











findings also stemmed from document analysis and participant observations from the researcher
which will be interlinked in support of the themes. The table of themes below illustrates a
summary of themes per interview questions stemming from research questions which are
presented in more depth thereafter.

Table 9

Summary of Themes

Research Question Interview Question (IQ)  Theme

(RQ)
1. How is leadership | 1.Describe your - la: Fast business growth creating chaos and
focused and | experience of leadership complexity which exposes leadership gaps.
distributed in the | in your organization? - 1b: There are key leadership actors who
fast growing small emerge to influence the organization in
business? different ways.

- 1c: There is opportunity to lead and leadership
is emerging outside of formal roles

2. How would you - 2a: Both leaders and followers are in the

describe your individual process of learning leadership

leadership style? - 2b: The leadership style is deeply mediated by
trust.

- 2c: Most leadership styles could be located in
the post-heroic paradigm.

- 2d: Directive leadership styles interact with
more collaborative styles overtime.

3. If leadership could be - 3a: Distribution of leadership is haphazard and

seen as a group quality, reactive.

what would it look like 3b: Spontaneous collaborations have

in your organization? historically been used for collective sense
making in the business.

- 3c: Leadership is exclusively distributed
amongst the top management team who are
founders and have strong and long term
friendships.

- 3d: The organization’s open plan space
design is effectively in service of distributing
leadership.

(Continued)
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there's a need for a creative and someone to lead the creative processes. It was OK, there's a
gap there and someone stepped in”.
This was also observed during the strategic orientation week. While most strategy in
organizations is usually set by top management team, this week of organization strategy
workshops included all organizational members and encouraged them to lead certain streams.

2. How would you describe your individual leadership style?

2. How would you describe your individual leadership style?
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Figure 9. Interview question 2 results distribution

Theme 2a: Both leaders and followers are in the process of learning leadership. While
only 29% participants were able to mention their leadership styles, the remaining struggled to
articulate a definite style. Instead, they admitted that leadership was a learning process for them
and that they were still figuring it out. This was due to little years of leadership experience, with
two follower participants stating that they does not see themselves as a leader. This was well
articulated by participant 1m stating “everyone is growing into their roles, no one is fully

naturalized into their positions, no one has been a leader for so and so years, so we’re all still
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learning how are and how to lead”. This was echoed by participant 17m, “I don’t know if I have
a style, I’m still in the process of figuring it out, it’s a trial and error situation”.

Theme 2b: The leadership style is deeply mediated by trust. Three leader participants
expressed that their leadership style was dependent on the trust shared between followers and
other leaders. Participant 2m (a leader) states: “I must say, it depends on whether I trust a person.
If I do, I will let someone run with it, but if I don’t, I will be a task master, and micro-manage”.
This was consistent with an account from Participant 6s, a follower, who represented two other
followers,

But that's generally because Participant 4m trusts me so much, the bulk of the work sits

with me and then is not distributed to anyone else. | don't mind doing the work. I'm here

to work, but I just think it's unfair on the other people that are in the team. They aren’t
learning to lead at the same pace | am.

Theme 2c: Most leadership styles could be located in the post-heroic paradigm. 76%
accounts of those who did describe their leadership styles used very post-heroic language to do
s0. Some or the descriptions from both leaders and followers included the following:

- “Itend to lead from the back” (Participant 4m)

- “I think my style is inclusive and collaborative, I'm working on my empathy to improve

relationships” (Participant 5m)

- “I could describe my style as a quiet kind of leadership” (Participant 2m)

- “I think my style acknowledges that you need all participants. You know how wolves

lead a pack? You need to sometimes lead from the back because there are people
sometimes that actually know what they're doing and I believe that's why they're here so

it isn't really my job to determine how e.g. creativity translates” (Participant 8s)
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“It’s like an uncle at the back of a bicycle, pushing you along, making sure you learn”
(Participant 15s)

Theme 2d: Directive leadership styles interact with more collaborative styles overtime.
Three participants who identified as leaders, particularly those who were also founding members
note that at the initial stages of the business, their leadership styles centered around wanting
control which came from a strong need to protect the business. Participant 2m states, “It’s about
trying to keep the lights on, so you want to protect the business until you can trust that people
will step up”. Moreover, participant Im’s visionary and strategic style as the principal founder is
still very active in the business but is now also coupled with stronger coaching, discursive, and
collaborative leadership behaviors to support the emergence of other leaders in the business.
Participant 1m further states:

| think I have a very clear picture of where the organization is going and what needs to

happen, and the trick now is getting people involved in driving it forward without me being

front and center. [...] So I have a lot of dialogue with the guys, I’m trying to stretch people,
making sure we are all learning faster
These elements of his leadership were echoed in his Leadership Circle profile within the
psychometric report document which revealed that he was quite collaborative and relationship
focused in his leadership, while also in a healthy balance adept at focusing on the tasks.
Although, he identifies as an ENTJ, the Leadership Circle report also noted very little need for
control in his leadership approach.
3. If leadership could be seen as a group quality, what would it look like in your

organization?
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Theme 3a: Distribution of leadership is haphazard and reactive. The five participants
report that while leadership is distributed, it could be more proactive and more efficiently
structured. Leadership is often shared in reaction to a problem, and often when people are under
pressure, or when the organization is going through a crisis. During that chaos, people’s
leadership capabilities are often over-stretched and require an individual leader (often the CEQO)
to pause the situation and facilitate the distribution of leadership. Participant 5m states, “It
happens a lot [referring to spontaneous collaborations, a component of distributed leadership],

and I’m not sure if it’s a good or bad thing.
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3. If leadership could be seen as a group quality, what would it look like in your organization?
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Figure 10. Interview question 3 results distribution

It’s usually in reaction to a problem, and it feels kind of unhealthy”. This is congruent to a
statement from participant Im “It [Spontaneous collaborations] could be more proactive”. The
researcher also witnessed this haphazardness which spanned into after-hours times of ongoing
sense-making and sense-giving as the team de-brief on the pressures of the day and how to tackle

the problems they were having with a client.
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Theme 3b: Spontaneous collaborations have historically been used for collective
sense making in the business. All four founding members note that spontaneous collaborations
have been their way of working in the company since the business’ beginning stages. Participant
2m expressed how “spontaneous collaborations have carried the organization since five years
ago, when they first started out”. Three out of four founders further state that spontaneous
collaborations have been their way of creating collective sense making and sense-giving in a
culture that favors robust discourse with each other. This was further supported by three follower
participants. As a creative agency, this usually occurs via people huddling over briefs that come
in from clients and going through the creativity process together to come up with the best
solution for their clients. Two leaders further note that everyone is open to make sense of
situations without the hindrance of hierarchy and formal processes. This is encapsulated through
the following statement from Participant 1m,

Everyone can do something that is critical to the business. Everyone can touch

something that is usually ring-fenced for seniority. Everyone can influence... Sometimes

you need to come into a situation and bring calm, sometimes you need to be a sense
maker but it's that... that's expected of everyone.

Theme 3c: Leadership is exclusively distributed amongst the top management team
who are founders and have strong and long term friendships. While most (6 of 8) leaders
generally believe that there is opportunity and expectation for shared leadership stated above and
also through the leadership team focus group, four followers in in-depth interviews note that
leadership is concentrated at the top. It is also noted that these managers share strong friendship
ties which portrays a ‘boys club’ exclusivity that alienates them from others, and makes it

difficult for leadership to trickle down. This was further echoed in the followers focus group
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interviews. This exclusivity is further aggravated by a longstanding founder’s culture of working
late which the researcher noted was where intuitive working relations and spontaneous
collaborations occur most naturally and frequently. Participant 6s states:

The founders are friends, so they will intuitively work together. And also they also just

happen to be part of MANCO and that means they'll work even more together. If

Participant 1m wants something he's more likely to ask Participant 4m than me if the four

of us are in a meeting together.
Participant 15s respectively further expresses:

It’s very top heavy, which is weird for a small business. It feels like a long trickle down”
One leader acknowledges that it’s easier to share leadership when you have a trust relationship
(such as a friendship), he poses the question “while essentially people have autonomy in the
organization, how do you distribute relational things such as trust?” (Participant 4m)

Theme 3d: The organization’s open plan space design is effectively in service of
distributing leadership. Five leader participants express that the organization’s open plan
design is one shining example of distributed leadership through institutional practice and
structure. This is also supported by the researcher’s observation of the office which is open plan,
has glass walls, has little spaces for privacy with the exception of the sound proof boardroom and
finance office. The office is dominated by a large central space referred to as the ‘Collaboration
Space’, and has constant loud chatter and lively debate.

Participant 4m states, “we've created a collaboration area (see Figure 8) which is a space
where people are meant to be intuitively doing just that [i.e. spontaneously collaborating]”.
Furthermore, six participants, 50% leaders and 50% followers also state how the open plan

design allows one to tap into conversations and gives anyone who hears mistakes being made a
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shared responsibility to act and correct. Participant 4m states, “You’re an earshot of hearing
someone make a mistake and it becomes your responsibility to speak up. It is an expectation and

people are provided with the resources to do so”.

Figure 11. Office space design

Research Question 2

The secondary research question is; how does culture influence the hybridity of leadership
enacted in the small business? The following themes were generated per corresponding
interview questions.

4. How would you describe your organization’s culture ?
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Theme 4a: The culture is in transition as the business is growing creating a disoriented feel.

Three leaders and two followers note that the current culture is changing and feels rather
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fragmented and not fully identifiable.

4. How would you describe your organization’s culture ?
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Figure 12. Interview question 4 results distribution
While Participant 5m (who has only been with the company for 6 months) notes that there is
something that differentiates the company, she also referenced that she just can’t put her finger
on it. She further states,
[...]They were very unique in the sense that they stood for something. | just don't know
what that something is but it's there. It's not set in stone, it's not evident and it's not
thrown in your face, and | think that's something that it should be if it's an identifier.
This finding is also supported by the researcher’s observation of strategic orientation week where
one of the topics was an intentional rebranding and repositioning of the company’s internal and
external feel.

Theme 4b: There is a strong bond around being black together in South Africa.
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Eleven participants (6 leaders, 5 followers) in in-depth interviews referenced how being black
was a big part of who they are as a company and that came with a sense of pride and
empowerment rather than a deficiency. Having said that, participants acknowledge the politics of
being black in South Africa. Participant 1m shares,

Everyone has this story of how they were undermined or marginalized in places where

there were white people in management in organization. And everyone comes here and

they go, wow my opinion matters and I'm black and no one is asking me why. This is all
just based on the quality of what I'm saying and the quality of what I'm producing. I think
that galvanizes us a lot as a collective.
Similarly and in addition to that, being black is also about proving that they are amazing at what
they do, which requires going the extra mile most of the times. This theme was echoed by three
leaders and five followers in the two focus groups. Participant 8s supports it by stating:

We have to be 20 times better than anyone out there. In that sense there's that fight to

prove that we're here, we are black, and we can do this. That's the one thing I can say

trickles down quite strongly especially if you're client facing because you feel like you
have to prove yourself almost all the time in the work that you produce.

Theme 4c: The culture is embedded in an Afrocentric of doing things. While being
black and African are related, the participants made a distinction between the two. Ten
participants (6 leaders, 4 followers) expressed how being African was in their organizational
guiding principles and embedded in their ways of working. When probed about what this meant,
Participant 15s expressed, “I think being African is rooted in deep empathy and to a certain

degree I feel as if the organization is empathetic even with how we deal with each other”.
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A sense of empathy was echoed by all ten participants. Another key descriptor of being African
centered around seeing and treating each other as human first, being accepting of each other, and
creating a sense of family and home in the organization. Participant 2m states how
“fundamentally at a human level there is acceptance of each other” and participant 17m (who has
been socialized as black American) further states, “At the core, our differentiator is that we are
empathetic and this place is home. That is very Afrocentric for me”.

Theme 4d: The organization is youthful, vibrant, and disruptive in nature. The
average age in the organization is 27, and the business has only been operating for five years.
This youthfulness brings forth a vibrancy and creativity that is not only identified by themselves
internally (in five accounts), but also endeared by their clients. The client survey feedback
referenced how the organization is dynamic and uses out of the box creativity (Client Feedback
Survey document, 2017). Expanding more on this theme, Participant 16s states,

We’re a little crazy, there’s crazy characters, which also makes it free to be yourself. We

use music a lot for creativity, and there are a lot of laughs. We laugh a lot, and love to

have fun working.
Moreover, all five participants acknowledged that the youthful culture can be disruptive,
especially because it comes with a lot of inexperience.

Theme 4e: There is a good mix of soft and hard business qualities. All 17
participants contributed to this theme. Participant 4m states,

We have a culture of laughs, people laugh a lot, diffusion through humor, that happens in

the business. The thing is also, we're very serious, | think we also come off as serious,

like right now. It's very fun but it has its moments but also people are wanting to

overachieve. It's a very serious culture too.
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Furthermore, while the organization culture was described as ‘fun’, ‘relaxed’, ‘warm’,
‘welcoming’, ‘caring’, and ‘interpersonally savvy’, it was also described as ‘tasks focused’,
‘evidence based’, ‘not afraid to have difficult conversations’, ‘overachieving’, ‘working long
hours’, “intellectually strong” and ‘argumentative’. This could also be represented in the figure

below:
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Figure 13. How culture is described in the organization

5. How does your organizational culture influence how leadership happens in your
organization?

Theme 5a: There is a strong relationship between culture and leadership. Prompted by

the researcher’s probes, a few “Because we are ... we are ...” statements from six leaders and

three followers reference the interrelationship between leadership and culture represented in

the table below:

102



5. How does your
organizational culture
influence how leadership

happens in your
organization?

10
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Figure 14. Interview question 5 results distribution

Table 10

The Interaction of Culture and Leadership

Culture descriptions

Leadership enactments

Evidence

Because we are young,

African, and black...

...our influence is naturally disruptive

in the industry.

(Participant

10m)

Because we are African...

Culture descriptions

... we are collectivist in our

leadership.

Leadership enactments

(Participant
5m)
(continued)

Evidence
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Because we are black , our leadership is inspirational and (Participant

African... comes with a strong sense of purpose. 1m)

Because we are black South ... there’s a transparent road to (Participant

Africans and have been becoming a formal leader in our 1im)

previously marginalized... business

Because we are African... ... our leadership is naturally more (Participant 15s,
collaborative, distributed, and we listen more. 6s, 5m, 1m)

6. How do leaders affect the culture in the organization?

6. How do leaders affect the culture in the organization?
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Figure 15. Interview question 6 results distribution

Theme 6a: Leaders have heart, creating a warm culture. A key finding across different
data sources (including the client meeting) was how the CEO sets the tone of interaction with
warmth. This theme was supported by accounts from three leaders, five followers, an observation

made by the researcher, and evidence in the documents studied. The client feedback states how
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the founding CEO greets people with hugs, and the researcher noted how everyone in the
organization is fond of giving hugs. This seemed to be evident in other formal leaders, as
participant 6s notes, “I’ve seen how Participant 4m is working on his empathy, he comes and
gives you a hug when he sees that you’re having a bad day”. Participant 2m echoes the warm
culture by stating, “I think I’'m a kind and open guy. A client was saying the other day after
spending a whole day in our office — Wow, I’ve never seen so much traffic in a Finance office”.

Theme 6b: There is a sense of ubuntu that creates deep respect in the company. This
theme occurred in four instances (3 leaders, 1 follower) in in-depth interviews. In addition,
Participant 10m in the focus group notes,

Every leadership situation is approached with a certain respect. | keep thinking of the

word “ubuntu” which is very hard to describe. It’s being a human at the end of the day

and I’ve actually heard it a couple of times when we’ve disagreed or we’re discussing
something and someone will say “but remember, we’re people first.”
Moreover, ubuntu was also represented by a culture of listening and humility. The researcher in
the observations noticed how participants engage with each other, which mapped very closely
with how ubuntu has been described in literature.

Theme 6¢: Leaders are open and accommodating creating a culture where people
have autonomy. These theme is evidenced in five in-depth interviews (2 followers, 3 leaders),
the leadership team focus group, and through observations of participants. Participant 1m states,
“At [the organization], you are free to walk in at 9am and leave at 3:30pm, but you have a
responsibility to make sure your work is done [...] It’s what you do with that autonomy”.

Sometimes the openness of leaders is interpreted as being lax, and it creates a culture of not
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calling people out who are out of line, and people are become too relaxed. Participant 6s, a
follower notes that,
If the CEO is lax, everyone is lax. [...]. People walk in here any time between 9 and 11
because he does the same and also because he's so relaxed, he'll never call somebody out
for being late. | can't even imagine him doing that thing. I've actually had an experience
where | watched him try to do it and it was so ineffective.
In a focus group, participant 1m also referenced how autonomy is both a perk and a
responsibility:
It’s almost like building accountability also for inaction which is super interesting for me
because while we provide opportunities and people have autonomy, they sometimes turn
into gaps. You’ve left a leadership vacuum; no one takes it.
This sentiment was echoed by participant 3m in the focus group,
In a situation someone will go, I'm going to take this opportunity and I'm going to go
with it whether it’s going to be tough, whether I’m going to be at the end waving the flag
and there’s victory or not.
Theme 6d: New leaders coming into the organization disrupt the status quo.
With a strong recruitment drive, new leaders are coming in with their own styles of leading
which is different from the historic culture. Four participants indicated that this creates a
disruption which could be seen as both a conflict and an opportunity to be better. When asked
about the main leadership actors and their style of influence, Participant 1m includes the effects
of a new leader on the organizational culture:
[Participant 10m] has been my favorite addition to the team from a leadership

perspective. He's such a hectic ESTJ [referring to the structured and methodical aspect of
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his Myers Briggs Type Indicator personality profile], he really forces situations to a head,
which is something I've wanted because, yes while we're in a creative, sort of discursive
space someone's like "here's the process. What happened? 1 don't know how it got to this
point." It really forces people into different conversations that aren't natural to them but
are critical, so I’ve absolutely loved that. So there's more of what I call healthy conflict
because he's here. | think it's healthy. It's not crazy.

But it seems like change does not come naturally, founding members are finding it difficult to

change their old ways or working. In support of this, Participant 6s mentions the following,
Change doesn't happen overnight. There have been meetings and things where we're like,
"OK, they're going to try." It's hard and | can see it is because it's always easier to just go
back to what you're used to. Especially because they're remaining, those people, I think it
would be better or work better if in implementing these things for the new employees,
they themselves then implemented them. If you're going to implement 9-5 for the new
employees but you still stay till 3 am, it's counter-intuitive. You're still being your old
self but you're trying to implement new ways.

In total, this theme is evidenced in four participants in in-depth interviews (two leaders, two

followers), and further echoed in the focus group by two additional followers.

Research Question 3

The final research question is, How are individual leaders changed during the shifts between

focused and distributed leadership? It explores how leaders and followers negotiate leader-

follower transitions that occur when leadership moves from a few formal leaders to other

emergent leaders, some of whom are formally followers in the organization. The themes are

presented below through two interview questions.
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7. How do you transition from follower-leader or leader-follower?

Theme 7a: There is a natural leader-follower transition when the overall approach is to
be of service. Both followers (44 %) and leaders (50%) generally agree that the transition from
leader to follower and follower to leader flows naturally because they believe that their work is
to serve clients. This theme also came out strongly in the observation of the participants with the
client. An attitude of serving puts getting things done in the forefront, rather than being stuck on

traditional organizational roles.

7. How do you transition from follower-leader or leader-follower?
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Figure 16. Interview question 7 results distribution

Participant 8s states, “You’re serving the person you’re leading anyway” and “[...] it
becomes a non-issue” (Participant 5m), “[...] because at the end of day, things need to get done”
(Participant 6s). This view was also shared in the leadership team focus group with Participant
3m stating, “Then transition then doesn’t come so difficult to think of yourself as being led as

well because you’re a servant most of the time”. Participant 4m further emphasizes that “It's
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more about both leadership and followership. | would argue, it is more about catalyzing or
getting processes started and then letting processes run”. An affirming observation made in the
client pitch meeting was how although there was stronger personality between the two (the ENTJ
over the ENTP), the leader-follower roles were often blurry between in the meeting as they
moved back and forth trying to relate to the client and serve the client’s needs.

Theme 7b: Leaders need to exhibit intentional behaviors that facilitate leader-follower
fluidity. This theme emerged from two observations, two leader interviews, and four followers
in a focus group. When asked about how he moves from leader to follower, Participant 1m notes
that,

It's important for me to acknowledge that sometimes, because people won't take it

naturally when I'm in the room so | have to sometimes deliberately go "hey guys,

remember ’'m not the leader right now in this meeting.
While observing him and Participant 3m (both formally leaders) in a client pitch meeting,
Participant 1m often caught himself jumping into vacant leadership spaces, and made it a point to
correct himself by intentionally giving the other leader the opportunity to lead the meeting by
saying phrases such as “I’ll allow [Participant 3m] to take us through this section and answer
your questions”. Moreover, what also came out from that observation was how even though the
Participant 1m gave leadership to Participant 3m, there was a need for him to ‘save the situation’
or manage risks, which he did both through enriching or emphasizing understanding or asking
leading questions. Asking leading questions was echoed by two other leaders in the in-depth
interviews with the addition of more facilitative leadership behaviors such as a) repeating
phrases such as "I am here to be of service to you" or “I’m your consultant” (Participant 4m) in

order to embed the fluidity, b) being intentional to leave room for leaders to emerge and taking a
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step back, c) taking the time to pause and mentally prepare for the person, and d) embedding
empowering policies, flat structures and developmental frameworks that enable leader-follower
fluidity.

Theme 7c: The transition is supported by a discursive environment that supports a
strong feedback mechanism. This was a major theme evidenced from six leaders, five
followers, and some observations. The theme describes how the discursive culture in the
organization supported follower-leader transition through the ability to give each other feedback.
The open style of the CEO of the organization has set the tone for people to share what they
think and for everyone to be open to feedback. Organizational members are often given the
platforms to express their views freely. This was evident in their strategic orientation week that
was observed where all employees informed and took responsibility to set and run projects for
their five year 2022 vision, this was also evident in an after-hours observation as the researcher
watched how they de-briefed from a day which had gone absolutely wrong. This was theme also
came out strongly in the follower’s focus group. Participant 14s reflects on how the feedback he
got from a team debrief helped him:

It’s a scary responsibility to have all these big things fall on me. Even with the f*** up

with one of our clients and we were de-briefing, trying to figure out what went wrong, |

could then see, oh this is where I messed up. [] It’s a way of learning and also
understanding...because sometimes we need to write our own job description and need to
do our own sense making. But it is scary. It helps because we talk about these things and
grind them out.

Theme 7d: Followers and leaders approach leadership as a learning opportunity

that involves a lot of mistakes and failures. This theme is about leadership being about
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learning, and is supported by four followers in a focus group, and three leaders in in-depth
interviews. Participant 1m mentions how approaching leadership as a learning opportunity is
largely influenced by their young age and inexperience:
I think everyone is growing into their roles. I think just because of our age, no one can say
they're completely naturalised in their roles. Like, where I can say | have been a Head of
Digital for this many years or a Head of Creative for this many years. I can’t say I’ve been a
CEO for that long. So you know it means in some way, the business is already ssaying to
you, there's someone you need to become and there's a challenge to learn.
The learning theme is also echoed in the follower’s focus group, where four participants believed
that the transition is negotiated with self and secondly, with those you are now faced to lead, by
taking ownership and taking charge of spaces where you are indispensable (and needed) because
of your knowledge or skill. Two participants (Participant 11s and Participant 13s) mentioned
how it takes preparation and get clarification on what is required of you. Participant 11s further
states that she often has to re-assure herself to so that she can be more courageous when taking
on the leader’s role. She states:
“need to motivate [speaks of herself in the third person] in my private space and tell
myself, you are now a leader and not a follower and this is what you need to do, get
yourself in the groove [] because although I am not leading anyone right now, | am
learning to show up as a leader and know that even if I fail, this is another opportunity to
grow.
Participant 11s further mentions how learning also involves the ability to be comfortable with
failure by stating, “another thing that’s helped me is getting comfortable with uncomfortable

situations especially things like making mistakes, and like not getting it right sometimes”. While
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most follower agree on leadership being a learning opportunity, not all participants shared the
same perspective around failure. Participant 12s expressed:

e [tend to avoid things like that, anything that has potential to £*** up, I’'m not
trying to get close to that, nah. But when | tried it the one time when my manager
wasn’t around and she came and thanked me, I was so happy to get her back.
Thing is, my leadership skills are subtle, it’s in the background, because I don’t
want it to come back to me.

Theme 7e: Having established rapport with each other facilitates the leader-follower
transition. This theme stems from Participant 4m statement of “you know, it’s really about
establishing trustworthy relationships. The was echoed by three other participants, with
Participant 5m mentioning that leader-follower transitions are facilitated by “ease of relationship
and trust” and Participant 6s stating that “I’ve had a long relationship with [Participant 1m], and
as much as he’s my leader and I learn from him, I give him advise too”. Furthermore Participant
2m notes the importance of transparency in building rapport and allowing oneself to be led as a
leader. He states,:

Initially when we started [the business] | just wanted to make sure that there aren't any big

secrets between the two of us. Let me understand what it is that you want to do and I will let

you know where | am coming from, and I'll give you advice based on what my view of sight
is, but with transparency I'll also trust your vision and goal that you're trying to get us to.

This was also echoed by a participant 5m in the focus group:

| think also building trustworthy relationships with the people that you lead and the
people that you are led by. It goes a long way in helping ease the nerves and the stress of

whether it’s going to go good or bad. I think leading through a trustworthy relationships
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alleviates a lot of anxiety. Because we’re both aligned and we know exactly what it is
we’re working towards and what is at stake and what we have to get across the line.
In total, there are five accounts of this theme, four from leaders and one follower during in-depth
interviews, and support from an observation of a client pitch.

8. What do you notice about yourself when you co-lead with others?

8. What do you notice about yourself when you co-lead with others?
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Figure 17. Interview question 8 results distribution

Theme 8a: There is a lightbulb moment driven by deep empathy, self-reflection, and
self-awareness which leads to enhanced self-regulation. This theme is evidenced by seven of
eight leaders that were interviewed in the study. When leaders find themselves in a following
role, they mention how they get a chance to “see the business from a different perspective”
(Participant 1m), “get to step in unfamiliar shoes” (Participant 5m), and “learn from both leader

and follower perspectives” (Participant 3m). Furthermore, Participant 4m notes,
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There's that empathetic space even with myself to say, “Oh, this is how you learn™ and then
reflection is a big one. It's a learning that's happening, and recognizing of weaknesses and
strengths. Like, something I'm recognizing is that "Oh sometimes I’m unclear, or maybe I prefer
to work with females, why is that?”.

Another point on reflection was made by Participant 2m to say,

| tend to reflect a lot also on what the person might need for them to lead. [...]1 think one of

the biggest things that I’d give him [referring to his subordinate] for example is also access to

budget. The access to having the card with him when he needs to go buy things etc. | think

one of the things that | realize with him is that he loves power and | think the card and him

being able to go to the store and just buy and come back to the office with all these things,

gives him that sense of "yes, | am the IT guy. If you have anything come to me”. Then |

reflect on how to manage that, understanding that he’s also on his own growth trajectory.
Participant 2m further expands on enhanced self-regulation:

| become more self-aware. I'm very self-aware in terms of understanding when and where
I'm needed and when I'm needed as what. There's a lot of self-regulation that happens naturally
within me after those experiences. The changes come when they come because you need to
know when to speak up sometimes, you need to know when to be firm and you need to know
when to be a little bit softer. You need to know when to literally be a subordinate. Especially
when you see that "I think that this might be a little bit out of my depth of understanding.
Noticing how leaders become more self-regulated in co-leadership is also supported by
Participant 4m expressed:

| think one, |1 become more observant of the spaces | would occupy or would want to occupy.

So if we are in a WhatsApp group with a client and the client sends a message "Hey team,
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where is this etc.?". Naturally I wouldn't actually go in and respond. | would leave it hanging.
And sometimes then it's also then speaking to someone saying "Please respond to this..." So |
notice myself moving or getting out of the way more.

Theme 8b: There is a gradual movement from fear, to letting go of control, to
acceptance. Three leaders in their in-depth interviews and two followers in a focus group
support this theme. On fear, Participant 1m states:

I'm just afraid of the fact that a young person might leave the company and say that their

experience was bad and | would be like "What do you mean? I've provided the managers

with this and that etc.” It's just really scary. Especially, to have young bright lights in your
hands and you're just afraid to diminish them in any way. | am also conscious of how
corporate environments tend to do that. 1 try to acknowledge people at a human level and
show them that I'm happy they're here and energized by their presence but I'm not always
going to be so connected to you that | know what your day to day struggles are.
Participant 4m echoes the element of fear, coupling it with feeling a sense of discomfort. He
continues to say that in situation where he is forced to let go of control he gets to a point of
acceptance where he says:
It's cool you go and do that. There's also acceptance that there's certain conversation that |
won't be in that she'll [referring to a co-leader] have. Of course there's a fear of missing
out but you have to accept it and you also have to support it. It's about that [...]. There's
nothing that's hidden, you can always ask.
This is further emphasized by a statement by Participant 15s
I really do believe that we've got a fantastic team. | believe in every individual that's in

that room and 1 also trust that they are given that power or that the power sits with them
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at that particular moment because they're the rightful person to do so. Even if it’s scary,
I’ve come to accept that.

Theme 8c: Raised pride and esteem in self and other’s leadership capability. This theme
occurred three times in in-depth interviews with leaders, and was further conveyed by two
followers in the focus group. Participant 9s reflects on her experience of leading as a follower
and mentions feelings of raised self-esteem and confidence afterwards: “I feel like okay, if | have
done it once, I can do it again, and maybe next time they’ll be a greater responsibility like going
to see the client”. Said differently by participant 1m, he compares the feeling to that of a proud
father who has allowed his toddler to walk:

I am filled with extreme pride and joy when | see other people lead. [] The moment where

my son was learning how to walk was kind of a critical to my view of leadership. This

person has the biological tools to walk but because they’re wobbling and they’re not getting
it right. You’re always just imagining them bashing their heads on the floor and how it’s all
going to happen but they won’t learn how to walk unless you leave them and that was the
most scary feeling. 1 do feel the same sense of fear professionally. Like, are you going to be
able to handle being in that situation but | know that I have let go. And then when they walk,
it happens enough times that you go, “wow, this person walks” and I think it’s knowing that
people have what it takes or trusting that they have what it takes which allows you to give it
them. If you think your child’s not going to walk. What is it that you’re not trusting? That

they don’t have legs? They don’t have balance? Of course they do. They just need practice.
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Chapter Five: Discussion and Concluding Remarks
Introduction

This research was designed to explore the interaction of focused and individual leadership
enacted in a fast-growing small business situated in South Africa. The aim was to uncover and
ascertain how these seemingly contradicting forms of leadership located in heroic and post-
heroic leadership paradigms respectively, can co-exist both within and in service of dynamic
small business growth. Moreover, this thesis had the aim of exploring how the influence of
culture both from an organizational and national perspective informed leadership enactment. The
following research questions articulate the points of inquiries:
1. How is leadership focused and distributed in the fast-growing small business?
2. How does culture influence the hybridity of leadership enacted in the small business?
3. How are individual leaders changed during the shifts between focused and
distributed leadership?
Through a qualitative, single case study design, these research questions have are answered
through in-depth interviews, focus group interviews, document analysis, and participant
observations. Chapter four unpacks the findings in themes. This chapter discusses the key
findings related to existing knowledge on leadership for small business growth, focused and
distributed leadership, culture and leadership, and the recently emerging literature on leadership
hybridity.
Discussion of Research Questions
How is leadership focused and distributed in the fast growing small business? The study
found that fast-growing small business brings about the dynamic of constant chaos, pressure, and
rising complexity. This finding broadly aligns with the idea of VUCA (Stiehm & Townsend,

2002) and permanent white waters (Vaill, 1996), described in chapter two. The current research
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suggests that when the business deals with chaos and high-pressure situations, the CEO comes in
to pause, redirect, organize, and encourage people to step into exposed leadership gaps. The
participants referred to the CEO as playing an orchestra type of role. This insight seems to reflect
what Gronn (2011) refers to as a hybrid leadership practice of orchestrated and emergent
leadership described in chapter two. The findings also reveal that individual leaders apply
different (and at times contrasting) leadership preferences. For example, leaders in this study
were described as ‘tough and other times warm,’ ‘collaborative and in other situations taking
charge,” and ‘fun and relaxed, and when needed, serious and overperforming.” This phenomenon
is what Collinson & Collinson (2009) refer to as blended leadership which occurs within the
opposing preferences of behaviors exhibited by a single leader. These findings challenge the
notion that leaders have stable and one-dimensional leadership styles and actions, as suggested in
our accustomed, heroic perspective to leadership.

In support of distributed leadership in small businesses, Ensley et al. (2006) argue that the
leadership behavior distributed across the top management entrepreneurial teams is likely to have
a more significant and more direct impact on organizational effectiveness than that of the
founder alone. Most distributed leadership scholars share the belief that distributed leadership is
better than focused leadership. Some authors (e.g., Wilson, 2016) go to the extent of arguing that
focus, heroic leadership is obsolete in today’s VUCA world. The current findings are at odds
with this strict and binary reasoning. It seems as though while there was a range of leadership
actors involved in the practice of leading this small business, the founder played an integral,
orchestrating role in influencing how other forms of leadership emerged. The organization was
driven by both traditional leaders as arranged by the organizational structure, and by followers

who assumed leadership when the gap arose. Given the growing attention to post-heroic
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leadership, studies may be quick to believe that distributing leadership is the new, improved, and
the only route to effective leadership.

Contrary to that, the current study seems to suggest that followers might like and almost
automatically rely on a hero leader (outside of themselves) to look to for direction, particularly
during VUCA times. In criticism of heroic leadership, Wilson (2016) argues that
transformational leadership reinforces heroism. In the current study, instead of focused, heroic
leadership being replaced by distributed, post-heroic leadership, the study found that focused,
heroic leadership was still facilitative in dealing with chaotic work situations. Furthermore, while
leaders like the founding CEO played a heroic role, he often moved between both commanding
and collaborative behaviors and was intentional about creating other leaders in the process of
leading. Thus, it appears that the complex dynamic system of small business growth needs both
heroic leadership and post-heroic leadership patterns.

In exploring post-heroic, distributed leadership through the lens of Gronn (2002), via
spontaneous collaborations, intuitive working relations, and institutional practice, the study
found that distribution of leadership often happens haphazardly and reactively. Spontaneous
collaborations, for instance, were useful for creating collective sense-making but were often in
reaction to a crisis. The latter part was similar to Spillane et al. ‘s (2006) observations of
spontaneous collaborations, which usually occurred when people pull together their resources to
solve an emergent problem, such as a crisis. According to this research, spontaneous
collaborations played a collective sense-making and sense-giving role. From Levie and
Lichtenstein (2009), we understand that sense-making and sense-giving contribute to self-
organization and recombination within the process of growing a business. The current finding

suggests that spontaneous collaborations are a route to sense-making and sense giving. One can,

119



therefore, infer that spontaneous collaborations contribute to sense-making and sense giving
within crises of a growing business. Another vital element was the haphazardness by which
spontaneous collaborations occurred. The study used the distributed leadership framework
offered by Gronn (2002), which did not include planned or coordinated spontaneity. Other
models have made room for this, such as Leithwood’s (2006) reference to planful alignment,
formal distribution (Macbeth, 2005), and coordinated distribution (Spillane, 2006). In retrospect,
it seems as though having a coordinated element to distributed leadership may be necessary to
make it less disorientating and more efficient to the business.

Another element of distributed leadership according to Gronn (2002) is intuitive working
relations. The current findings point to friendships playing a vital role in distributing leadership.
While this was on par to descriptions by Gronn (2002), the findings noted that the management
team who were friends from the start of the business could efficiently distribute leadership
amongst themselves, but this distribution did not trickle down to the rest of the organization and
created exclusivity. Therefore, while findings back up the assertions by Gronn (2002), they also
reveal that friendships could have a restraining effect on the distribution of leadership. The issue,
in this case, is further compounded by the fact that shared friendship is amongst the top
management team. If intuitive working relations happen only amongst friends, this exclusivity
seems to reconfirm the problem that has been expressed about focused leadership only occurring
amongst a selected few. This dilemma challenges the extent to which intuitive working relations
based on friendships distribute leadership across beyond and across friendship groups.

The final element of distributed leadership according to Gronn (2002) is institutional
practices. The current case employed this form of distributed leadership through having an open

space office design. Similarly, Bolden (2011) found that the physical environment facilitates
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collaboration between individuals. More so, the open space design was reported to create space
for tapping into conversations they wouldn’t have been able to in a traditional office space. This
finding seems to follow closely on the 'leadership of emergence’ work of Levie and Lichtenstein
(2009) that suggests that ‘non-linear’, rich interactions create a relational space (which the case
organization refers to as their ‘collaboration space’) for dynamic feedback loops to occur, which
was a crucial leadership element that drove vigorous business growth. Mainly, the study might
suggest that distributing leadership through open space office design contributes to the
conditions that influence the leadership of small businesses.

In summary, in the context of fast, small business growth or what Levie and Lichtenstein,
(2009) refer to as ‘serial business emergence,” leadership happens in the form of multiple
leadership patterns:

(a) focused leadership on the founding CEO and other individual managers,

(b) distributed leadership amongst the interaction of top management teams,

(c) emergent leadership from followers who actively step into leadership roles depending on

the situation or challenge presented by the dynamics of business growth. The third research

question near the end of this section discusses this point in greater depth.

(d) team leadership (other than the top management team)

How does culture influence the hybridity of leadership enacted in the small business?
The study found that the case was experiencing instability in the business because things were
changing at a swift rate due to business growth. This instability (which included the addition of
new organizational members, role expansions, introducing more structured business processes,
etc.) contributed to both new and old organizational members being confused about the culture

of their organization. Not a lot of literature on how new and fast-growing small businesses have
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disorientating cultures in transition. Looking at how the business changes with growth, and how
the hiring of new leaders and members challenges the status quo, this was not a surprising
finding. The unique part is how the current case reconciled the sense of cultural disorientation
through implementing a culture transformation process that was an inclusive process of
collectively redefining and reimagining who they are, how they do things, and where they were
going. The implementation of these outcomes also distributed some leadership responsibilities to
members willing to own and drive specific rebranding processes in the business. Thus, the
process of recreating a culture in the organization influence a mostly distributed leadership
enactment.

As they attempted to describe their current culture, both followers and leaders of the
organization shared similar descriptions. These included; sharing a strong bond of being black in
South Africa, the organization having an Afrocentric way of doing things, and the youthfulness
and vibrant nature of the business. In their recommendations for future research, Bennet et al.
(2003) and Bolden (2011) suggest exploring the influence of social and cultural contexts
leadership. This study has examined how an espoused African culture influences the leadership
enacted. From the literature reviewed, we understand that being African seems to have multiple
meanings. It is therefore essential to first understand how the current case perceived being
African. The study found that being African was deeply rooted in Ubuntu. At the core of Ubuntu
were mutual respect and deep empathy in how people treated each other as humans first —
behaviors such as listening, being genuine, celebrating and struggling together, dealing with
crises in collaboration, trusting each other, and being hospitable evidenced this. The finding on
treating each other as human first is similar to findings of a study that looked at leadership in

organizations within the Sub-Saharan where Jackson (1999) found that these organizations saw
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humans as having value in their own right. This insight is also echoed by Mintzberg’s (2006)
argument to shift our view from seeing employees as human resources to human beings within a
community. This humanistic view seems to be different to how the West describes organizational
cultures (Nkomo, 2011), but complements the work of Ouchi and Price (1978) in the Japanese
organizations that operated on humanistic and social customs.

Furthermore, the study can support the argument that culture “provides shared rules
governing cognitive and affective aspects of membership in an organization, and the means
whereby they are shaped and expressed” (Kunda, 1992, cited in Alvesson, 2011, p. 153) and that
leadership is suffused with values, language, beliefs, rituals, and artifacts (Jackson & Parry,
2008). The finding that being African results in an Afrocentric way of doing things in the
business, further supports this argument. The organization is often referred to as a family or
community where people belonged and treated each other in a familiar way. Although the
participants were diverse in their background of being black (they spoke different indigenous
languages, a few participants came from other countries in Africa, and one participant is
American), there is a shared culture evidenced in the organization’s value system.

The present study also finds a strong relationship between leadership and culture, which
echoes the point that leadership does not exist as a sterile concept but as something that affects
both how social systems operate and, as a result, the lives of people within them (Bolden, 2008).
In the study, we learn how being black and African influenced the enactment of collectivist and
inclusive forms of leadership. We also learn how their youthful and vibrant culture contributed to
an unrefined, yet shared kind of leadership where no one person had the leadership rights. This

nature of leadership reflected a contrasting view to organizations that have older and more

123



established leaders. The findings also indicate that contributed to openness to recreating a
leadership that worked for them.

Furthermore, the findings suggest that being African also lends to a more collaborative,
distributed, and discursive type of leading. Similarly, Bolden and Kirk’s (2009) study in sub-
Saharan Africa found that Africans desire more inclusive and participatory forms of leadership
that value individual differences, authenticity and serving the community. The arguments made
thus far suggest that

(a) leadership and culture are related,

(b) culture influences leadership enactment, and

(c) leaders influence culture.

Congruent to what was found by Jackson and Parry (2008), the current study seems to agree
that organizational founders have a significant effect on organizational culture (Jackson & Parry,
2008). Participants mention how the founding CEO approaches people with his heart. In
examining his style, I find this kind of leadership influencing the warm culture experienced in
the organization. For example, the researcher observed in many instances how the CEO tends to
greet people (including clients) with hugs, which is a habit that people throughout the
organization have generally adopted. The hearty behavior of the founding CEO has contributed
to creating a warm organization, which is a trait about the case organization that their client’s
also appreciated.

In general, the findings seem to suggest that either an African organizational culture of
ubuntu results to a more distributed form of leadership or African leaders come with a sense of
collective and distributed leadership. This finding could be a new articulation of how ubuntu-

related leadership associated with distributed leadership. However, there is caution around this
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argument. As mentioned earlier, in times of crisis and chaos, people rely on a hero leader to
guide them on how to influence situations effectively and solve complex problems, which lies
more within focused, heroic leadership paradigm. At this point, one could argue that African
cultures are associated in some way with distributed leadership, but contain within them, also
heroic appreciation to leadership.

How are individual leaders changed during the shifts between focused and distributed
leadership? The last research question explored the personal changes within leadership
hybridity which occur via Gronn’s (2016) notion of leader-follower fluidity. Gronn (2016)
argued that in a changing situation, there are times when leaders become followers and followers
become leaders. Firstly, the study found that holding an attitude of being of service played a
catalyzing role in leader-follower fluidity. Given that this case was a client-serving business,
both leaders and followers saw themselves as ultimately serving their clients, and within that
frame, the transition from leader to follower or follower to the leader was somewhat natural to
their business. It seems that servicing to client puts less emphasis on getting things done through
the traditional roles of leader or follower, but the need for everyone to be responsive to client
needs. This habit seemed to seep into how people acted within the organization as well.

Secondly, the study found that individual leaders are facilitators of leader-follower transition.
This finding suggests that leaders need to be intentional about exhibiting certain behaviors to
facilitate leader-follower fluidity. In many cases, the leader had to initiate or intentionally cue
leadership from followers. This finding seems to align to a pattern noted by Gronn (2011)
referred to as shared leading contingent upon a focused leader. Also, the current study offers
evidence for hybridity including the models of simultaneous multiple individual leaders and

equal co-leading pairings (Gronn, 2011). What was somewhat unique in this case was that co-
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leading pairings were not balanced, the CEO had to intentionally draw other leaders into
leadership roles such as providing their expert understanding, solving complex client problems,
and organizing other leadership actors and factors. This leadership pattern was especially true in
pressure prompted and chaotic situations. Macbeth (2005, p. 355) argues that “distribution
implies an ability to relinquish one’s role as ultimate decision maker, and trusting others to make
the right decisions.” The finding of the CEO as heroic points to him encouraging others to lead
but still having to be the ultimate decision-maker on critical business decisions. There is strong
evidence of trust acting as a catalyst to leader-follower fluidity in the finding that distributed
leadership is deeply reliant on trustworthy relationships. More specifically, the study uniquely
suggests that having established rapport, where there is relatability amongst leadership actors
facilitates leader-follower transitions. In this study, the findings also indicate that the successful
distribution of leadership involves leaders who provide the necessary resources to lead. While
Hatcher (2005) found that access to power and resources is often not distributed in 'distributed
leadership' (Cited in Bolden, 2011), this study finds some evidence of the opposite. Perhaps this
could be attributed to the small business context and accessibility of the finance manager and
CEO in a flatter structure, as opposed to the work context Hatcher (2005) which explored
leadership in a public school with more complex and bureaucratic structures.

The finding of leader-follower transition relying on intentional leader behaviors, in essence,
argues that hero leaders (such as CEOs) must go through the fundamental process of offering
leadership to others (including relinquishing power and control) during the shifts of focused to
distributed leadership. Moreover, it seems like what the founding CEO does in the distribution

process is fundamental to the success of leader-follower fluidity. One could, therefore, argue that
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influential individual leaders (such as CEOs) play a mediating role between leader-follower
transitions.

Contextual factors also affected leader-follower fluidity. The study found that having an
organizational environment that was discursive and supportive of strong feedback loops for
learning aided leader-follower transitions. This finding builds on the work on ‘learningful” work
environments (Drucker, 2014). It also supports the arguments that see leadership as collective
and mutual learning (Drucker, 2014; Pearce & Conger, 2012), and sense-making (Grint, 2005).
The uniqueness, in this case, is that learning is not only related to leadership in general terms but
is an enabler of leadership hybridity. Leader-follower fluidity is enhanced by both followers and
leaders seeing leadership as a learning process and opportunity. From Bennet (2003), we learn
that a critical component to distributing leadership is to be open the boundaries of leadership.
From the current findings, an extension to this argument is that openness, particularly to
leadership fluidity, is facilitated by approaching leadership as learning.

A critical question that hasn’t receive a lot of attention in the literature is how the hybridity
of leadership is experienced by those involved as it unfolds (Spillane et al., 2006). The current
study asks, how are the leaders changed during the shifts between focused and distributed
leadership? The findings offer three key results of leader-follower transitions;

(@) There is a lightbulb moment driven by deep empathy, self-reflection, and self-awareness
which leads to enhanced self-regulation,

(b) There is a gradual movement from fear, to letting go of control, to acceptance, and

(c) There is raised pride and esteem in self and other’s leadership capability. Macbeth (2005)

is one of the few authors that mentions something slightly similar to this. He argues that
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primarily, it involves a belief in the potential and authority of others and listening with the intent
to understand.

One could, therefore, argue that leaders who can transition to be followers learn how to
enhance their self-regulation as they learn to occupy spaces differently. Thus, if self-regulation is
a psychological component that makes better leaders (Northouse, 2015), one might infer that
leadership hybridity contributes to a more optimized form of leadership.

Proposing a Holistic Leadership Hybridity Framework

Applying findings to the leadership practice model. One of the key objectives of this
study outlined in chapter one was to offer a holistic framework to map how hybrid leadership
configurations occur. The discussion of leadership hybridity in chapter two includes a discussion
of a leadership practice model by Bolden, Petrov, & Gosling (2008) which frames some elements
of leadership hybridity within the frame of leadership practice. Overall, the model includes
elements that can be comparable to the current study assertion that leadership involves a
multiplicity of interrelating and corresponding components between focused and distributed
leadership in context. In their framework, the authors argue that five interrelated leadership
factors or elements work together to form and inform the holistic practice of leadership (Bolden,
Petrov, & Gosling, 2008) in organizations. These five elements will be discussed briefly in the
context of specific current findings as a way to build on this framework from what we have
learned from the current case.

(1) Personal elements of leaders. Congruent to findings by Bolden, Petrov, and Gosling
(2008), there was evidence in this study which pointed to influence coming from varying
individual leader’s philosophies, styles, and behaviors. The personal elements of leaders

(particular that of the founding CEQ) has the power to set an influential tone throughout the
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whole business. The top management team’s leadership style, in particular, was referenced as
having a strong influence in the business. This finding suggests certain leadership actors or
individual leaders have more influence than others. There is overwhelming evidence that the
leadership of the founding CEO has a major influence on small businesses (e.g., Ensley et al.,
2006). Also, the study seems to suggest that the personal elements of the leaders differ from
leader to leader, and can even include somewhat opposing leadership behaviors within a leader.

(2) Social elements and networks of influence. Bolden, Petrov, and Gosling (2008) refer
to the importance of social capital and social identity in performing leadership in universities. In
the current study, we learn that social identity represented in being black and African creates a
bond that contributes to a collective force of influence within and outside the business.
Furthermore, the social capital of a strong unit of black people facilitated shared ways of
working and a strong sense of trust amongst organizational members. Identifying as black
African also created a shared story that had a galvanizing effect on informal networks within the
business leading toward a shared broad purpose which was to prove to the world that young,
black, Africans can build a thriving business with social impact.

(3) Structural elements. According to Spillane et al., (2004), structural elements include
processes and structures, particularly those relating to finances, human relations, information
technology, strategic planning, and even the physical environment. The findings provide
evidence for the importance of finances (which broadly includes other resources) and the
physical environment conducive to the leadership practice. Having an open space office design
was an integral part of distributed leadership in the business. It created inclusivity, transparency,
facilitated discursive dialogue across the organization, and produced collective sense-making and

sense-giving for anyone physically present in the office. The second structural component
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referred to finances by way of leaders in the study understanding that distributing leadership
came with sharing the necessary resources to followers who sporadically stepped in as leadership
actors in situations that required them to do so. This finding was consistent with Bolden et al.
(2008) finding that without direct access to resources, academic leaders were powerless in
decision making. From these assertions, one might extend to say that structural elements, in
particular resources, contribute heavily to the individual agency for a follower to leader
transitions.

(4) The contextual dimension of leadership. Studies suggest that the external context
(e.g., social, political, cultural), as well as those contextual factors internal to the organization
(e.g., organizational culture, history, and priorities), are a big part of leadership practice (Cited in
Bolden, Petrov, Gosling, 2008). The context of the current study seems to build on the literature
on context and leadership. The findings suggest that being a black African owned and led the
organization in South Africa is essentially political. It appears that the external socio-economic
and political landscape of South Africa is affecting organizational leadership. A participant
states, “We want the world to see that we are capable and awesome and that we also happen to
be black.” This commonality is perhaps at the core of their purpose and results in putting in an
extra effort and drawing from the willpower to overachieve to prove that point. Secondly,
contextual factors internal to the organization, such as the organization’s history also played a
role. The habit of working long hours and engaging in spontaneous collaborations still permeates
the leadership culture and expectation. This could be positive in that spontaneous collaborations
distribute leadership, but negative when working late creates an unhealthy work-life balance

amongst leaders.
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(5) The developmental needs of individuals, groups, and organizations. The current
findings suggest that leaders and followers see leadership as personal development and an
opportunity for growth. It finds that as the small business grows, the people within them are also
stretched to grow into leadership roles. This element of leadership suggests that there could be a
close relationship between the individual, group, and organizational development, as also
supported by Bolden, Petrov, and Gosling (2008) and Day (2000) in emphasizing leader
development (human capital) and leadership development (social capital). What could be learned
from this analysis is that organizational forces from fast and dynamic business growth have a
reciprocal effect with leadership practice? It seems as though that on one end, small business
growth exposes leadership gaps and somewhat forces leadership development to occur both on
an individual and organizational level, and on the other end, one might also argue that leadership
practice through the complementary hybridity of focused and distributed leadership contributes
to fast, small business growth.

Proposing a leadership hybridity framework. Learning from the framework mentioned
above that attempts to explain leadership practice in Higher Education in the UK, the following
section draws on the current findings to propose a framework on how leadership hybridity
occurred in the small business case studied in South Africa. The major elements of the of the
framework include 1) context, 2) focused leadership, 3) distributed leadership, 4) leadership
hybridity, 5) leadership hybridity enablers, and 6) leadership hybridity results. The evidence of
these emergent elements have been presented in detail in chapter four and discussed earlier in
this chapter. This section will draw from the current findings to show how these leadership

elements interact as broad categories within leadership practice through this study.
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(1) Context. This element of the leadership hybridity framework includes fast, small
business growth and emergence, internal and external organizational culture, the changing nature
of work turbulence, and other organizational and leadership actors and factors such as the
organization’s history, the addition of new leaders, etc. The study argues that these contextual
factors played a contributing role in leadership enactment. The study found how contextual
factors create tensions (also echoed by Bolden, Petrov, Gosling, 2008), both from a dynamic
small business growth perspective (as also echoed by Levie and Lichtenstein, 2010), and from an
African culture of ubuntu perspective, which builds on the assumptions of Bolden & Kirk (2009)
broader literature. Unique to the study is realizing the intransigence of context from leadership.
For example, the literature and theory reviewed for this study will inform and frame what the
study finds, and the language it uses to articulate arguments. Thus, when the context is
acknowledged or made more salient, it is convincing from the study that leadership is bound to
have nuance from context to context, which challenges the idea of universal specificity when it
comes to the practice of leadership.

(2) Focused leadership. This element of the leadership hybridity framework includes the
leader’s style and behaviors that could be heroic such as directing people in the midst of chaos,
and could be post-heroic such as including others in growth strategy creation and
implementation, and being collaborative through the leader instigating collective sense-making
and sense giving to explore new and complex problems. While most studies tend to view focused
leadership as purely heroic and disempowering to followers (e.g., Fletcher, 2004; Sinclair, 2007;
Wilson, 2016), the current study uniquely finds heroic leadership necessary and effective in
rising chaos and complexity. Further, the findings uniquely expose how focused leadership

includes post-heroic behaviors (such as being collaborative and discursive) that are
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complementary to distributing leadership. Overall, one could argue that the focused leadership
paradigm given new lens and articulation greatly overlaps with distributed leadership as
illustrated in the figure below.

(3) Distributed leadership. This insight brings us to an analysis of distributed leadership
within the context of this framework. Conceived through Gronn’s (2002) theory that includes
spontaneous collaborations, intuitive working relations, and institutional practices. Distributed
leadership occurred in the organization using constant debate and discourse for collective sense-
making and learning (spontaneous collaboration), strong friendship ties for co-leading at the top
management level in particular (intuitive working relations), and open-space office design
(institutional practice). The findings also emphasize the importance of ‘coordinating’
spontaneous collaborations to make this form of leadership more efficient and useful to the
business. | have also discussed how these three distributed leadership activities have a strong
reliance on the leadership of the founding CEO or other influential individual leaders. This is
also represented in the overlap with focused leadership in the framework.

(4) Leadership hybridity. This element constitutes the different patterns of focused and
distributed leadership intersections, such as the interaction of the heroic leader and emergent
leaders from informal roles to deal with crises (Gronn, 2016). It also included hybrid practices of
simultaneous individual leaders co-leading (Gronn, 2016), but often unequally by way of one
leader enabling the other, which was unique to this study’s findings. It also involved instances of
followers transitioning into leaders for the specific situation such as when they were the expert.
Lastly, hybridity occurred also through the interaction of different leader preferences which
could at times seem to contradict; this is what Collinson & Collinson (2009) refers to as blended

leadership. Essentially in the quest of leadership optimization, the argument the framework
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makes is that focused, and distributed leadership can share common ground, referred to as
leadership hybridity, that represents the harmony between the two seemingly contradicting
paradigms of leadership.

(5) Leadership hybridity enablers. These enablers explain how leaders and followers
negotiate role transitions and catalyze fluidity of leading in changing situations. This could
involve for instance how intentional leader behaviors facilitate followers to transform as leaders
to influence a particular situation. It could also involve environments that promote discourse and
feedback, and attitudinal factors such as approaching people and situations with a serving
attitude. The study offers the following specific enablers of leadership hybridity:

o0 Approaching leadership with the attitude of being of service.

0 Leaders need to exhibit intentional behaviors that facilitate fluidity.

o Creating a discursive environment that supports a strong feedback mechanism.

0 Approaching leadership as a learning opportunity that involves being kind to mistakes

and failures.

0 Having established rapport with each other as leadership actors.

6) Leadership hybridity results. This aspect represents some outcomes of how leaders are
changed during leader-follower transitions. One example of this is evidenced in the findings is
how leaders benefit from enhanced self-regulation after experiencing leadership hybridity. The
study found the following specific results of leadership hybridity:

0 There is a lightbulb moment driven by deep empathy, self-reflection, and self-
awareness which leads to enhanced self-regulation.

0 There is a gradual movement from fear, to letting go of control, to acceptance.

0 Raised pride and esteem in self and other’s leadership capability.
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The premise of the framework is that context plays a permeating and complementary role
in leadership practice. Within changing context is both focused and distributed leadership that
occurs independently and interdependently which forms some common ground of leadership
hybridity in multiple patterns. This hybridity is enabled by various factors and actors and
influences specific outcomes in leaders such as self-regulation and an enhanced belief in
another’s capability to lead. The figure below illustrates this reasoning.

Implications of Findings

On the growing science and theory of leadership. The current study has made three
convincing contributions to the literature on focused and distributed leadership hybridity since
research in these three areas is relatively new and the related literature, particularly around
distributed leadership is still limited. Firstly, it has suggested through a framework of how
understanding leadership enactment holistically involves baring the harmonies between focused
and distributed leadership. While most scholars tend to oppose the two, or might want to choose
one over the other, the study suggests that both enactments are present in organizations, and they
can complement each other. Secondly, the study explores the inherent interaction between
contextual factors and leadership enactment.

Most studies struggle to not only acknowledge this intrinsic relationship but also little has
been understood about how both constructs interact with each other. This neglect becomes highly
problematic in non-western cultural contexts such as South Africa where the social and cultural
realities provide some novelty to our understanding of leadership (Nkomo, 2011). Placing the
South African culture amongst leadership hybridity has offered lessons on how aspects of the
culture inform a more distributed leadership enactment, yet leaves room for focused leadership

as well.
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Figure 18. Proposed Leadership Hybridity Framework

This research challenges traditional cultural studies that suggest that African cultures are

purely collaborative and inclusive, and provides a more accurate dynamic leaning on the concept

of hybridity. Furthermore, in the context of business growth, the study suggests hybrid leadership

behaviors that in essence help small businesses grow through managing emergence and

complexity. The study has shown distributed leadership avenues to achieve dynamic business

growth and has suggested particular heroic leadership behaviors to support this. Thirdly, the idea

of leadership hybridity is relatively new (Gronn, 2016), and while most studies have come across

it by accident via exploring distributed leadership, this study has been intentional about it in its
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design. This intention has allowed the exploration of aspects specific to hybridity and has been
able to offer some enablers and results of leadership hybridity. On research design and
methodology. Firstly, the biggest problem in studying leadership has been the overemphasis of a
single unit of analysis on the individual leader, and the lack of multiple levels of analysis to
include a more extensive network of leaders and followers (Gronn, 2016; 2011). Through
applying an embedded case study design which pays attention to subunits and contrasts within
the case (Hartley 1994), the study has been able to include both followers and leaders, and
groups at different levels of the organization where influence could also be situated. The study
found that emergent leadership and team leadership in addition to formal leadership focused on
individual leaders all occurred to help grow the business. Secondly, different data sources that
helped with triangulation inform the findings in chapter four. The parallax between the
researcher looking at the findings from three perspectives, namely two different types of
interview data, documents, and participant observations improved the trustworthiness of the
results. This parallax view would suggest that having diversity in data sources and an embedded
case study design may be critical methodical factors in exploring hybridity.

On leadership practice and application. The current study offers suggestive evidence
for leadership hybridity in small business. From a leadership development perspective, this
would suggest a necessary shift from an overemphasis on developing heroic leadership
(Mintzberg, 2006). The idea of leadership hybridity has the following implications for leadership
development:

(a) supporting individual leaders (such as CEOs) to develop post-heroic leadership

competencies,
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(b) shifting the mindset of organizational members that leadership is something that is
only done by people in formal positions, to one that is open to multiple truths about
leadership (including one about leadership being something that followers also participate
in), and
(c) building distributed leadership capacity in business.

The study seems to suggest that an organization could better manage or coordinate activities such
as spontaneous collaboration in the organization. From a policy perspective, the study echoes
the findings that leading is something new that entrepreneurs are learning. While national and
regional support for small business is there, the focus is on more tangible factors such as how to
raise financial resources and how to go to market. A study found that there is very little attention
placed on building leadership capacity in small business (OECD, 2017). With the current
findings we learn that while leadership is present in small business, there is a lot of opportunities
to grow, and effecting leadership support from a policy level could influence how support
infrastructures for small business emphasis and provide leadership capacity building.
Transferability and broader applicability. The design of single case study qualitative research is
not meant to achieve broad generalizability (Yin, 2009). This study explores the relatively new
term of leadership hybridity in a very defined and bounded system (Merriam, 2014). However,
the application of these results could be used for broader analytical transferability (Yin, 2014), as
they have confirmed and extending thinking around leadership hybridity, heroic leadership, and
post-heroic leadership. This chapter has discussed some congruence in the current findings with
previous research in leadership hybridity and distributed leadership which are relatively new
ways of thinking about leadership. And while contexts may differ, one might, with caution,

conjecture some applicability of these results beyond the current study population.
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For example, the influence of the culture of ubuntu on leadership hybridity found in this study
has overlaps with other perspectives such as Theory Z (Ouchi, 1987), inclusive leadership
(Hollander, 2010), and other relational theories of leadership discussed in chapter two.
Furthermore, some authors argue that Ubuntu is also evident outside of Africa (Nussbaum, 2003;
van der Colff, 2003), and that it holds leadership capacity that can lead to effectiveness in any
organization outside of Africa (Karsten & Illa, 2005; Malunga, 2009; Mangaliso, 2001;
Nzimakwe, 2014; van der Colff, 2003). Using this logic, one might argue that the proposed
leadership hybridity framework about how leadership happens in a small business influenced by
ubuntu, could be similar in another context such as the United States where Nussbaum (2003)
found instances of Ubuntu. The close overlap between the proposed model of hybridity and
Bolden & Petrov’s (2014) model of leadership practice compared above achieves a broader
analytical transferability. While the contextual dynamics of the two studies differ; the current
research is situated a small business in South Africa, and Bolden and Petrov’s (2014) in higher
education institutions in the UK, the broader categories of what was vital to participants about
leadership significantly overlap. The current framework thus offers a provocation for further
discussion of these terms and has a crucial cultural element to add to the broader conversation on
leadership hybridity. Lastly, one can safely assume that successful small businesses growth is a
universal indicator of organizational success. From the literature reviewed (e.g., Cope et al.
(2011) and Ensley et al., (2014) and the findings of the current study, one can assume that most
successful small businesses can navigate the chaos and complexities of growth. The present
results on leadership behaviors that grow small businesses, such as providing feedback through
sense giving and sense-making processes offered by the distribution of leadership can be applied

to other fast-growing small businesses.
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Recommendations For Future Research. The researcher would recommend the following
strategies to expand on the complexity of the study for future research:
e Test the leadership hybridity framework with other case organizations.
e Expand the population to include different kinds of organizations including a Western and
non-Western comparison to explore the complexity of the relationship between leadership
and culture.
e Design research exploration purely focused on distributed forms of leadership through
either participant observations, ethnography, or action research over extended periods.
e Conduct a longitudinal study to compare how leadership hybridity changes with business
growth over time.
e Explore the multiple leadership hybridity patterns in more depths including but not
limited to understanding (a) the conditions that allow it, (b) who and what is involved, (c)
how to optimize it for business growth.
Concluding Remarks

At the conclusion of the study, the researcher’s thoughts gravitate towards the statement
‘I am because we are,” the essence of ubuntu (Tutu, 2002). While Ubuntu cannot be assumed to
be is unique to South Africa or other parts of Africa, exploring leadership within an espoused
ubuntu context, offers leadership a unique articulation and understanding. This statement could
arguably provide space for the hybridity of leadership as it has occurred in this small business.
The ‘I’ in the statement acknowledges individualistic notions of leadership and the ‘we,” more
collective notions of who we are as humans, leading together. This view corresponds to a

statement made by Bolden and Kirk (2009) after their study in Southern Africa:

Ubuntu offers a powerful frame of reference and a way of talking about the
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interdependence of social actors within the leadership practice that bridges the

‘individual’ and the ‘collective’ (p. 14).

In the study, the researcher has learned that while being preoccupied with the differences
between individual and collective forms of leadership, we might miss the inherent harmony
between them. The findings of the study allow heroism to find a more positive place in the
practice of leadership, beyond self-interest and control, and towards believing in and supporting
others’ potential to lead. The key learning here is the need to go beyond the binary of either
focused or distributed leadership but focused and distributed leadership. And while the idea of
post-heroic leadership or distributed leadership is new and seductive, in a world that has
problematized power (Wilson, 2016), we cannot deny that the idea of a hero still romanticizes
the world. More so, the world needs heroes, and this study argues that there can be many of
them, creating an interconnected network of influence and positive change. This line of thinking
opens up a multiplicity of emergent leadership patterns that could be essential in stimulating the

optimization of leadership effectiveness in general.
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APPENDIX A
Informed Consent Form

PEPPERDINE UNIVERSITY
Graduate School of Education and Psychology

INFORMED CONSENT FOR PARTICIPATION IN RESEARCH ACTIVITIES

A SMALL BUSINESS CASE STUDY OF FOCUSED AND DISTRIBUTED LEADERSHIP
HYBRIDITY IN SOUTH AFRICA

You are invited to participate in a research study conducted by Pepperdine University, because
you are an employee at your organization. Your participation is voluntary. You should read the
information below, and ask questions about anything that you do not understand, before deciding
whether to participate. Please take as much time as you need to read the consent form. You may
also decide to discuss participation with your family or friends. If you decide to participate, you
will be asked to sign this form. You will also be given a copy of this form for you records.

PURPOSE OF THE STUDY

The purpose of the study is to understand how leadership is focused and distributed in your fast
growing organization as it grows, and how both national and organizational culture has an
influence on how leadership is enacted.

STUDY PROCEDURES
If you volunteer to participate in this study, you will be asked to participate in in-depth
interviews, focus group interviews.

- The study will begin with focus group interviews: The first group interview will be with

the top management team, and the second will be work team with a mix of managers and
lower level employees. Both will last about 45 minutes, and will occur at the site offices.
- You will also be invited to participate in In-depth interviews: These are one-on-one
interviews with semi-structured questions about your individual leadership and how you
see leadership happening in your growing organization. This will last about 60 minutes
and will occur in your offices or at a mutually convenient place.
- In between interviews, the researcher will also be involved in some organizational

activities (such as meetings), in order to observe additional emerging leadership
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behaviors in the organization.
- Field notes will be taken at the end of an observation, interviews will be recorded and
transcribed. All data will be coded- pseudonyms will be used to protect your identity, and

data will be stored in a secure location.

POTENTIAL RISKS AND DISCOMFORTS

There are very little potential and foreseeable risks associated with participation in this study.
The study discusses relations and dynamics between followers and leaders which has potential to
get uncomfortable. You may be triggered negatively when they think of a particular leadership
issue or an experience of cultural significance. Furthermore, in a focus group situation, the
researcher cannot assure full confidentiality. However, you are free to withdraw your consent to
participate at any point. The alternative to participation in the study is not participating which
does not affect your employment relationship in any way. | will keep the records of this study
anonymous as far as permitted by law. Data will be coded and pseudonyms will be used to
protect your identity and views. Post the sessions, the researcher will offer de-briefing sessions
and coaching interventions to you it is required because of any discomforts experienced during
the study.

POTENTIAL BENEFITS TO PARTICIPANTS AND/OR TO SOCIETY

While there are no direct benefits to the study participants, there are several anticipated benefits
to society which include:
- Findings are likely to inform the design of a contextualized leadership development

framework for fast-growing small businesses in South Africa.
- Effective leadership contributes to the viability and success of small business that can

make increasing contribution to the economy.

CONFIDENTIALITY

| will keep your records for this study anonymous as far as permitted by law. However, if | am
required to do so by law, | may be required to disclose information collected about you.
Examples of the types of issues that would require me to break confidentiality are if you tell me
about instances of child abuse and elder abuse. Pepperdine’s University’s Human Subjects
Protection Program (HSPP) may also access the data collected. The HSPP occasionally reviews
and monitors research studies to protect the rights and welfare of research subjects.

The data will be stored on a password protected computer in the principal investigators place of
resident. The data will be stored for a minimum of three years. The data collected will be coded,
and only identified according to whether you are a manager or lower level employee. The
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interview recording will be transcribed, coded using pseudonyms, and recording will be
destroyed.

PARTICIPATION AND WITHDRAWAL

Your participation is voluntary. Your refusal to participate will involve no penalty or loss of
benefits to which you are otherwise entitled. You may withdraw your consent at any time and
discontinue participation without penalty. You are not waiving any legal claims, rights or
remedies because of your participation in this research study.

ALTERNATIVES TO FULL PARTICIPATION
The alternative to participation in the study is not participating. Your relationship with your
employer will not be affected whether you participate or not in this study.

EMERGENCY CARE AND COMPENSATION FOR INJURY

If you are injured as a direct result of research procedures you will receive medical treatment;
however, you or your insurance will be responsible for the cost. Pepperdine University does not
provide any monetary compensation for injury

INVESTIGATOR’S CONTACT INFORMATION

| understand that the investigator is willing to answer any inquiries I may have concerning the
research herein described. | understand that I may contact us if | have any other questions or
concerns about this research.

RIGHTS OF RESEARCH PARTICIPANT — IRB CONTACT INFORMATION

If you have questions, concerns or complaints about your rights as a research participant or
research in general please contact Dr. Judy Ho, Chairperson of the Graduate & Professional
Schools Institutional Review Board at Pepperdine University 6100 Center Drive Suite 500
Los Angeles, CA 90045, 310-568-5753 or gpsirb@pepperdine.edu.

SIGNATURE OF RESEARCH PARTICIPANT

| have read the information provided above. | have been given a chance to ask questions. My
questions have been answered to my satisfaction and | agree to participate in this study. | have
been given a copy of this form.

AUDIO/VIDEO/PHOTOGRAPHS (If this is not applicable to your study and/or if
participants do not have a choice of being audio/video-recorded or photographed, delete this
section.)

o | agree to be audio/video-recorded /photographed (remove the media not being used)

o | do not want to be audio/video-recorded /photographed (remove the media not being
used)
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Name of Participant

Signature of Participant Date

SIGNATURE OF INVESTIGATOR

| have explained the research to the participants and answered all of his/her questions. In my
judgment the participants are knowingly, willingly and intelligently agreeing to participate in this
study. They have the legal capacity to give informed consent to participate in this research study
and all of the various components. They also have been informed participation is voluntarily and
that they may discontinue their participation in the study at any time, for any reason.

Name of Person Obtaining Consent

Signature of Person Obtaining Consent Date
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APPENDIX B

IRB Approval of Study

Pepperdine Unlversity

24255 Paclfic Coast Highway
Mallbu, CA 90263

TEL: 310-506-4000

NOTICE OF APPROVAL FOR HUMAN RESEARCH
Date: March 21, 2018
Protocol Investigator Name: Siphokazi Ntetha
Protocol #: 18-01-711
Project Title: A SMALL BUSINESS CASE STUDY OF FOCUSED AND DISTRIBUTED LEADERSHIP HYBRIDITY IN SOUTH AFRICA
School: Graduate School of Education and Psychelogy
Dear Siphokazi Ntetha:

Thank you for submitting your application for exempt review to Pepperdine University’s Institutional Review Board (IRB). We appreciate the work you have
done on your proposal. The IRB has reviewed your submitted IRB application and al ancilary matenials. Upon review, the IRB has determined that the
above entitled project meets the requirements for exemption under the federal regulations 45 CFR 46.101 that govern the protections of human subjects.

Your research must be conducted according to the proposal that was submitted to the IRB. If changes to the approved protocol occur, a revised protocol
must be reviewed and approved by the IRB before implementation. For any proposed changes in your research protocol, please submit an amendment to
the IRB. Since your study fals under exemption, there is no requirement for continuing IRB review of your project. Please be aware that changes to your
protocol may prevent the research from qualifying for exemption from 45 CFR 46.101 and require submission of a new IRB application or other materials to
the IRB.

A goal of the IRB is to prevent negafive occurrences during any research study. However, despite the best intent, unforeseen circumstances or events may
arise during the research. If an unexpected situation or adverse event happens duning your investigation, please notify the IRB as soon as possible. We wil
ask for a complete written explanation of the event and your written response. Other actions also may be required depending on the nature of the event.
Details regarding the timeframe in which adverse events must be reported to the IRB and documenting the adverse event can be found in the Pepperdine
University Protection of Human Participants in Research: Policies and Procedures Manual at community pepperdine.edufirb.

Please refer to the protocol number denoted above in al communication or correspondence related to your application and this approval. Should you have
additional questions or require clarification of the contents of this letter, please contact the IRB Office. On behalf of the IRB, | wish you success in this
scholarly pursuit.

Sincerely,

Judy Ho, Ph.D,, IRB Chair

167



