a degree of elaboration and repetition as the thesis attempts to argue for and develop upon its
approach from a number of different angles. It is my hope that you will feel free to speed through those
sections, particularly in the methodology, where you are already knowledgeable, or convinced of the
validity of the accounts being offered, and concentrate on the main output of the thesis; the narratives

and metaphors.

In addition, the very nature of narratives means that this thesis is longer than if | was doing a more
traditional study; particularly since | have seven in the main thesis document. While a strict and
disciplined approach has been adopted in the refinement and focusing of each narrative, the nature of
narrative representation means that they remain somewhat lengthy for a traditional thesis. As a result, |
thought it useful to suggest how you might consider reading this thesis based on your own experiences

and preferences.

The thesis has five chapters and six appendices, as per Figure 4 below.

CHAPTERS APPENDICES

1 | Introduction A | Human Synergistics Theory & Methodology
2 | Methodology B | CEO Leadership/Impact Data

3 | Narratives C | Methodology Supplement

4 | Seven Metaphors for Leadership Transformation D | The Peter Fuda Story

5 | Conclusion E | Resonance with Management Practitioners

F | DVD of CEO Presentations

Figure 4: Structure of this Thesis
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If you are already knowledgeable about, and predisposed toward narrative as a qualitative method of
enquiry, then you may consider skipping Chapter 2. Methodology, and go straight to Chapter 3.

Narratives.

If you are not knowledgeable about narrative, or want to be convinced about the quality of the CEO
narratives from a methodological standpoint, then | suggest you read Chapter 2. Methodology, before

going on to read Chapter 3. Narratives.

If you find Chapter 2. Methodology sufficient, you may chose to ignore Appendix C— Methodology

Supplement, which provides additional and very extensive detail on my methodological approach.

If you are familiar with Human Synergistics philosophies and tools, you may choose to ignore Appendix A

- Human Synergistics Theory & Methodology.

If you know me, then you may choose to ignore Appendix D — The Peter Fuda Story. It attempts to provide
the reader with an understanding of my life experiences and learnings that may have shaped my

interactions with the CEOs.

If you do not know me, are concerned about my motives or potential to this study, then you may like to

read Appendix D — The Peter Fuda Story before you read Chapter 3. Narratives.
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2. METHODOLOGY
2.17. EMERGENCE OF A RESEARCH QUESTION

2.1.1. Looking backward, looking forward

It is quite true what Philosophy says: that life must be understood backwards. But that makes one
forget the other saying: that it must be lived — forwards. The more one ponders this, the more it comes
to mean that life in the temporal existence never becomes quite intelligible, precisely because at no
moment can | find complete quiet to take the backward-looking position (p. 111). Soren Kierkegaard
(Danish Philosopher)

Although life is lived prospectively, we can only make sense of it retrospectively. Carl Weick

The quotes above by the Danish philosopher Soren Kierkegaard, and American Organisational theorist Karl
Weick, resonate deeply with me for several reasons. Firstly, | feel they are representative of the purpose of
this thesis, and how it actually came about. On the one hand, this thesis was largely born out of a desire
to deconstruct the ‘socially constructed success’ that the clients of my management consultancy were
experiencing, and the attention and accolades that | was receiving by association. On the other hand, it
was also born out of a desire to inform the future with regards to the work practices of my own

organisation, and the work of other practitioners who might be influenced by this study.

Karl Weick’s stance appeals to my natural inclination toward sense making through an ongoing process of
reflection and action. Both authors reveal an inherent dilemma; the challenge of ever finding a long
enough pause in order to take complete stock of the ‘past’, and the inability of such knowledge to
provide clear grounds for predictable action. In order to complete this thesis, | have had to put somewhat
artificial boundaries around the leadership journeys of seven CEOs who take centre stage in this study;
effectively 2001-2008 for most of the sample. | say artificial because beyond 2008, the CEOs have
continued to evolve, my colleagues and | have continued to reflect on our learnings and amend our
practices, and the marketplace attention for this study has forced public interaction and dialogue on our

collective learnings and findings well in advance of its formal assessment.

The research question focusing this study must be understood as the consequence of a process of
evolution and reflection. Settling on the research question ‘what does it take for a traditional manager to
transform into a contemporary leader?’was not a rational, theory driven exercise of deductive reasoning
and hypothesis formulation. Rather, it was a fairly opportunistic point of convergence between my
experiences and passions, the ready availability of data, the advice of my supervising professor Richard
Badham, and what Richard felt was an extremely rare set of intimate CEO relationships and documented
successful change outcomes. My aim over the next three pages is to explain the process by which | came
to settle on this research question. | begin with as short description of the client ‘success’ stories that

paved the way for this research study to begin with.
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2.1.2. A high strike rate of success

In 2007, as | was due to begin researching a doctoral thesis, my colleagues and | found ourselves in a
position where, in the perception of others, we had a very high strike rate of apparent ‘success’ in the
field of organisational and leadership transformation. Success is, of course, a highly subjective concept.
For my consulting organisation, success is defined by our vision of ‘CEO referenceable outcomes’. A
reference is defined by a written testimonial or short case study authored by a client CEO for public
consumption. Outcomes are defined by a positive shift in the performance metrics of the client
organisation during the period of our formal engagement. These metrics could include increased financial
performance, increased customer satisfaction, increased leadership effectiveness, and increased employee
engagement, among others. By 2007, | had about 20 such cases of ‘success’ in six years and all of these

may be read at www.tap.net.au.

Whereas it is commonly quoted that 70% of all change efforts fail to reach their desired outcomes (Kotter,
1995; Miller, 2002; Higgs & Rowland, 2005; Keller & Aiken, 2008), we found ourselves in a position
where more than 90% of our clients provided written evidence that our joint efforts at change had met or
exceeded their desired outcomes. Both Richard and | felt that all of these stories provided many worthy
avenues for study. In order to narrow the research agenda, | started looking for commonalities in the

stories.

2.1.3. Leadership ‘transformation’ as a common ingredient

From a personal perspective, | was fascinated, though not entirely surprised by the fact that within many
of the stories of organisational transformation there often sat a concurrent story of CEO transformation.
By CEO transformation, | mean "has shifted their leadership from predominantly Defensive to
predominantly Constructive’, as measured by the Leadership/Impact® (Cooke, 1997) tool that | have

already explained in the Introduction to this thesis.

From the 20 public ‘success’ stories that | had the potential to study, 16 of those stories included a CEO
who had undertaken a measure of Leadership/Impact. Of those 16, ten had undertaken two measures of
Leadership/Impact; test and retest. Of those ten, nine had data that demonstrated a shift from a
predominantly Defensive to a predominantly Constructive Leadership/Impact. Our apparent success in
‘transforming’ senior leaders over the years drew considerable attention from a range of stakeholders,
including Human Synergistics themselves. Every year, Human Synergistics runs Australia’s largest
conference on leadership and culture which is attended by thousands of senior executives and change
agents. At the time of beginning my doctoral research in 2007, three CEOs from our client base had given
an address at the annual conference as key note speakers, sharing their journey of organisational and
personal transformation. Since then, another three CEOs from our client base have spoken at the
conference, which takes the total to six CEOs in seven years. In addition, our case study for MasterCard
Australia and New Zealand was studied by Australian Distinguished Professor of Management, Dexter

Dunphy, and included as one of five case studies of successful transformation in his book /n Great
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Company. Unlocking the Secrets of Cultural Transformation (2006), which he co-authored with Human

Synergistics.

2.1.4. Narrowing the research agenda

As Richard quizzed me in greater depth on the subject that | will loosely refer to herein as ‘leadership
transformation’, he was struck by what he termed a ‘unique blend of CEO access, close personal
relationships, my very personal involvement in the journeys of these CEOs as their coach, and quantitative,
third party evidence of transformation.’ | was already heading down the path of studying leadership
transformation for different reasons. Shifting the impact of senior leaders has been my personal area of
passion and focus for some time; | have always felt a great sense of fulfilment and pride in helping leaders
to realise their professional and personal ambitions. At the same time, because of our case studies and my
growing public profile, | began to experience a pull from a wide range of stakeholders wanting to
understand our ‘recipe for success’ in the leadership space. People were asking my colleagues and | "how

do you do it?’ and ‘what is your magic formula?’

In a way, these questions were very humbling. In another way, they were quite intimidating. My
organisation and our practices had evolved organically around our clients and our people over time, and
along with it, so had our so called ‘formula’ for leadership transformation. It seemed to me that the more
| developed ‘expertise’ in this area, the more | realised the limits of my knowledge in analysing what
appeared to be a fairly complex phenomenon. Turning to the practitioner oriented leadership literature
didn't help. Most of what | read depicted an idealistic image of a heroic, forever confident, all-knowing,
and all seeing leader. My dilemma was not so much with the content of these texts; they described
characteristics that many would aspire to, such as integrity, courage, vision and discipline. It was just that
after some eight years in the field, | had never met the god-like individual they described. Moreover, | had
never read the book that described the process by which mere mortals transformed into the

aforementioned gods.

It became apparent to Richard and | that | was ideally placed to explore in some depth what leaders saw

to be the ‘formula’ or ‘system’ that enables leadership transformation.

2.1.5. Seven CEOs take centre stage

| narrowed my target subjects from nine CEOs to seven by looking more broadly than just their
Leadership/Impact data. | wanted those CEOs who had not only transformed their own impact, but also
transformed the impact of their colleagues. | wanted CEOs where | felt that there was qualitative feedback
of transformation from their colleagues, and that these colleagues would be willing to go on the record
with their honest insights and reflections. | wanted CEOs who had experienced positive performance shifts

across a range of organisational metrics, and who had continued on an upward career trajectory beyond
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their measures of impact®. But most of all, | wanted those CEOs who would let me tell the most honest
and brutal account of their journeys, warts and all; not the sanitised and retrospectively clever texts that

so frustrated me.

| was fortunate that the seven CEOs in my target sample all said yes to involvement in my study — even
before | settled on the final question. Figure 5 below lists the seven CEQOs*, their organisations, and the

year in which | commenced my very first formal engagement with each of them.

CEO (or equivalent TITLE & ORGANISATION YEAR OF FIRST
leadership status) ENGAGEMENT
Dr Alan McGilvray = CEO and Chairman of Bayer Australia and New Zealand 2001
Mike Shove 2003

CEO of Computer Sciences Corporation (CSC) Australia

Director General (DG) in the Queensland Government for The Department
Jim Varghese of Education 2003
DG of the Department of Employment and Training
DG of the Department of Primary Industries

Clynton Bartholomeusz = Managing Director (MD) of Beiersdorf Australia and New Zealand 2004
i = MD of George Patterson Partners Sydney
Tim Castree = CEO of Leo Burnett Australia 2005
= Executive Vice President, Global Managing Director of MediaVest
Paul Timmins = MD of Getronics Australia 2005
Dennis Fox 2005

= CEO of Asteron Australia and New Zealand

Figure 5: The 7 CEOs in this Study

2.1.6. The research question is born

At this point, | proposed to Richard that my research question should be ' what does it take for a CEO to
shift from a predominantly Defensive impact to a predominantly Constructive impact?’ Richard was
concerned that this question was too technical and potentially inaccessible to my target audiences for the
DBA; namely, management practitioners and academics. In a desire to move away from the jargon of the
tool we unpicked the notions of ‘Defensive’ and ‘Constructive’ leadership, and likened the former to the
management control paradigm that underpinned “traditional’ management models, which assumed that
people must be tightly managed in order to conform or align to a rationally defined organisational
agenda set by the top echelons of leaders (Barnard, 1938; Selznick, 1948; Bass, 1985; Gronn, 1999). The

latter was likened to more ‘contemporary’ models of leadership; a more dispersed, collaborative approach

3 Human Synergistics theorises about a causal link between leadership, culture and organisational performance. Generally speaking, my data appears
consistent with this link based on the leadership and organisational outcomes experienced concurrently by the 7 participating CEOs (outlined in detail in
Section 3.1). However, | wish to make explicit that hypothesising about the link between leadership and organisational transformation is beyond the
scope of the present thesis. Instead, the present thesis focuses on illuminating the process of transformation in leaders, and the organisational metrics
of success are noted for contextual purposes. Despite this, in the spirit of the narrative methodology the reader may draw their own conclusions on
possible connections from the forthcoming narratives and metaphors presented in chapters 3 and 4. This is also a stream of potential future research.

# While some of the CEOs may have different titles, they are all heads of organisations and will loosely be referred to herein as ‘CEOs’ for the sake of
simplicity.
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in which the purpose of leadership is to tap into the higher order motivations of people or “followers’,
empowering and supporting them to achieve shared goals (Senge, 1990; Bennis, 1994; O'Toole, 1995;
Kotter, 1996; Wheatley, 1999; Kets de Vries 2006).

My selection of terminology (‘traditional manager’ to denote a Defensive profile and ‘contemporary
leader’ to denote a Constructive profile) may also be legitimated by the Human Synergistics
Leadership/Impact diagnostic itself. In conjunction with their shift toward a more Constructive impact, the
7 CEOs in the sample made a notable shift (as perceived by their respondents according to Likert scale
indicator) from "A traditional, day-to-day, manager” to “A visionary, future-oriented, leader”, as
measured by the Leadership/iImpact £ffectiveness data®. For the sake of brevity, the terms “visionary,

future-oriented, leader” has been simplified to ‘contemporary leader’ in the present thesis.

After much debate, we settled on a broad research question ‘what does it take for a traditional manager
to transform into a contemporary leader?’ While this was operationalised through the use of the Human
Synergistics tenants of ‘Defensive’ and ‘Constructive’ leadership, the aim was to throw light on this more

general interest and concern.

As | began developing my formal research proposal, | did so with the naive confidence of someone who
felt ideally placed to uncover some type of ‘system’ or ‘model’ for ‘leadership transformation’. Little did |
know that | would shortly enter into three conversations that would seriously confront, and quite radically

alter my approach to operationalising my newly defined research question.

> More information on ‘Effectiveness’ as part of the Leadership/Impact process is available in Appendix 1.2. if required.
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2.2. THREE CONVERSATIONS PAVE THE WAY FOR A NARRATIVE RESEARCH
METHODOLGY

2.2.1. Conversation 1

| am a prostitute. | do whatever it takes to get the result. Each time it is different (Manfred Kets de

Vries, 2006).
The quote above, as it is recalled by Richard Badham and |, is from a conversation with Manfred Kets de
Vries following a lecture that he gave in Sydney. Kets de Vries is a Clinical Professor of Leadership
Development who holds the Raou/ de Vitry d’/Avaucourt Chair of Leadership Development at INSEAD. He is
one of six people to have been awarded with an International Leadership Lifetime Achievement Award for
his founding work in the development of leadership as a field and as a discipline, and has authored, co-
authored, or edited of more than thirty books and published over 300 scientific papers. As a consultant,
he has advised clients across the U.S.A., Canada, Europe, Africa and Asia including Accenture, Bang &

Olufsen, GE Capital, Heineken, Lego, National Australia Bank, and Nokia, among many others.

Richard asked Kets de Vries “what model do you use in your leadership transformation initiatives?” Kets
de Vries responded with a broad smile and told us that he has many methods and tools that he applies
professionally, but he admitted that when in a specific consulting situation he acts like a ‘bricoleur’;
selecting, mixing and adapting in an iterative process of exploring what ‘works’ in context — something he

described dramatically as “prostitute’.

2.2.2. Conversation 2

The Kets de Vries encounter had a profound effect on Richard and | for different reasons. For me, | felt |
had met a kindred spirit in the consulting world, a person who shared my consulting pragmatism. For
Richard, this was a critical moment in terms of the research methodology, a moment that presented both
a dilemma and an innovation at the same time. The dilemma was the realisation that it would be near
impossible to establish causality for leadership transformation through close scrutiny of the standard
techniques used by a consulting organisation and their identified impact. Rather, each case of
transformation was situation specific in terms of both the techniques employed and the context in which
they were applied. Isolating the variables at play in each transformation would not be possible, or
desirable for that matter. The innovation was in the form of an alternative methodology. Richard
proposed that we document each case of leadership transformation through narrative. Only through
attention to the individual contexts in which each CEO had ‘lived’ the phenomenon of leadership
transformation could we hope to meaningfully capture and present a rich picture of the cases of

transformation we were witnessing.

At first | was conflicted by Richard’s proposition. On the one hand, | appreciated the subtleties and
complexities that were inherent in each case, and was positively predisposed toward narrative and

storytelling as powerful mechanisms for conveying complex topics with impact. On the other hand,
selfishly, | had instinctively thought that a more traditional grounded theory approach would better

enable me to leverage my doctoral work into my company’s consulting practices. Somewhat prematurely,
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| believed that the proximity and longevity of my CEO relationships would afford me a rare and valuable
opportunity to uncover the ‘essence’ of leadership transformation; to unveil an unprecedented level of
"truth’ as opposed to modern stereotypes or idealistic notions. With the best of intentions, | wanted to
document this insight and turn it into a model or framework that would establish a new benchmark for
leadership practices. I'd always had an affinity for creating simplicity and cut-through from complexity. At

this point, | had assumed that grounded theory would be my methodological vehicle of choice.

When | voiced my reasoning to Richard, | was not prepared for his challenge. | remember his words

vividly;

You know Peter; people have dedicated their lives to one part of one part of any given model. With all
due respect, why do you think your model would be any more special than any of the ones that you
have criticised? | believe your opportunity lies in providing a platform for us to hear the CEOs voices, in
depth, on this complex and problematic issue. Imagine if you create a stage where your CEOs could tell
honest, compelling stories about how they were able to transform their leadership. | don’t think that's
been done before; and practitioners would be delighted to read such stories and think through what it
means for them (Richard Badham, 2007).

Richard’s words resonated deeply with me, and what | interpreted was that firstly, | was overly ambitious,

and secondly, | was at the risk of oversimplifying a complex phenomenon into a simple model.

2.2.3. Conversation 3

When | am deeply challenged by something, it is my personal style to bounce ideas off others. It was
around this time that | brought my newest employee and soon to be research assistant Skye Phillips into
the conversation. | had hired Skye a year earlier as a researcher for our CEO and change agent think tank
events and my media work, which in turn fed the substance of our consulting practices. While Skye was
only 23 at the time, | had been impressed by her academic achievements at a relatively young age. Her
research in organisational change and knowledge creation had been recognised internationally by the
American Academy of Management, and locally by the Australian Psychology Institute. By way of a
partnership with one of Australia’s largest public enterprises, Skye's research was also very practically
oriented toward business. In checking her references, | learned that not only was she a very substantive
researcher, she shared my penchant for challenging convention. As | soon found out, she was not shy of

challenging me either.

While | was very keen to get Skye's insights on my research methodology, | wasn’t prepared for the
reverse mentoring that | received. Rather than presenting me with a rundown of the methodologies as |
was expecting, Skye used a series of questions to help me reach my own conclusions, and in fact, point
out some flaws in my thinking. This was a technique | often used with clients, and | must say that again |

was humbled to be on the opposite end of it.

The first question that Skye asked me was “what is it about grounded theory that actually appeals to
you?" | have since reflected on this question with Skye, and the subtext behind her question was “your
end game is an elegant and simplistic model, but you are at risk of falling into the reductionist trap that
you have so often criticised of others”. Essentially, Skye had captured the essence of my conversation with
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Richard. | was becoming increasingly heartened by the idea that | could bring the CEO voice to the front
and centre of the research, rather than models or theory rising to the fore. In my mind, each of the CEOs
had achieved amazing feats and capturing the experiences and voices of these CEOs had the potential to

impact others in a way that was far greater than a model or a shopping list of steps.

Skye's second question was more specific; “is leadership transformation (a) something that can be more
or less 'unveiled' and 'mapped out' through a systematic series of enquiries, or (b), something that can best
be understood holistically, through the subtleties, nuances and idiosyncrasies of lived experience and
unique social context of each CEQ?"” Essentially, Skye had captured the essence of the Kets de Vries
conversation, and the more | thought about it, the answer was definitely the latter of the two options, no

guestion in mind.

Skye’s third question confirmed the choice for me; “can you possibly start from scratch, suspending your
personal judgement on what it takes for leaders to transform their leadership?” We both knew that the
answer was a definite ‘'no’. Skye had tapped into one of my concerns surrounding this doctorate, as | had
indeed started to grow nervous about how | would navigate the ‘problem” of my involvement with the
CEOs’ transformation, and my subjectivity on the matter. My personal journey was intertwined with the
journeys of the CEOs | had worked with. | had been their leadership coach, and played a prominent role in
their transformation. | was going to be inherently biased in terms of what it took to transform, and it
would be difficult if not impossible to shut out my prejudices. And | wasn't sure | even wanted to,

considering that | may hold some important pieces of the puzzle.

My opportunity was to provide an alternative conversation to the positivist, empirical approach to
studying leadership by documenting the reflections of those who had successfully ‘transformed’. By doing
so, it was my desire to bring the voice of the CEOs to the fore, illuminating leadership transformation

from a different angle, and perhaps challenging some existing theories and stereotypes of leaders.

2.2.4. Research limitations (hurdles) and establishment of a research team

In the forthcoming sections of this thesis, | will set out to show the reader what is hopefully a very
considered, academically rigorous approach to narrative writing. That said, no method can ever be
perfect, and there will always be research limitations contingent upon one’s personal ideology. In the
spirit of generating a reflexive piece of research, | have chosen to highlight here three key research
‘limitations’, or ‘hurdles” as | prefer to call them. Hurdle one is my potential to bias the research given my
proximity to the CEOs. Hurdle two involves my lack of scientific formulas and positivist definitions of
‘leadership transformation’. Hurdle three involves how | will go about constructing narratives that are
beyond mere fiction and fantasy, and demonstrate their value for management practitioners. In the
forthcoming sections of the thesis, the reader may deem how successful | am at ‘jumping’ each of the

hurdles.

Also in the spirit of reflexivity, at this point | wish to make explicit the formation of my research team. |

wish to highlight rather than suppress the critical role Skye has played in this doctoral research; firstly
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because it is honest, and secondly because | think our partnership has increased the quality and rigour of
this research substantially. In simple terms, along with Richard, Skye has played the role of ‘methodology

martyr’.

From a research standpoint, this interdependent partnership of Richard, Skye and | is why | will often
alternate between using the word ‘we’ versus ‘I when | am describing the research process. As Richard,
Skye and | explored alternative methodologies, | was excited by the prospect that there was an alternative
to the positivist tradition of research that would allow me to bring my strengths and beliefs to the fore;
namely, social constructionism. In the following chapter, | will share with the reader how | came to re-

conceptualise my research question through the social constructionist lens.
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2.3. RE-CONCEPTUALISING THE RESARCH QUESTION THROUGH A SOCIAL
CONSTRUCTIONIST LENS

2.3.1. A community of like-minded people

"... since human beings are frequently stupid, institutional meanings tend to become simplified in the
process of transmission, so that the given collection of institutional formulae' can be readily learned
and memorized by successive generations" (Berger & Luckman, 1966:70)
The quote above is an excerpt from 7he Social Construction of Reality, by the forefathers of the social
constructionist movement, American sociologist and Lutheran theologian Peter Berger and German
sociologist Thomas Luckman. While undoubtedly a little cheeky, the quote appeals to me because it is
representative of the epistemological transition that was occurring in my mind as | moved away from the

potentially reductionist method of conceptualising my research question.

Since | was not undertaking an empirical investigation of isolating variables and deducting hypotheses
from the literature, it was Richard’s suggestion that a positivist methodology was not desirable. Rather,
we chose an interpretive, social constructionist® lens in order to explore the phenomenon of leadership
transformation in a holistic manner through narrative, taking into account the social and cultural contexts
in which the transformation was experienced. | was comfortable operating on the edges of
conventionality, and the fact that | had Richard, the MGSM's Associate Dean of Research ushering me

down this path gave me the confidence to explore this territory.

Fundamental to Berger and Luckman’s work was the rejection of the view that the social world is an
objective reality. ‘Reality’ is said to be a social construction, built out of meanings which are social in
origin and social in persistence. People are active creators and interpreters of their own social worlds, and
the meaning of an entity, organization or event can only be derived through one’s relationships and
dialogues with others. Language and conversation according to social constructionists, do not ‘describe’
reality but serve to ‘create’ reality and give meaning (Gergen, 2005). The notions of historicality and

context are important to their analysis, as is institutionalisation and legitimisation of ‘objectivised’ reality.

My exploration led me to a community of constructionists voicing their concern over the positivist,

empirical approach to leadership studies, and echoing my dissatisfaction toward overly idealistic or overly
simplified approaches (e.g. Weick, 1979; Gergen & Thatchenkery, 1996; Grint, 2000; Osborne, 2002; Pye,
2005). In the subsequent sections of this chapter, | will draw upon these authors in order to express why

| feel it is the most desirable lens through which to address my research question.

© | wish to make clear that despite the apparent similarity, the social ‘constructionist’theory as referred to here is not synonymous with my use of the
terms ' Constructive’ leadership, the latter which refers to the four Constructive leadership styles (Achievement, Self-Actualising, Humanistic-Encouraging
and Affiliative) within the Human Synergistics Circumplex (referred to earlier in the introduction and in more detail in Appendix A). There will be a

discussion in subsequent sections in terms of how a Constructive Leadership/Impact may be viewed within the social constructionist framework.
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2.3.2. 'Camera obscura’ gives way

Leadership is perhaps one of the most observed but least well understood social phenomenon, with no
one unifying theory, nor even a unifying definition. In what are perhaps two of the most comprehensive
reviews of leadership literature examining over 5000 published works, Stogdill (1974) and Bass (1991)
concluded that there were almost as many definitions of leadership as there are people who have
attempted to define the term. In a similar vein, upon an analysis of 350 definitions of leadership in the

past 75 years, Bennis and Nanus (1985:4) concluded the following:

Decades of academic analysis have given us more than 350 definitions of leadership. Literally
thousands of empirical investigations of leaders have been conducted in the last 75 years alone, but no
clear and unequivocal understanding exists as to what distinguishes leaders from non-leaders
and...[perhaps more importantly for the present study] what distinguishes effective leaders from
ineffective leaders.
Osborn (2002) argues further that a singular theory of effective leadership has not been revealed because
the definition changes considerably over time and across boundaries. Despite this diversity, one may well
be inclined to ask which definition or ‘boundaries’ | subscribe to, or off the back of whose definition do |
base my claim that a leader has successfully transformed from a “traditional manager’ to a ‘contemporary

leader’.

It is here that the epistemological assumptions of the social constructionist approach allows me to step
sideways from the rife debate in the extant literature, and propose an alternative way of operationalising
my research question that is not dependent on me proffering an essentialist, a priori definition of
leadership transformation. Pye, drawing on the works of Karl Weick (1979) in her sense making stance,
echoes my position that declaring the epistemological grounds of my work is more important than
“cutting a path through the jungle of extant leadership literature” (2005). While | use the Human
Synergistics definition of leadership to operationalise the seven cases of “transformation’, and personally
believe in the validity and usefulness of this construct, the stories, themes and arguments presented in this
thesis do not depend upon an acceptance of this view as ‘the’ definition of leadership. Nor is it reliant on

any specific view of the skills and capabilities required of such leaders.

Many constructionists in the leadership space refer to the influential works of Keith Grint, who advocates
that “one of the main reasons that we have so much difficulty in explaining leadership and in trying to
enhance the leadership qualities and skills of those who are leaders is that we have adopted a
philosophical perspective that obscures rather than illuminates the phenomenon” (2000:4). This
‘obscuring perspective’ is the logical positivist conceptualisation of leadership and the empiric method of
study which has dominated leadership thinking over several decades and arguably, is still the dominant
model in many of the ‘new’ contemporary approaches today (Gergen & Thatchenkery, 1996). The
positivist approach has largely adopted a modernist, individualistic view of the leader as a rational agent;
a concrete being that can be objectively pursued. Generally, this approach assumes that successful

leadership diffuses top down from central sources, that an analysis of the origin of leadership explains
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peoples’ behaviour, and that leadership is ostensibly defined by whoever is in authority. The

constructionist lens gives us an alternative view.

2.3.3. Leadership through a social constructionist lens

Grint (2000, 2005) through the social constructionist lens has paved the way for a new conceptualisation
of leadership. He uses term ‘constitutive leadership’ to describe leadership as an inherently social
phenomenon, wherein the emergence of leadership qualities is mutually constituted by the various

subjective accounts and interpretations of stakeholders.

Within this perspective, ‘effective’ leaders are not discrete individuals independent of a system of social
relations. Effective leaders, or in the language of my research question ‘leaders who have transformed’,
can only be judged as having done so in the perception of others. Therefore, there is no way to objectively
assess whether a certain leadership style is ‘appropriate’ for the current environment, or ‘superior’ to other
leadership styles, or even ‘different’ than it was at a previous point in time. Furthermore, there is no way
to objectively assert that any one person’s perception is more ‘correct’ than another’s. This is not to
suggest that an anarchistic free-for-all should exist, and that leaders should abandon any efforts to aspire
to a mutually desired mode of leadership and act as they please. As Grint importantly notes, “...leadership
still must be perceived as ‘appropriate’, but what that means is an interpretive issue. By implication,
leaders must respond to the culture within which they operate, but...they are also capable of changing
that culture” (2000:3).

At any given moment, followers are essential to the definition of leadership. Leaders and followers are
part of ongoing social networks and institutional structures within which individual identities, qualities

and behaviours form part of an ongoing process of constitution. As explained by Mangham and Pye:

...the measure of any piece of behaviour is the response to it: following is the measure of leading, and
leading the measure of following. Neither makes any sense in the absence of its effects...\We take some
particular activity to be an example of good leading by the followers playing their parts; a good piece
of following is known by a leader playing his or her part...Acceptance of [this view], of course, implies
that leading/following is not simply a matter of individuals and roles but also an instance of process...
(1991: 59).
The role of the leader in this view is very different to the assumptions inherent in the traditional
management paradigm. In the words of Grint (2000:6), given that there is no objective reality, “what
leaders must do...is construct an imaginary community that followers can feel part of.” Mangham and
Pye assert that the leader’s job is “bringing people together, who in an involving fashion construct and
reconstruct patterns of response such that mutual expectations are fulfilled” (1991:46). Hierfetz (1994)
notes this mirroring and following is a crucial component of the ‘proper’ role of leadership...and the
motivation and mobilisation of this responsibility distinguishes successful from unsuccessful leaders. This is
highly aligned with the philosophy inherent within the Leadership/Impact tool used to describe the
transformational journey of each of the seven CEOs in this study. The concept of impact relates to the

behaviours that the leader motivates and encourages in others, rather than the behaviours the leader

displays him or herself. As stated by the Managing Director of Human Synergistics, Rob Cooke:
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Managers cannot be considered to “lead” (i.e. to guide or direct) unless they in some way transform,
shape, or influence the organizational context of members and the ways in which they approach their
work and interact with one another. The effectiveness of a leader, therefore, depends on the
magnitude and direction of — as well as the strategies used to achieve — this impact (2009:16).
In this respect, the social constructionist perspective provides a wider definition of success that is not
limited to the individual leader, but rather, success is a social achievement. This is representative of our
observation that our leadership transformation case studies sat within wider indicators of ‘success’,

including the CEQ’s team transforming their leadership, and the organisation’s concurrent achievement of

articulated aspirations.

Having been influenced by the social constructionist principles listed above, | will now more systematically
address the implications of such principles for my research question ‘what does it take for a traditional

manager to transform into a contemporary leader?’

2.3.4. Viewing the research question through the social constructionist lens

At face value, several elements of my research question may seem counterintuitive to the social
constructionist approach. Firstly, the imposition the of the terms ‘traditional manager’ versus
‘contemporary leader’ would seem to indicate that | am in a privileged position to be able to categorise
leaders into either an ideal or a non-ideal camp of beings. Secondly, it may be argued that the tool and
approach that | am using to operationalise the question are grounded in behavioural theories that were
formulated according to the positivist tradition of leadership that potentially fall under the social
constructionist critique. Thirdly, social constructionists may question my ability to measure

‘transformation’ at all.

The simplest and most general response to my overall self-critique is that the Leadership/Impact tool was
first and foremost a metric to determine the ‘price for entry’ into the study; a way of identifying leaders
where something appeared to have changed or shifted that was not dependent on my subjective
judgement alone. The social constructionist perspective also aligns with the Leadership/Impact tool's focus
on going above and beyond /ndividual Leadership/Impact data, to include team and organisational
metrics of success, both qualitative and quantitative. In order to be transparent about subject selection
with the reader, in Chapter 3.7 Subject Selection Justification | outline in detail all of the reasons why | feel

that each of the seven CEOs in this thesis is worthy of study.

My second response to my self-critique above is that the Leadership/Impact tool and the associated
terminology was the ‘reality’ through with the subjects lived the experience of ‘leadership transformation’.
As Grint puts it, “there is no way to get to the world without going through language...only through
words that describe and categorise” (Grint, 2000:11). In my experience, the Leadership/Impact tool
created a shared language between the CEO and |, and the CEO and his colleagues, for defining and
working toward a desired state that was articulated by the CEO. At the outset of my research, | considered
removing all reference to the tool including the visual Circumplex discs that graphically depict each

measure, and avoiding ‘jargonistic’ terminology in favour of what | thought were more colloquial terms
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for my audience such as ‘traditional’ and ‘contemporary’. However, | came to discover that the language
of the tool was so deeply rooted in the CEOs' recollections of their experience that it would have been
inauthentic to disguise it. Instead, | have appendicised a glossary of terminology pertaining to the
Leadership/Impact styles and strategies (see Appendix A — Human Synergistics Theory and Methodology),

so that my audience may understand the language a little better during the reading of the narratives.

My third and final response to my self-critique is to suggest that the tool and the methodology behind it
are in fact largely aligned with the philosophies of social constructionism. For a moment, if we suspend
my own personal judgement that Constructive (contemporary) leadership is a preferred model of

leadership - which | will subsequently address, four synergies can be found.

1. Leaders set their own aspiration or ‘ideal” impact, that is, the way they would ideally like to motivate

and encourage others to behave.

The leader's /deal or preferred impact is determined by the individual - albeit selecting from pre-given
options, and is usually a culmination of experience, thinking styles, values and the culture in which he or
she operates. Interestingly, leaders almost universally adopt a largely Constructive /ideal, as revealed in the
Australian and New Zealand aggregate data set of Leadership/Impact measures. Figure 6 below depicts
the generalised /dea/and Actual impacts of Australian and New Zealand managers in the Human
Synergistics Leadership/Impact database. It shows a largely Constructive (blue) /dea/impact, and a mixed

Actual Impact with Aggressive-Defensive (red) and Passive-Defensive (green) on par with blue impact.

ANZ Average Ideal Impact ANZ Average Actual Impact
2009 2009
L/I Ideal Impact (n=5073) /I Actual Impact (n=36738)

_— CONSTRY,
- ” "‘h,

Research and development by Robert A. Cooke, Ph.D. Copyright © 1997 by Human Synergistics International. All rights reserved.

Figure 6: Average ANZ Ideal Impact data Vs Average ANZ Actual impact data 2009
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In addition, the tool also reveals a general discrepancy between what leaders’ desire as their /dea/impact
and what their colleagues perceive as their actual/impact. This uncovers a systematic gap between leaders

‘espoused theory’ and their ‘theories in use’ (Argyris & Schon, 1974).
2. Measuring a leaders’ impact is very different to measuring their behaviour.

In harmony with the social constructionist view, imparting judgement on the leader’s behaviour is not the
focal point in the Leadership/Impact methodology. Rather, the focus is on leaders’ impact on the
behaviours and actions of others; that is, the manner in which they motivate, encourage and support
others toward their agenda. In this sense, leaders do not succeed unless their subordinates and colleagues

become increasingly more Constructive in the manner in which they approach their work.
3. The tool ‘measures’ and ‘collates’ peoples’ subjective impressions of leaders’ impact.

While my subjective perception of a leader’s transformation is arguably no more or less important than
anyone else’s, the Leadership/Impact tool allows leaders to collect the subjective impressions of their
impact through the eyes of the people that work closely with them. Departing a little from the social
constructionist emphasis on ‘followers’, the Leadership/Impact tool considers a leaders’ impact on

subordinates, and peers, and their direct manager.’

4. My definition of ‘transformation’ is expressed as a verb implying change, or closing of the gap between

leaders’ ideal impact (as articulated by them) and their actual impact (as experienced by others).

My definition is not a noun describing a finite state of “transformation’ from one fixed state to another. |
do not aspire to study the characteristics, behaviours or personalities of leaders who have ‘transformed’,

but rather to understand the process each CEO underwent in making a substantial shift in his impact.

The leaders in my study have undergone varying degrees of transformation, making interesting
comparisons between cases. Each leader in the study started with what the Leadership/Impact tool defines
as a predominantly Aggressive-Defensive or Passive-Defensive impact. Each of the leaders in the study
then shifted to a predominantly Constructive impact over time®. Some of the CEOs have shifted more than
others and those that have not progressed so far are also interesting cases, for reasons which will be

expanded upon in detail prior to the reading of the narratives.

2.3.5. An upfront admission - disclosing my subjective opinion about Constructive
leadership

Despite my earlier critique of reductionist approaches to leadership, | do have an element of socially

constructed judgement with respect to Constructive leadership being a desirable form of leadership in the

’ The leader selects his or her own sample of respondents; a sample that they deem will provide honest and useful reflections that are important to an
understanding of the leader’s effectiveness. This sample may vary over time as people inevitably change positions or organisations, but the criteria for
selection remain consistent.

8 Appendix B — CEO Leadership/impact Data provides a statistical summary of the Leadership/Impact data for each of the CEO’s Leadership/Impact
measures, and a statistical breakdown of the percentage change.

38



post-industrial era — although the worthwhile nature of this study of narrated stories and metaphors of
leadership transformation does not ultimately depend upon an acceptance of this judgement. While the
Human Synergistics Australia and New Zealand /dea/impact data outlined in Figure 6 would indicate that
| am not alone in my thoughts, | do believe it is important for me to be transparent in this regard. In
Appendix D — The Peter Fuda Story, | talk about a defining period in my professional life working at
Westpac in the 1990s as it transitioned under a new CEO Bob Joss, from an Aggressive-Defensive culture
to one that was far more Constructive. | witnessed the success that ensued for the bank’s stakeholders as

a result of this shift, and the positive difference it made in the work culture.

This experience served to establish some basic Constructive leadership principles in my mind including the
need to tap into a ‘satisfaction-driven” motivation in people rather than a ‘security-driven’ motivation, and
to balance task completion with the needs of people. In addition, | wanted to pursue worthy goals, think
in creative ways, build genuine relationships, and help people reach their potential. Since my Westpac
experience, | have consciously applied and encouraged these leadership principles in our own little
organisation and | feel that much of our ‘success’ emanates from these principles. More importantly, |
have encouraged these principles with every client of my consulting organisation for ten years, and have

consistently observed the benefits to their stakeholders.

2.3.6. Operationalising the research question

So far, | have argued that the social constructionist lens is most useful for exploring my research question,
with the help of an operational tool that is in many ways strongly compatible with this approach and, in
this case, is used to advance social constructionist leadership studies. With this discussion in mind, each
element of my research question ‘what does it take for a traditional manager to transform into a

contemporary leader?’ may be operationalised in the following manner:
= What does it take for leaders (people who have been granted the status of superior within an
institutionalised power structure),

= .. .who have previously been viewed by others (in addition to myself, a mix of direct reports, peers

and a manager)

= ..as motivating and encouraging predominantly Defensive behaviours (as defined by Human

Synergistics and measured by the Leadership/Impact instrument),

= ...to change those perceptions of others (those same people, or others who fill the roles of direct

reports, peers and manager, but who still meet the same selection criteria),

= ..to see them as motivating and encouraging Constructive behaviours (as defined and measured

by the Leadership/Impact instrument)...

= .between two points in time (at least one year apart).

In order to answer this operationalised research question, it is imperative that my research methodology

enables me to understand the social context in which ‘transformation’ occurred, and allows me to
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illuminate the “transformation’ from multiple perspectives. In the next section, | draw largely from Barbara
Czarniawska and her works on applying a social constructionist perspective, to outline the contribution
that narrative approaches to organisation studies can make addressing such issues. Following
Czarniawska, | draw upon several philosophers to communicate my stance; namely Paul Ricoeur, Mikhail

Bakhtin, Richard Rorty, and Alfred Schutz, among others.
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2.4. A NARRATIVE METHODOLOGY

2.4.1. 'Life’ as narrative

It is useful to think of the enacted narrative as the most typical form of social life (Maclntyre in
Czarniawska, 2004:3)... This need not be an ontological claim; life might or might not be an enacted
narrative but conceiving of it as such provides a rich source of insight (Czarniawska, 2004:3).

While literary theory appropriates the term ‘narrative’ to describe a ‘novelistic piece of work’, narrative
may be considered in a broader realm as a ‘mode of consciousness’, as per Czarniawska’'s quote above. In
terms of my research, Czarniawska encourages me to understand that life may not literally ‘be’" a narrative,
but it is a useful metaphor for exploring the way in which we as humans, exist and make sense of our
existence within a socially constructed world. Czarniawska likens ‘living’ to ‘writing a book’; a notion that
is known in many languages and cultures, and goes on to explain a prominent idea in the narrative or

autobiographical genres:

A narrative of an individual history is placed in a narrative of social history (be it a family or a nation) or
even in a history of the narrative. As to the first narrative (that of an individual history), its importance
is connected with the fact that in order to understand their own lives people put them into narrative
form — and they do the same when they try to understand the lives of others. Thus actions acquire
meaning by gaining a place in a narrative of life (Czarniawska, 2004:5).

For me, Czarniawska’s prose is compelling in its assertion of a multiplicity of narratives occurring
concurrently. It became clear to me that in order to theorise about the ‘grand narrative’ of leadership
transformation, whether this means drawing out themes for change or perhaps lessons learnt from the
actors, | would need to first to make sense of each individual case as a holistic narrative paying careful
attention to the social and cultural contexts in which it played out. Czarniawska illuminates this point

through the works of Alfred Schutz.

[t is impossible to understand human conduct while ignoring its intentions, while ignoring the settings
in which they make sense. Such settings may be practices, institutions, cultures, or some other contexts
created by humans, contexts which have a history, within which popular deeds and whole histories of
individual actors can be and have to be situated to be intelligible. (Czarniawska, 2004:3-4)

Those of the positivist school argue that the narrative perspective as it applies to research is unproductive,
unimpressive and paralysing to name a few criticisms; “formal logic does not guide meaning, level of
abstraction is low, and causal links may be established in a wholly arbitrary way” (Czarniawska, 1998:2).
Being a practitioner and a pragmatist at heart, it may seem ironic that | am taking a narrative approach to
this thesis. A few years ago, | might have agreed with the critics; | suspect no one suffers from the instinct
to simplify and systemise ‘reality’ into a model than consultants such as myself! But after my three pivotal
conversations with Kets de Vries, Richard and Skye, | now feel very differently. The strength of the
narrative for me, and its possible contribution to the management practitioner, is the possibility of ‘rich’

sense making within a field that is rife with competing discourses and practices.
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2.4.2. Narrative as ‘sense making' dialogue

Everything should be made as simple as possible, but no simpler (Albert Einstein).

| draw upon Einstein, Weick and Czarniawska to argue that narrative is not ‘unimpressive’, but rather,
plays a useful and important role in organisation studies and society in general. In a similar vein to
Einstein, Weick proposes that complex objects necessitate complex models in his Postulate of requisite
variety (1979). Czarniawska (2004:16) asserts that “although stories simplify the world and are therefore
useful guides for action, they simplify it less than the kind of formal models that used to be revered as

genuine science”.

Through narrative, it is my intention to illuminate the phenomenon of ‘leadership transformation’ from an
angle that differs to the competing discourses within the positivist tradition. In this sense, Czarniawska
draws a parallel between her (and our) narrative approach and Weick's sense making stance (Czarniawska,
1998:15-16).

...what is needed in an equivocal, post modern world, infused with politics of representation and
conflicting interests is sense making. The point is not to come up with an improved story from the
field, but with an alternative or competitive stories to engage in a dialogue with the field...Narrative
forms of reporting will enrich organisation studies themselves, compiling, illustrating and scrutinising
logico-scientific forms of reporting. By relinquishing some aspiration to power through the claim of
factuality and one to one correspondence of theory and the world, organisational studies can open
their texts for negotiation and thus enter in a dialogical relationship with organisational practitioners.

The reference to practice in the latter part of the quote is of critical importance to me. My argument is
that, in agreement with Weick, a greater degree of reflexive sense making is exactly what is needed in a
field that is rife with models, schemas and classifications. It is no surprise to me that while theory has
proliferated, practices - and effective reflections on such practices - have remained somewhat stuck in
traditional norms and operating models, as we may imply from the disjoint between Australian leaders’

/deal and Actualimpact inherent in the Average Leadership/Impact data (back in Figure 6).

The contribution of narrative — and enriching narrative - goes beyond the realm of ideas. Enacted

narratives are the basis for meaningful action.

2.4.3. Narrative as a basis for action — looking back, looking forward

Meaningful action shares the constitutive features of the text; it becomes objectified by inscription,
which frees it from its agent; it has relevance beyond its immediate context, and it can be read like an
‘open work’ (Czarniawska, 2004:4).

In the quote above, Czarniawska draws from French philosopher Paul Ricoeur (1981) to suggest that
organisational narratives are both inscriptions of past performances, and scripts and staging instructions
for further performances. Synonymous with this claim, to this point | have argued that the best way to
make sense of leadership transformation is through the narrative approach; by interpreting each individual
case of transformation with as much attention to the detailed narration of the context and social situation

in which it occurs as possible. In effect, | have argued that the best way to ‘look back’ is through such
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narratives. The resultant documented narratives then become a product from which to inform the basis

for future actions, or 'narratives’ if you like.

As | shared my desire for the narrative approach with the seven CEOs in the study and my wider
community in fact, | was quite overcome by how favourably the idea was received. In retrospect, | need
not have been so surprised. As | reflect back on my experiences over the years at various ‘think tanks’,
conferences and forums where | have led or observed peer CEO interaction, it was generally the stories
and case studies that have yielded the biggest attendance and most favourable feedback, not the
presentation of models, processes and frameworks. My hope is that my target audience will be moved
and inspired by the CEO narratives, though | acknowledge that different elements will resonate with

different readers based on the reader’s own personal 'narrative’.

As a final thought on how the narratives, once inscribed as “texts’, can inform future “actions’, | again
refer to the analogy drawn from Soren Kierkegaard's quote at the front of this Methodology chapter. In
my period of ‘looking backward’ for this research study, | have (obviously) continued to ‘live forward’ as |
have conducted my research. My narrative works, though in their formative stages, have already been the
subject of ‘performances’ on various stages. Several of the CEOs have used elements of their narratives to
engage or educate others on leadership within their own organisations. | have already built several of my
learnings, whilst in their formative stages, into my company’s consulting practices. In this sense, the
narrative works have taken on a life of their own beyond their purpose within the doctoral research, and |

am excited by the possibilities for how they may be used in the future with my target audience.

In the following section, | will share with the reader the detailed ‘'methodology’ that | used in order to

construct and interpret my seven CEO narratives.

2.4.4. Narrative as a ‘'methodology’

Method is but a reflection and a convention (sometimes only the latter). My suggestion of the narrative
approach amounts to nothing more than a systematic reflection on a craft that we are practicing while
doing research (Czarniawska 1998:75).

In her controversial claim above, Czarniawska advocates that there is no specific, a priori method to follow
in the narrative approach to organisation studies. Rather, one may only be guided by (i) institutionalised
norms, (i) individual experimentation and (iii) self reflection, the sum total of which to me sounds like old
fashioned common sense and transparency. | will now take some time to make explicit how | fared across
each of Czarniawska's guide posts. | first turn to the ‘institutionalised norms’ that | was influenced by,
including a brief discussion of the ‘reflexive practices’ that | engaged in as | went about my research. | will
then provide for the reader a picture of the data collection and analysis phases of the research, with
reference to an appendix outlining in detail the ‘individual experimentation’ that governed this somewhat

emergent methodology.
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2.4.5. |Institutionalised norms: hermeneutic phenomenology and my involved stance as
researcher

Czarniawska draws from the ‘institutionalised norms’ of anthropology to discuss the manner in which a
researcher may go about observing and interpreting human experience, and thus collecting ‘texts’ from
the field in order to create narrative works. A firmly held assumption in the anthropological camp, which
Czarniawska does not necessarily subscribe to, is that conducting research within one’s own field or
society can result in a distorted and prejudiced view of reality that is more representative of the researcher
than the researched (e.g. Leach, 1982 in Czarniawska, 1998). In my case, this would seem to be
particularly problematic. | have been a coach and friend to each of the CEOs throughout their journeys. As
a result, | am not only going to be biased or opinionated in terms of what | think it takes to transform,
but it is likely that through my involvement with the CEOs my ‘prejudice’ may have largely shaped their
interpretation of events. Thus our mutual recollections could be put down to little more than group think.
Why would | emphasise this point? Ultimately, because | feel that our collective interpretations are of
value even in light of the potential limitations and criticisms | have outlined. To support my claim, | draw
from the ‘institutional norms” inherent in the works of hermeneutic phenomenologists, particularly of the

contemporary tradition as it relates to organisational research.

Hubert Dreyfus, phenomenological philosopher and interpreter, discusses the notion of detached

contemplation in such a way that one may implicitly realise the futility of such a stance.

According to the philosophical tradition, whether rationalist or empiricist, it is only by means of
detached contemplation that we discover reality. From Plato's theoretical dialectic, which turns the
mind away from the everyday world of "shadows," to Descartes' preparation for philosophy by shutting
himself up in a warm room where he is free from involvement and passion...philosophers have
supposed that only by withdrawing from everyday practical concerns before describing things and
people can they discover how things really are (Dreyfus 1991:6).

In contrast, renowned French phenomenological philosopher, Maurice Merleau-Ponty outlines the
foundational role that perception plays in our understanding of, and engagement with, the world: “we
are caught up in the world and we do not succeed in extricating ourselves from it in order to achieve
consciousness of it” (1962:5). Czarniawska herself positions the counter argument in relation to

anthropological studies, suggesting “...bias must be weighed against the clumsy ignorance of the

outsider, which can be removed only by complete acculturation - if such is possible” (1998:24).

There are several advantages to be made of my involvement with both the research and the researched.
First and foremost, the longevity and closeness of my relationships arguably grants me a much higher level
of trust and familiarity than a detached, external researcher would be able to generate. Secondly, it is my
belief that | actually hold some important pieces of the leadership transformation ‘puzzle’. While the
CEQ’s own interpretation of ‘what it took to transform’ will be vital to further our collective
understanding, | believe the addition of my views will enrich and provide a more holistic understanding of
the transformations that occurred. Under the social constructionist perspective we have no basis to claim
that the CEOs’ interpretations are more privileged than my own. Thirdly, and perhaps most importantly, |

firmly believe that the collective sense making between me, the CEOs, and others who were involved in
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their journeys will allow us to come to an enriched understanding of the nature of ‘leadership
transformation’, which we all would appear to hold important insights on. Why our resulting ‘group
think” would be of any more value than anyone else’s is again a matter of perception, but the fact that
the CEOs and my organisation have had ‘success’ attributed to us from multiple public constituents
suggests our collective interpretation is worthy of exploring. | place ‘group think’ in inverted commas
purposefully, and in the subsequent section | will argue that our collective sense making of the
phenomenon is not restrictive and reductionist group think, but a valuable and enriching upward

hermeneutic spiral of meaning creation.

In order to navigate through my involvement in the CEOs journeys in a thoughtful, reflective way, | draw
largely from the works of prominent German Phenomenologist Hans George Gadamer, and others that

have followed in his theoretical footsteps by operationalising his works in applied research.

2.4.6. Co-constructing meaning through an upward ‘hermeneutic spiral’

Gadamer firmly rejects the idea that a researcher’s bias may be bracketed or removed from one’s research
efforts on the basis that “understanding is always more than merely recreating someone else’s meaning.
Questioning opens up possibilities of meaning, and thus what is meaningful passes into one’s own
thinking on the subject” (1998:378).

Gadamer emphasizes the role of pre-understanding or background understanding which he termed
‘prejudices’ as critical to determining what is found to be intelligible in any given situation and ultimately

provides the means by which a temporal truth about a phenomena is established.

Gadamer (1998) believed shared understanding results from a fusion or consideration of "horizons’ and
worldviews, which occurs via an interactive, circular and reciprocal dialogue between the meaning of a
text and what is anticipated in interpretation. As it was neither possible nor desirable to separate my views
or biases from my inquiry, | took several steps to ensure that | was conscious, mindful and critical of my
biases or 'horizons’, which are detailed in the upcoming subsection of this chapter titled 2.4.8. Se/f
reflection through journal writing and reflexivity martyrs. For now, | will elaborate on how the interaction

of these biases and the CEO narratives produced a richer description of leadership transformation.

The metaphor of the hermeneutic circleis often employed to describe the cyclical manner in which
meaning and interpretation is negotiated through a dynamic movement between the parts and the whole
of a ‘text’. The meaning one seeks in making sense of a phenomena or text is temporal and always
coming into being in the specific occasion of understanding (Gadamer, 1975: 419). Hence, meaning is
negotiated mutually in the act of interpretation; it is not simply discovered. Gadamer regarded
understanding as never complete, and the hermeneutic circle continues until “one has reached a place of

sensible meaning, free from inner contradictions, for the moment” (in Laverty, 2003:9).

For me, the hermeneutic circle is perhaps better expressed as Polish sociologist’'s Zygmunt Bauman'’s

(1992) notion of the hermeneutic spiral, as there were multiple loops of interpretation that took us to a
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higher level of insight, far from where we had begun. There are six key ways in which | may consider that

we applied this metaphor.

1. | took several measures to ensure | was mindful of my own ‘horizons’, including an interview of me by
Richard in order to get my bias on record, the inclusion of an autobiographical narrative, (refer to
Appendix D — The Peter Fuda Story), and utilising a parallel processing method of data analysis, each of

which are documented in the next section.

2. There were multiple parties involved in the spiral of meaning creation, not least of which included me
and the CEOs, but also a sample of the CEOs’ direct reports who had worked closely with the CEOs during
the period under study. In addition, | included the reflections of several Account Directors (now called
Partners) from my company who led or supported our organisational engagements with the respective
CEOs; namely, Ron Schwartz on Mike, Dennis and Tim’s journeys, Leanne Myers on Clynton, Paul and
Tim’s journeys, and Mel Cowan on Jim's journey. Since Alan was my first client, | performed the role of
Account Director in his journey. Perhaps less formally but no less importantly, | would regularly bounce
insights off Skye, Richard and each of the six current Partners in my company at each stage of the
research, which included Ron Schwartz and Leanne Myers. In some ways, and in keeping with my
collaborative learning style, | feel like this group of people acted as something akin to a ‘research

community’ for the duration of this doctorate.

3. Data collection and interpretation were interwoven, not separate processes, and the rich layering of

insights are available to the reader in detail in Appendix C— Methodology Supplement.

4. My understanding of the narratives and the emergent themes was never static or one-dimensional.
There were several points of testing, clarifying and elaboration through dialogue with various audiences,
including parties external to the study. These audiences included the Account Directors in my company
mentioned above, and the many CEOs and change agents who provided me with feedback during the

various speaking engagements | have completed on the subject of this study.

5. Moving from “parts’ to the ‘whole’ occurred at several levels. First, there were a plethora of parts
including events, conversations and interpretations for each narrative that had to be woven into a holistic
narrative of CEO transformation, narratives that were written and re-written in an iterative process of
moving from the ‘whole’ story to the ‘parts’. Once written, each narrative became a ‘part’ that formed the
basis for a discussion of ‘leadership transformation’ as a ‘whole’, represented as generative metaphors,

that are, my closing of the hermeneutic spiral — but deliberately only for now.

6. My hermeneutic spiral does not stop with the crafting of the narratives. Nor does it stop with the last
full stop in this thesis. The CEOs respond to the narratives, and the readers will ultimately blend parts of

the narratives with their own narrative, thus reaching a new meaning that goes beyond my interpretation.
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2.4.7. The merits of my hermeneutic spiral

Having embraced the social constructionist’s perspective, the worthiness of my hermeneutic spiral is
dependent on the perception of my audience. Richard pushed me very hard to consider, why my
hermeneutic spiral is good and productive spiral, as opposed to a downward spiral plunging out of
control. Here, | will attempt to disclose (more so than to sell) what | believe are the merits of our collective
sense making, though | would ask the reader to bear in mind that several of these claims will be pre-

empting later discussion.

In the first instance, the voices give representation to different interests. The study incorporates a wide
representation of voices of different interests, beyond the CEOs" and my own interpretations. In addition, |
sought insights beyond the people in the study and beyond the walls of my offices regularly, and tested
the resonance of my work intermittently with members of my audience (the management practitioner) in
several CEO and Change Agent forums over the years in which the research was taking place. The
responses from these forums served to shape and mould my work as | progressed. | would like to strongly
iterate that | did not seek to arrive at ‘objective reality’ by seeking a wide enough range of inputs to
illuminate the “truth’. Rather, my efforts were all part of a learning experience as | sought to enrich the

meaning | ascribed to the phenomenon through a multiplicity of voices and readings.

Secondly, the voices are arguably of quality. By quality, | refer in particular to the nature of the
achievements that make the CEO worthy of being heard, which are clearly outlined for the reader in the
chapter titled Subject Selection Justification, immediately following this chapter. The quality of the voices
also hinges on my potential to bring out an authentic voice based on the level of trust in my relationships

with the CEOs and all participants for that matter.

Third, the narratives act as a focal point for a ‘dialogue’ between the different voices that we feel is a
good collective sense making mechanism. For example, as will be revealed a little later in the section titled
2.4.9. A Snapshot of my Emergent Methodology and in more detail in Appendix C — Methodology
Supplement, the many ‘voices’ in the study were interpreted at several levels. For example, each CEQO’s
voice was interpreted by two Direct Reports and one Account Director from my company via a reading of
the CEQ’s interview transcript. In turn, | interpreted each of these voices as | constructed the narratives.
Skye and Richard interpreted my voice through their critique of the narratives, and then the CEOs
themselves have interpreted the ‘final’ narrative products, that is, the collection of voices. As will be
revealed in the subsection of this chapter titled Voices, measures were taken to ensure these voices came

to the fore as opposed to being ‘smoothed’ into my own interpretive voice.

Finally, without wanting to downplay the advantages of my relationships with the CEOs, Skye and | took
the decision to employ a parallel analysis of the voices to ensure that | wasn’t compromising the

hermeneutic spiral. This discussion will be explained in detail in Appendix C— Methodology Supplement.
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2.4.8. Self reflection through journal writing and reflexivity martyrs’

Reflexive discourses and discursive practices transform the processes of analytical and critical
bracketing...[in which researchers demonstrate] to their audiences their historical and geographic
situatedness, their personal investments in the research, various biases they bring to the work, their
surprises and ‘undoings’ in the process of the research endeavour, the ways in which their choices of
literary tropes lend rhetorical force to the research report, and/or the ways in which they have avoided
or suppressed certain points of view (Denzin & Lincoln, 2000:1027).
Denzin and Lincoln provide several institutionalised practices for seeking reflexivity in interpretive studies.
As a reflexive interpreter, | adopted the practice of maintaining a’ reflexivity journal’, in which | continually
documented notes and impressions of how my biases, history and personal outlook may be impacting
upon the research process. | also recorded a running commentary of conversations that | had with Richard
and Skye, who in a way were my ‘reflexivity martyrs’, challenging the notions upon which my

interpretations were based at every point.

The journal enabled me to capture my thoughts as they occurred, and thus build them into my dialogue
in the forthcoming sections of this chapter. It is for this reason that the methodology, and in fact the
entire thesis, takes on a narrative style written in first person so that the reader may themselves judge how
| fare across each of Denzin and Lincoln’s claims. | have taken careful attention to bring to the fore each

conversation, decision point, insight and learning as it occurred at various points of the research.

With the above principles in mind, | have provided a detailed explanation of the data gathering and
interpretive phases of my research in Appendix C— Methodology Supplement, including excerpts from my
reflexivity journal, and significant detail on my outputs and learnings from each phase. This appendix is
particularly for the academic audience in order to demonstrate my reflexivity openly. As a word of
warning, the appendix contains content-related material that pertains to the emergent themes which has
the potential to ‘spoil’ the first reading of the narratives. Ideally, | would discourage the reader from
reading this appendix until after a first reading of the forthcoming narratives, and address it later if further

explanation is desired.

For readers who want to get straight to the narratives, | have inserted here a ‘snapshot’ or pictorial
summary of the phases that took place between data gathering and construction of the narratives, with

short descriptions and references to sections of the detailed appendix (see Figure 7 below).
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DATA COLLECTION PHASE 1 (Appendix C — Section 3.1)
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DATA PREPARATION FOR NARRATIVE CONSTRUCTION (Appendix C — Section 3.5)
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Figure 7: Snapshot of the emergent methodology with references to Appendix C — Methodology Supplement



2.4.9. A snapshot of my Emergent Methodology

Data collection phase 7 comprised a round of exploratory, open ended and largely unstructured
interviews. The first interview in the sequence was between Richard and [, targeting my own insights on
the factor’s leading to transformation for each of the seven CEOs. The purpose of this step was primarily
to assist me in becoming aware of my own potential to bias the actors’ insights in subsequent interviews,
and secondly, to allow for my insights to be ultimately woven into the final narrative. More information
on the purpose and outcomes of this phase are available in Appendix G section 3.1.1. Uncovering the

‘Peter Fuda Horizon’,

Next, | conducted the first of two in-depth interviews with each of the seven CEOs. This first round of
interviews was also largely exploratory and unstructured, targeting the motivation and key factors
contributing to transformation as perceived by the CEOs. Conscious to limit my own biases from tainting
or leading the responses at this stage, | took a fairly detached stance which centred on gentle probing and
limiting my involvement in discussion. More information on the interview setting, questions and interview
techniques, and my reflections and learnings are available in Apopendix C, section 3.1.2. CEO Interview
Round 1.

Step three of data collection phase 1 involved me interviewing two executive team members from each of
the CEOs’ organisations (fourteen in total) who had directly witnessed and participated in the
transformation journey of each respective CEO. Having read a transcription of their respective CEQ’s
reflections, | asked each executive to comment on how their own recollections and insights were similar or
different to those of their CEO. More information about the selection and briefing process, questions and
interview techniques, and reflections and learnings from this phase of interviews are available in Appendix

G, section 3.1.3. Direct Report Interviews.

Upon a suggestion from one of the CEOs, | decided that the perspectives from the Account Directors in
my company who worked with each CEO on their organisational change agenda would allow us to gain
an even richer picture of the experience. These interviews were carried out in a similar vein to the direct
report interviews described above, and more information about the selection process, briefing, questions,
and reflections from this phase of interviews are available in Appendix C, section 3.1.4. Account Director

Interviews.

In Data Interpretation Phase 1, all 29 interview transcripts were analysed for the critical themes emerging
on the key factors enabling transformation. Given my proximity to the CEOs and my inherent bias, Skye
and | took independent yet simultaneous analyses of the transcripts. My analysis was a holistic,
interpretive analysis of the texts largely guided by Max Van Manen’s (1990) suggested guidelines for
interpretive research. Skye’s analysis of the texts was a more systematic, formally quantitative analysis
using the text analytics software program Leximancerto draw out themes. Detailed information about our
independent analyses, including the Van Manen (1990) interpretive guidelines, an overview of Leximancer,
and the collaborative manner in which our themes emerged, is available in Appendix C, section 3.2. Data

Interpretation Phase 1.
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Armed with our preliminary themes, we undertook several processes in order to Refine and Extend the
Emerging Themes, including bringing Richard into the hermeneutic spiral. Upon Richard’s suggestion,
Skye and | once again took independent roles to ensure we continued to bring reflexivity into our analysis.
Skye took a literary orientation and consulted extant theory (both practitioner-oriented and academic) in
order to expand our frame of reference as we explored each of our themes, whilst | re-immersed in the
transcripts to consider how each CEO experience featured across each theme. With the literature in mind,
Skye then conducted a 7hemes vis-a-vis CEO interview with me, asking probing questions around the
CEQ's experience relating to each of themes. Following this interview, Skye and | devised tentative theme
‘definitions’, or loose statements that described our understanding of the themes, and specific probing
points that would be addressed in CEO interview 2. More information about the literature consulted, Skye
and my interview around the themes, and the development of probe points for CEO interview 2 are

available in Appendix C, section 3.3. Refinement and Expansion of Emerging Themes.

In Data Collection Phase 2, | tested and expanded our understanding of the themes with each of the CEOs
via semi-structured in-depth interviews. During this phase, my involvement increased and | became an
active participant in the development of an understanding around the themes, building upon the CEO
responses with my own observations, experience and interpretations. | utilised deep probing in an effort
to generate rich and colourful insights, stories and metaphors that | felt would benefit the narratives.
More information about the interview process and techniques, my reflections and learnings are available

in Appendix C, section 3.4. Data Collection Phase 2.

In Data Preparation for Narrative Construction, the decision was taken not to undergo a second round of
interpretive and Leximancer analysis. Obviously | wanted to expand how our understanding of the
emergent themes could be progressed from the most recent round of interviews, but | decided that at this
point to commence writing the CEO narratives from all of the primary and secondary data sources,
including (but not limited to) the transcripts from CEO interview round two. In this sense, the writing of
the narratives would cause me to reflect on the emergent themes in a way that was far more grounded in
context than another round of interpretive/ Leximancer analysis of the transcripts in isolation. In order to
sort and manage my data, | filtered the interview transcripts, along with all other primary and secondary
data sources, into thematic groupings using text analysis software QSR NVivo. More information on this

process is available in Appendix C section 3.5. Data Preparation for Narrative Construction.

In the following section, | return to a more detailed discussion of Czarniawska and others to outline the

manner in which | crafted the narratives from the variety of inputs | had accumulated.
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2.5. CRAFTING THE NARRATIVES

2.5.1. The challenge of ‘'emplotment’

Narrative draws a meaningful story from a diversity of events or incidents... Furthermore, emplotment
brings together factors as heterogeneous as agents, goals, means, interactions, circumstances, and
unexpected results (Ricoeur, 1984:65).

In the quotation above, Ricoeur outlines the narrator’s challenge of emplotment; crafting a meaningful
narrative from an otherwise seemingly disparate array of pieces so that their temporal and logical
interdependencies can be grasped. Those from the empirical school find this notion problematic, the fact
that the plot must be ‘put there’ by me, with no way for the reader to tell apart fact from fiction. The
author is in a position of power to shape the plot, in whatever way they see fit. | could, depending upon
my skills as a writer, easily write my ‘characters’ as a piece of fiction, without my reader knowing the
difference and would it indeed make any difference? Czarniawska argues that “there is no structural
difference between fictional and factual narrative, and their respective attraction is not determined by
their claims to be fact or fiction” (1998:5). Citing Bruner, she explains that narrative’s indifference to extra

linguistic reality is in fact its very strength;

The perceived coherence of the sequence (temporal order) of events rather than truth or falsity of story
elements determines the plot, and thus the power of the narrative as a story. (Czarniawska, 1998:5)

Again, there were no rules guiding the emplotment process, just guidelines, suggestions and common
sense. Returning to Weick and his sense making stance, ‘plausibility’ is far more important than

‘accuracy’, the latter of which is inherently problematic in the minds of social constructionists.

If accuracy is nice but not necessary in sense making, then what is necessary?...something that
preserves plausibility and coherence, something that is reasonable and memorable...something that
resonates with other people, something that can be constructed retrospectively but can also be used
prospectively, something that allows for embellishment to fit current oddities, something that is fun to
contrast. In short, what is necessary in sense making is a good story (Weick, 1995: 60-61).

Following the works of Bakhtin and Ricoeur, there were several measures taken in order to address my
inherent power in the emplotment process thoughtfully and reflexively. Bakhtin (1986) brings attention to
the relationship between the narrative work and the primary consciousness (my authorship of the work),

in which each make claims on each other.

The work and the author are intimately linked in the act of creativity... the work is the result of a plan,
the realisation of that plan, and the interaction and struggle between these two (Bakhtin, 1986:104).

Not only is there an intended meaning in the narrative product in the expression of ideas, actions or
stories, there is also intention in the act of communicating that message; to speak and be heard, to
connect to others, to gain recognition from others, and to come to some recognition of the intentions of
others. The work is always the result of some purpose, and is not possible without its author. Thus to
deny authorship of a work, and the circumstances of its production, is to deny the purpose of the work -
to communicate. By nature, the very act of communication assumes dialogical process, and thus Ricoeur

finds of fictional stories that the composition of a narrative work “...is not completed in the text but in
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the reader...[or] more precisely; the sense or the significance of a narrative stems from the intersection of
the world of the text and the world of the reader” (1991: 26). In this respect, my two audiences are
crucial to the ‘sense’ and ‘significance’ of the CEO narratives, and | am in fact ‘speaking to them’ through

my work.

Accepting the view of ‘narrative as a mode of communication’ means incorporating the purpose of the
author, the conditions under which the narratives are produced, and the character of the audiences that
consume them. In this model, the intended and actual audiences play a central role in determining the
worthiness of the work. A pre-requisite for ‘worthiness’ is for the audience to understand and trust the
intention behind a work. Recently, Skye asked me why anyone should trust my motivation, and that |
wasn’t construing the narratives in a way that presents myself in a shining light and serves my own ego-
related purposes. My answer to that was, through reading the narratives, my audience may judge this for

themselves.

This judgement is informed not only by my own reflexive comments, but also the ongoing dialogue with
Skye and Richard, and my own personal narrative, which is documented in this thesis. | hope the result is
that the two audiences will see me as motivated by a quest for mutual learning. | hope they come to the
conclusion that | do not profess to be a ‘super change agent’, nor do | believe such a thing exists. | am at
least as human as each of the CEOs in the study, and | have tried to outline the struggles | faced along the
way as openly and as honestly as possible. | am also driven by a feeling of obligation to the people who
have taken part, each of whom | respect and admire greatly, each of whom | believe | have learnt off as
much as they have learnt of me, and all of whom | consider personal friends. It is therefore my desire to
represent the subjects of this study in a way that | feel is authentic and respectful to their experience,

while acknowledging that my interpretations and purposes are inevitably involved in the narration.

My drive for authenticity and respect has had implications for the manner in which have | structured the
seven CEO narratives. | chose not to segment the narratives thematically for several reasons. Firstly, the
narratives themselves are intended to be more than merely ‘data’ illustrative of general themes. It is my
intention that they represent important and potentially influential narratives in their own right, standing
as a valuable contribution to theory and practice. | wanted the CEO narratives themselves to be at the
heart of the thesis so that "the authors of the utterance are put on stage’ as Ricoeur (1992:48) puts it. |
wished them to stand as stimulating reflexive accounts of the lives of leaders, stories that might interest,
inform, amuse, move or provoke the reader. Secondly, | felt that the themes drawn out from the
narratives, if given priority of place, imposed arbitrary boundaries around the complex phenomenon that |
had witnessed unfold. Instead, it was my desire to weave a story around a narrative triad of
transformational (i) life-history and experiences, (ii) key events and contexts, and (iii) central themes. My
discussion of themes or lessons learnt therefore sits in a subsequent chapter behind the seven CEO

narratives.
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2.5.2. Ordering the pieces

Czarniawska refers to a field research report as a collage; “a compilation of texts authored by
practitioners, theoreticians and subjects themselves” (1998:66). She then goes on to note that in the
traditional, positivist school of thought, “research reports were always collages, but work and skill goes
into ‘softening the edges, in erasing the different authorships, in achieving the illusion of telling one
story” (1998:67). Using the metaphor of the collage, a constructionist researcher is encouraged to make
the report more clearly polyphonic and attribute authorships to different voices. Bakhtin refers to this as
‘variegated speech’, wherein a writer intentionally intersperses his or her work with traces of different
dialects, vocabularies and voices, rather than homogenising them into one scientific text (1985). This does
not, however, reduce the researcher’s role to a passive collator of voices. Rather, the work of the
researcher is to draw out, tie together, reconceptualise and enrich the meaning, or understanding of the
phenomenon (Czarniawska, 1998). Essentially, this is the value that | hope to add through the narrative

sense making approach adopted in this thesis.

This was something that | kept at the top of my mind as | considered how to weave a thread between the
different voices that | had ‘collected’ within each narrative. My first attempt at ordering the pieces was in
the construction of the first narrative, which was of Tim. | started with Tim’s narrative for practical
purposes; he had recently moved to New York and | was heading over there a couple of months after |
had begun the writing process. | thought it would be good to review his completed narrative with him in
person and receive any feedback directly. | literally cut out the themes that | had drawn out through the
text management software, laid them out on a large boardroom table, and began moving the pieces
around until | could make sense of them in terms of a story. Then, | started writing, trying to weave a

narrative between the pieces.

As Bakhtin suggests of any relations - any study of the ordering of parts into a whole, or any
architectonics - the relations between the narrative work and narrative consciousnesses are “...never
static, but always in the process of being made or unmade” (in Holquist, 1991:29).
| really felt the essence of Bakhtin’s statement. My first attempt at plotting a narrative was a painful,
lengthy process, but | ended up with a ‘straw man’ which | sent to Skye. We ended up deconstructing

most of the narrative, and developing a more systematic and thoughtful approach.

The subsequent approach involved plotting the ‘thread’ of each narrative, as though it were a worm
depicting swings of ‘ups’ and ‘downs’ in each journey. Within the swings, | was able to layer events,
quotes and observations meaningfully from my collage. The plotting exercise may seem like | was
arbitrarily trying to build drama and transition into the stories. While it was indeed my objective to make
the stories enjoyable as well as informative, the ‘worm’ exercise was insightful in and of itself. | found that
most of the stories comprised dramatic swings between up and down during the early phases of the
journey, and then in the latter stages the worm stabilised to a gentler trajectory/slope. Some did not seem

to follow this pattern, however.
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Jim had placed such an empowering meaning over all of his recollections, everything was described as an
‘up’, even events that | remembered as being particularly challenging at the time. This was in my opinion
a key finding; Jim’s ability to place an empowering meaning over dramatic events was a testament to his
spiritual approach to leadership. Alan, being a coach himself by the time | began the study, was also
placing a positive lens over events that he once described as dramatic to me. In my subsequent interview
with each of them, | asked them to place themselves back in the moment in which the dramatic events
occurred, and recall how they felt at the time. Dennis and Clynton’s ‘'worms’ were more gentle
trajectories; it was not that their stories were without drama, but they seemed to have less emotive ways

of dealing with the drama and better coping mechanisms.

2.5.3. An arbitrary beqginning and end

Czarniawska (1998) advocates that narratives generally comprise three states, (i) an original stage, (ii) an
action or event, and (ii) a consequent state. Certainly | had a clear before and after picture of the original
and consequent states through the Leadership/Impact measures. As | proceeded through the data
collection and interpretation phases, | came to see these measures not as the bookends to the story, but
more as key milestones within a journey that commenced before the first measure, and continued after
the final measure. However, | did have to pick an arbitrary start and end point, so | loosely structured the
narratives around the time my company was professionally engaged by the respective CEOs. In cases
where | felt a CEO’s journeys commenced before my involvement with them, | have relied on evidence
from others to supplement parts of the story. This is most true for Jim who started a journey of leadership

transformation some time before | met him.

The arbitrary bookends | have used are addressed in the Prologue and Epilogue for each CEO narrative. In
the Prologue, | utilise the CEOs" own words describing a ‘story type' (for example; comedy, fairytale) that

they felt best describes their overall leadership transformation journey, not restricted to the period of our

engagement. This is designed to give the reader a context and flavour for the story to come. The Epilogue
is a concluding note written from a very recent point in time, designed to give the reader my sense for

what has taken place in the respective CEQ’s life afterthe narrative concludes.

2.5.4. Chronology to a point

In narrative, chronology is a typical strategy for drawing disparate parts into a meaningful whole.
Czarniawska outlines how chronology “in the mind of the reader easily turns into causality (a result of, in
spite of)” (1998:2). At least in any simple sense, this is not my intention here. Chronology was a starting
point in my construction of the narratives, but | don’t refrain from looking back into the CEOs' pasts in
order to explain or interpret aspects of the journey that were occurring at a different point in time. | also
took the decision to cluster some things together in order to aid sense making and coherence, even if they
were not strictly chronological. Consequently, rather than adhering to a strict chronological timeline, |
draw upon the metaphor of scenes to divide up sections of each narrative. Each scene contains one or

more incidents or ideas that | consider to be a discreet chunk of the journey. As with movie footage, a
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scene may include a flash back to the past, or a voice over in the narrator’s voice in order to convey

meaning of the ‘present’; that is, the present at the point in time of the story.

2.5.5. Voices

Being explicit about the ‘voices in time’ and ‘point in time’ became of critical importance in terms of my
efforts at sense making and reflexivity. Effectively, each of the narratives is told in my own voice, that is,
they represent my own narrative account of the seven journeys. The other voices in the story are ‘heard’
through my own voice. While adopting this approach, and making clear my active involvement in the
construction of the narratives, it was also my intention, as much as possible, to raise the different voices
to the fore and be explicit as to which voice is occurring at which point in time, rather than smooth the

voices into my own reflective voice.

| realised, moreover, that | actually have several ‘voices’ myself, and decided to list them out along with
some typical pre-fixes that would help me denote to the reader which voice in time | was using. Figure 8
lists out three voices in time that | attempted to distinguish in the narratives, and some typical sentence

pre-fixes that | utilised accordingly.

Voice Typical sentence pre-fixes

Peter as a participant, in the moment. = | experienced....

= | met....
Putting myself back ‘in’ the moment described,
describing my own account of events, as a participant = | felt....
in the journey of the CEO and also undergoing my
own journey of development = |went....
= | did....

Peter as a change agent, in the moment. = My observation then, at the time, was....

. . = My reaction at the time was....
My reflections, as a change agent, observing and

interpreting the CEO's journey at the time = My sense at the time was...

Peter as a researcher in the present reflecting on his In retrospect....

change agent experiences. = With the benefit of hindsight...

My reflections and learnings, now, with the benefit of = Having experienced this many times since, | now
experience, hindsight and multiple sources of input

from the research project believe...

After many discussions with XX we have come to a

new understanding...

Figure 8: Narrative Voices

The CEO, Direct Report and Account Director voices were easier to represent through the function of
indented quotes. However, within each narrative, | was conscious to make it clear to the reader whether
the quotes were representative of how the subjects felt at the time, or whether they were recent

reflections, looking backward with the benefit of hindsight.
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2.5.6. Style

Narratives may be seen as either the author seeking to educate the reader through though their own
interpretation, or leaving the reader to assign their own meaning to the work (Czarniawska, 1998). My
intention is to fall somewhere in the middle of what | consider two artificial extremes. In the case of the
narratives, | wish very much for the reader to take out what is important to them, and acknowledge that
what is ‘important’ is influenced by their subjectivity, and | suspect this will differ quite a lot between my
two defined audiences. That said the narratives are coloured by my interpretation of events throughout,
although | have tried very hard to position my interpretation in the form of observations, perceptions and
learnings, as opposed to judgement, critique and statements of fact. Skye played a critical role in
exercising this intent with what we came to know as the 'J" versus ‘P’ exercise; labels which we derived
from the Myers Briggs Type Indicator of ‘judger’ and "perceiver’ (e.g. Myers, 1990). Every time a statement
of judgement crept in to my writing, Skye would mark the section with a large ‘J’, and this would force
me to consider where | derived this opinion from. This also helped me to realise where | was drifting away
from the social constructionist mindset of more open reflective interpretation, albeit from someone who

‘was there’.

Czarniawska refers to the latter challenge as the realist’s dilemma, often referred to as a justifiable naive
realism; ‘creating the impression of having been there’ (1998:72). While this sounds counter-intuitive to
social constructionist views, Czarniawska goes on to state that realism is not dead in narrative post
modern literature at all, rather, it is ‘a way of depicting and describing the situation in a faithful, life like
manner’ (1998:72). Again, what is faithful, and what is lifelike are also matters of subjective
interpretation. In many situations, | was actually there, that is, in the midst of the story | am telling, but at
other points, | was less so or totally absent. | have been very careful in my realist prose to distinguish the
basis from which my claims are laid, whether it was an observation at the time, or something that |
discovered through conversation, an educated guess or at times a blind stab in the dark. By making the
grounding of my own reading more explicit, | hope to assist my readers in coming to their own

judgements regarding the plausibility of my voice and interpretation.

2.5.7. Resonance of the narratives

All research must respond to canons that stand as criteria against which the trustworthiness of the
project can be evaluated (Marshall & Rossman, 1995:142).

Qualitative research writers Marshall and Rossman outline the challenge of establishing the worthiness of
a piece of research, which in the positive and empirical traditions has meant outlining how a piece of
work conforms to validity and reliability standards. The notion of validity, which is synonymous with a
‘correspondence’ view of truth, is absurd within the social constructionist perspective and illogical in terms
of the objectives of this work. Similarly, | do not aspire to strict standards or ‘canons’ of reliability, which is
generally synonymous with ‘replicability’, given that my research work unfolded out of a culmination of
my unique social history and beliefs, and my access to data and CEO relationships. | am, of course, far
from alone in my critique of positivist criteria for ‘good’ scientific research. Numerous authors have
suggested alternative means for establishing worthiness in various genres of interpretive works, although
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many of these have ended up reproducing positivist notions of degrees of truth, applicability, consistency

or authenticity in a work (Czarniawska, 1998).

Following my earlier discussions around the notions of subjective perception, involvement of the reader in
sense making, and my emphasis on a hermeneutic spiral, it is most likely of no surprise that the evaluative
criterion | am employing draws on reader-response theory. This theory effectively recognises the reader as
an active agent who imparts ‘real existence’ to the work and completes its meaning through
interpretation. Here, | draw on the philosophical works of Wolfgang Iser, Jean Paul Sartre and, Richard

Rorty to justify this stance.

A fundamental assumption of reader-response theory is that meaning emerges via an interaction between

the text, reader and culture.

The significance of the work...does not lie in the meaning sealed within the text, but in the fact that
the meaning brings out what had been previously sealed within us...Through gestalt-forming, we
actually participate in the text, and this means that we are caught up in the very thing we are
producing. This is why we often have the impression, as we read, that we are living another life (Iser,
1974:157)

This stands in stark contrast to theories of formalism and the New Criticism, in which the reader's role in

re-creating literary works is ignored. As proclaimed by Sartre:

The reader is left with everything to do, yet everything has already been done; the work only exists
precisely on the level of ...[the reader’s] abilities; while he reads and creates, he knows that he could
always create more profoundly; and this is why the work appears to him as inexhaustible and as
impenetrable as an object (Sartre, 1949:167).

Czarniawska invokes the works of Richard Rorty to provide a supportive pragmatist theory of reading and
giving preference to performative criteria; “that summarise the typical justifications given when a positive
reception occurs...[for example] something works because it touches me, because it is beautiful, because
it is a powerful metaphor” (Czarniawska, 1998:70-71). In my case, | established two criterions from which
| wished my work to be judged by my two audiences, the first of which was '/s it interesting, does it move
people?’In this respect, Rorty advocates that to ‘move’ someone involves an edifying discourse, that is, a
discourse that has the power to “take us out of our old selves by the power of strangeness, to aid us in
becoming new beings” (1992 in Czarniawska, 1998:70). The second criterion | set was /s it informative?’
That is, is my work seen to be of practical value by my audiences, particularly the management

practitioner?

Again, the responses to such questions on the part of audiences are highly subjective. There were,
however, questions that | asked at multiple phases of the research from multiple stakeholders. Obviously,
a key audience in determining the initial resonance of the narratives was the CEOs themselves. At the
conclusion of the drafting of each narrative, | asked each CEO to comment on their ‘story’, and | was
personally very humbled to hear their responses. Without giving away their words here, | have instead

included their verbatim comments at the end of each CEO narrative for the audience to hear directly. As

58


http://en.wikipedia.org/wiki/Formalism_%28literature%29
http://en.wikipedia.org/wiki/New_Criticism

previously noted in my discussion of my hermeneutic spiral, the testing of resonance occurred at multiple

levels beyond the walls of my organisation and the CEOs themselves.

Multiple audiences heard and responded to my ‘work in progress’ at various forums. Importantly, this
was not merely a static process of asking for judgement on the finished works. Rather, my testing of
resonance involved eliciting feedback on selected iterations of my narratives and the themes that the work
progressed. Appendix E — Resonance with Management Practitioners outlines the responses that |
collected from selected forums over the past 12 months. Appendix F— DVD of CEO Presentations not only
shows four of the CEOs in this study and myself live on stage talking about our experiences, but also
allows the viewer to hear audience reactions to our articulation of this study in its formative stages (a

physical copy of this DVD is included with this document pack).

Having laid out my methodological approach to this study in some detail, it is now time for you as the

reader to judge the resonance of the seven CEO narratives that comprise the heart of this study.
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3. CHAPTER 3: NARRATIVES

3.1. SUBJECT SELECTION JUSTIFICATION

3.1.1. Alan McGilvray
CEO, Bayer Australia and New Zealand (Bayer ANZ)

From the perspective of successful leadership transformation, Alan is a worthy subject of study, indicated
by his measurable shift in Leadership/Impact® (Cooke, 1997) from predominantly Aggressive -Defensive to
predominantly Constructive, in a period of just over two years. For me, this shift was made more
significant because it was achieved largely within the context of a very traditional, change resistant, and
sometimes hostile German multinational. The shift in Alan’s own data is mirrored and advanced in other
Human Synergistics measurements undertaken in the organisation since 2003 targeting senior
management, middle management and the broader culture with the tools Leadership/Impact, Life Styles

Inventory™ (Lafferty, 1973) and Organisational Culture Inventory® (Cooke & Lafferty, 1987).

In addition to Human Synergistics data, there are numerous other data points which suggest that Alan
created success and left a powerful legacy during his three year tenure as CEO. In 2001, Bayer ANZ
achieved its profit result despite the worldwide recall of the drug “Lipobay” (which decimated the global
profit results for the corporate parent - Bayer AG), effectively adding $5 Million Euro to the bottom line. In
2002, Bayer ANZ exceeded its profit target by more than 50% and continued this momentum into 2003

where the profit target was once again exceeded.

Staff surveys in 2002 showed unprecedented commitment to the culture change process and to personal
behaviour change, with both statistics topping 94%. In 2002, Bayer AG recognised the local change
process in its Global Annual Report. But perhaps the surest sign of success is that Bayer achieved the
prestigious Hewitt Top 10 Employer of Choice Award in 2005; only four years after it was positioned in

the bottom 10% of the Hewitt data base for employee engagement.

The transformation of Bayer ANZ has made Alan somewhat of a celebrity and he has completed countless
speaking engagements and media appearances since 2003 including Channel 10’s Evening News, the
ABC’s Business Breakfast, The Financial Review, Sky Business Report, The International CEO Forum, and the

keynote address at the 5" Australian Conference on Leadership and Culture..

On a personal note, Alan is important for this study because in the nine years | have known him, | have
always experienced him as an emotive, self-effacing, heart on the sleeve kind of human being. | think his
very honest and humble approach to his leadership journey, and my telling of it, present the management

practitioner with a very human and accessible story.

Finally, Alan was my first serious leadership client and much of what | practice today is based on learnings