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resist the dominant discourse leading to education opening a space of resistance. There is
also a recognition that the need is only for academic learning, but the opportunity for
providing practice to reinforce that basic knowledge, a situation that has always been the
case in the UK organisational environment. Drucker (1969) also draws attention to
knowledge suggesting that it is a key factor in a country’s economic strength. He cites the
UK as having the lowest educational level for the bulk of its population with 80% of its
population leaving school at fifteen. He also suggested that it is a country where access to
productive livelihoods is still gained through apprenticeships leading to an importance
placed on experience rather than knowledge. This is reflected in Bass and Deep’s (1970)
Current Perspectives for Managing Organisations, with the suggestion that those without
college degrees were less secure. Their knowledge was based in one industry and were
therefore less mobile leading to a high value being placed on stability. It is possible to
discern here the beginnings of Post-Fordism and its need for semi-skilled and un-skilled

flexible employees rather than those who have a deeper knowledge of specific processes.

This leads to a debate regarding what is acceptable knowledge in the business worid.
Experience otherwise defined as skills and practice is also a form of knowledge. This brings
into question why experience is not regarded as leadership knowledge, what institutional
practices are being brought to bear in these business definitions of acceptable knowledge.
Bass and Burger’s (1979) research into the rate of advancement of managers confirmed
Drucker’s results from ten years previously. In their conclusion the data suggested that in
the UK there was still a strong social class tradition as a consequence social class and
academic (non-management) education provided the criteria for entrance into business
management. Although Pym (1968) recognised that through the actions of the Labour
government and the growth of the welfare state, business management was becoming less

homogeneous with 30% of directors coming from state schools.

From their data Bass and Burger (1979) observed that the UK sample had strong needs for
self-realisation but were not so concerned about security. This illustrates a contradiction in
the research, where Bass and Burger (1979) suggest on the one hand that the British
managers are less educated. They also state that a lack of education makes individuals feel
less secure. Britain was obviously an exception to that rule, where hands-on experience is
equally regarded, but also perhaps indicates a lack of movement towards Post-Fordism.
This may again illustrate America’s more rapid move towards a Post-Fordism economy.
Throughout the debate in this chapter there has been an indication that in the UK the need

for self-realisation was expressed through the production cycle which was an important
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facet of UK leadership understanding. They also observed that these managers tended to

be less interpersonally competent. This is a surprising conclusion given that the research
particularly by Roper (1994) where an element of pride existed amongst managers who had
worked on the shop floor and had an understanding and rapport with that group of
workers. Revans (1965) may explain this anomaly in his identification of reluctance

amongst British managers to sanction research into their leadership and management skills.
This was mainly due to a view that research results amounted to an ‘expensive source of

insults from inexperienced men half one’s age’ (Revans, 1965:160).

Comparatively, within Bass and Burger’s (1979) research, American managers had a slower
rate of advancement and on average were older. Individualism, action and pragmatism
together with a high tolerance of risk were all traits common to the managers interviewed.
Group participation was also an important aspect of decision making. However, the
research team do comment on marked difference between expectations of middle and
higher managers. Higher managers were the risk takers and middle managers should avoid
any risk. This division of risk taking between the levels of management was still very much
in line with scientific management. Over all the research concluded that the rate of
advancement for UK managers from the right social class and with the right educational
background was faster than in America. However, this model does not take into account
that in the UK experience is valued more highly in the business world than knowledge.

Within the UK there was a focus on learning through mentoring as a manager.

One of the main issues for women in developing careers is the still predominant lack of
senior CEOs who can mentor junior women into posts of upward mobility, particularly in an
environment which is still based on mentoring and experiential training. Mentoring was
one of the over-riding functions of senior managers in the narratives told to Roper (1994),
and again illustrates the paradoxical arena that business organisations and its masculine
identity which still confronts women in the UK. A reading of Ford and Harding’s (2007)
paper, Move over managers: We are all leaders now is that the training space created for

leadership development is actually a mechanism to overcome the issue of mentoring

within organisations.

Leadership, through the transformational leadership model, has an emphasis on the
individuality of the leadership role. Ford and Harding (2007), in line with Mcintyre’s (2007)
notion of the business social character and its links with manipulation suggest that it is the

leaders who are manipulated through training and the use of leadership behavioural
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questionnaires mostly derived from Bass and Avolio (2000) Multifactor Leadership
Questionnaire. Although regarded as neutral tools, Ford and Harding (2007) demonstrate
how behavioural development is biased towards the organisation’s mission and objectives.
The use of developmental questionnaires illustrates Foucault’s suggestion that institutions
use of power relies on techniques of application which are drawn from scientific knowledge
(Smart, 1992; Gutting, 1994, Kendall & Wickham, 1999). This implies that the diagnostics
will produce a uniform commitment to the organisation’s missions and objectives. An
alternative reading, given the historical effects of a masculinised business environment in
the UK is that the training space becomes a rite of passage, where both men and women
are jointly indoctrinated into the company ethos. The trainers become the mentors and

also the ones who identify future high-flyers.

The narratives from the late 1980s through to the early 1960s confirm a view of the UK that
is still relevant to present day discussions, both from the GLOBE report (2008) and Mannion
(2009). The American model seems to reflect the evidence gathered by Boussebaa and
Morgan (2008), based on the French education system that in America as in France higher
education was an important aspect of business leadership, but actual experience in
particular skills and practices was not a necessity. What has become clear in the discussion
is that knowledge and power in the business world do go hand in hand. Within a
framework of the politics of articulation university education has been given a dominant
role in the development of the business elite, with the notion of in-depth experience being
subordinated to the ‘other’. This action has also ‘othered’ the leadership of businesses in
other countries such as the UK, illustrating the logocentric American discourse. Although
the gendered discourse exists in UK organisations, because of its ambivalent and multi-
discoursed foundations, it is easier to perceive measures that may actually overcome the
issues raised. On the other hand, because the USA discourse is primarily focused on equal
distribution of wealth which had close links to both liberal politics and therefore
communism, no linguistic space was left to articulate an alternative course of action, which

would enable the disenfranchised economic and political citizenship.

The final area to consider in terms of power and knowledge is that of the business
organisation itself and its place within society. In Chapter Six, there was considerable
thought given to the ideas of networks, and the importance of open and honest
communication. Simpson (2007), Kemavuthanon and Duberley (2009) and Vickers (2008) all
approach the issue of networks both within and outside the organisation. The key points in

each of these narratives appear to be based on an understanding of the local environment,
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including in the case of Vickers(2008) and Kemavuthanon et al, (2009) an understanding of
the history. The paper by Simpson (2007) illustrates the importance of free flowing
conversations enabling creative and innovative thinking. These ideas of leadership
occurring in a network seem to be contradictory to a poem by Auden, used by Dale (1965)
in his first management text book. The poem illustrating the view of manager as an isolated
individual who's only relationship with people are reflected through figures,

The last words on how we may live and die

Rests today with such quiet
Men, working too hard in rooms that are too big,

Reducing to figures
What is the matter, What is to be done

The managers: W.H.Auden (Dale, 1965:36)

There appears to be very little in terms of direct reference to the notion of networking as
an important part of the business leadership role from the 1980s through to the 1949 in
the USA literature. This may in some respects mirror the USA social views on relationships
and importance of communication with other parties, particularly read through its early
isolationist policy that was only gradually changed as a result of the Second World War.
Galbraith (1985:73) makes some interesting remarks concerning individuals, organisations
and group working in the USA. He starts by mentioning that the USA hero is an
entrepreneur, who is individualistic, restless, has vision and courage, he also mentions that
the individual has more standing in USA society than a group. Anti-group feeling is
articulated by several writers of the period including Longnecker (1973:263) who states in

his text Principles of Management and Organisational Behaviour, that a ‘camel is a horse

put together by a committee’.

Galbraith (1985) also reminds his readership that organisations have no souls, in response
to economist Lindblom (1979) who stated that in American law the corporation was a
person. Galbraith (1985) stated it is not to individuals but to organisations that power in
the business enterprise and power in society have passed. Galbraith’s main concern was
the amount of power that was invested in particular businesses and the control that was
then exerted on the wider society. Exxon, the largest corporation in the USA in 1979 earned
gross revenues of $48.6 billion which was about one-sixth of the total receipts of the
federal government (Galbraith, 1985). This concern is repeated twenty-five years later by
Starbuck (2005) and Guptara (2005:115) where Guptara discusses ‘megacorporations’ and
Starbuck comments on the fact that in the World Bank data the median budget of the 116
countries that it reports on had budgets of over $5.5 billion, whereas Fortune Magazine in

2002 reported the 500" company to gain revenues of over $10.1 billion.
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The accepted notion of an individual leader of conglomerate companies is mirrored in
academic business articles with Nicholls (1988) focusing on macro leadership and the
importance of ‘visioning’. Leontiades (1979:26) points to the threat of consumer groups
who protest and adversely influence specific business decisions which effect the ‘profits-
first’ orientation of business and Clarke (1975) suggests that leadership has to influence

and control the boundary between an organisation and its environment. However, the idea
of being socially adverse to groups does not seem to be an issue as identified by Bass
(1960). Bass (1960) also comments on American’s ability to join groups, what is of note is
the groups chosen by Bass’ source, although the information is from pre Second World War,
so this may identify a change in the culture of the USA giving a reason for the more liberal

approach of the 1960s,

America is a nation of joiners, we join everything and anything. We may belong to
the rotary club, the Elks, the Moose, the Red Men, the Owls, the Klu Klux Klan, the
American Protective Society, the Masons, the Knights of Columbus, the Daughters
of the Revolution, the chamber of commerce’ (Britt, 1941 in Bass, 1960:6).

Friedlander and Pickle (1968:29) are one of a minority of researchers who actually consider
the society outside of the company or corporation, ‘such criteria includes those elements of
the organisation’s contribution to society and those that describe effectiveness in terms of
maximization of return from society to the organisation’. Bringing in the idea of a network,
how there are elements of organisational effectiveness that depend on a network forming
with the world outside of the organisation. Research by England (1967) however illustrates
a task and internal focus of USA managers. England (1967) investigated how managers view
the goals given by the organisation and how the managers rate them in importance of
achievement (Figure 25). As can be seen from the data, great importance and therefore
effort is placed on organisational efficiency, with very little focus on employee welfare and
wider external concerns. This can be linked to an overall view of America as having a base
in inward looking rather than external looking culture. It also points to a more manipulative

relationship between the university educated manager and the organisational members.
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Figure 25: Behaviour Analysis of Organisational Goal Concepts (England, 1967:110)

Goals of business % high importance % indication of % high importance
successful and indication of
leadership successful leadership

Set1l

Goals that managers attempt to influence by their actions, decisions or behaviours

Organisational 81 71 60

efficiency

High productivity 80 70 60

Profit maximisation | 72 70 56

Set 2

Goals which are not sought in or of themselves (actions are not usually taken to influence

them directly)

Organisational 60 72 48
growth
Industrial leadership | 58 64 43
Organisational 58 54 38
stability

Set3

Professed goals but not one which will influence behaviour- does not fit pragmatic

orientation of managers and will not be high on behaviour relevance
20 17

Employee welfare 65

Set4

Not valued as important not indicating successful leadership

Social welfare 16 8 4

When considering the notion of Post-Fordism, it is interesting that Employee Welfare and
Social Welfare both contribute to the Social Charter (Amin, 1994; Jessop, 1994), however,
neither are supported over the making of profit. Over the same time period in the UK,
academic business articles had a different focus; Rogers (1968) Director of Personal IBM,
was concerned with keeping in touch with employees within large companies, suggesting
the use of employee surveys, Urwick (1956a) focused on the importance of spans of control
in order to delegate effectively and keep in touch with employees at all levels. Academic
writing illustrates how in the USA, the individual of was great importance but in the UK

there was a focus on delegating power, developing relationships and team work. Revans
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(1965) focuses on open communication channels and the notion that employees feel
consulted about issues and problems and are involved in the decision-making process. Pym
(1966) supports this view through his studies into a British manufacturing firm,
investigating front line managers’ relationships within a network of subordinates and

superiors and how that relationship meets the expectations of both groups (Figure 26).

Figure 26: Subordinate and Superior Expectations of 1st Line Managers (Pym, 1966:132)

Subordinates

Superior
Leave engineer to get on with the work Keep all instillations and territory running
smoothly
Keep engineer informed of company Deploy men effectively and inform,
operations appraise, reward and encourage them
Ensure technical backing for engineer Ensure all company policies and procedures
are meet
Assist engineer with difficult customers Supply company with reports on operations

within territory
Champion his own men in difficulties with Maintain liaison with customers
the company

This work is associated with the study conducted by Martins (2009) which charted the role
of the first tier manager in the UK, linking the present responsibilities as a team leader,
responsible for networking between the team the rest of the organisation and often with
the external world. Martins’ links this role with the ability to achieve the goals set, and with
Japanese continuous improvement methodologies (Martins, 2009: 109). In Pym’s(1966)
research it was found that the first line manager had the objectives, but empowered the
engineers to achieve the objectives in a way that they felt was appropriate. What is
interesting here is the difference in language use. The two expectations are actually similar.
The issue does not seem to be different expectations, but the use of different languages,
that of the educated establishment and that of the craftsmen. However, the craftsmen are
only concerned with having the opportunity to manage their own work within their own
field of expertise with the front line manager in a supporting and facilitating role. In the
History of the Present there was a strong indication that part of leader’s tasks was to
maintain the flow of knowledge and therefore power throughout the teams, and if
required outside of the team into the wider business organisation or the outside

environment.
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7.5 CONCLUDING COMMENTS ON THE RISE OF TRANSFORMATIONAL LEADERSHIP

This first section of genealogical tracing has raised some issues concerning the social,
political and economic conditions that have given rise to the development of
transformational leadership as a strongly influential model for current leadership thought,
providing the foundation for many training, developmental and educational courses on
leadership. The genealogical tracing has demonstrated that in line with Foucault’s premise,
ideology has affected the research into leadership, providing discursive models for leaders
to follow in order to be recognised as business leaders. This was clearly illustrated in the
tracing of the notion of a social business character and in terms of the space leadership
creates for resistance narratives. The pervasive effect of the Cold War from 1989 through
to 1945 had a profound effect on particularly USA research. The notion of communism and
any activity that was similar to that of communistic activity such as group work was unable
to find a space in the narrative to be heard. This was particularly true of the years from
1990s through to the 1980s, when the importance of free-markets set against that of

communist nationalisation influenced unduly the nature of business development and

therefore leadership in the USA.

The focus on the individual rather than the group became an essential part of the discourse.
This demonstrated a use of Foucaultian power, which would otherwise have remained
occluded within the normal discourse that explores the USA during the Cold War period.
Foucault suggests that power used as a method to dominate by a particular section of the
population, in the USA case, the neoconservative government does not produce conformity,
it in fact makes differences more apparent. He considers that, ‘as power becomes more
anonymous and more functional...those upon whom it is exercised tend to be more
strongly individualised’ (Foucault in McHoul & Grace, 1993: 84). This also alludes to the
notion of managing people as identified in House and Mitchell (1974) research and the
conclusions generated by Kerr and Jermier (1978}, concerning the need or not of managing
people. This provides an interesting re-reading of the genealogical tracing. The power used
by the USA government created exactly what was required, a focus on the individual which
deflected attention to the social change generated through the adoption of Post-Fordism.
Leadership and management became a major source of focus over this period, as
illustrated by Urwick (1957) in the introduction, identifying and individualising them. This
leads to leadership being regarded as the control of power. The authority to such
representations appears to lay in research generated by American Business Schools, as

illustrated by House and Mitchell {1974) and Kerr and Jermier (1978).
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As pointed out by Galbraith (1985), not only individuals in leadership positions were
identified, but organisations were also given an individual persona, ‘the corporation is not
deemed to differ functionally from the individual’ (Galbraith, 1985: 89). This created a
differentiation between the Soviet notion of nationalised industry owned by all, and the
USA creed of individuality that extended to the corporations within the country. The
representation of corporations as an individual gained its authority from both legal and
political institutions. This leads to Hutcheon’s (1989) notion of the Politics of
Representation as discussed in Chapter Four. This engaged with the idea of why such a
representation of both business and leadership became based on individualising the leader
and also the business. From this discussion there is the view appearing that leadership
occurs within the boundaries of an organisation. When considering the Politics of Authority
in Chapter Four, the issue of authority appeared to have developed from the joint
discourse of politics, law and research conducted by Business Schools in the USA. The
research describing the way people should be schooled to perform the roles of both
leadership and by default those of subordinate. Here there is a tracing of the leadership

statement concerning the idea of transformational possibilities of the present, rather than

the future orientated performance.

The anti-communist narrative had a profound effect on leadership theory development,
and creates a bifurcation between the relationship between business leadership in the USA
as a response to cultural, economic and social need in the early 1980s through to the late
1970s, and that required by the UK. At this point there was a choice of models available to
leadership researchers. The first was based on Japanese improvement techniquas, but
involved delegation of responsibility and authority to lower levels of the organisation, as
well as group work and networking. it also required access to education and for managers

to have hands-on knowledge of the company’s processes, product base and employees.

The first three requirements of this alternative representation of business leadership were
too closely aligned to the communist discourse and therefore unacceptable. The fourth
requirement would put the business school trained managers of the USA at a disadvantage,
reducing mobility between industries and companies, altering the portfolio career. The
charismatic transformational leader was a closer fit with the dominate discourses of the
1980s and was un-liberal enough to be acceptable to the requirements of the country at
the time. This was the model that gained momentum over time. One of questions asked in
the Introduction was whether research develops theories or if theories develop research

(van Maanen, 1979), it would appear that in the case of transformational leadership the
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latter may be the case. The comparison with the UK over the same time period revealed
some interesting connections. It was initially established through genealogical tracing that
due to a liberal capitalism monetary policy following the war, and the acceptance up until

1980 of governmental influence over business the discourse in the UK was not strongly

anti-communist.

However, the Americans concern that one of its ally’s may have communistic leanings led
to the agreement of a loan following the war, that charged the country with continuing the
war against communism in all its territories. At a time when Britain was suffering large
financial losses due to the war, this was an immense burden that affected the UK for the
remainder of the century. However the underlying discourse revealed was not one of anti-
communism, but of regaining the nation’s cultural masculinity. Although the genealogical
tracing went back to 1945 the roots of this need were not revealed and must therefore be
in the period of the second genealogical tracing through the war years. This is particular
true of the issue raised by Essers et al, (2009) who noted a possible link between employee
engagement and the generosity of social welfare. The roots of this thread were not
uncovered during this particular time period, but do perhaps have an effect on the
understanding of leadership. The overall conclusion is that the Japanese continuous
improvement methodology would have been a more appropriate model for the UK
leadership. This conclusion is reached given the importance placed on hands-on experience
and full knowledge of the company’s processes, products and people. Chapter Eight will

continue the genealogically tracing from 1945 through to the early 1900s, finding the roots

of the current understanding of business leadership.
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8 THE ROOTS OF BUSINESS LEADERSHIP

Now, here, you see, it takes all the running you can do, to keep in the same place. If you
want to get somewhere else, you must run at least twice as fast as that!” (Carroll, 1998:143)
The words of the White Queen to Alice in Alice in Wonderland seem to hold true for
leadership research. Sheldon (1923:2) suggested that ‘we have travelled fast; in a few years,
as in the era of the so called Industrial revolution...but at any point in that advance we can
easily see how comparatively slight have been the changes effected and how much of what
existed still remains’. This chapter continues the genealogical tracing and will illustrate that
although the times have moved forward, the arguments remain the same. The three
themes identified in the previous chapter will be utilised as a framework for the
investigation into leadership development from 1945 back to the 1900s. The three main
themes identified were those of; the face of business leadership and the dichotomy
between leadership as a process of reciprocal relationship building or purely concerned
with developing motivation in individuals. The final theme explored the links between
leadership and power and knowledge, which include the position of business organisations
as an isolated entity or part of a wider social network which incorporates economic
citizenship.

Figure 27:Mapping of Chapter Eight

«Genealogical Tracing: Future or Present Transformations

«This section traces a UK history developing a genealogical tracing which
suggests for the UK a focus on the transformational possibilities of the
present was an important issue.

J

«Genealogical Tracing: The social character of business leadership 1

«This section continues to explore the social character of business leaders
rating how there was a view of business leaders in the UK based on the
need for individuals to be trained indicating that leadership was not
considered at this time as being a natural instinct.

J

*Genealogica ng: procal relationships or motivational inten
«This section considers the differences in war experiences in the UK and
USA and the effect on relationship development. alternative discourses
used to describe followers are explored together with a consideration

J

«Genealogical Tracing: Power/Knowledge or Power and Knowledge

«This section examines the political, economic and social power and w

knowledge discourses in both the UK and USA and indicates differences

in the working class populations of the two countries, leading to
ifferent understandings of leadership.

\.

«Concluding comments: The roots of business leadership W
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The Grid of Intelligibility took a broad sweep of leadership literature as it is currently
available. This view illustrated how the transformational leadership paradigm has become
universalised over the past thirty years becoming a theoretical paradigm within leadership
studies. Chapter Seven, investigated the rise of transformational leadership from the
present day back to 1945, illustrating how the transformational leadership paradigm had its
roots in a very specific anti-communist discourse of the late 1970s through to the early
1980s. This discourse was reinforced through political, economic and social discourses with
the cultural visions of transformational leadership available through popular films of the
time. Chapter Seven also revealed that for the UK, the political, economic and social
discourses although at a surface level appeared similar there were different foundational
culture discourses at work resuiting in alternative representations of leadership. This

difference lies in the acknowledgement of relationship building through knowledge of

process and product.

The objective of this chapter is to specifically discover the threads of the leadership
statement regarding leadership as a reciprocal relationship and as a gatekeeper of
networks with the role of ensuring circulation of knowledge and therefore power. In line
with Foucault’s own methodology (Foucault, 2005; Foucault & Sheridan, 1991), the focus is
on the local. The key data for this chapter is developed from the archives of Rowntree
confectionary factory based in York, which is now called Nestle York Division. This company
has been chosen because of its links with early management writers from the UK, and the
associations made by its chairman, B.S.Rowntree with like-minded industrialists in the USA.

It is within the development of this company that an alternative leadership story can be

identified and revealed, which is very UK specific.

8.1 GENEALOGICAL TRACINGS: FUTURE OR PRESENT TRANSFORMATIONS

At the end of the Second World War, the UK population had a realistic view of Britain’s
post-war world influence. A Gallup poll suggested that the USA was seen as the most
influential country, followed by the Soviet Union, with only 14% of people considering that
Britain still retained any influence in world affairs (Wybrow, 1989:20). This lack of influence
was demonstrated to the British Government in no uncertain terms by the USA. Britain was
bankrupt at the end of the war, gold reserves had fallen from $4194 million to $1409
million and its exports had fallen to a third of that during the 1930s (Childs, 2002:84;
Schama, 2002:412). The USA had signed a land-lease agreement during the war which

enabled Britain access to goods without having to pay for them. This agreement came to an
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abrupt end four days after the USA had ended hostilities with Japan. The UK government
hoped that the USA would give the UK an interest-free loan however; the USA would only
agree to give a loan and offered less than was required or asked for. Britain had moved
from being the administrator of a large empire to needing a loan from America. When

considering business leadership, the term administrator was used from the 1940s to the
1900s.

in 1942 a collection of Mary Parker Follett’s* papers and essays were published under the
title Dynamic Administration, with a forward stating that ‘it is with every confidence that |
commend this book to every administrator in England and in the United States, whether
great or small’ (Metcalfe® & Urwick, 1942:8). However, the subtitle brought in the term
management, ‘The Early Sociology of Management and Organizations’, and in the index
there are two chapters which concern leadership. In the USA, administration was also a
common term used with Whitehead® (1937) in his text Leadership in a Free Society defines
leadership as modern administration. Urwick (1933) in Management of Tomorrow brings
together all three terms by introducing the term leadership as the training of
administrators including foremen and supervisors to become leaders. So leadership at this

point was seen to be at every level of the organisation.

Urwick suggested that ‘if new methods are required for the discharge of what appears to

be old tasks; it is because the task itself has changed’ (Urwick, 1933:xv). This was a generic
term referring to all levels within industry from charge hands through to directors, as in
Rowntree’s reference, ‘much of the labour unrest in industry today is due to the lack of tact,
and of a nice sense of justice on the part of the administrative staff, from charge-hands to
directors’ (Rowntree’, 1921:98). By 1918, the first change in terminology to that of
management is mentioned, by Sir Fleming stating that ‘managers require to be broad-
minded men, capable of handling tactfully large numbers of workers...questions like
industrial organisation and administration, fatigue, welfare, selection and training and

trade unionism must be their special study’ (Urwick, 1957:127).

The more notable part of this extract is that the term administration is subsumed within

the management role. In 1913, Sir Dawson, in his presidential address to the Junior

4 Management writer from the USA, graduate of Harvard University

5 Management writer, also one time production manager at Rowntree Factory, York
6 Management writer from Harvard University

7 8.5.Rowntree, Executive Director, Rowntree Confectionary Company
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Institution of Engineers, spoke of the ‘members of the administrative and executive staff
responsible for the controls of production and the operation of the procedures of
management’ (Urwick, 1957:125). The titles of textbooks also give regard to the notion of
administrators: The Fundamentals of Industrial Administration (Elbourne, 1896). The term
administrator generates the view of dealing with the status quo, keeping production
running smoothly and can be associated with current understandings of management. In
the definitions so far given the use of leadership seems to imply changing the present
situation and introducing the notion of caring for workers in the present. There is little
indication at this point that leadership is associated with future vision. It is improving the
present that seems to be viewed as increasing worker motivation. Although following the
end of the Second World War the USA had a great influence on leadership and
management history there is an indication that relationships between the USA and the UK

were not necessarily built on trust, but on lack of options.

Chamberlain’s words in 1937, proved to be prophetic given the lack of post-war support
offered, ‘always best and safest to count on nothing from the Americans but words’ (Childs,
2002:38). For Britain the Second World War was seen as marking a transition between
monopoly capitalism and socialism, with central banking and credit moving to state control
(Lloyd George in Addison, 1977:72). It was also felt that unlike the First World War
fundamental changes brought by the war should be turned to building a ‘new Britain’
(Addison, 1977:72), and not allowed to return to the pre-war class divisions and poverty
that was generated. This was a time when the improvement of present conditions was
viewed as being important. Not all of the British people saw this as a way forward. In 1942
the ‘Aims of Industry’ pressure group was started by right-wing conservatives concerned
that the war-time expansion of government control of industry would continue after the
war. However the more moderate conservatives did not necessarily agree that the

problems in British industry were derived from excessive government interference.

The Conservative party started to distance itself from such right-wing rhetoric. The post-
war view of British government was that social progress would bring economic recovery,
Hogg stated to the House of Commons in 1943 that, ‘if you do not give the people social
reform...they will give you social revolution’ (Addison, 1977:232). It is the underlying fear of
revolution from the working classes in the UK that appears to have developed a particular
view of business leadership. Although the USA moved to a more liberal stance following the
second World War, there was still a strong movement for keeping the role of government

in the organisation and running of industry to a minimum, and that the country should
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return to business as usual following the end of hostilities (Abrams, 2006). in the UK
however, it was viewed that society should not return to its pre-war stance and that wealth
distribution was becoming an important political and social issue. It is at this point that the
historical narrative of the previous chapter links with the starting point of this chapter.

Communism was an important issue for both the USA and UK following the Second World
War.

Communism demonstrated explicitly a wide gulf between those in society who had power
and those who did not. One UK Member of Parliament commented that ‘people of the
governing classes think only of their own fortunes, which means a hatred of the reds’
(Childs, 2002:34). For the USA, as mentioned in Chapter Six, the fear of the UK following a
socialist route was unsupportable, and the post-war loan was given with the condition that
the UK would support the USA in any action taken against communism. The reduced loan
also meant that probably the only government of the 20" century to be formed of people
who had a ‘greater moral purpose’ (Childs, 2002:84) were unable to bring in all the welfare
reforms that had been promised during the war. The loan and its conditions inevitable tied
the UK closely to the USA through the anti-communist discourse that was to effect the

development of business leadership in the UK throughout the 20" century.

Although Britain had lost a third of its exports at the end of the Second World War, the
decline of exports started at the beginning of the 20™ century. Waters® (1926) described
the changes in Britain’s fortunes from 1874 until the start of the First World War. Britain
moved from a position where, ‘Her ships were on every sea; half the world’s ships were
built in her yards; she had led the way in wood and iron construction, in sail and steam. She
had invented and pioneered the steam locomotive... she had in a century created more
material wealth than the world had hitherto known’ (Waters, 1926:18). To a point were in
1913, 11% of world production came from Britain and 34% from America (Aldcroft, 1964:
118). Alongside the initial changes in industry came social changes, ‘she had revolutionised
her social structure, had degraded her workers to be slaves of the machine... and had

adopted the worship of material success, was dimly discerned by the few and unheeded by
the mass’ (Waters, 1926:18).

8 A head teacher of a girl's school in a book that was purchased by The University of Leeds as part of the
provision in its ‘University Extension Lectures and Tutorial Classes’ in 1935,
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Just as transformational leadership seemed to develop in response to the social and
economic changes generated by the move to Post-Fordism and the need for continual
future visionary thinking, the initial understandings of leadership, when the word was first
coined on the UK seems to be based on transforming the present. The First and Second
World Wars revealed a state of poverty in the UK that was felt to be unacceptable and that
business had to contribute to the remedy just as the workforce had contributed to the
wealth. In 1913 there were 144 factories and workshops in the UK, and a third of the
workforce, two-million women and girls from the age of fourteen worked in these spaces.
In spite of Factory Acts boys and girls as young as twelve years of age were legally
employed from early morning until eleven at night, six days a week (Waters, 1926:87), and
returned home to extreme poverty and very little if no education. It was paradoxically also
a time of high unemployment, short time working and lay-offs created in part by falling
demand for UK goods and a closing of export markets together with rapid industrial and

colonial expansion of other nations, particularly Germany and America (Aldcroft, 1964;

Fraser, 2009; Waters, 1926,).

8.2 GENEALOGICAL TRACINGS: THE SOCIAL CHARACTER OF BUSINESS LEADERSHIP

Chapter Seven illustrated a major difference between the social character of business
leadership in the UK and USA. The USA version of individualism, charisma and inspirational
behaviour contrasted with leadership in the UK which seemed to be based on a pride in
production and products rather than numbers and strategy. This section will explore the
roots of these differences, and whether it was at this point in the leadership knowledge
archive that a bifurcation took place between leadership in the UK and USA. Dale (1965) a
British management writer and researcher who settled in the USA, started each of the
three editions of his management text book with a quotation from a British writer and
member of the Fabian Society, Sidney Webb. The quotation comes from a text written in
1923 called The Decay of Capitalist Civilisation and poses the question that this section is
exploring,

The question is not, “will there be a management elite?” but “what sort of elite will

it be?” (Webb, 1923 in Dale, 1965:3).
The influence of the Second World War particular is illustrated in much of the post-war
research into leadership and management in both the UK and to a greater extent in the
USA, as illustrated in Chapter Five and Six. This is an area that has been identified by Stokes
(2007) who demonstrates how the language of war has become an accepted part of the

business lexicon used both in research, literature and in the media. However, many of the
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arguments concerning business leadership had already been raised over the period of the
First World War. The new question posed by the Second World War resulted in America
considering the uncritical embrace of rationality and efficiency within business
organisations. The importance of pragmatism in business decision making within the USA

had been accepted since the early 1900s when Taylor (1911) first put forward his concepts

of scientific management.

The world at the end of the Second World War was horrified by the ruthiess rationality and
efficiency with which the Nazis had undertaken the ‘Final Solution’. However the
consequences of the rational pragmatic decision to use the atomic bomb resulting in the
indiscriminate destruction of innocent human life forced the USA to consider its own
pragmatic attitude to the world and to business (Abrams, 2006:19). Milgram (1965)
considered this moral aspect to the war and investigated the conditions of obedience and
disobedience to authority. He revealed a disturbing triad of actors based on those with the
authority, those who were the executant and the victim. In his conclusion he feit that ‘the
kind of character produced in American democratic society cannot be counted on to

insulate its citizens from brutality and inhumane treatment at the direction of malevolent

authority’ (Milgram, 1965:74).

In the UK following the Second World War there was a feeling that business men should
not be able to operate free of any social obligation. The general feeling in the country was
articulated by Lord Hinchingbrooke who stated that, ‘true Conservative opinion is horrified
at the damage done to this country since the last war by ‘individualistic’ business men,
financiers and speculators ranging freely in a lassiez-faire economy (Addison, 1977:232).
During the Second World War the Home Office conducted a survey of common opinion and
found that there was a general tendency towards the idea of socialism through all classes
particularly in the Northern Region of the country. The explanations given by the Home

Office included:

I.  Alevelling up of classes, resulting from bombing and rationing
il.  The Russian successes

Ill.  The blaming of vested interests for ‘ills of production’.
IV. The fear that conditions of the last post-war period may be repeated (Addison,

1977:163).
For the post-war period the final point in this list, provides an indication of differences
between the UK and USA. The USA as mentioned in the introduction was determined that
the social fabric of the USA should return to ‘business as usual’ (Abrams, 2006:1) whereas

in the UK there was a real intention to provide better social and cultural conditions for all.
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The First World War was fought from a basis of patriotism to King and Country, the Second
World War in the UK was fought around the belief that no one should benefit unduly from
a collective effort in which people were being killed. For the first time in the UK the
distribution of wealth became noticeable through rationing, national service and
evacuation. As a result the ‘economic privileges of the managerial and upper class’
(Addison, 1977:131) became a point of friction. It was however the First World War that

highlighted business leadership revealing an underlying tension between business and

society.

In the USA, a picture is presented that was reflected in the irresponsible individualistic
business leader of the 1980s. Walter Weyl Democratic Liberal writing between 1910 and
1912, noted in his influential text The New Democracy that American individualism had
‘been the source of the “monopolist” and “railroad wrecker,” of the inhumanities of the
sweat shop and the chicanery of graft and rebates’ (Weyl in Forcey, 1967:79). Croley, who
was a writer at the same time and regarded as being a nationalist liberal quoted an English
journalist who had identified what he considered to be a flaw with American cultural
dynamics, ‘it is perfectly true that if the one object aimed at by every male in the nation is
the making of money, individuality disappears...if a national civilisation produces only one

type, the money-maker that it is a failure’ (Croley in Forcey, 1967: 122).

In the UK, the social dynamics were enshrined and contained by class divisions. The upper
class were generally the owners of family businesses and mergers where not occurring as
they had in the USA (Roper, 1994). During the First World War, the opportunities for this
class to profit unduly from the war was an issue for the government with George Askwith
stating that, ‘a ship-owner who stated that he made profits, was going to make profits and
had the right to make profits did more harm than a great naval defeat would have
done...the profiteer’s statement would rouse class against class and only tend to disruption
within the nation itself (De Groot, 1998:125). The notion of industrial owners profiteering
from the war was also identified by B.S.Rowntree in his role as the Director of the Welfare
Department working with the Ministry of Munitions (Rowntree, 1921). His role was to
ensure that in spite of the need for increased production, the welfare of workers was taken

into account. Rowntree’s account of one incident with a director of a firm underlines the

view taken by many business leaders at this time.

Rowntree commented that the director regarded the welfare of workers as a fad, “it’s your

hobby,” he said to me, “Now, my hobby happens to be old china!” (Rowntree, 1921:149).
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The reference to old china would not have been lost on Rowntree, who had researched and
written about government legislation on welfare reforms in 1901 in his study Poverty: A
Study of Town Life. In 1841 government inspectors found that the lead used in the process
of scouring china increased the death rate amongst women workers to fifteen times the
average. However no action was taken untii the Pottery Regulations in 1913 was passed
(Waters, 1926). As noted in the introduction to this thesis, there was also a charge that
British business leadership did not implement changes in manufacturing practices quickly
enough (Urwick, 1957; Aldcroft, 1964). In fact Urwick went as far as to say that the
information on Scientific Management was ignored, ‘the industrial milieu presented an
infertile soil because of scepticism and apathy — incapacity to understand that anything

other than technology was of consequence’ (Urwick, 1957:92).

From these examples it would appear that business leaders in the UK pre and post First
world War were profiteers and individuals who were content with current profits and
unconcerned about the future. An alternative aspect of business management was put
forward by Sheldon (1923) in his text The Philosophy of Management. Sheldon points out
that in April 1911 the population of the UK was 45,220,000 and of those 15,650,000 were
wage-earners. In effect managers controlled 34% of the population for eight hours a day
and there is no other position that holds such influence, particularly when considering that
people work from youth to old age (Sheldon, 1923:82). This is a reminder of the
responsibility that managers have for those who work for them. At Rowntree confectionary
factory the responsibility of management was taken seriously, however the following quote

does seem to indicate that accounts of poor business leadership were perhaps the norm.

At Rowntree confectionary factory in York, a quarterly newsletter was published in which
directors, staff and workers could write comments about work, news from the variety of
clubs that workers could join or general comments that people feel would be of interest to
others. In the March 1902, No. 1 edition of the Cocoa Works Magazine (CWM, 1902) a brief

note was entered by Joseph Rowntree the then Director,

The benefits of well-conducted factories in which the manufacture is carried on in
beautiful rooms and amidst pleasant surroundings are not confined to those who
work in them. The example of such factories tends to improve the general
conditions of labour in the country. The Directors desire that the Cocoa Works may

be one of the places which exercise an influence of this kind (CWM 1902, No.1:2).
Rowntree was not the only organisation that viewed the health and welfare of workers as
being an important part of their social responsibilities. Equally the quotation indicates that

many industrial owners did not share the feelings of the Rowntree Directors.
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Sheldon (1923:27) probably best expresses the issue faced by UK management at this time,
which is also relevant to the present climate nearly one hundred years later. It concerns
how a fair balance between the things of production — the buildings, machines, materials
and systems and the humanity of production-the workers, foreman, managers and
shareholders is achieved and more importantly maintained. Veblin (1914: 193) another
management writer of the time, in his text Instinct of Leadership, returns to the question of
how well business leaders actually lead business. He suggests that any training received by
business men is inadequate and is witnessed in the ‘ubiquitous mismanagement of industry
at the hands of business men who are, presumably doing their best to enhance the
efficiency of the industries under their control’. This gives a final view of the business man,
not as uncaring of the workforce, but incompetent to deal with the vagaries of industrial
management. Through Veblin’s (1914) text there is an indication that leadership of industry

is not a natural instinct, it is something for which one should be trained.

8.3 GENEALOGICAL TRACINGS: RECIPROCAL RELATIONSHIPS OR MOTIVATIONAL INTENT

Through Chapter Six the notion of reciprocal, consultative relationships formed an
important part of the UK understanding of leadership roles. Alban-Metcalfe and Alimo-
Metcalfe’s (2007) work on (Engaging) Transformational Leadership best highlights the
importance placed on developing relationships. The work by Simpson (2007) explored the
ideas around free and open communication within a leaderless group, again suggesting
that there is an importance in members of a team being building trust. The idea of
relationship building developed a different understanding of leadership, and as discussed
was more in line with Burns (1978) ideas of leaders and subordinates developing together.
In the USA, motivating people rather than developing relationships was an important part
of the discourse, favouring the more charismatic and inspirational leadership styles put
forward by House {1977) and the developments by Bass (1985). Tracing this particular
thread through Chapter Seven, which focused on the rise of the Transformational

Leadership Paradigm, it could again be seen that a bifurcation in the understanding of

leadership and its relational aspects occurred.

Drawing on Roper’s (1994) research into ‘organisational man’ in Chapter Seven a link to the
work in Chapter Six became clear. For the UK there was an emphasis on business leaders
understanding production and its processes. Another requirement was to work closely with
teams, who would, in the future become subordinates with whom relationships had

already been developed. For the USA there was an importance attached to individualism
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through the anti-communist discourse, which enabled a differentiation between the
perceived freedom of USA citizens and the group obligations of the Soviet Union. At the
close of the Second World War the perceived need in the UK to change social conditions for
all was an important political aspiration. The area explored in this section is why such an
importance was attached to the relationship aspect of socialism which was the direction
indicated by politicians in the UK, as opposed to the USA belief that business and

consequently society should return to its pre Second World War conditions.

Part of the bifurcation in discourse between the USA and UK is explained by the very
different war experiences of the two countries. The first major war experience in the UK
was the first evacuation of women and children from the urban industrial centres to the
countryside. This brought those from the slums of Britain into close contact with both the
middle and upper-classes. What became very clear was that the government’s assumption
of material progress for the working class in the inter-war years had not materialised.
Chamberlain who was Minister of Health from 1924 through to 1929 and who in part bore
responsibility for the demise of the social welfare movement at the end of the First World
War wrote, ‘| never knew that such conditions existed, and | feel ashamed of having been
so ignorant of my neighbours’ (Addison, 1977:72). Although the class roots remained
untouched during the Second World War, the surface saw a shift towards a more equal
distribution of wealth through systems such as rationing, national service, the blitz and the
use of air-raid shelters, all of which brought all classes together (Addison, 1977). in the UK,

the Second World War brought to the surface already existing problems.

Just before the start of World War One women and children from the age of twelve were
working from early morning to eleven pm, six days a week, in-spite of there being wide
spread unemployment. The Poor Law Act (1870), had not been updated, did not
differentiate between widows, children, the insane, the depraved, the itinerant or most
importantly the temporarily unemployed. The Act itself was framed in the belief that
pauperism was due to character defects and should be more unpleasant that the
conditions for a working man. By 1906 this was difficult to achieve as, ‘the pauper could
hardly be fed and housed worse than the labourer and yet be kept alive’ (Waters, 1926:87).
The view of the defective worker also forms a part of the discourse surrounding the
‘Hawthorne Investigations’ which commenced in 1927 (Urwick & Brech, 1965:2), providing

Elton Mayo with his present position in the dominant discourse of both management and
leadership studies (Harding, 2003).
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In this view there is more an issue of control and management. The study began in 1926
and one of the concluding comments stated that, ‘the company’s employees were not in
the main candidates for a mental hospital [but] the obsessive character of the thinking
which determined their reactions to their environment, although somewhat similar to that
found in the psycho-neurotic, was occasioned by a different total situation’ (Urwick &
Brech, 1952:123). The ‘cure’ was obtained through the ‘very process of listening to the
complaint and submitting the explanations, often had a cathartic effect on the employee’
(Urwick & Brech, 1952:123), rendering the worker as passively requiring controlling and
directing towards an understanding of the situation. To some extent this extract can be
seen as a wider articulation of Tead’s (1935) view that leadership research, even at this
early point had become a drama between two ideas and two sets of values; the first being
the beneficial effect of leadership, where a leader guides and develops people so that they

share in realising group ends in the shaping of which they will also share.

The opposing view is that command and the exercise of authority are more effective in the
handling of organised human relations, and is concerned with directing and subordination
(Tead, 1935: 3-10). The worker was socially constructed through law as being in some way
defective, and this thread can still be found in the present. Sixteen articles in Chapter Six,
dealt in some way with the notion of relationships. The article is Charisma Hyper-
Romanticism (Schyns, Felfe & Blank, 2007a), explicitly focuses on the worker. In this
account the worker is unable to control their need for ‘heroic’ romantic inclination and will
rate the leader either positively or negatively depending on whether the subordinate is
highly romantically inclined or not. The conclusion of this article states that in leadership

feed-back situations, the follower’s ratings ‘should not always be taken at face value’

(Schyns, Felfe & Blank, 2007a:522).

Tead (1935) suggested that leadership is largely how others perceive the role, particularly
followers. He comments that this perception is demonstrated by their attitude and conduct
in relation to the leader, ‘in a profound sense, the leader’s image of himself is no more
accurate than his knowledge of how his group regards him’ (Tead, 1935:135). Somewhere
between the 1930s and the 1900s the attitude to foliowers changed. From being
unimportant and defective and unable to contribute to the management of business the
worker became visible and an important part of the business leadership model. It is within
this period that the importance of relationships from a UK perspective becomes clear, and

why it has continued to be an underpinning value within UK leadership research and
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understanding. From the beginning of the 1900s socially orientated groups started the

work of changing the accepted image of the worker here in the UK.

Using the social studies of Rowntree (1901) identifying what constituted a living wage and
the social commentary work by Booth (1892-1897), the Fabian Society presented evidence
to the ‘Commission on Physical Deterioration’ (1902). The Society illustrated how low pay
rather than character defect was a major factor in condemning the poor to a life of squalor.
The Daily News (1906) organised an exhibition of sweat labour, including graphic pictures
of the conditions in factories and workshops which shocked the general public (Fraser,
2009; Waters, 1926). The action of the Daily News highlighted the condition of the working
class in the UK in a similar way that the Second World War heightened awareness of the
working class conditions in 1939. In both situations the material progress brought about by
capitalism was brought into question. The actions in both these revealing narratives
demonstrate Foucault’s own use of the visible and the articulable and the resultant
statements. The Poor Law stating that pauperism is due to defects in the working class
population held true until the poverty became visible, this then required a change in the

articulation of poverty and where the blame for poverty lie.

The sudden visibility of the working class led directly to the Wages Board Act in 1909. The
legal and therefore political discourse responded to the public outrage generated by the
images shown by the Daily News. This Act stated that if a business could not produce a
profit ‘sufficient to enable those who earn it to secure at any rate the necessities of life...it
is parasitic trade and it is contrary to the general well-being that it should continue’
(Waters, 1926:84). This statement created a tension between the humanitarian view and
that of the manufacturing nation. Lord Dunraven asked how long a manufacturing nation
could continue when required to, ‘maintain its labouring population at a fair standard of
decency or living without endangering the interests of its great manufacturing industries’
(Waters, 1926:85). The British working class was seen as being compliant and not as

militant as the working classes in Europe. They were also the least inclined to make political

capital out of labour disputes (De Groot, 1998:168).

With the rising visibility of the working class, worker attitudes started to change during the
First World War. There was a rise in strike action and membership of the trade unions. One
union leader stated in 1916 that

daily 1 see signs amongst the working class of a mighty awakening. The

chloroforming pill of patriotism is failing in its power to drug the mind and
consciousness of the worker. He is beginning to shudder at his stupidity in allowing
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himself to become a part to such a catastrophe as we see today (De Groot,
1998:125).
However, as suggested by Addison (1977), the underlying motivation of the First World
War amongst the working class was patriotism to King and Country. Work gave a tangible
notion of their essential role in the war effort; co-operation with industrial owners was
motivated by patriotism, morality and by a confidence that virtue would be rewarded (De
Groot, 1998:126). The army continued the class barriers and trench harmony was, on the

whole, maintained because an officer was respected and obeyed due to his rank (De Groot,

1998:165-168).

When viewing the events from the end of the First World War to 1901, through Derrida’s
(1976) thoughts on logo-centrism it becomes clear that the official government discourse
and the actions by the working class brought particular class values and beliefs into
question. When applying the theory to class identity, it can be seen that the dominant
upper and middleclass had particular values, beliefs and attitudes that formed the centre of
their identity as a class, forming a logocentric discourse, which is self-contained and self-
fulfilling. However, the action by the Daily News and the Fabian Society, making the real
cause of poverty visible created a situation where the worker was seen as similar rather
than different to those at the centre. Once recognised it raised the moral issues of value of
capital opposed to the value of the human. Winston Churchill articulated this idea of
sameness, reminding the dominant class of the similarities rather than the differences

between the classes,

What is poverty? Have you felt it yourselves?...the poverty of a man who does not
know how long he can keep a roof over his head, and where he will turn to find a
meal for the pinched and hungry little children...that is what unemployment means

(Schama, 2002:322).

’

The growing discourse was one where it was not the individual being defective which
generated poverty, but the cyclic nature of capitalism creating periods of prosperity and
depression. At this point, there was a challenge to the management of business and to
those who managed the business. During the First World War an alternative discourse was
generated to replace that of defective worker, and it was one that cast the worker into the
role of child. A paternalistic attitude was adopted with the men, with one officer describing
his men as, ‘children moving in a haze of their own dreams unconnected with practical
things’ (De Groot, 1998:165). This discourse is reiterated in Bass (1990:77) who draws on

management writer Ackerson writing in 1942 on the difference between leaders and

followers observed that
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It may be that the true antithesis of “leader” is not “follower”, but “indifference”,
i.e., the capacity of unwillingness to either lead or follow. Thus it may be that some
individuals who under one situation are leaders may under other conditions take

the role of follower, while the true “opposite” is represented by the child who
neither leads not followers.

Both the Second and First World War demonstrated the un-revolutionary character of the
British worker. As J.B.Priestly commented in his series of broadcasts to America during the
Second World War, ‘The ordinary folk are probably the hardest to rattle and panic of any in
the world. This is partly due to the fact that they are not very imaginative and always
inclined to be free-and-easy and complacent’ (Priestly, 1940: 47). The First World War
created a similar discourse regarding the British Worker and industrial harmony was due
not to the government or the owners but because the workers did not exploit the nation’s
predicament for radical purposes. As a resuit, following the war the gains made by the
British worker were only modest (De Groot, 1998:110). For the government the UK worker

developed into soldiers ideal for the task, being deferent, lacking imagination, fatalistic and

lacking ambition.

There were however, other examples of business leadership within factories throughout
the UK which had neither invisible workers nor workers who were treated as children.
These establishments realised the problem for the British worker was a lack of education,
and this would hamper British industrial progress in the long term. A series of lectures were
published by The University Press, Manchester in 1920, titled Industrial Administration.
Industrial leaders such as A.E.Berriman, St George Heath, Leonard Hill, T.B.Johnston and
B.S.Rowntree presented papers on ways in which industry could be conducted. Rowntree
made the point in his paper Social Obligations of Industry to Labour that

we often treat ‘labour’ in the mass, and forget that it is made up of a number of
separate individuals each of who has his own idiosyncrasies, and looks out on life

through his own pair of eyes, with his own ambitions and his own hopes and fears
(Rowntree, 1920:20).

St George Heath (1920:163) made the point that in the UK at that time, the phrase
‘Training for Factory Administration’ as far as he was aware, had never been used before.
He put the point forward that as well as understanding industrial history and economics

there was a need to learn about ethics.

Within the Rowntree Factory Cocoa Works Magazine (CWM) from 1920 to 1901 a different
view of industry is identified. The magazine was started due to the growth of the factory
with numbers of more than two thousand employees Joseph Rowntree started the

magazine commenting that the increase in workforce ‘makes it impossible to keep up a
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personal acquaintance with the staff as fully as was the case in the earlier years of the
business’ (CWM, 1901:2). B.S. Rowntree in the second edition reminded the workers of the
open door policy that operated in the factory, ‘some of us are now necessarily much less
frequently in the work-rooms than we used to be, and have not as many opportunities as
we once had of entering into personal intercourse with the workers in the various
departments’ (CWM, 1902:17). The December edition (CWM,1902:109) underlined the
need for the work in the factory to be conducted in a spirit of ‘mutual interest’ and of ‘lively
concern for each other’s welfare and happiness’ and that the factory Directors believed

that ‘the business is most prosperous which gives employment to the largest number of

noble and happy beings’.

This underlying philosophy of the need for all to work together to create mutual and equal
benefit was echoed in other industrial writers thoughts concerning the running of business.
Hans Renold (1913:8) suggested that whether an individual is an administrator or a worker,
all should regard each other as workmen, thus breaking down the class divide within
industry because the ‘mutual respect between good workmen knows no social distinctions’.
The importance of relationships continued in the Rowntree Factory through the war and
into the 1920s. B.S.Rowntree (CWM,1920:41) addressed the employees saying that, ‘a
factory is not a huge temple dedicated to machines of steel which happen to require so
many thousands of men and women, boys and girls to wait upon them. It is a little world of
human beings, each one of them more valuable than many expensive machines’. October
1920 at the start of the preparatory week for new starters, the introductory speech stated
that, ‘you will gradually come to realise that the workers here are not regarded as so many
machines for the production of muscular energy but as human beings each with his or her

own joys and sorrows, hopes and ambitions’ (CWM, 1920:72).

This discourse was continued by British Management writers, with Sheldon® (1923:85)
suggesting that industrial management is not just dealing with workers who are merely
‘hands’, it is concerned with the practice of fellowship. This requires leaders who by
example raise the group to a higher standard, which is often achieved through ‘the exercise
of infinite patience in the face of discouraging response’. Sidney and Beatrice Webb?®
(1923:7) suggest that ‘modern industrialism destroyed generation after generation in those
who succumbed to it, was the soul of the people’. Robinson (1923:96) concluded from his

research that recurrent trade depression was intensified by ‘the exclusion of those who

9 Oliver Sheldon: UK Management writer
10 sidney and Beatrice Webb: members of the Fabian Society



213

shoulder some of its ugliest risks from any participation in the government of industry’. The
rhetoric move from workers being invisible and defective to being perhaps children to
being an essential part of industrial life was driven not necessarily from what was regarded

as being best for industry, but from a cultural and social change.

Industrialists like Rowntree and Hans Renold appreciated that if working conditions were
not improved the result would not be falling profits, but a revolution of the working class
that would cause serious damage to UK industry. The Fabian Society had aiready produced
manifestos calling for more equally distributed wealth through nationalisation of industry
and profit-sharing schemes (Waters, 1926). These radical industrialists also understood that
better working conditions could only be paid for by improved productivity and Rowntree
reiterated the statement made by the 1909 Wages Board Act that if an industry couid not
provide proper wages, it should be regarded as being parasitic to the economy (Rowntree,
1921:153). As suggested in the introduction to this thesis, the main charge against UK
industrial leadership was that it did not implement F.W.Taylor’s version of Scientific
Management (Aldcroft, 1964). Urwick (1957:92) suggested that the UK industrial scene was
focused on the importance of technological advances which lead to apathy amongst

industrial leaders, when confronted with new management systems.

Urwick also blamed the Trade Unions. In 1910, after consuitation with their counterparts in
the USA, the UK Trade Unions wrote a paper explaining the evils of the Scientific
Management scheme, ‘the premium bonus system, by encouraging individual selfishness, is
demoralising to the workman’ {(Urwick, 1957:33). Within the UK there were ma::y examples
of Scientific Management methods in action. The concept had originally been put forward
by Adam Smith (1998:13), ‘the division of labour, however, as far as it can be introduced,
occasions, in every art, a proportionable increase of the productive powers of labour’. in
1902, Rowntree, due to business growth had to implement a form of Scientific
Management, ‘another result of the growth in the business has been that the work is
carried on in three separate mills instead of one, and even in the separate mills the work
becomes more and more departmental, so that those in one room may see little of those
who are working in other rooms’ (CWM, 1902: 4). What was required in the UK was a
British implementation of the Scientific methods, and this was found in many of the
industries; Lever Brothers at Port Sunlight, Cadbury Brothers at Bournville, Wedgewood in
Bristol, Rowntree in York and Hans Renold in Derbyshire are just a few of the names. The
system was based on the provision of education of all its workers, so that they could

partake in the ‘critical examination of each process to see whether the cost cannot be
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lowered’ (Rowntree, 1921:4). This system was introduced into Rowntree in 1903, in the

Cocoa Works Magazine:

Special Announcement

On order to stimulate the hearty cooperation of all Employees, and to lead to an increased

interest in the work of the factories, the Directors have decided to adopt a scheme of

PRIZES FOR SUGGESTIONS

improved methods of manufacturing or packing goods, and improvements in quality

Quicker or more economical methods of manufacture or of carrying on any work required
by the firm
Improvements in the conditions under which work is conducted
Any other matters which affect the Welfare of the Firm and of the Employees.

In September 1904 a notice was published to all heads of departments encouraging their
employees to better the record established by one particular department, and there was
also a reminder to the female employees to enter ‘the men have not got all the brains; why
should they get all the prizes’ (CWM, 1904:79). This belief in constant improvement
continued through to the 1920s, when B.S.Rowntree introduced a preparatory school for
new starters. He felt that it was important for new starters coming into industry from
school should have a proper welcome that included, ‘knowledge of the products they will
handle, of the various wage systems, of the laws that control our industrial life and last, but
not least the amenities of the factory’ (CWM, 1920:87). From B.S.Rowntree’s point of view,
without education the young people would not be able to fully involve themselves in the
improvement methodology that was important to the factory’s continuing success. What is
interesting from the historical records is that B.S.Rowntree conducted lecture tours of the
USA, and was regarded as a national and internationally acclaimed industrial management
writer, known for the advanced methods of management in his text The Human Factor in

Business (1921), which provide the continuous improvement thread that was an important

part of the UK discourse in Chapter Seven.

It was during one of the tours of the USA that B.S.Rowntree met Mary Parker Follett, who
was already a highly regarded business consultant in the USA. Rowntree developed a long
friendship with this American woman, and invited her to talk at his own lecture series at

Balliol College in Oxford. According to Tonn (2003) B.S.Rowntree’s tour was reported in The

New York Evening Post, where it reported a call for,

Wages that would allow workers to live in reasonable comfort, working hours that
would allow time for recreation and self-expression, methods of alleviating
unemployment and giving workers increased economic security, a share for
workers in determining working conditions, and a share for workers in the

‘prosperity’ of their industry (Tonn, 2003:424).
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B.S.Rowntree was promoting an equality of relationship and decision-making based on the
thoughts of Hans Renold (1913) of respect amongst workman, rather than divisions
between management and worker. Much of what Rowntree discussed on his USA tour was
raised twelve years later in Mayo’s The problems of an Industrial Civilisation (1933), based

on his studies of the Hawthorne Factory in Chicago,

Every aspect of the experiment was discussed with them fully, and in advance of
each stage, and on one or two occasions they vetoed a suggested development...it
represented yet another direction in which the traditional features of an industrial
set-up were altered fundamentally. Freedom in the fullest sense of the term was
accorded to these six girls, because they had a voice, virtually a decisive voice- in
the determination of the conditions under which they worked (Urwick and Brech,

1957:49).
In 1926, Mary Parker Follett was invited to the UK, and presented a lecture at Rowntree
and Co in York (Tonn, 2003). Following this engagement she travelled to Balliol College in
Oxford to present at the Twenty-Third Lecture Conference for Works Directors, Managers,
Foreman and Forewomen. This series of conferences was attended by over forty UK firms
and was aimed at, ‘reducing labour unrest through the re-education of tactless and

unsympathetic foremen....in new ideas’ (Tonn, 2003:43).

In the UK the emphasis seemed to be on developing a relationship with the workers based
on respect, but Rowntree made it clear this was not a paternalistic approach to business
management, by stating in his USA tour and his book that this is not, ‘coddling the workers,
or adopting a paternal attitude towards them. That would be almost as strongly resented
by every worker of independent spirit as was the callous indifference displayed by the
average employer’ (Rowntree, 1921:149). Rowntree and his like-minded peers were
articulating something very different from the control proposed in Taylor’s Scientific
Management (1911). The notion of leadership developed at this time seems to have its
basis in psychology. B.S.Rowntree in 1921 conducted a wide scale social research project
which linked working and living conditions with worker fatigue and the psychological effect
on their ability to work, many of his findings he implemented into his own factories
(Schama, 2002; Urwick, 1957; Rowntree 1921). Britain in 1921 set up the Institute for
Industrial Psychology (Urwick, 1956) indicating an often forgotten direction of Britain’s
industrial research. America had to wait until 1927 for a similar study directed by Mayo,

which was not published until 1933.

Follett continually made references in her lectures and papers to leadership and in 1928

presented a paper entitled Business Leadership, and using the knowledge she gained in
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observation of UK industry and comparing it to leadership progress in the USA, made the

following remarks,

What is the accepted theory of leadership? In general, we may say that the leader
is usually supposed to be one who has a compelling personality, who wields
personal power, and who constrains others to his will. This has been the theory of

the past and is still to a large extent the theory of the present. Certain
psychologists, in their wish to facilitate the discovery of leadership qualities, are
working at tests which are expected to show what they call ascendancy traits...but |
do not think that these traits are the essential qualities of leadership... (Metcalfe

and Urwick (1942:270).
Within this paper Follett puts forward a theory of leadership based upon the need to work
out how a relationship between the leader and the led can be developed to give everyone
the opportunity to make creative contributions. She states that the ‘basis of industrial
leadership is creating a partnership’ (Metcalfe & Urwick, 1942:286). Follett also illustrates
how for America the notion of leadership becomes very bound up with that of
management. Quoting from an unnamed textbook from 1928 she states,

“people are more readily persuaded to follow as one of a crowd under a leader

than to labour separately...for some social end.” This is true, but these are not the

only alternatives...you can labour with your leader (Metcalfe & Urwick, 1942:286).
Both in the thinking behind Rowntree, Hans Renold and other like-minded UK business
leaders and Follett, there is a notion of leadership as relational, but there is a more
dominant voice in America exemplified by the unnamed ‘able political scientist writing of
leadership’ (Metcalfe & Urwick, 1942:289), which conflates leadership with management,

speaking of the, ‘leadership situation as one of command and obedience’ (Metcalfe &

Urwick, 1942:289).

Follett in the course of this lecture also puts forward what she views as being the

characteristics of leadership and many of them interface with the view of ‘leadership as

relational’ in the 21% Century;

Boiden et al, (2008:4) suggests that it concerns the 'dynamic, relational, inclusive,
collaborative and contextually situated, and that on this basis leadership is socially
constructed and culturally sensitive. It does not imply a leader/follower divide'.

Leadership of

various kinds may
appear in many -
places throughout Gronn (2002, 2008) an advocate of distributed leadership suggests that although

the organisation distributed leadership gives everyone the opportunity for a voice, democratic leadership

(Follett, 1996: 156) gives everyone the right to veto.
Alban-Metcaife and Alimo-Metcalfe (2007) explore near-by leadership.

Archer and Cameron {2009:232) investigate how collaborative leadership 'engages all
participants by designing constructive processes for working together'.
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Regard the leader Fowlie and Wood (2009) state that 'leaders are responsible for creating an environment in
as the one who which their followers are able to respond effectively' {560). Good leaders are 'a source of
can: Energise the encouragement, firm but fair, approachable, praising and good communication' (567).
group, encourage

initiative, draw o

from all what each Schyns, Veldhoven apd Wood (2009) connect leadership with creating a supportive

can give, relate to environment which is strongly related to job satisfaction.

those different
wills so that they
become a driving
force{Follet,
1996:47-157).

Cunliffe (2009) explores the notion that leadership is not about business ethics but
concerns who we are in relation to others, and our ability to be empathetic.

There are some very clear traces from the period of UK management development in the
early 20™ century and the work that is current in the UK. Although from the safety of the
21% Century, there are definite linkages with the early period of British Leadership studies,
at the time, those exponents of democratic business leadership had to defend and justify
their position. Follett, in her 1921 lecture makes the point that she is not being ‘Utopian’
(Follett, 1996: 288). In 1921 Rowntree also wrote that he hoped his coverage of the
subjects will, ‘refute the charge that the activities described are the outcome of

sentimentalism’ (Rowntree, 1921:155).

In the UK, much of Rowntree’s work was directed towards preventing a revolution that
would completely change the course of capitalism. He felt that the only way to enable this
to happen was to start the process of worker economic citizenship, ‘Personally | have a
perfectly open mind as regards the best mode of conducting industry in the future, but any
attempt to change the industrial base suddenly would bring about disaster’ (Rowntree,
1921:156). This reading of Rowntree’s thoughts are substantiated through the historical
archives of Schama (2002), and concern Winston Churchill’s change of allegiance from the
Conservative to the Liberal party, ‘He had not after all, become a Liberal to advance
revolution, much less socialism, but on the contrary to pre-empt them both with timely,
humane, reasonable reform’ (Schama, 2002:324). The next section traces the threads
within the theme of power/knowledge and the idea of business networks or organisational

isolation together with the important notion of economic citizenship.

8.4 GENEALOGICAL TRACINGS: POWER/KNOWLEDGE OR POWER AND KNOWLEDGE

The previous section concentrated very much on the UK, and how a discourse of reciprocal
relationships was regarded as being important, and in some respects this can be tracked

back to a political and social discourse that was concerned with revolution amongst the
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working class. The result at the end of the Second World War was a strong need not to
allow working conditions to return to those of the previous forty years. The previous
section introduced the notions of education and economic citizenship which became an
important part of the economic and political discourse of the interwar years. For the USA,
as already stated there was no intention of keeping in place the reforms that had occurred
as a result of the war effort (Abrams, 2006), and the anti-communist rhetoric became part
of the public discourse, as demonstrated in Chapter Six. This section will explore how
notions of power/knowledge, the place of business in society and the rights of the working
class resulted in a bifurcation between the USA understanding of leadership based on

management and control and that of the UK based on reciprocal relationships.

There are two interconnecting threads to this section of the investigation into the roots of
leadership. The first is an awareness of the UK working class themselves of the inequality
that had been generated through capitalism, particularly issues of unemployment, which
were created by the cycles of capitalism. The second was changes in organisational
ownership. Prior to the 1930s most of UK industry was in the hands of private ownership
(Boyce & Ville, 2002; Urwick, 1933). By 1933, only 10% of industry was still in private hands,
the reminder had become corporations (Urwick, 1933). This developed a new economic,

legal and business discourse which further enhanced the visibility of the working class in

the UK.

One of the main changes at the end of the Second World War was the general public’s
awareness of equality, generated by war-time measures such as rationing which
engendered a spirit of collaboration in times of need. It also fostered the ‘make do and
mend’ culture with rationing continuing in the UK well into the 1960s. It was in part this
mind-set that followed Roper’s (1994) ‘organisational man’ into the middle 20" century.
The experiences of the war also developed acts of collaboration across the classes as
witnessed in many acts of unity that took place during the war years. In particular was the
general response to the sacrifices of the RAF pilots during the Battle of Britain. Ground
crews worked on planes around the clock and the Spitfire Fund contributed to by civilians
brought in approximately £1millon a month during 1940, enabling most villages in the UK
to have a Spitfire in their name. During 1941 the shortage of aluminium was brought to the
public’s attention and in response ‘the kitchens of England emptied’ (Schama, 2002:400),
enabling plane parts to be manufactured. These acts of collaboration demonstrate the link
between power/knowledge, the networked society and the ideas of economic citizenship

that was discussed prior to and following the First World War.
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Prior to the First World War, the Minority Report (1910) put forward recommendations
that are recognisable in the twenty-first century as the underpinning framework of the UK
Welfare System. However, at this time, the power, both economic and politic still resided in
the hands of a few. The proposals were for the abolition of child labour, the creation of an
employment exchange, pensions and insurance against unemployment (Waters, 1926). The
report created controversy in the years before the outbreak of the First World War, with a
tension developing between the government intent to ensure the general wellbeing of
society. This move was supported by industrialists such as B.S.Rowntree who commented,
‘| submit that the day is past in which we could afford to compromise between the
aspirations of the few and the needs of the many, or to perpetuate conditions in which
large masses of people are unable to secure the bare necessities of mental and physical
efficiency’ (Rowntree, 1921:144). From a business perspective this generated government

interference which would hamper the right of business to conduct its affairs to the benefit

of owners and shareholders.

The power struggle between the dominant and new discourse is articulated through the
political debates of the time. Lord Curzon suggested that ‘the superior class, by blood and
tradition had inherited the right to rule over our children’ to which the Liberals under
Churchill responded that, ‘the upkeep of the aristocracy has been the hard work of all
civilisations’ (Schama, 2002:322). The power of the dominant voice voted against the
budget proposals of 1910 which vetoed the introduction of pensions, unemployment and
sickness benefits (Schama, 2002:322). During this period strikes were a major part of
industrial life in the UK and in 1913, 11.491,000 working days were lost due to strike action
in all major industries (Rowntree, 1921:v). The working class may not have had political
power, but the new discourse of poverty rather than defect enabled visibility, unionisation
and a gaining of economic power. In the midst of this major social tension between

businesses, the government and a newly visible working class, the Great War started, and

industry became a matter of the country’s survival.

Following the War, there was debate as to why the working class engaged with the war in
such a positive way, returning home to continue with strike action. A pamphlet produced
by Turner (1918), From War to Work, describes the importance of having a conscious aim in
life, he points out that although the army still employed the same class system as found in
industry, the same inequalities in pay and opportunity,

‘yet-in this field-nothing but enthusiasm to get the job done, A shilling a day, and a
joyous heart at the front, ten shillings a day and incessant strikes at home. Why?
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Because the soldier-worker knew that his work was worthwhile’ (Turner, 1918:14-
15).

Sheldon (1923) comments that not only is the worker becoming more informed about
industrial affairs, so is the general population, with 30% of newspapers devoted to
industrial matters. The First World War emphasised to the general public that they are
stakeholders in an industrial effort that has an effect on everyone. For Sheldon the striking

feature of the 1920s in the UK was the social demand for knowledge. Unfortunately for the

British worker, the promises made before and during the war were rescinded.

Stability, harmony and a return of society to the pre-1914 state was wanted by the
dominant classes and was achieved on the back of patriotic rhetoric and a view of cultural
superiority from the middle and upper classes. Following the war, and as a result of a slump
in production and the simultaneous demobilisation of troops, strikes broke out with
increased ferocity. In 1921, 27011000 working days were lost and this trend continued
(Rowntree, 1921:v). Rowntree suggested that the war had opened the workers eyes to

working conditions,

Many of them in pre-war days had grown accustomed to conditions which left
much to be desired...responsible statesmen in this country promised them, when
the war was over, ‘a land fit for heroes to live in’; and bright word pictures were
painted of what they might expect. Small wonder that when some of them
compared the actual conditions with those to which they had looked forward, they
were filled with disappointment. ‘If this is the best your capitalistic system of
industry can provide; they said, ‘then let us try something else, for it is not good

enough’ (Rowntree, 1921.vii).
One of the main problems facing the UK was the inability to implement Scientific
Management and the issues of unemployment. The Trade Unions suggested of the bonus
system on which Taylor’s Scientific management rested was ‘a menace to the community
at large, owing to the abnormal and continuous increase in unemployment, which is
directly due to its working’ (Urwick, 1957:106). The Prime-minister’s speech reported in the
Rowntree Cocoa Works Magazine added a political thread to the economic citizenship
discourse. When talking of unemployment he suggested that ‘it is a thing which is causing a
greater sense of wrong and grievance and injustice in the minds of the working people in
this country than anything else...under the present system the power to eliminate

unemployment is in the hands of the few’ (CWM, 1920, 92).
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At the same time Rowntree’s Factory adopted a Pension Fund Scheme and also put in place
an Unemployment Benefit Scheme. Robinson'! (1923:92) suggests that business needs to
move away from the idea that the only risk takers are the capitalists who therefore have
the sole right to control business. He points to those workers who ‘enlist in the battle for
livelihood beneath his banner’ as they are the ones who feel ‘the rod of unemployment and
the tens of millions who live beneath its shadow’. Sheldon (1923:3) suggests that industry
has had a restrictive view of its role as a profit making concern, and that the worker has
been regarded as an industrial resource rather than a citizen. In 1920, the Rowntree
Factory set up one of the first Works Councils in the UK. This was a group drawn from every

level of the organisation who took part in management decision making.

The minutes of the meetings were reported in the Cocoa Works Magazine, in a particular
incident in January 1921, the Directors made it clear how important the decision making
process of this group was to the factory. A decision had been made by the council which
was contrary to the Directors view, but the Directors did not interfere with the committee’s
decision for they ‘felt to do so without very grave reason would lower the status of the
committee’ (CWM, 1921:204). In the UK, much of Rowntree’s work was directed towards
preventing a revolution that would completely change the course of capitalism. He feit that
the only way to enable this to happen was to start the process of worker economic
citizenship, ‘Personally | have a perfectly open mind as regards the-best mode of
conducting industry in the future, but any attempt to change the industrial base suddenly
would bring about disaster’ (Rowntree, 1921:156).

This reading of Rowntree’s thoughts are substantiated through the historical archives of
Schama (2002), and concern Winston Churchill’s change of allegiance from the
Conservative to the Liberal party, ‘He had not after all, become a Liberal to advance
revolution, much less socialism, but on the contrary to pre-empt them both with timely,
humane, reasonable reform’ (Schama, 2002:324).The idea of economic citizenship also
creates profound changes in how the business positions itself within society. This poses the
dilemma as to whether business is part of a wider network or if it is an isolated concern.
One of the points made by Urwick (1933:xv) is that populations of people have ‘become at
the same time and for the first time intercommunicating and economically conscious’. This
was observed by leaders in the UK at the end of the Second World War, when the UK

population had a very accurate picture of Britain’s post war position in the world.

11 Fellow and Lecturer in Economics at Trinity College, Cambridge University
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One element of change required by business in terms of its outward facing communication
was the move from private individually owned companies to those that had become
corporations. This required that managers ‘must take a wider vision, have his finger on the
pulse of a larger area than the company, village or borough’ (Urwick, 1933:13). In the
Rowntree Cocoa Works Magazine, a plea is printed from the Cream and Joiner’s
Departments on behalf of the strikers at Penrhyn Quarry. The Editor of the magazine added,
‘we trust that this appeal will not fall on deaf ears. Some time ago some settlement of this
long and disastrous dispute seemed possible, but Lord Penrhyn has found a pretext for

breaking off the negotiations, the need of Bethesda is even greater than ever’ (CWM,

1902:85).

Industry needed to accept the vital relationship it had with the ordinary social life of any
community in which it was situated. Generally Sheldon felt that industry had been treated
as an ‘incidental rather than fundamental in the life of the community’ (Sheldon, 1923:3). It
is the notion articulated by Sheldon (1923:27) that ‘industry is not a machine, itis a
complex form of human association’. To be able to manage this concept of industry,
Sheldon (1923:86) suggests that leadership rather than management is required. The role
of the leader is to build the bridge that the whole organisation can cross rather than just
the vanguard. For Sheldon the crucial point is that the leader’s themselves have to become
the ‘sappers’ who build the bridge. Sidney and Beatrice Webb (1923:2) comment that the

peculiar foundation of capitalism is the fact that the institution of private ownership has

become the means by which the community makes its living.

In B.S.Rowntree’s address to the factory he said that ‘A factory should not be a cold dead
place, but living, and happy and friendly...making us feel that we are working towards a
common end. That end includes the welfare of the entire factory, but goes beyond it. It
links us to the whole industry, which is a great communal service’ (CWM,1920:41). Within
the UK, the discourse following the Second World War was very much built upon those
things that had been learnt but not applied at the end of the First World War. Workers,
made visible had to be included in the business world as economic citizens, there had to be
an equality of rewards from working in business generally, and that business took place in a
wider network of social obligation. To be regarded as economic citizens and to take part in

the organisation of industry, the working class had to have access to education.

Although education was seen as an important need for the country, the recession,

following the First World War impacted on the education budget, with Lioyd George
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famously saying that, ‘brighter children would learn as readily and as quickly in a class of
seventy as they would in a much smaller class’ (De Groot, 1998:333). Interesting enough, in
the Rowntree’s Cocoa Works Magazine No.19 (CWM, 1903:77) an article titled ‘Trade
follows Brains’ appeared. The team stated that they had been informed that UK trade
depended not on the British flag but on the country’s brains. The President of the British
Association had suggested that at least £8000000 needed to be spent on new universities
with another £4000000 annually to staff them. Northcott (CWM,1920:148) attended one of
Rowntree’s week-end conferences for the benefit and education of the administrative staff
in various industries, where the Master of Balliol College (Cambridge) commented that
‘Experience and observation have value, but their true worth is only realised when put

alongside reading...the first step in educating adults is to teach them how to read’. The elite

in the UK were unwilling to fund such a burden.

In the USA, there was a similar story to be told. Walter Weyl a Democratic Liberal writing
between 1910 and 1912, noted in his influential text The New Democracy that American
individualism had ‘deluded Americans into seeing equality and democracy where
exploitation and oppression actually ruled’ (Weyl in Forcey, 1967:79). American
individualism appears to have worked in a similar way to the pre First World War belief in
UK patriotism. However, for the UK worker, as commented on earlier, the chloroforming
effect of patriotism was gradually wearing off. In America this did not really occur until the
1960s. For the working class Americans neither the First nor Second World War had the
same effect on the social fabric of the country as in the UK. As illustrated by Mary Parker

Follett, there was always an issue with controlling the small working class that e <isted in
the USA.

The problem for this class is a large per cent were actually either immigrants or African
Americans. The USA working class was an invisible and voiceless unskilled workforce that
could not articulate their position because it was firmly located within America’s ‘Peculiar
Institution’ that of slavery followed by the ‘Jim Crow’ segregation laws, which were a direct
reaction to abolition (Takaki, 1993). It was not until the start of the First World War that
the African American population of America were allowed to work in factories, but only
because the number of European immigrants had dropped significantly, leaving a shortfall
of numbers making it ‘expedient to allow the African Americans into the factories prejudice

vanishes when the mighty dollar is on the wrong side of the balance sheet’ (Takaki,
1993:142).
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The depression in the 1920s and 1930s demonstrated the wide gulf that had developed
between the opportunities of the white and black population of the USA. The number of
unemployed African Americans in the cities was between 30 and 60% higher than for
whites (Takaki, 1993:267). To increase the pain of the depression, race riots rather than
violent strikes were America’s affliction (Callow, 1982). However, from a business
perspective this was outside the remit of industry and was none of their concern. Mayo’s
Hawthorne Studies (Urwick & Brech, 1952:1) were conducted in a skilled and semi-skilled
telephone component plant, where all of the workers were white, even though Chicago
had the third largest African American population (Lowe, 1982:391). Through legislation
and discourse created by science and education, the African American population did not
exist. Unlike the UK, the invisibly of this section of the population was maintained due to

skin colour which made a distinctive difference.

It was not until the middle 1960s that America actually had to address the issues of an
underclass population that the law had suddenly insisted should be included rather than
excluded into public life. Although this history is not mentioned by the majority of
management or leadership writers, it has had an impact on the way in which the USA
understands leadership. The image of the individualistic frontier man is very much an
image of white men and it is also those who are classified as middle class. Those in the
relatively small working class of the USA are disenfranchised and struggle to have their
voices heard. These historical traces can be found in Taylor's (1911) ideas concerning
Scientific Management and the need to exercise authority. The debate concerning
leadership as relationships or as command and control is also associated with the historical
development of the USA. The fear of a ‘giddy multitude’ of disaffected white and black
working class people, for whom the promise of the American Dream did not materialise

(Takaki, 1993) has had a social and cultural effect on the way leadership is understood in

the USA.

8.5 CONCLUDING COMMENTS: THE ROOTS OF BUSINESS LEADERSHIP

The start of this genealogical trace examined how business leadership was regarded in the
years from 1945 back to the 1900s. There was a view that business leadership concerned
the maximisation of profit at the expense of the workers. However, there was also an
alternative story of industrialists who believed in good working conditions and the rights of
workers within the industry they worked. One of the main issues highlighted was the

detrimental effect that the cyclic nature of capitalism had on the working class. The
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historical records revealed a changing discourse as the working class became more visible,
moving from being defective, to be either children needing control, or responsible
economic citizens. This early history revealed the importance that the authority of business

leaders, government and the law had and probably still has in the representation of groups

within society.

From Bhabba’s (1989:238) post-colonial perspective discussed in Chapter Four, a link was
traced relating to the ‘problem with authority’. This was revealed particular in the
interpretation of the Poor Law prior to the First World War and the identification of
poverty with physical and mental defects rather than the cyclic nature of capitalism. In
terms of issues of representation a clear link was made from the various historical
fragments that this representation deflected interest from the nature of capitalism and the
role it played in creating poverty. The historical traces also revealed in both the UK and USA

how ordinary people can reclaim the authority to develop their own representations.

It is these two early histories of each country that have had a profound effect on the
development of leadership as it is known today. The roots of the present UK view are
clearly evident in the history of the UK. Much of that history was driven by the need to
prevent revolution amongst the working classes in the UK. For the USA, the visibility of
their working class did not happen through law until the liberal years of the 1960s and the
need to de-segregate the American population. Prior to that time, the working class,
composed of predominantly African Americans was invisible. The roots of the
transformational leadership model appear to have developed alongside the anti-
communist discourse, following the Second World War. There is an indication that from an
American perspective it is a form of management with its roots in the scientific
management models put forward by Taylor at the start of the twentieth century. This
provides a good fit with the ideas of Post-Fordism and House (1971) and House and
Mitchell (1974) of path-goal leadership style. it is possible to see traces of this theory

within the transformational charismatic leadership model put forward by House (1977).

For the UK, the two World Wars had a lasting effect on the social fabric. ideas of equality,
of the cyclic nature of capitalism and the need to prevent working class revolution all
played a role in the way leadership was envisioned as compared to business management
or business administration. The notion of building relationships and the idea that the
workers had as large a stake in the successful outcomes of business all played a part in

developing an alternative view of business and its place in society. Leadership from a UK
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perspective appears to be a linking mechanism between the needs of the workers and
those of the business. It appeared to be a role of facilitation of knowledge, and a

communication conduit between business and the wider society and its needs.
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PHASE FIVE: CRITICAL INTERPRETATIONS OF
THE STATEMENTS OF BUSINESS LEADERSHIP
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9 BEYOND THE TRANSFORMATIONAL LEADERSHIP PARADIGM

“tell me your name and your business”.

“My name is Alice, but----"

“It’s a stupid name enough!” Humpty Dumpty interrupted impatiently, “What does it mean?”
“Must a name mean something?” Alice said doubtfully.

“Of course it must,” Humpty Dumpty said with a short laugh: “My name means the shape |
am — and a good handsome shape it is, too. With a name like yours, you might be any shape,
almost” (Carroll, 1895/1998:182).

For Humpty Dumpty names should have meanings, they should describe what they are
signifying. This research journey, progressing through deeper levels of reflexive
interpretation has explored what meanings are associated with leadership and how it has
come to have the meaning it has for us today. This chapter engages with final phases of
reflexive interpretation involving a critical analysis of the research that has been conducted
and a final comment on the research. These fina! stages of critical reflexive interpretation

are linked to Foucault’s notion of archaeology (2007) as discussed in Chapter Four.

Figure 28: Mapping of Chapter Nine
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9.1 THE ARCHAEOLOGICAL DiG

Foucault (2005, 2007) suggests that all historical analysis should begin with a problem in
the present that needs to be solved. The primary aim of this research was to re-interpret
the development of business leadership within a political, economic and socio-historic
framework in order to explore a contemporary problem that has arisen with leadership.
The problem, ‘that leadership training, development and education may not be delivering
the leaders required for the 21* Century’ was identified in Chapter Two having drawn
together several themes that became apparent in the initial research The first was a
domination of American leadership writing. This was revealed both through academic
voices but also from my own observation. This observation was based on previous
leadership training and experience as a production manager and the late introduction to
the body of leadership knowledge. The second was comment by prominent consultants

that leadership training was no longer meeting expectations for the 21% Century,

particularly in the UK.

The third thread was an observation by Urwick (1957) and Drucker (1947). Based on first
hand observations of both Americans and UK citizens during World War Two they
commented that although the language was the same the views of each society were very
different. The final thread was the academic concern over USA domination of leadership
theory. To investigate this problem, | felt that the root cause may reside in the way in
which the history of leadership progression is narrated. That the smooth, linear progressive
trajectory found in texts such as Northouse (2007), had subsumed major differences
between UK and USA understandings of leadership that have an impact on how leadership
is performed and researched in the present. In order to progress the study three objectives

were identified:

e The first was to develop a reflexive Foucaultian analysis of leadership development
as a ‘body of knowledge’ in order to illustrate alternative leadership constructs.

e The second was to operationalize the research strategy on a contemporary
business leadership issue identified in a social, political and economic context.

e The third was to open up a marginalised but inclusive space outside the dominant
leadership discourse that would enable researchers, educationalists and

practitioners to consider alternative thoughts on leadership, to spark new thought
and conversations.
In order to critically analyse the research, Foucault’s notion of archaeology will be used in
order to position current leadership research and writing. The archive consists of four
thresholds that a body of knowledge passes through in order to become fully developed.

However, the body of knowledge is not formed within a vacuum (Deleuze, 1999; Foucault,
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2007); it is reliant on the development of additional bodies of knowledge, in this case
economics, political intent and social need. In business leadership literature a threshold
change can be defined as a paradigmatic shift. Hunt (1999) describes transformational
leadership as representing a paradigmatic change in the body of leadership knowledge. The
main research product obtained from using Foucault’s notion of the archive is that it

demonstrates the non-linear development of bodies of knowledge.

Figure 29: The Leadership Archive (Author, 2012)
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Chapter Five outlined how transformational leadership can be considered at the stage of

Formalisation (Figure 29). Foucault identifies this as a stage in knowledge development
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where underlying assumptions within the model or theory become implicit in the
grounding of future research. The first issue is embedded within literature reviews which
are developed as a pre-requisite for any research conducted. Tseng, Tung and Duan (2009)
conducted a co-citation of leadership articles used from 1997 to 2006. The citations were
sourced from articles published in the Leadership Quarterly and in the Educational
Leadership journal. The conclusion of their analysis was that authors such as Congar, House
, Lord, Bass, Hunt all appeared within the centre of their web. All of these authors have an
interest in transformational leadership and are used as foundational evidence within
literature reviews. The second factor regarding transformational leadership is the number
of un-associated areas that transformational leadership is applied to; these include areas

such as parenting, faith communities as well as education and nursing.

Thirdly there is the issue of training, development and education together with recruitment
and progression through companies. The influence of transformational leadership can be
found through the wide use of the Multifactor Leadership Questionnaire (Bass and Avolio,
2000) which is based on elements of the transformational leadership model. Said (1978) in
his exploration of how the Orient has been constructed through discourse, suggests that
discourse about a specific object repeated in many different contexts increases the likely-
hood of that discourse becoming accepted as a foundational truth. The main elements of
the model or theory then become part of an individual’s cognitive map concerning that
particular object, which then influences any research conducted. Alvesson (2003a) noted
this effect in respondents’ answers to questionnaires and interviews on leadership. Kundra
(1992) specifically noted this during research into an American company that had been the

source of much research. The management team tended to respond using a vocabulary

based on the journal articles on their company.

The other area of the archive that can be populated through the research is the stage of
Positivity. This is when the word leadership was first used in association with business.
Chapter Eight chartered this history, identifying B.S.Rowntree (1921) and Renold (1913)as
being amongst the first business management writers to use the word leadership as
applied to business. This is interesting given that Urwick(1957) suggested that the USA by
1957 had produced large quantities of research on business leadership. This suggests that
the ideas of leadership moved into the area of Epistemology around the time of World War
Two. For Foucault this is a stage of development where much research is conducted into
the specific phenomenon, in this case leadership. However it is also a stage in development

where social, economic and political forces have the most influence on the research.
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As illustrated in Chapter Eight, the Second World War brought about a major political shift
in the USA. The dominant discourse was anti-communist, a discourse that Britain was
charged with upholding as the result of conditions set by a war loan from the USA. This
discourse had a profound effect on notions of leadership, being focused on the individual
rather than the group or society. For the USA this developed into a binary opposition
(Derrida, 1976). With communism beginning identified with group collectivism set against
the USA rhetoric of the individual; state control set against the needs of business. This
discourse was at odds with the political discourse that was apparent in the UK. In the UK
there was a view that business leaders should not be able to operate free of social
obligation (Addison, 1977). There was a real move in the UK to ensure that all the
population were fairly treated and not disadvantaged by the cyclic swings of capitalism. In

America this was not a consideration (Abrams, 2006).

The transformational leadership theory developed at the end of the 1970s and researched
through the 1980 could be seen as taking the body of leadership knowledge back to the
start of the archive. It was as Hunt (1999) described a paradigm shift, but not one that
moved the body of leadership knowledge forward as is usually described in the linear
progressive narrative. Through Chapter Seven it can be seen that the social, political and
economic conditions in the USA were similar to those of the late 1940s early 1950s. A
strong anti-communist narrative became a central feature of the Regan years as they had
post World War Two (King, 2002). Mergers and Acquisitions became the primary way to
grow a business. These were led by the charismatic, hierarchical leader. It was also
illustrated through Chapter Seven how during the 1990s research into transformational
leadership began to categorise different styles of transformational leadership, moving the
theory into the phase of Scientificity, this is the point when a body of knowledge becomes
categorised. The operationalization of the Foucaultian research strategy has identified that
the body of leadership knowledge when placed in social, economic and political contexts
becomes not a linear progression, but one which moves back and forth through the
archive, at various stages of development, dependant not only on theory development but
also on the social, political and economic climate of the time. This suggests that leadership
is not concerned with characteristics, traits and behaviours, but is actually a response to

political, social and economic need. The key findings of the research help to establish this

conclusion.
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9.2 KEY FINDINGS.

There are three main threads traced through Chapters Five to Eight that seem to signify the
availability of an alternative leadership story, influenced by social, economic and political
factors. The first is the issue of the bifurcation within the transformational leadership
model. This involves the difference in interpretation of morality at the foundation of
transformational leadership ideas put forward originally by Burns (1978) and House (1977).
The narrative then continues with the developments by Bass (1985), where morality has
been replaced by motivation. The second thread concerns the differentiation between

management and leadership. The third revolves around continuous improvement.

9.2.1 MORALITY AND MOTIVATION
One thread which illustrates how the historical tracing can illustrate that leadership models

cannot be universalised is that of the change from morality to motivation within the
transformational leadership paradigm. In the present, transformational leadership is
concerned with motivation, which was a development from Bass (1985). In the original
models put forward by Burns (1978) and House (1977) there is mention of morality not
motivation. However, even within these two models of transformational leadership there is
an underpinning difference in how the two theorists defined the term. For Burns (1978)
leadership concerned the reciprocal development of morality between the leader and
those who are lead. For House (1977) the leader is already fully developed morally and
raises those who are lead to the leader’s level of moral development. This has an important

thread that traces back to the early 1900s. For the UK it is an important aspect of business
leadership.

In Chapter Eight the thread that linked morality to business was part of a wider discourse
that concerned the part business played within the wider society. Rowntree in 1921
following a series of strikes and riots in the aftermath of World War One suggested that the
working class felt that ‘If this is the best your capitalistic system of industry can provide;
then let us try something else, for it is not good enough’ (Rowntree, 1921:vii). This was an
acknowledgement that although they as the owners provided the capital for the business,
the working class stake in that business was just as great. Robinson'? (1923:92) suggested
that business needed to consider that the workers also ‘enlist in the battle for livelihood
beneath his banner’ as they are the ones who feel ‘the rod of unemployment and the tens

of millions who live beneath its shadow’, as well as the capitalist who contributes the
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capital to a business. Sheldon (1923:3) suggested that industry has had a restrictive view of
its role as a profit making concern, and that the worker has been regarded as a resource
rather than a citizen. Through a series of legal, political and economic influences the UK

started to see its workforce as part of the economic citizenry.

In the USA however, there was a similar discourse as outlined in Chapter Eight. However
the view of society generally did not enable such a view to gain momentum. The anti-
communist discourse and the start of the Cold War in the late 1940s obscured the view
that business had social obligations. This discourse was reiterated by Ragan in the 1980s. It
would appear that the political discourse of this time enabled a move within the
transformational leadership model from one with a focus on morality to one with a focus
on motivation. However, this move also seemed to have been influenced by the different
interpretations between the two originators of transformational leadership. When
considering the two interpretations the idea of the leader being already fully morally
mature seems to fit more with the notion of motivation. The idea of morality being
developed through reciprocal relationships seems to be more in line with the UK view of
leadership and the idea of economic citizenship. What transpires through the research is a
view that all parties are engaged in the same endeavour with similar stakes in that

endeavour. This would imply that reciprocal relationship building and development would

benefit both parties equally.

9.2.2 MANAGEMENT AND LEADERSHIP
In Chapter Five it was noted that there were inherent difficulties in separating management

from leadership, or if indeed these two roles were actually part of the same process.
Hosking and Morley (1988:91) for example specifically define managers as designated and
appointed as opposed to leadership which may or may not be. Bennis and Nanus (1985)
and Kotter (1982) however identify management and leadership as two separate but
equally important facets of business organisation. Zalenick (1977) added to this general
condemnation of management in his text, The Managerial Mystique: Restoring Leadership
in Business. This text began the differentiation between management and leadership. This
discussion culminated in the 1980s search for excellence, started by Peters and Waterman
(1982) in their text In Search of Excellence: Lessons from America’s Best Run Companies.
Within the titles of both texts the focus is on excellence in management. This traces back to
Zaleznik’s (1977) conclusion that restoring management into business based on the

premise that management done well equals excellence in performance which is called

leadership.
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Thirty years later the debate continues, with Clegg, Kornberger, Carter and Rhodes (2006)
and Parker (2006) conducting a written conversation around themes for and against
management. The debate was prompted by Parker’s (2002) text ‘Against Management’.
Clegg et al, argue that to be against management is a simplified critique that does not take
into account the polyphony of management at work. The basis for this discussion was the
advent of the transformational leadership model however the roots of the
management/leadership go back to the early 1900s.In Chapter Seven, it was noted that
within America, due to the recessions of the 1970s and the one that we are presently in the
midst of, the middle classes of America are the group who are financially disadvantage.

Luce (2010) reported two major problems facing America in the present time.

The first was Median Wage Stagnation, where the annual incomes of the bottom ninety
per-cent of Americans have essentially remained flat since 1973. The second was due to
the changes in work structure resulting in a diminishing chance of moving up the income
ladder, ‘if you are born in rags, you are likelier to stay in rags than in almost any corner of
old Europe’ (Luce, 2010). The possible consequences of this economic position are
embedded in the social memories of the USA and are explored more fully in Chapter Eight.
The major fear in both the UK and the USA was the prospect of revolution by the working
classes. Takaki (1993) noted in his comprehensive history of immigration and slavery in the
US, that a major challenge for the USA, since the 1700s, was the management of the ‘giddy
multitude’ the poor black and white lower classes in America. With the worsening
prospects for lower middle class Americans in the present day, there was a fear that unless
properly managed, this group would be uncontroliable, resulting in riots and

demonstrations as seen on the 1960s or at worst, revolution.

In the UK, there was an equal fear of working class revolution, Winston Churchill changed
his political alliance in the 1920s from the conservatives to the liberal party for this very
reason. He realised that if the working classes in the UK were not given a fairer deal within
capitalism, revolution could result, ‘He had not after all, become a Liberal to advance
revolution, much less socialism, but on the contrary to pre-empt them both with timely,
humane, reasonable reform’ (Schama, 2002:324). It is through these two different cultural
ways of regarding the working classes that a major difference in how leadership is defined.
Mary Parker Follett in 1928 suggested that leadership engaged with the fact that ‘you can
labour with your leader’ (Metcalfe & Urwick, 1942:286). This was set against her

observations in America, where management theorists viewed ‘the leadership situation as

one of command and obedience’ (Metcalfe & Urwick, 1942:289).
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The genealogical tracing of this particular thread highlighted a very different cultural view
of how to manage or lead the working class population. The result appears to be an
understanding of leadership for the USA being embedded in the need to control the
working class population, resulting in the present day of a leadership model that now
focuses on motivation, providing the future vision and a role model for followers to
emulate. For the USA leadership has been aligned with management and control of
particularly the working classes. For the UK, an understanding of leadership developed that
I could identify with much more strongly from my own experiences of leading production
teams and the development of reciprocal relationships. These threads of leadership
development appear to have become obscured with the dominance of the USA
understanding. However, through Chapter Six, the articles sourced from UK institutions
foreground this implicit history. Within many of these articles the idea of reciprocal
relationships and labouring with the leader are much more apparent. For example,
Simpson (2007) noted the importance of communication in a leadership group, and Vickers

(2008) discussed the space for revolution that was opened up by leaders who did not build

up relationships with the group.

9.2.3 LEADERSHIP AND CONTINUOUS IMPROVEMENT
Continuous improvement is another interesting thread, which disappears and reappears in

the archive. In 1903, Rowntree Company set up a continuous improvement scheme for
their employees. This thread became lost in the leadership literature, to reappear in the
‘organisational man’ narrative by Roper (1994). This narrative covered the managers who
commenced work in the early 1950s. For this group of leaders, there was an importance
attached to the development and improvement of products and production. This
generated relationships throughout the organisation, but more importantly offered an
organisational purpose. Once more the thread began to disappear in the mergers of the
1960s to disappear completely in the 1980s and the loss of UK manufacturing. in my own
experience, and having been very involved with the implementation of continuous
improvement activities | found this unusual. The thread has started a re-appearance in the
research being conducted into modern day manufacturing by researchers such as Antony,
Douglas and Antony (2007: 279). The disappearance of this narrative can be found within
the genealogical tracing and seems to have developed from the USA anti-communist

discourse and the direction that American industry had taken since the late 1950s.

The notion of communism and any activity that was similar to that of communistic activity

such as group work was unable to find a space in the narrative to be heard. This was
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particularly true of the years from 1990s through to the 1980s, when the importance of
free-markets set against that of communist nationalisation influenced unduly the nature of
business development and therefore leadership in the USA. Reagan stated that it was
important to, ‘get government off the backs of the American people’, (Abrams,
2006:292).The ensuing business landscape in both the UK and USA was one of
conglomerates, with an emphasis on corporate leaders focusing on ‘deal-making’ which
included asset stripping to maintain profits. These new managers generally had career
portfolios and moved between companies and industries and most had academic training
in management. These are the major points concerning American business leadership
identified by Mannion (2009). For those UK managers who started work in the 1950s there
were issues with the new business focus on empire building and those builders who
‘regarded business as a matter of financial manipulation’ (Roper, 1994:151),The important

principles for this group of managers were an eye on finance and numbers rather than

production and quality.

This identifies a major change in business leadership where ‘thinkers’ rather than ‘doers’
where required. More importantly for the UK this created a change in the basis of
managerial authority which traditionally came from a personal accumulation of knowledge
capital acquired through entrepreneurial activity. The knowledge acquired and viewed as
important in the UK was that of hands-on knowledge...an understanding of the processes
of the particular industry. The new business organisation became based on the ‘spirit of
managerialism’ (Bendix, 1974:288), although as demonstrated by both Vickers (2008) and
Mannion (2009) there is still a focus in the UK on hands-on knowledge. This thread can be
traced back to the 1960s through the research conducted by Roper (1994). As one of
Roper’s (1994) respondent’s mentioned in interview, the years of ‘dirty-hand’ experience
gave him an ‘understanding of what goes on in the business at every level...in my view,
there is no substitute for having got your hands dirty yourself, and having used the tools

and machinery and equipment, and having rubbed shoulders with people who are still
doing that...’ (Roper, 1994:118).

The notion of building management based on ground level knowledge and the
development of reciprocal relationships through the company seemed to have been of
importance to UK management practices. The junior manager would also work in all of the
company’s various plants, usually allocated to manual tasks. This enabled the young
managers to understand the process, get involved in problem solving with those who

operated the machines. This developed understanding between the manager and those
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who worked on the shop floor with one respondent remembering that the training gave,
‘no concessions to your ultimate status, in the sense that | was starting work at half past
seven in the morning and working in the tube mill as a member of a mill gang’ (Roper,
1994:82). From the historical narrative constructed by Roper, it is possible to identify the
thread commented on in Chapter Seven, where the model of management seems to have
more in common with Japanese methods of Continuous Improvement management

techniques than in the transformational leadership model.

Journalist John Judi (2000 in King, 2002:237) reflected on the 1980s as a period in the USA
that saw ‘a kind of irresponsible individualism’ developing amongst business leaders, which
has continued to effect business leadership in the USA. Much of this discourse resonated
with that of rugged individualism required in the frontier days together with a pre-First
World War belief in US exceptionalism and progressivism (Childs, 2002). The links the
charismatic and inspiration leader based on motivating individuals rather than building
relationships. It also links with the emphasis placed on building a company through
mergers and acquisitions rather than the development of products and an understanding
of the production process. Both of these changes can be viewed as a development in part
influenced by the political agenda of the time. It has however obscured the UK
understanding of leadership based on a very UK historical perspective. The USA model
described here is very much one that | witnessed during the Dale Carnegie leadership
course. It was a course based on ‘making friends and influencing people’ and was very

much based on short-term relationships as described by Bennis (1967).

Bennis (1967) felt that the idea of temporary relationships was one of the strengths of
America people, ‘l don’t view temporary systems as such a grand departure, and it is an
aspect of American life that Europeans typically find frustrating’ (Bennis, 1967:535). This
type of relationship in my experience is fine when influencing people and perhaps even
motivating people, but does not lead to an understanding and involvement with the
processes of the organisation. It also does not create the type of relationships build on
trust where true creativity and problem-solving skills can be brought to the fore. The UK
preference for a consultative style of leadership which is based on discussion, deliberation,
seeking advice and taking counsel with the interested parties is one commented on by Pym
(1968) drawing on work completed by the Ashridge Management College Research
Department in 1966. This was found to be in contradiction to the more democratic style
preferred by the USA, which is more bound with representation and rule based decision

making activities. The UK preference implies the development of trusting relationships,
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where everyone understands and takes part in the problem solving activity, central to

continuous improvement methodologies.

9.3 IMPLICATIONS AND RECOMMENDATIONS

The research problem identified at the start of this thesis was the comment by several
consultancy companies was that leadership training, development and education was not
producing the quality of leaders required in the 21* Century. Urwick suggested that ‘if new
methods are required for the discharge of what appears to be old tasks; it is because the
task itself has changed’ (Urwick, 1933:xv). This appeared to be the suggestion from the
present day consultants, that a new model of leadership was required. However, through
the connecting of several coinciding threads which included my own experiences of
leadership within a multi-national production company an aiternative was presented. This
was partly inspired by Harvey-Jones (1988:17) suggestion that leadership is not a ‘universal
system which can be applied to everything, everywhere’, and partly by my own reflections
on ‘discovering’ the body of academic leadership knowledge. Perhaps the problem with
leadership is that in order to universalize leadership theory and practice, which makes
sense in an era of rapid globalisation, important historical economic, social and political
threads had been obscured, which are fundamental to implicit understandings of what

defines a leader and the practice of leadership.

The key findings identified in the previous section illustrate how in important areas of
leadership understanding such as underpinning questions of morality, motivation, the
difference between management and leadership and the idea of reciprocal relationship
building, problem solving and continuous improvement have been influenced by political,
social and economic thought since the early 1900s. These influences have created a
bifurcation between USA and UK understandings of leadership and what it represents. The
findings raise two further questions regarding future research into leadership. The first is
whether leadership is actually a matter of individual traits, characteristics and behaviours,
or whether in fact it is a response to social, political and economic need. The second
question raised is a result of the complex web within which leadership has developed. This
relates to whether leadership development and practice can be universalised, which would
make sense in an era of globalisation, or whether due to the economic, political and social
influences it is culturally bound. This conclusion suggests that beyond the transformational

leadership paradigm is not a new theory of leadership, but an alternative leadership

research strategy and focus.
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Figure 30 illustrates how the ideas and notions of Foucault can be operationalized into a
research strategy that contextualises leadership research by including the economic,
political and social influences that surround the generation of theoretical developments.

Figure 30: Beyond the Transformational Leadership Paradigm, A New Research Strategy (Author,
2012)

Geneological tracing: Compare and contrast both sets of statements, what seems to be
happening, what is the historical link, what are the alternatives avaliable or has the situation

developed new leadership statements.
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To integrate the model into more established research protocols, the Grid of Intelligibility
(the macro study) of the body of knowledge would form the traditional literature review,
articulating how the notions of the subject being studied coalesce around a specific symbol,
model or theoretical principle. The important difference is that statements of specific

actions need to be identified forming the foundation for the continued study. For example

in this study the macro statements were:

Leadership is identified through specific performance and is future orientated

Leadership focuses on developing an individual’s motivation

Leadership concerns the control of power

Leadership occurs within the boundaries of an isolated organisation

The next stage in the development of a revised leadership research strategy would be to
conduct primary research to identify the statements concerning the research object at a
micro level. In this particular research, journal articles sourced in the UK were used,
however, this is also a point that primary data could be collected. The statements from
both the macro and micro studies can then be compared and those that are similar brought

together, and those that differ are used as a comparison. These statements are then traced
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back until the point is reached when they were first used in that particular context. The
political, social and economic issues of that tracing can then be incorporated. The research
strategy itself can be used in two ways. The first as described above can included primary
data and can address small, micro research studies. It could be leadership within a
particular firm to understand how and why that particular leadership style developed by
contextualising it in the wider social sphere. A piece of research | would particularly like to

do is a comparison between a not-for —profit enterprise and a for-profit organisation.

A larger scale project could also be undertaken, perhaps keeping more to the spirit of
Foucault’s work using text as the primary data. Again, a research idea that | would like to
undertake, in conjunction with another university would be to explore business leadership
differences between Germany and Greece to try to gain an understanding of why both
countries look at the present economic situation within Greece so very differently. Tracing
the historical social economic and political roots of each country’s engagement with
business would I think highlight some interesting connections and explanations of how the
two nations have arrived at this present point. Following on from this theme would be to
look at the business leadership foundational underpinnings between the southern and
northern European countries, particularly given the current context of economic instability
particularly in the southern European countries, and whether as Faria (2011:205) suggests,
through a lens of globalisation, that the spread of management and leadership knowledge
from contested Western and Northern centres to the Eastern and Southern margins
contains a suggestion of neo-colonialism underpinning within organisational knowledge,

which would include leadership.

9.4 RESEARCH CONTRIBUTIONS
The primary aim of this research was to re-interpret the development of business

leadership within a political, economic and socio-historical framework, to discover if there
was an alternative view of leadership to one of traits, characteristics and behaviours. The
premise of the research was not to create a new leadership model, but to try and step
outside the more usual research paradigms in order to change the focus of study from the
leader or leadership itself, to one that looks at external influences on the development of
the theory. From this research three primary contributions have been made to the body of

knowledge that constitutes leadership as so far explored. This relates to Max Neef’s (2007)

assertion that
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Linear logic and reductionism have contributed to our reaching unsuspected levels
of knowledge, but knowledge is only one road, one side of the coin, the other road,
the other side of the coin is that of understanding (Neef, 2007:14).
The three contributions to leadership knowledge are the development and
operationalization of a tool that enables a Foucaultian investigation into the knowledge of
leadership. The second is to open up a marginal space from which to view leadership
knowledge to gain an alternative understanding of its construction. Thirdly to develop a
narrative history that will enable new and different conversations about leadership perhaps

sparking new and different alternatives of business leadership influenced by the social,

economic and political needs of the 21 Century.

9.4.1 DEVELOPING AND OPERATIONALIZING A FOUCAULTIAN RESEARCH STRATEGY
Foucault through his various works developed a strategy for interrogating historical texts

specifically to unpick how bodies of knowledge have developed into the present. The
reasoning for doing this was to discover whether voices have been subsumed into what
becomes a dominant discourse and by revealing them a new understanding of how the
present has been reached becomes available. This seemed to provide the beginnings of a
strategy to achieve the aim of this particular research. In order to develop the strategy an
operational interpretation of not only Foucault’s work (2008, 2007, 2005, 2002, 2000,
1998, 1991, 1990, 1985, 1975), but also the work of Foucaultian experts (Arribas-Aylion &
Walkerdine, 2008; Mills, 2008; Cummings, 2007; Cahoone, 2004; Deleuze, 1999; Kendall &
Wickham, 1999; Gutting, 1994; Rabinow, 1991; Wuthnow et al., 1986). From this study, the
present research strategy outlined in Chapters Three and Four was developed. The missing
element was the reflectivity that Foucault himself stated was important to any research,
stating that not to incorporate the researchers own input to the development of

knowledge as ‘an act of inhumane indifference’ (Cahoone, 2004:372).

However, within his works there is no indication of how this was achieved from the
viewpoint of developing a research strategy that could be replicated. Alvesson and
Skoldberg (2003) provided an answer with the five phases of reflexivity, which has been
incorporated into this understanding and interpretation of Foucault’s analysis. Having
developed the research strategy the second issue was to illustrate and demonstrate how it
could be operationalized, which is the focus of this thesis. Foucault (2005, 2007) suggests
that all historical analysis should begin with a problem in the present that needs to be
solved. This was developed through the second chapter, which was also Phase One of the

reflexive interpretation. As identified in Section 9.3 of this chapter there are several ways
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that this research strategy can be used, and each one would offer an alternative way to

view problems in the present.

9.4.2 OPENING A MARGINAL SPACE
hooks (1990:152), an African-American woman writer suggests that marginality can

become ‘a central location for the production of a counter-hegemonic discourse’. Although
many groups become marginalised through oppressive social structures hooks suggests
that one can also choose marginality. This choice creates a site of creativity, power and
inclusion outside of the dominant knowledge allowing reflexive criticality. Although
theoretically this seems to fit the purpose of this study, the question is raised as to how this
space is created and used, what does it look like?, how does one enter it?. In order to
create a marginalised research space, the philosophical foundations of the dominant
discourses and the alternatives need to be identified. This was conducted through Chapter
Three. On initial investigation, it appeared that the space could be based on a post-
positivist epistemology and a subjective ontology. On further investigation however this
foundation could be considered to be within an overarching modernist paradigm. Within
this paradigm, human agency is central (Sarup,1993). This may partially explain why it is
difficult to view leadership and the research being influenced by other factors outside the

control of those individuals engaged in the research process.

This leads to the suggestion that a post-modern paradigm is required. This is where human
agency is accepted as being influenced and to some extent being able to influence
processes (Sarup, 1993; Belsey, 2002). it is at this point that hooks (1990) notion of a
marginalised but creative space can be developed. The philosophical foundations have
been developed from Arribas-Aylion and Walkerdine (2008:91) interpretation of Foucault’'s
philosophical stance. Their work suggests that Foucault based his analysis on ideas of
conditions of possibility and the notion that where we are today is not where we have to
be. When considering philosophical foundations, it became apparent that the conditions of
possibility can be understood as an epistemological position. It becomes a view of what
knowledsge is accept as knowledge. The conditions of possibility suggest that knowledge is
always open for development. This can be identified with hooks (1990) statement

concerning creativity.

The second idea was that of ‘what we are today is not necessarily where we have to be’ can
be translated as an ontological view. This embraces a view of the world that embraces the

playfulness of post-modernism (Belsey, 2002) but also the inclusivity of hooks (1990)
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marginal space. It is this post-modern view of open-mindedness that enables individuals to
enter the space created. The second point was how does the space look? For me it is a
web-like structure which can take into account micro and macro views, threads of
discourse from economics, politics and society, as well as piuralist voices joining these
elements together in different ways. It is this action that develops the creativity, the
synergy developed through alternative conversations. Through this thesis, | feel that such a

space has been developed. It is a space that is both philosophically and practically

grounded, albeit in a post-modern perspective.

9.4.3 ‘SPARKING’ NEW THOUGHTS
Finally this thesis has been developed to spark new thought regarding leadership,

leadership practice, training, education and research. The research has been conducted in a
marginal space outside of the dominant research discipline of leadership research. It has
also introduced factors within the research, political, economic and social influences rarely
considered presently in research into business leadership. However, it has only highlighted
one particular narrative, based very much on the researcher’s personal involvement with

leadership practice and training. It is hoped that this narrative will start new conversations,

thoughts and ideas.

9.5 PERSONAL AND RESEARCH CHALLENGES AND LIMITATIONS

Within this thesis there were challenges and the research itself has limitations given the

reflexive and post-modern perspective that the research has taken.

9.5.1 CHALLENGES IN USING FOUCAULT
When considering the research process, there were three primary challenges in developing

Foucault’s work into a research strategy that would be applicable to leadership studies. The
first complication was combining Foucault’s work with that of Alvesson and Skoldberg
(2003). Although a reflexive element was noted in Foucault’s philosophical and
methodological development by Cumming (2007), it was not an element of research that

Foucault himself referred to. The research process would have been enhanced had the

connection been identified earlier.

The second main challenge was to understand how to conduct the genealogical tracing. It
was only by physically applying the methods that an understanding of how they could be

applied was gained. This resulted in several attempts to read the archive journal articles
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through the notion of the Visible and Sayable. The final challenge was reading of history
backwards. This is an issue identified by Kendal and Wickham (1999), which they relate to
the Western educational system which teaches within a progression framework which
results in thinking of causalities rather than consequentiality which results from working
backwards. This is because working backwards allows the series of options that were
available at any given time to be available to the researcher. Working forwards sets the

trajectory and only the options appropriate to that trajectory are available.

9.5.2 TRUSTWORTHINESS AND AUTHENTICITY
In qualitative research it is important to consider the trustworthiness and authenticity of

the research (Guba & Lincoln, 1994). In terms of credibility the sources used within the
research were chosen to reflect a range of ideas that inform the understanding of
leadership. From an historical perspective, the genealogical tracing was based on a variety
of writers all of whom have credibility in their own field, whether in the present or in the
past. One area of discussion is around the choice of articles for the History of the Present,
and this needs to consider the repeatability of the initial search. Having applied the idea of
the Visible and Sayable to the articles in order to identify the leadership statements, it
would appear that the sample taken provided a particular snapshot the research being
considered in the UK at that time. Some of the articles clearly demonstrated the more
holistic view of the Visible and Sayable form and content, whilst some clearly focused on
the form (leader) only. This was true of articles based on qualitative and quantitative
research methodologies. Had the articles chosen for the Grid of Intelligibility been read
through the same method the result would have been similar. This leads to the conclusion
that it is the model used to extract the information from the articles that is important

rather than the choice of articles.

In terms of transferability and dependability this is more difficult to demonstrate. The
methodology itself is designed to develop a pluralist and more inclusive understanding of
leadership theories. The intention is for others to use the methodology and to find other
hidden traces within the archive of leadership. This would open up the micro aspect of
leadership. One suggestion to increase the dependability of the research would be to
include mind maps of the various stages of reading, so that others could follow. However,
this would defeat the premise of the research work, which is to engage with the more
subjective construction of leadership perceptions. The other important aspect is the way

the articles are read. The majority of leadership research articles are written from a
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readerly perspective. This means that the reader does not have to invest themselves or
draw on their own knowledge to read the results of the research. This leads to a certain
type of reading practice, which is to question what is being said within the article rather
than looking beyond the work for understanding. Reading from a writerly perspective
would develop a pluralistic understanding of leadership concepts. The Visible and Sayable
method of reading requires a reflective form of reading fitting with the idea of a writerly
reading, as the form and content, of both areas have to be identified within the writing.
Finally the issue of confirmability is probably the most important element for this work.

Does the story ‘ring true’ when set against the reader’s own historical and leadership

knowledge.
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