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Abstract

This thesis examines the perceptions of the CE©®indhrge New Zealand organisations.
The study is a response to calls from scholarefime empirical work on executive
leadership specifically, as it pertains to the Qfal@, which scholars have identified as an
under-researched and less clearly understood aohs# modified grounded theory
approach was utilised to establish the researdfcipants’ perceptions of the CEO role.
Specifically, this thesis focuses on how the pgdicts interpret and construct meaning

from the interactions occurring within their coritex

The sample for the study comprised 30 particip@#<;EOs and 8 executives in non-
CEO roles. The criteria for selection related ® position an individual held in an
organisation. The individual was, or had beenE®@ a large New Zealand
organisation or was directly involved with the CEile, for example, a board
chairperson. The primary data were collected fsemi-structured interviews of
between one to two hours in duration. Informatimiews, company publications and
documentation, and the relevant research literstpplemented the primary data. The
concurrent data collection and analysis identifigd interpretative schemas that guide
and inform the CEO role. These wéhne leadership interpretative schemadthe
institutionalised interpretative schemahe participants in this study articulated the
enactment of their leadership within the framéhefleadership interpretative schema.
However, the predominant schema informing the C&®wasthe institutionalised
interpretative schemaThe contact between the two schemas represeoliesions.

Such collisions, in turn, created a set of tensents paradoxes for the CEO. In seeking a
clearer explanation of these tensions and paradthesstudy identified the basic social

structural process dfie CEO role as a social institution

This thesis re-conceptualises the CEO asla social institution.As such it is a multi-
faceted construct with its own set of social notha create, guide and sustain a social
order governing the behaviour of the CEO. Situatghin this social structural process
the study identified the social psychological psst&lancing the tensions and
paradoxes.The study identified that the CEOs perceived thedrie be able to balance
the tensions and paradoxes within their contetkigy are to enact their role effectively.

In other words, an effective CEO is perceived &éimga@as a mediator, successfully
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mediating between the dualities created by thelicting expectations of the two

interpretative schemas.

Establishing context as a primary factor within shedy allowed the contextual factors
that enhanced or inhibited the enactment of the @#in New Zealand to receive their
due emphasis. Such a focus was responsible foviatj the social, cultural, legal and
economic forces, within the context of the CEQheédorought to the fore. These, in turn,
were perceived by the participants as having tiEnesis within in the religious,
economic and historical traditions of New Zealarielsopean colonialism, and in their
responses to it. In this study, context is emdutaas a means for allowing the voices of
the participants to be brought forward and be hesngreas, the conceptwdicehas

been traditionally ascribed to the weak, minorjtaasd disadvantaged (Baez, 2002).
Paradoxically, this research identified that CE@xgive themselves as having little
voice. This despite the perception, both withicisty and within organisations, that
CEOs have considerable power and status and thetedwe the ability to voice their
‘true feelings’. The analysis identified that th@grceive constraints and silencing with
regard to certain aspects of their role, suggestiriger research on the CEO responses

to such constraints is required.

The outcomes of this study have implications feeegch and practice. Interms of the
former, there are opportunities for researchelsutil on the findings of the study
thereby, contributing to the body of knowledge. Wigards to practice, the study raises
implications for those involved in the governanaedtion, policy-makers and those
having responsibilities for the development of widiials to fill the CEO role.
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Chapter 1: Introduction

There is an element of spirituality in this leadepsjourney, and by spirituality |
mean ... at the end of the journey what is the Qdt fyou bequeath to the

organisation as a result of your leadership?
A CEO participant

Introduction

Max DePree (1998) contends that “When a chief @kaxofficer (CEO) departs an
organisation, they should leave behind them batbtasand a legacy” (p.130). However,
if the CEO role and the impact and effectivenesanahdividual in that role is not fully
understood, it makes it difficult to determine whgany, gift or legacy is bequeathed
(Finkelstein & Hambrick, 1996). Consequently, asdepth knowledge of the various
facets of the CEO role is imperative if the asaet$ legacy that a CEO bequeaths the
organisation are to be assessed. The purposis ahtipter is to introduce the subject of
this thesis. It commences by providing an openatidefinition and an introduction to
the CEO role. The chapter then goes on to pradatroduction to the theoretical
foundations of the study and to the identified gagbe current body of knowledge. It
then proceeds to outline the research problemtancesearch objective and questions
that were developed as a result. The chapter wdesiwith an outline of the remainder

of the thesis, and a glossary of the key operdtiefanitions used within this thesis.
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The role of the CEO and its association with orgasational success

Finkelstein and Hambrick (1996) contend that ifl2GC has overall responsibility for the
management and the results of an organisation ttieecharacteristics and actions of that
individual are vital to both the organisation atsdstakeholders. Within the context of
this study, the operational definition of a CE@hiat provided by Hambrick (1998) who
states that a CEO is the individual who has respiitgfor the conduct and

performance of an entire organisation as opposadt-unit of an organisation. As
such it encompasses an executive leadership Tbles, if the role of the CEO is critical
to the success of the organisation, then it is matpee that the role is clearly understood.
In addition to understanding more about the rolespethere is also a requirement to

acknowledge and understand the context in whicldleas situated.

Bartlett and Ghoshal (2000) argue that even inrthst stable of times, the world is
complex, volatile and filled with uncertainty. Teéore, for a CEO to be successful, they
contend that he or she has to be capable of igggiand interpreting the forces existing
within his or her environment. Prior to this, Batttand Ghoshal (1989) had also stated
that the CEO has to be accomplished in leadingé¢fneand diverse organisational forms
that were emerging in order to be able to deligardinated action to ensure
organisational success. This, in turn, has letetoands for CEOs who are multi-skilled,
multi-talented, multi-cultural and have strong e#thireputations (Gregersen, Morrison, &

Black, 1998; Talkington, 2001).

Not only are CEOs required in greater numbers #narcurrently available (Michaels,

Handfield-Jones, & Axelrod, 2001), but there ds® ancreasing demands for them to
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provide new and varied styles of leadership (Pstk2000). As early as 1992, Adler and
Bartholomew expressed concern that the acquisathahdevelopment of capable
executives is not keeping pace with the need forpaient CEOs. DePree (1998) argues
that the current CEOs have a responsibility foretteping the future leaders of their
organisation. Such an argument presupposes st EOs are sufficiently skilled and
knowledgeable about their role, and the future dets®f their role, so that they can be
deliberate and proactive in the development procéke CEO talent shortage (Michaels,
et al., 2001) has meant that many organisationgrappling with the problem of how to
retain and develop their existing executive ledupreapacity, in order to ensure the
achievement of the organisation’s strategic objesti Unless organisations are able to
recruit, develop and retain CEOs who are highliteskiand knowledgeable, such

organisations may not be able to respond apprepyitt these challenges (Adler, 2002).

This latter situation is not only exacerbated lgylthmited number of studies that provide
insight about the CEO role in general, or outsite European or North American
environments, but also the limited number of steidedated to specific geographical or
socio-economic contexts, like New Zealand or speasdpects of the CEO role, for
example, leadership. Not only is there a limitadhber of context-specific studies
conducted outside the European and North Ameriesgarch environments (De Cieri &
Dowling, 1997; Tsui, 2004), an evaluation of thaitable empirical leadership research
identified that less than 5% has focused on exezlgadership (Zaccaro and Horn 2003
as cited in Storey 2005). This thesis acknowledgesmportance of extending the body
of knowledge and focuses its research on execlagadership, specifically the

perceptions of the CEO role within a New Zealanctext.
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The foundation of this research project

Situated within the qualitative paradigm, this eesh examines the CEO role, from the
perspective of the CEO, in the substantive reseameglionment of large New Zealand
business organisations. Parry (1997, p. 27) ardpaesesearch in this field has tended to
be overly descriptive, somewhat inhibiting the depment of a theoretical base.
Scholars, in the main (Grint, 2005; Rost, 1993yehailed to theorise on the social
processes inside an organisation or within a sgastresearch studies have, in the main,
comprised of descriptive studies answeringthem, wherandwherequestions. Parry
(2001) asserts that a study addressindntiveandwhyquestions can lead to a more
systematic theorised examination of the CEO rdlais view supports that of Finkelstein
& Hambrick (1996) who state the majority of writsxgxamining the CEO role have
focussed upon thehom,whenandwherequestions rather than on the nature of the
interrelationships occurring between the CEO amte$g or on the influence that this
interplay may have on the individual CEO’s percadiof their role. In response, this
thesis examines how the CEO constructs meaningtfiermteractions within their
context. According to Ospina and Schall (20013t theans an emphasis on how they
make sense of, and bring order to, their role.agiing questions ofl@gow or why nature,
this thesis aims to extend the knowledge base &mamng the perceptions of the CEO

role, as perceived by CEOs and others closely waeblvith the role.
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Shaping an appropriate research design

Over the latter part of theventieth century and the early part of thventy-first century,

as the CEO role has changed, there have beenedpdis for a change in what some
consider a common approach related, for exampkxedoutive leadership research
(Bryman, 1987; Hollenbeck, 2001; Ireland & Hitt,989 Ospina & Schall, 2001). The
theories emanating from the traditional forms sk@ach are dominated by methods
derived from the scientific approach (Norburn, 198@d the field has been driven by
causal theory testing, in particular, rather threeoty development, in general (Grint,
2005; Irurita, 1990, 1996; Jackson, 2001; Kan, 2@xpina & Schall, 2001; Parry, 1998;
Rost, 1993). This has happened to some extentibethe “body of knowledge” has had
many restrictions placed on it by the need to e tmbdemonstrate the causality of
variables, the replication of a specific study #mgeneralisation of theory (Bryman,

1987; Bryman & Stephens, 1996; Parry, 1998).

Bryman and Stephens (1996) go on to assert tigah#inrow focus has led to a lack of
critical analysis about why much of the existingdty fails to effectively explain the
CEO role. Despite this stated gap in the liteegtand despite recent efforts to increase
the amount of qualitative research, “qualitativedsts remain relatively rare” (Conger &
Kanungo, 1998, p. 107; Irurita, 1996; Kan, 2002pi@a & Schall, 2001). It may not be
surprising then, that there have been calls foemesearch, for example, focussing on
the executive leadership dimension of the CEOantbthe use of a broader range of
epistemologies and ontologies (Conger, 1999; Hi89]; Irurita, 1996; Kan, 2002;
Ospina & Schall, 2001; Parry, 1996; Rost, 1993)is problematic situation has been

compounded by the study and development of theawing been strongly influenced by
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a cultural predisposition toward North America (Myk & Adler, 2002). Col (1993)
contends that the majority of organisational theohave the label “Made in the USA”
stamped on them. Therefore, perceptions of th® ie are likely to have been framed

by North American and European cultural pre-disjmss.

This thesis draws on the grounded theory (GT) nte#isooutlined by Charmaz (2000)) as
opposed to the objectivist form of the method (&1a$978, 1998; Locke, 2001; Strauss
& Corbin, 1994). Charmaz’s (2000) GT method alldlaes researcher to emphasise the
emergent elements of the method, using them aibliéelxeuristic strategies, rather than
adhering to a formulaic procedure as can be thewdhl what is known as objectivist
grounded theory. (A full discussion of GT is conéal in Chapter Three and the GT
analysis process in Chapter Four). The aim ofmgled research is to gain an
understanding of how people create meaning froin ¢in@ironment and the events
occurring within that environment (Guba & Lincoli998). In particular, the aim is to
determine how they develop the frameworks thatrinftheir perceptioris These are
known as ‘schemas’, a term used to describe hdimnalss activates frameworks
relating to the features of the role. Past knogdeand experience contained in a
particular schema affects how the current stimahginformation received by an
individual is encoded, thereby providing meaningtfat individual within a role

(Bartlett, 1932).

1 Within the context of this study a perceptionédimed as a psychological function that enablewididlals to receive and process
information obtained from the external environm@megoe & Tobia, 1990).

The New Zealand CEO



Chapter One: Introduction 18

The modified form of grounded theory developed ya®naz facilitates the interactive
relationships between the researcher and partisipand allows the documentation of
such interactions. In doing so, it brings the @ity of the researcher as an author to the
forefront (Mills, Bonner, & Francis, 2006b). Thssin contrast to th&abula rasa

approach of objectivist grounded theory (Bryan)20Charmaz, 2000, 2003; Glaser,
1978; Glaser & Strauss, 1967). Within this stuty ase of this modified form of the
grounded theory method allows the researcher tasfon the perceptions and
interpretations held by the research participantaibthe subject of the study, in this

case, the CEO role.

The research problem, objectives and questions

New Zealand business organisations are part ajtdyhcompetitive, turbulent,

globalised world. This environment has createdraahd for talented CEOs who have
the ability to successfully lead organisations ttmahprise increasingly diverse groups of
stakeholders. However, there is a limited emginesearch base examining the context-
specific aspects of the CEO role. Where reseaastbben conducted it has been
predominately situated in the North American ordp@an contexts. The consequence of
this, is that the CEO role in New Zealand is rekti poorly researched, compared to
other forms of organisational roles. One of thaifi@ations is that organisations may not
have the knowledge or the ability to attract, depeir retain appropriately skilled CEOs.
The identification of this research problem ledhte development of the research
objective and questions. The purpose is to inerdasbody of knowledge of the CEO
role, specifically, its definition, enactment ahe& impact on the acquisition and retention

of executive leadership within organisations.
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Building on the prior discussion the following raseh objective was developed:

To identify the CEOs’ perceptions of their role arlde interpretative schemas

informing that role

In particular, the study aims to generate a substtheory of the CEO role. A
substantive theory comprises a set of propositwmgiestions that furnish an explanation
for an area of inquiry consisting of a set of cqgtseand their interrelationships (Vakkari
& Kuokkanen, 1997), and is considered relevant tmiyne specific topic under
investigation, in order to provide an explanationdertain phenomena (Grover &
Glazier, 1986). To generate the substantive thé@yollowing research questions were
developed:

1. How does the context in which CEO role is situatdidence the perceptions of

the research participants as to the definitioneavattment of that role?

2. Why is an individual attracted to the CEO role an do they choose to remain
in or leave the role?

The remaining parts to this chapter offer an owamof the thesis, followed by a

Glossary of the operational definitions.
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Organisation of the thesis

This thesis is organised into three parts acragd ehapters. Part | sets out the theoretical
foundations of the thesis. Chapter Two commendtssanreview of past and current
research on the topic and of its relevance tatiigisis. Chapter Three outlines the
ontological and epistemological foundations ofrégearch design and methodology.
Chapter Three also provides discussion of the gieditheory method and surfaces the
reasoning underpinning use of the modified grourtdedry approach in this study. It
ends with a discussion of the processes undertakemsure the academic rigour of the
study. Chapter Four presents the research methmdof the thesis. The chapter
commences with a discussion of sample design aatggy, and then proceeds to outline
the ethical considerations and how the researdftipants’ rights and privacy were
protected within this thesis. The chapter sumrearise method of data collection, and
includes a discussion of the interview processthedranscription of the data gathered.
In particular, the chapter explains the groundedmh method processes of concurrent

data collection and analysis, the theoretical sagptoding and memoing.

Part 1l of the thesis covers the findings of thesik. It commences with an introduction
to the research context. Chapter Five proffenseudsion of the CEO role and the nature
of the factors present contributing to the develeptof CEO leadership. This also
examines the forces that were identified as attrgetn individual to executive leadership
and the CEO role in particular. Chapter Six disegghe factors that create the
institutionalised expectations of the CEO role.isTdhapter also examines the social
structural processes that cause the repressioreamttion of leadership and the social

psychological process - the rejecting of the CEH®. r&art 11l provides the summary
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chapters of the thesis. In addition, it discusseglentified gap in the findings. The
purpose of Chapter Seven is to weave togetheh#meds and provide a substantive
theory of the CEO role. Chapter Eight concludesthiesis with a précis of the work,
including reflections on the research processpansary of the key conclusions, an
outline of the limitations of the thesis and sugiges for the future directions for both

practitioners and scholarly research.
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Operational Definitions of Key Terms

Constant Comparison— is the process within the grounded theory metifod
concurrently gathering and categorising data, amdparing them with data and

categories obtained previously (Glaser and Strd®6y], p.41).

Forces- are defined as where a person or thing exditeimce on somebody or

something (Pearsall, 1999).

Formal theory - relates to a formal, conceptual, and generdésaieas of sociological

inquiry (Glaser & Strauss, 1967, p. 32).

Grounded theory — is a research methodology in which theory ensefigen and is

grounded in the data (Glaser & Strauss, 1967,.p. 4)

NUD*IST - Non -numerical, unstructured Data; Indexing,rSl@iag, Theorising

(Richards & Richards, 1997, p. 146).

Perception- is defined as a psychological function that éembtrategic leaders to
receive and process information obtained from #tereal environment (Tregoe &

Tobia, 1990).

Saturation (of themes) — relates to the use of theoretigapdiag to gain data on a
category until the research can be sure of théemde and nature of a theme (Glaser &

Strauss, 1967, p. 61).
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Schema- is a term used to describe how a stimulus aesveriameworks relating to the
features of a particular role. Past knowledgeexrience contained in a particular
schema affects how the current stimulus and infoomas encoded, thereby providing

meaning (Bartlett, 1932).

Social Influence - refers to the psychological explanation ofphacess of influence of

one person on another (Yukl, 2002, p. 195).

Social Process(es) provide for the development and definition @kes and role
expectations, including how individuals and groumpgact upon one. This is done by
examining the socially constructed meanings andebr patterns that emerge from the

interactions of individuals with each other (Bark&h01, p. 352)

Social relationship- is based upon a set of role expectations tleatiaderstood by the

participants in the relationship. Relationshipsaciety tend to be contractual, with

performance standards and evaluations (Barker,,20@52).

Substantive theory— is theory deriving from research that relatea snibstantive or

empirical, area of sociological inquiry (Glaser &dtiss, 1967, p. 32).

Theoretical sampling— is a grounded theory process of data colleatioereby data are

intentionally collected to develop theory as it eges (Glaser & Strauss, 1967, p. 45).
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Theoretical Sensitivity— is the sensitivity of the research to existimgory which

applies to the topic being investigated (Glasern&ss, 1967, p. 46).
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Part |

Part One of this thesis provides a discussionefhboretical foundations. It comprises
three chapters, Chapter Two, ‘The Literature Reyi@kapter Three, ‘The Theoretical
Foundations’ and Chapter Four, ‘The Research Metlbgy’. Here, | offer a brief note
on the use of the literature within grounded thesttglies more broadly and in this study,

specifically.

Glaser, as early as 1978, argued that in grourtaihyt studies, the literature is less

likely to be used to set the scene for the researdrshould be used in a manner so that it
does not direct the questions or propositionsahaposited by the researcher. In his
1998 work, Glaser reiterated this position anderistrengthened it by making the

following two points:

First, do not do a literature review in the substanarea and related areas where the
research is done. Second, when the grounded tigosarly completed during sorting
and writing up, then the literature search on thiestantive area can be undertaken and
woven into the theory as another source of datthénconstant comparison process
(Glaser, 1998, pp 360 -367)

Glaser’s (1998) reasoning was that it is imporfanthe researcher to be as free from
influences that could compromise theoretical discpwand development. Rather, the
literature review should supplement or facilitdte findings of the research (Denzin &
Lincoln, 2000; Mills, Bonner, & Francis, 2006a)h&maz (2000) argues such an
approach is to prevent any presumed cause-and-gffattonship between what may be
emergent themes. Accordingly, many grounded thstugies report minimal literature,

if any at all, as a basis for study (Gilbert, 20@8rdon, 2008; Goulding, 1999; Goulding,
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2002b; Kelsey, Weeks, & Terry, 2002; Parry, 1993)aser (1998) recommends that the
researcher should constantly consult the literatuoentiguous substantive areas, in
order to build awareness of, or increase ttoretical sensitivitythis is discussed
further in Chapter Three). In addition, the reskar reviews both the convergent and
divergent literature in order to address the emertgemes and substantive theory.
Klenke (2008) reinforces Glaser’s position, arguimgf using the literature too early in
the research might condition or predetermine thveldpment of preconceptions on the
part of the researcher for what to find. She mtegithe following outline of the

grounded theory process and the recommended sguadtihe literature within a study:

Figure 1: Positioning the literature in GT

—
|

— .

|
— R |
— T

|
—

|
— I |
—
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Source: Klenke (2008, p188)

Conversely, others, for example, Schreiber (200jyethat approaching a study without
delving into the relevant literature is not onlywise, but also unrealistic: “Although

there may be merit for a researcher to approatidg & atabula rasafashion, it is not
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likely to be realistic or feasible to do so” (p.)59This view supports that of Eisenhardt
(1989) who states that process-oriented studigtasito this thesis generate vast
amounts of data. Her recommendation is toauggori conceptdrom the literature to
guide data collection and analysis. This aid®au$sing the research and prevents the

researcher from becoming lost in the data.

This study acknowledges the latter view, and ak shave engaged with the literature
from the beginning of the study weaving it throtlyd work as another voice

contributing to the development of the substarte®ry (Mills, et al., 2006b).
Acknowledging the existence afpriori conceptsthe literature in this thesis is used in
three different ways, firstly as a structure withihich to situate the study and to guide
the initial stages of the research. The analognéofanimal tracksthe researcher
following the tracks through only partially familigerritory (Massey, 1996). Secondly,
the literature is used to providgnposts.Massey (1996) argues the purpose of such
signposts is to indicate to the researcher neWt@nnative directions to explore. Thirdly,
the literature acts as a surrogatentor/supervisgra constant companion to whom the
researcher could refer throughout the research4®4ad4996). Therefore, references are
found throughout this thesis supporting the findiagd assisting with the establishment
of the substantive theory. In the literature reyithe literature is reviewed and presented

as a structure on which to base the remainderedstiidy.
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Chapter 2: The Literature Review

Every path we take leads to fantasies about thie patt taken

Halcolm as cited in Patton (2002)

Introduction

The purpose of this chapter is to provide an intobidn to the literature that has
significance to this study. The chapter commemgtrsa discussion of the CEO research
pertinent to this thesis. Subsequently, a disonssi role theory and its significance to
this study is provided. The review clarifies tteure of the CEO role, and expands on
the definition provided in Chapter One. Furthiscdssion of how meaning is
constructed in general, and by the research paatits specifically, precedes a discussion
of how the CEO participants acquire role identitis discussion provides a synopsis of
the debate on the difference between leadershipnamégement. The chapter concludes
by examining the interrelationship between the C&l® and executive leadership and

the three core components that comprise the ralenithe context of this thesis.
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Introduction to the a priori concepts of the CEO research literature

Concern has been expressed in relation to thetgafaiesearch focussing on executive
leadership, especially that relating to the CE@KEistein & Hambrick, 1996; Harrison

& Pelletier, 1997; Storey, 2005). While there hasn much written about leadership as
a discipline, it is only in the middle of the twmthcentury that there has been a focus
upon executive leadership within business orgaoiss(Finkelstein & Hambrick, 1996;
Hitt, Keats, & Yucel, 2003; Ireland & Hitt, 1999 his situation does not appear to have
improved during the three year period of this stuBgr example, a search of the
Proquest database at Victoria University in Au@@fi8 using the keyworaddhief
executive officersgnd the search using the parametefalbfextandscholarly peer
reviewedournals published in the past twelve months gaxesponse of 345 documents.
A search using the keywordkief executive officerandleadershipwith the same search
parameters gave a search result of 11 articles i hot to say that chief executive
officers have not been involved in research ortifaprevious studies have not provided
important insights into the strategic choice ancisien-making of CEOs. Rather it is to
argue that in-depth empirical studies are not aseon in the literature as might be
expected for such an important role. Furthermdine, majority of prior research has
focused on top executives’ backgrounds and perebtraahcteristics (Hagen, Hassan, &
Amin, 1998; Norburn, 1989; Pye, 2002). Much osthas led to research that has
emphasised the traits, styles and situational fautkat influence CEO behaviour
(Caldwell, Bischoff, & Karri, 2002), rather tharudies of how meaning is constructed
about the interactions and social processes tfiaénte the CEO role (Grint, 2005; Kan,
2002; Pye, 2002). Thomas, Clark & Gioia (1993)uarthat prior research has focussed

primarily on the need to understand the CEQO’s matsge with regard to the
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interpretation of information and organisationat@ss. There has been little attention
given to understanding how meaning is construciéid nespect to the CEO role, its
definition and enactment and the social proce$sdsrifluence the role. This despite
evidence as early as Barnard’s (1938) study, widiehtified that CEOs operate in a
social context that spans organisational boundé@etetkanycz & Hambrick, 1997).
Some researchers assert that the context in wiecB@EO role is situated has largely
been ignored or overlooked in many studies (Heg L& Yucel, 2002; Hunt & Dodge,
2000). Hunt & Dodge (2000) provocatively argue stadies examining the CEO role
are unlikely to be of any additional value untiyttake into account both the external

and organisational context and their influenceharole.

The nature of this situation is not unique to stadf CEOs. A search of the literature
identified that inductive studies examining thestounction of meaning and sense making
since Weick’s (1995) work, were conspicuous byrthbsence (Parry, 2003). For the
purposes of this study, the construction of mearsrtpemed to encompass: “those
processes of interpretation and meaning produetltereby individuals and groups
reflect on and interpret phenomena and produce sofigiective accounts” (Brown, 2000,
pp. 45-46). DePree (1998) claims that a CEO wiabls to assess accurately the
dynamics within his or her environment is bettdedb create a successful plan for their
organisation’s success, thereby honouring thigligationsto their stakeholders (DePree,

1998).

Therefore, building an understanding of how a CE@etbps his or her perceptions may

be critical to evaluating the effectiveness ofragividual in the role. For the purposes of

this study, gerceptionis defined as a psychological function that erabteategic
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leaders to receive and process information obtanoed the external environment
(Tregoe & Tobia, 1990). Lord, Harvey and Hall (2Dp@rgue that a CEQO’s perceptions
of his or her social, cultural, task and interpee@nvironments may constitute a
significant part of their cognitive boundaries wheaking strategic choices. This, then,
may impact upon strategy formulation and the enastraf their role as a CEO
(Anderson & Paine, 1975). It is of concern thaedainants of perception development
and the CEO'’s responses to different contexts havbeen thoroughly explored (Cheng,

1994; Schneider & De Meyer, 1991; Tsui, 2004).

Lord and Smith (1999) are of the opinion that depilg an understanding of how a
CEO constructs his or her perceptions will assigtroviding additional insights into the
strategic choices made by the CEO and how thisenhgnce or inhibit their
effectiveness. Lord et al., (2001) go on to ariipae roles such as that of the CEO are
constructed via the social norms that are presghinaa specific context, and it is the
resulting perceptual constructs (frameworks) thatbed the role in a flexible task and
social system. As a multifaceted construct, it rmagnay not be surprising that the CEO
role has many nuances and subtleties which makidult to codify easily (Sorcher &
Brant, 2002) as cited in Hitt & Ireland (2002). Gapter One, Hambrick’s (1998)
definition of the CEO role was offered as an openail definition, that is; the individual

who has responsibility for the conduct and perfaroeeof an entire organisation as opposed to a

sub-unit of an organisation and as such it encosegsaan executive leadership rolél'o provide
a conceptualisation of the actions of the CEO asxacutive leader it, is considered that

“the individual CEO has the ability to influencénets to voluntarily make day to day decisions
that enhance the long-term viability of the orgahan, while maintaining its short-term financial

stability’(Rowe, 2001, p. 83). Therefore, the role istarfal assigned role; is deemed to
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have influence; and is situated within a particalamtext. The next section of this

chapter explores the CEO role by providing a disicusof how the role is formed.

The social position of the CEO

Merton (1957) stated easbcial positions associated with a group of role-specific
behaviours that, when brought together, compriséeasset Thisrole setcan be defined

as a set of requirements and expectations attdliatdhe incumbent of a particular
position, both by the person in that position apdherole-sendergthose who provide
feedback to the role incumbent) with whom the inbant must deal in order to fulfil the
obligations of the position (Banton, 1965). FigAren the next page outlines the features
of the feedback loop relating to the interrelatidps between the participants involved in

arole, and how the various features are linkedttuay.
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Figure 2: A model of the role episode

Role senders Role incumbent
Those who provide feedback
Experience Response Experience Response
Role Role Psychologlcal Coping efforts
: Conflict
Expectations | Pressures
Perception of | Obijective, Exper.|en_ced Compliance
, ! ambiguity
focal person’s | role conflict
behaviour Perception of Symptom
Evaluations Objective role and role formation
e senders
ambiguity

Feedback

Source: Kahn, Wolfe, Quinn, Snoek & Rosenthal )96

In the literature, role has been identified as aifeatation of a continual cycle of
interactions between thiele sendes and theole incumbentgKahn, et al., 1964), with a
high level of importance placed on the strength@ndinual nature of this cycle. When
Bauer & Simmons (2000) scrutinised the dynamicslired in therole episoddghey
discovered that most of the studies to date haasksxl upon thele incumbentthe
person in a particular role rather than examiniveggart played by th®le sendes.

Bauer and Simmons (2000) established that a miramalunt of empirical research has
been conducted examining the part tiodd sendes external to the organisation play in
developing a CEO'’s perceptions. Kahn et al., (J@6#tend that theole incumbenis
dependent upon interactions and messages recedradtferole sendein order to

comprehend how the role is to be enacted. Thergfmw they construct meaning from
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their context, and how the CHOle identityis formed, is a critical part of coming to

know and understand the CEO role more fully. Thexplored in the next sub-section.

The CEO and their construction of meaning

Hitt (1996) asserts that every individual has ardége make sense of the world and their
place in that world, and therefore, the searchrfeaning may be a person’s most
important quest. Drath & Palus (1994) describg ithiterms of the ability and hunger to

make sense of the environment in which an individusituated:

Creating meaning is the process of arranging tlienstanding of an experience so an
individual can come to know what has happened amat v& happening, in order to be
able to predict what will happen; it is construgtkmowledge of ourselves and the world
(Drath & Palus, 1994, p. 2).

Louis (1980) made the point that an individual’sstouction of meaning is a recurring
process whereby conscious rational thought is tesbdng order to surprise and in

Festinger’s (1957) terms to minimise cognitive drssce.

The CEO role, like any other role, is socially donsted through interaction (Berger &
Luckmann, 1971). Smircich and Morgan (1982) sutyggshat the CEO role emerges as
a result of the constructions and actions of blotghieader and the led. Consequently, the
individual may acquire a set afsumptionshat enables them to interpret information
and plan accordingly (Drath & Palus, 1994). TheX3d#&le is not simply a process of

acting or behaving, nor is it a process of manimgarewards. In Smircich and
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Morgan’s (1982) terms, it is a process of poweredagality construction and thus needs
to be understood in these terms. Drath & Palu34)l8onsider that the construction of
meaning is nevesolitary, stating that what an individual constructs inédgnis

contingent on the nature and form of the interastithat occur between and among
individuals. While people individually construceaning of their own personal
experience at various periods in their lives, thlsp construct meaning socially. That is,
they construct their experiences with others sg tla@ cooperate and agree about what is
happening (Drath & Palus, 1994). Indeed, DrathRalus (1994) go on to state that an
individual learns the expectations and requiremeftise CEO role, how it is to be
defined, acquired and enacted, as a result of¢bestructing meaning from the

interactions they experience within their context.

The acquisition of role identity

Drath and Palus (1994) argue that the acquisitionle identity whether it is the CEO
role or any other role, results in the way an usid@ding of that role is attained. That is,
we arrange our understanding of our experiencegdh a manner so that we can seek to
know what has happened, what is happening andwatan predict will happen. In
doing this, we construct knowledge of ourselvesrole and the world (Drath & Palus,
1994). This results in the development of a schehwareiterate, Bartlett's (1932)
definition, a schema is: a term to describe hotinautus activates frameworks relating to
the features of the role. Past knowledge and ez embedded within a particular
schema affects how the current stimulus and infoomas encoded, thereby providing
meaning (Bartlett, 1932). To be effective a CES &) to be attuned to their

environment and surroundings, and b) to have éhehility to adjust their behaviour in
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response to changes in that environment (Lord ,€@01). However, the perception of
what constitutes an effective CEO can vary betweeéiniduals and contexts; this is
referred to asmplicit leadership theory Ritter and Lord (2004) contend that implicit
leadership theory suggests that a fundamentabptre CEO role involves the process
of being perceived by others as a leader. Impéeitlership theory addresses the
evaluations that other people make about leadedsthe cognitive processes underlying
these evaluations (Lord, Binning, Rush, & Thom&38). According to the theory, if an
individual enacts the role behaviours required lelaaler they would still not be regarded
as a leader unless they were perceived as a lepdeeir stakeholders. Implicit
leadership theory examines the perceptions ofethdr by groups that can be considered
to be followers. Inferences are then made astefiiectiveness of that individual in the
role (Hunt, 1984). Implicit beliefs can be deveddmpver time and are refined as a result
of actual experiences, exposure to the media tardtiire, and other social-cultural
influences. Such beliefs are also influenced kyp#rsonality traits of others and by the
cultural values and assumptions they hold abodelsa (Gerstner & Day, 1994; Keller,

1999: Yukl, 2002).

Harrison and Pelletier (1997) contend that theg@iamevaluations are present in the
environment and often result from the unavoidablgndive biases that exist below the
threshold of awareness. They may also be deldethatices, reflecting a conscious
preference towards a particular outcome. Ransmindg$ and Greenwood (1980) assert
that this happens through a process of construoiggning. As a result the individual
develops an interpretative schema that definegthas/inces of meaning that map their
experiences of the world, identifying their schesn@nstituents and its relevancies to

their experiences and how they are to come to kammwinderstand them. Bartunek

The New Zealand CEO



Chapter 2 The Literature Review 37

(1984) goes on to argue that the development amdfusterpretative schema by those
involved with a role, permits the explanation o 8hared fundamental assumptions
about why events happen as they do and how pdopkexample, CEOs, are to act in
different situations. The process of constructmganing about the shared fundamental
assumptions of the CEO role now leads to a discasgiout the difference between

leadership and management in the next sectionsotiiapter.

Leadership versus management

An ongoing debate over the difference between managt and leadership stems from
the use of ‘management’ and ‘leadership’ as synaugnerms (Rost, 1991). Graen &
Hui (1999) argue that this ambiguity can be trauack to pioneering leadership studies
such as the Ohio and Michigan studies conductétkiearly part of the twentieth
century. That research examined supervision withjianisations. However, rather than
require that a ‘leadership’ relationship exist, shedies only needed the presence of a
‘supervisory’ relationship. Thusupervisiorunwittingly becaméeadershipbecause it
assumedupervisiorsubsumedkadershipand the definition of the word ‘leader’ has
come to include only the job title and not the trusspect and obligation that exist
between deader and follower (Graen & Hui, 1999). The delmter what is leadership
and what is management has ranged from the vieMethdership and management
cannot occur in the same person (Bennis & Nan&§;1®aleznik, 1977), to the view
that successful management in an organisation finyitden involves leadership in some

form (Grint, 2005; Yukl, 2002).

The New Zealand CEO



Chapter 2 The Literature Review 38

A similar but different view is that the leaderai®es and changes cultures while
managers/administrators live within them (Sche@92). Zaleznik (1977) maintains that
management is represented by individuals who,deraio get people to accept solutions,
continually coordinate and balance processes iera@odnegotiate conflicting values,
whereas a leader creates excitement in work anelajes/choices that give substance to
metaphors that excite people. Some researchéedistd whilst managers maintain a low
level of emotional involvement, by contrast, leadesive empathy with people, and also
give attention to interpreting events and actidter, 1996; Mullins, 1993; Rost, 1991;

Selznick, 1957; Yukl, 2002; Zaleznik, 1977).

An underpinning assumption of this study is thahagement and leadership can be
differentiated in terms of their core functions amnded outcomes (Kotter, 1990) and
that they are able to be found in the same penéokl,(2004). A distinction is often
made between leadership and management becausaersguations, especially those
involving complexity and change, leadership is afgmount importance, and in other
situations management should be the f¢Qisia & Chittipeddi, 1991; Kanter, 1985;
Kotter, 1990; Rost, 1991). Steel (1997) contehdsmany managers do not understand
the difference between commitment and complianue often leadership is equated with
merely holding a senior or higher job title andiggvorders. He goes on to state that if
the fundamentals of strong effective managemerg havbeen established, it will be
difficult for leaders to excel. Therefore, as Rd€91) contends, the view held by some
that management isherently badand leadership isherently goods invalid (Rost,
1991). A summary of Kotter’s distinctions betwéeadership and management is

provided on the next page.
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Figure 3: Management versus Leadership

MANAGEMENT

* Planning and budgeting:
Establishing detailed steps and timetables for
achieving needed results, then allocating the
resources necessary to make it happen

* Organizing and staffing:
Establishing some structure for accomplishing
plan requirements, staffing that structure with
individuals, delegating responsibility and
authority for carrying out the plan, providing

LEADERSHIP

» Establishing direction:
Developing a vision of the future - often the
distant future - and strategies for producing
the changes needed to achieve that vision

» Aligning people:
Communicating direction in words and deeds
to all those whose cooperation may be needed
so as to influence the creation of teams and
coalitions that understand the vision and

policies and procedures to help guide people, jand | strategies and that accept their validity
creating methods or systems to monitor
implementation

* Motivating and inspiring:

» Controlling and problem solving: Energizing people to overcome major
Monitoring results, identifying deviations from political, bureaucratic, and resource barriers to
plan, then planning and organizing to solve these | change by satisfying basic, but often
problems unfulfilled needs
Produces a degree of predictability and order Produces change, often to a dramatic degree,
and has the potential to consistently produce the and has the potential to produce extremely
short-term results expected by various useful change (e.g. new products that
stakeholders (e.g. for customers, always being on | customers want, new approaches to labour

time; for stockholders, being on budget)

relations that help make a firm more
competitive)

Source: Kotter (1990, p.139)

In order to conceptualise any difference betweaddeship and management, Rost

(1993) states “firstly, one must determine if thepomenon is management. Second,

can it then be determined if the relationship feaive or ineffective, good or bad.

Similarly, the same statement can be made abalgiglaip”(Rost, 1993, p. 111). This

thesis addresses the leadership aspect of the QE@ther than dwell on the managerial

functions. The next section of this chapter presidn overview of the relationship

between the CEO role and leadership.
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Leadership and the CEO role

As stated in Chapter One, and again in the prevseason the CEO role in this study can
be regarded as a leadership function as oppossdely a management one. Therefore,
this section provides a discourse about the litegahat informs the leadership
component of the role. When Northouse (2004) witzaethere is a multitude of ways to
finish the sentence “Leadership is ...” he was edjptie words of leadership scholars
over the past fifty years. As early as 1948, Batn@as quoted in Northouse, 2004, p.
81), argued that the understanding and definingaafership was a challenge and
problematic. This view was endorsed by Stogddi74, p. 7) who contends that there are
almost as many definitions of leadership as thexgaople who have tried to define it.
There are estimated to be around 35,000 definitibtesadership in the academic
literature (DuBrin, 2000), a situation that hasrbeeeated, in part, by the use of the term
leadership as both as a state (the state of ‘lzelegder’) and a procefbe actions that

a leader takes). That is, the CEO role is a psoaed/or an action conducted amongst
people, but the task and roles of the CEO are lesdtad through position, designation or
role. This duality has been credited with creatingpnfusion that results from double
meanings and multiple implications (Barnard, 1B&ns, 1978; Pye, 2002). In

addition, the term leadership is:

... a relatively new addition to the English langgiait first appeared approximately 200
years ago in writings about political influencetlie British Parliament. However, from
Egyptian hieroglyphics we know symbols for ‘leadexisted as early as 5,000 years ago
... leaders have existed in all cultures throughaibty (Fondas, 1997, p. 270).
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The issues surrounding CEO leadership are furthrapticated by a belief that, while we
know a great deal about leaders, who they arewdatlthey do, we know very little
about leadership (Burns, 1978; Grint, 2005; Norap@2004). The difficulty in
providing a succinct meaningful definition of leasi@p has been delightfully described

as follows:

Conceptualising leadership presents a challengehwikiakin to capturing the ethereal
qualities of ‘the moon on the water’. You knowniben you see it, but it defies capture
(Pye, 2002, p. 2).

We may infer that Pye (2002) is referring to thesgbktle personal qualities that leadership
relies upon, qualities that are hard to observeyahdre powerful, for example,
enthusiasm, integrity, courage, and humility (D2@02). While we may intuitively

know what is meant by such words, they may haw@rdiar meanings for different

people (Northouse, 2004).

The attention given to leadership has led to wheat be described as a more sceptical
view, for example that of Barker (2001), who hasested somewhat cynically that
leadership is an industry. Much of the researdhérield is undertaken to provide
support for products and processes that focuseimttustry of leadership development.
Therefore, many of the definitions of leadershipehbeen created in order to support
these products and processes. Alvesson (199@ybslthat the quest for an all-
encompassing definition is further complicated Ity tise of the term leadership in a
manner that has sought to cover many different $afeadership within many different
contextual situations. He goes on to state tleatehm leadership has been applied to

leaders across a diversity of organisations anasinies, for example, churches and
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universities, SS officers, gang leaders, politisjaand non-violent civil rights leaders.
He proceeds to argue that seeking an inclusivaitief with universal application may
not only be difficult, but may explain little ofétrichness and complexity of the

phenomenon of leadership.

When undertaking a research project, Barker (188idends that a differentiation must
be made between the terfeaderandleadership However, whilst there may be a
plethora of definitions, it is also common for sorasearch projects not to provide a
definition at all. Rost, as cited in Barker (19@Xamined a total of 587 works on
leadership and found 366 did not offer any defanitof leadership as part of their
discussion. The generic non-specific use of tha teadership, to cover multiple facets
of the construct, has made it critical for the téeadership to be defined within the
context of a particular research study in ordeartwide rigour and a framework upon
which to base the findings and discussion (Claikl&k, 1990). Clark & Clark (1990)
recommend that the termeadersandleadershipbe used as generic terms only. When
data or research results are being discussed,dtieds by which the leadership qualities
are measured should be specified and the way ichwhe subjects, called leaders, are
selected should also be described. More impoytantiere possible some specific word
should be used instead of the generic tieraer for examplesenior executive, elected

officer, CEOor middle manager.

As discussed earlier in this chapter, many stuthe® focussed on the managerial

component of the role. This study, by acceptirag the CEO role includes a leadership

function thus seeks taroadenthe lens examining the CEO construct. This, in,tled
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to the following three criteria as contributingthe essence of the CEO role, in as much
as the role:

e encompasses a formal assigned executive leadéusiaijon,

* is constituted within a social influence process]

» exists within, and as part of a contextual relatiop.

These three points are now dealt with in turn.

The CEO role as a formal, assigned executive leathgy function

The focus of this thesis will be on the CEO rolebescing an assigned formal leadership
role. Smircich and Morgan (1982) argue that a &dronganisation is one that is based
upon the existence of shared meanings that deflae and authority relationships. An
individual's behaviour is embedded within thoseesohnd authorities. This, in turn,
determines how relationships and practices regguaiparticular role occur within an
organisation and how the experiences of organisatimembers are to be structured
(Smircich & Morgan, 1982). The role of the CEOhiita formal organisational
structure is a strategic function and a leadergtopess by which the CEO influences the

attitudes, behaviours and values of others (Ve¢d®e5).

Chief executive officers are executive leaderskélstein & Hambrick, 1996; Hagen, et
al., 1998; Harrison & Pelletier, 1997). Executiwadership encompasses the ability to
anticipate, envision, maintain flexibility and emyer others to create strategic change as

necessary (Byrd, 1987) as cited in (Hagen et @081 Hageret al., (1998) go on to
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state the responsibility for effective executivadership rests with the CEO and is unable
to be delegated. In addition, Northouse (2004gstthat the CEO role is deemed to be
an assigned role as opposed to an emergent rol@m&rgent leadership role is acquired
through acceptance by others of an individual laa@er. This usually occurs by virtue

of their behaviour rather than by appointment tgtoa formal recruitment and selection

process.

However, CEO leadership is more than the traitstatviours of the individual (Hitt &
Ireland, 2002). Hagen et al., (1998) argue thatgsing solely on the traits and
behaviours of the CEO, and on the consequencéegiofaehaviours, results in other
characteristics and functions of the CEO role bexguded from consideration. The
acknowledgment of the CEO role as an assigned gxedeadership role presupposes
that it is a dynamic role involving leading and ragimg interactions with people. This
results in CEO leadership being an interactive ggsdetween leader and followers that
extends beyond formal organisation and leaderstupdaries (Northouse, 2004). It also
lessens the importance of the CEO'’s characteristimbties and traits (Barker, 2001) and
focuses more upon their actions, interactions,gpi@ns and feelings (Hagen et al.,
1998). That s, the CEO role is a multi-faceteciagrocess of dynamic collaboration.
At the heart of the CEO role, Kotter (1982) asséstthe management of resources. An
essential aspect of the resources, for which th® &&a leader is responsible, is the
social capital (people) of the organisation (Hittr&and, 2002). The relationships
between the CEO'’s leaderslapd social capital involves networks of interaction
between individuals and organisations, and is yndeed by a variety of norms, values
and obligations (Adler & Kwon, 2002). In additiomthe internal social capital, the CEO

Is also concerned with the social capital extetm#he organisation (Hitt, Lee, & Yucel,
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2003). Increasing global competition and more dyioaxternal relationships have
placed pressure on CEOs to build mutually benéfielationships with those external to
the organisation (Gulati, Nohria, & Zaheer, 2000his, in turn, has created a need for a
greater depth of knowledge of the CEQO’s understandf their context in which the

CEO role is situated, and his or her perceptiah@idynamics within that context.

Kotter (1990) argues that as a result of the dynammplexities confronting CEOs, one
of their key responsibilities is the leadershiglohnge. Therefore, the next section of this
chapter provides a discussion about the relatipngithe CEO role to the initiation and

implementation of strategic change.

The CEO role and the relationship to strategic chage

Inherent to understanding the CEO role is attaimmginderstanding of the relationship
between the CEO role and the initiation and leduersf strategic change. Leading
change is one of the more important and difficedidership responsibilities of the CEO
(Nadler, Shaw, & Walton, 1995; Yukl, 2002), and kxa&dership of change is considered
to be a key differentiator between leadership andagement (Kotter, 1990). A
common finding is that when the success of a pdatichange initiative is evaluated,
effective leadership is critical to its successdkiaan & Johnson, 1996; Kanter, 1992;
Yukl, 2002). The increasingly turbulent and compdeganisational environments have
created a need to understand why some organisatierssiccessful, yet others are far
from being so. In addition, complexity and uncatiaresulting from the failure to

maintain competitiveness can create stressful tipgreonditions for the CEO.
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Graen and Hui (1999) suggest that the leadershiadidal change will be one of the key
global themes of twenty-first century leadershipg ¢he role of the CEO will be crucial
to the success of an organisation in these chamgivigonments (Burns, 1978; Kanter,
1985; Kotter, 1996). The CEO and, according tad&amd Chittipeddi (1991), ultimately
the top management team, can be seen as the etghassimilators, and facilitators of

strategic change. Robbins, Millet, Cacioppe andevéaMarsh (1999) observe that:

During times of change, there is uncertainty, csigit and risk; leaders must have two
qualities that are vital during this period. Fitstey are able to understand the need for
change and to identify what needs to be done ierdia organisations and people to
successfully deal with the change. Second, thest imave the ability to motivate people

to do what is necessary for the new direction telmeessful (p.395).

The role of the CEO in any strategic change imvggis also considered to be one of
creating meaning for others in the organisatidns ¢ontended that the CEO needs to
firstly understand how the intended change makeseser fits into some revised
interpretative schema or system of meaning (Bakiub@84; Ranson, Hinings, &
Greenwood, 1980). Then it is considered that thagt be able to communicate this to
others. Thus, the CEO must develop a sense a$jadicts of the organisation’s
environments (Kotter, 1996). Indeed, when |leadimange, the role of the CEO is
acutely context-sensitive and the actions of a @Edeciding what to change and how to
go about it are bounded by the context both withéfirm and within the external
environment (Pettigrew & Whipp, 1991). Ireland &ttt (1999) also argue the mind of
the CEO must be agile, flexible, quick, innovatarel strategic, enabling them to identify
and competitively exploit opportunities as they egee This, in turn, will allow their
organisations to prosper and remain competitiveiwthe boundaries and schema

imposed by their environment.
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The work of Gioia and Chittipeddi (1991) has foausea the symbolic role of the CEO
during a period of strategic change and they caleciigoes beyond being an expression
of values, beliefs and actions. They contendabéss the accomplishment of change.
Such symbolism helps create meaning for othersantitibutes to and can be
fundamental to the success of change initiateth&EO. As stated earlier in this
chapter the role of the CEO involves the constomatif meaning and a degree of
influence on people. The next section of this tdragiscusses the role of the CEO as an

influence process.

The CEO role as a social influence process

If the CEQ’s role is one of leadership within agamisation, then it needs to be
considered as part ofsacial influence procesthat is the process, whereby one person
exerts intentional influence over others. Yukl@2Pcontends that this allows the CEO
to guide structure and facilitate activities andtrenships in a group or organisation and
influence the attitudes, behaviours, and valuesladrs (Daft, 2002; Vecchio, 1995). In
turn, this helps create a relationship between pdbpt is bottactiveandinteractive

(Daft, 1999). Accordingly, it is possible to unsk&and CEO leadership as being more
than a linear, one-way event. It is shaped thrahghnteraction of at least two points of
reference: that is, ééadersand thded (Smircich & Morgan, 1982). In other words,
without individuals or groups to influence, leadpscannot occur (Kan, 2002). In order
to possess influence, the CEO must make senskfatets of their context and provide

meaning and direction for their followers (Zacc&8anks, 2001). Incorporating
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‘influencing’ within the operational definition @ CEO role adds a temporal
(chronological) dimension to the CEO role and fertbupports the understanding of it as

a process (Kan, 2002; Parry, 1998).

Barker (2001) argues that a so@abcesss much broader than a sodialationship
Considering leadership as something that is proeébsings more depth and context to
the study. A social relationship is based upsataf role expectations that are
understood by the participants in the relationsltdpker (2001) suggests that
relationships in society tend to be contractuah werformance standards and
evaluations. While social processes include soelationships, they also provide for the
development and definition of roles and role exgtaans, including how individuals and
groups impact upon one. That is, the meaningaafdeship as enacted in roles such as
the CEQO’s can be uncovered by examining the sgaalhstructed meanings and
behaviour patterns that emerge from the interastodmndividuals with each other

(Barker, 2001, p. 352).

Wright (1996), in linking role expectations to r@#ectiveness, sounds a cautionary note
when assessing role effectiveness in differentecdst For if effectiveness is defined
solely in terms of the degree of influence thengicample, if the CEO influences his or
her followers to pursue a disastrous course obacti would be fundamentally wrong to
consider that individual as being effective (Wrigt#96). Some people (Yukl, 2002)
believe that anything that influences behavioleaslership. However, many sources of
influence are not examples of leadership, and dactueve the forms afsk-takingand
commitmenthat Dunnette (1966) says are characteristicuefl#adership. Influence,
without leadership, for example, can be apparertravthe followers develop a childlike

dependency upon the leader, exhibiting an unréfkeeicceptance and unconscious
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compliance with authority that occurs in cult greufor example, Jim Jones and the
People’s Temple (Gemmill & Oakley, 1992). Daft 999 maintains that inherent in the
use of influence is an assumption that leadershmpuilti-faceted and non-coercive,
resulting in the enhancement of follower self-est@md faith in the leader (Howell &
Avolio, 1992). This thesis heeded the call by Rtt883) for researchers to investigate
the phenomenon of the CEO role more broadly by examthe dynamic processes by
which the various groups involved with a specititerdevelop their perceptions about

that role:

Leadership scholars have spilled much ink on theplperal elements surrounding
leadership and its content, instead of on the eatirleadership as a process and

leadership viewed as a dynamic relationship (R&@83, p. 4).

At that time, Rost’s (1993) call arose from hisi&igthat the scope of research into all
facets of leadership and leadership roles mustdmedened if the construct is to be better
understood. This provides the context within whtod CEO role is situated that is

relevant to this study.

The CEO role as a function of context

As stated in Chapter One, the development of Ishgetheory has resulted irda facto
cultural predisposition toward North America (Mukz Adler, 2002). Col (1993)
asserts that the majority of organisational thesanave the label “Made in the USA”
stamped on them. He argues this is the consegudmice theories having been shaped

by the political, economic and cultural contexttod USA in the twentieth century.
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Similar concerns have also been expounded and ézgda include the impact of
European research and scholarship on organisatioeaiies (De Cieri & Dowling, 1997,
Wright, Lane & Beamish, 1988). Such theories ne¢pto organisations have been
further influenced by the predisposition towardsderatic individualism found in North
American culture (Muczyk & Adler, 2002) — a predisfiion that according to some does
not encourage the recognition of differing stylekeadership, especially those from other
cultural contexts (Muczyk & Adler, 2002). As Mudzsind Adler (2002, p. 3) contend,
such theories have been assimilated consciousitherwise because the scholars
involved in the development of leadership theoryensdso academics with strong

predispositions toward the collegial model of leatg.

As a result, there have been implications for lestdp studies conducted in contexts
outside the USA or Western Europe. For examplexaioration of cross-cultural
leadership theories conducted by Pfeifer (2005)vsldthat theories, developed in
contexts other than the USA, do reveal that alterm@onceptualisations of leadership
exist. This suggests that the supposedly domimrgmitevalent leadership theories may
not cover the full range of leadership behaviodrserefore, if the frameworks and
scripts that inform a leadership role in New Zedlare developed solely from western
models and theories, then indigenous forms andsstyhy not be recognised as

leadership behaviours.

Smith (2005) argues that much of the early reseawoducted in New Zealand has been
informed by western models which have been destakeerceiving indigenous models
as second class. Furthermore, Pfeifer (2005) ndetehere studies have been

conducted, for example Hines (1973), Kennedy (2@@@d)Parry and Proctor-Thomson
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(2000), they have “treated” everyone as one culgraup rather than identifying

different ethnicities within the sample.

The view that North American and European leadpm$taories and models may not be
relevant to other parts of the world is becomingeneidespread (Adler, 1982, 2002;
Cheng, 1994; Hessling, 1971; Hofstede, 1980; Hoés& Kassem, 1980; Maruyama,
1974; Muczyk & Adler, 2002; Tsui, 2004). As a riéstinere have been calls for
leadership research to be undertaken within thefgpastitutional, situational and
societal contexts in which a particular leadersblp occurs - for example, the specific
institutional, situational and societal contextle CEO (Alvesson, 1996; Biggart &

Hamilton, 1987; Bryman & Stephens, 1996; Muczyk &léx, 2002).

Adler (2002) has commented on the paucity of rebeaxamining how leadership
theories can be adapted to a wider range of orgizomsl types and across different
cultures. She argues that not enough is knowntabanagement and leadership
practices in indigenous contexts outside the USabaut their consequent impact upon
organisational effectiveness. It has been claithaticontext has to become central to the
research rather than remaining a marginal issugr(&n, Gillingwater & McGuinness,
1996). Thus, the context within which the rolsitsiated becomes vital to determining

how that role should be enacted:

If leadership is considered to be a relationshig arsocial process then leadership is
acutely context sensitive. The limits of the stgit leader’s discretion are bounded by
the internal and external contexts of the firm {{Betw & Whipp, 1991, p. 165)
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Tsui (2004) also argues there is a need for maneegtspecific and context-bound
research in order to enhance the knowledge of ¢éixedaadership. She proposes three
approaches to examining context. The firstagtext-freaesearch that produces models
applicable to any social, cultural or political text, the second iontext-boundesearch
where the models are applicable to some contextsainothers. The third type is
context-specificesearch where models or knowledge are substamtlydo a particular
context. As there are only a limited numbecantext-boundndcontext-specific
research studies (Cheng, 1994; Tsui, 2004), threrstidd many gaps in the field of CEO
research to be filled. This thesis, as a corgpgtific study, acknowledges the
importance of the CEQO’s environment and how theystoict meaning within that

environment.

Conclusion

The purpose of this chapter was to use the litexdtuintroduce the topic of the thesis. In
doing so, it identified tha priori concepts relevant to this thesis. The chaptergeova
discussion of role, in this case, the CEO roledieelopment of role identity and how
interpretative schemas contribute to the definiiod the subsequent enactment of the
role. For the purposes of this thesis, the CE®imdefined as an assigned executive
leadership function, a social influence processamhtegral part of the context within
which it is situated. The introduction to thed#tire also selectively discusses the
interrelationship between the CEO role and exeeug&adership, and how meaning is
constructed from the ongoing interactions thateaqeerienced. In the next chapter, the
ontological and epistemological bases for the sardyoutlined and the reasoning for the

decisions made regarding the choice of researchaugis provided.
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Chapter 3: The Methodological foundations of thedbis

The idea of acquiring an “inside” understandinghet actors’ definitions of the
situation - is a powerful central concept for umstanding the purpose of
qualitative inquiry.

Thomas A. Schwandt (2000, p. 102)

Introduction

The purpose of this chapter is to provide the neadtb an overview of the theoretical
foundations of this thesis. To address an ofteimad or identified weakness of the
grounded theory method, the chapter commencesdwydprg an overview of the
theoretical paradigms that underpin the studyheh outlines the grounded theory
method, including a discussion of the origins @ thethod, its strengths and weaknesses.
The chapter then proceeds to summarizelivergent pathsaken by Glaser and Strauss

in developing the method. Following on from tlg;ommentary is provided on the
modified form of the method developed by Charm&d(® 2003). The chapter concludes
with a discussion of the processes that were uskkantto ensure the academic rigour of

the research.
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Methodological perspectives of this research

This research study is an inductive study as ogmptusa deductive study. Deductive
research starts with a theory and a resultant hgsat, and then gathers observations in
order to seek confirmation, or otherwise, of theotly, whereas inductivesearch could
be considered to be a bottom-up approach wheithdoey is developed as a result of the

analysis of the data which is obtained by studyiregsocial world (see Figure 4).

Figure 4: Theory construction by induction

< Theory >

A

Data

O O

The social world

Source: (Gilbert, 2008, p. 27)
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That is, in inductive research, the researcher cenoes with a research problem
pertaining to the social world and then createssaarch design that studies that social
world and that allows the researcher to generttte@y of that social world (Gilbert,
2008). The choice of research design approadifothesis is linked to the perceived
value and anticipated benefits arising from mutlistovery and interaction between the
research participants and researcher. Such aeckoabled the depth, richness and
complexity of these mutual interactions to be esgrda(Carr, 1994). This led the study to
be situated within the qualitative paradigm. Legar (1985) and Munhall (1989) argue
that the use of the methodological tools situatedimvthis paradigm permits a researcher
to explore the participants’ perceptions and expees and identify the social processes
within a context that might affect those percepiand experiences. In fact, Ebbs (1989)
has stated that qualitative methods do not sildmegoices of the research participants.
Rather they support and celebrate them for thaibotibns they make to organisations,

communities and society.

Munhall and Boyd (1993) assert that in any qualestudy, there are two
commonalities; the first, is an acknowledgementacwkptance that reality changes over
time and reflects the perceptions of an individtrareby creating a different reality for
each person. The second commonality is that anddl’'s knowledge is specific to a
given situation or context, thus leading to theseence of a diversity of “realities”.

Crotty (1998) argues that when setting out a rebganoject, any researcher will hold a
set of beliefs with regard to the nature of reaktyarticular view of the world, and also a
perspective on how a particular research projemtilshinvestigate that world. These
beliefs, views and perspectives are influencedbyndividual’s history and cultural

context and have shaped his or her view of thedvdrhis in turn influencing his or her
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construction of meaning (Mills, et al., 2006b). inglers and Brocklesby (1997) state that
these can be distinguished in terms of three pipllosal dimensionghe ontologythat

IS the types of entities assumed to exist. Therskts theepistemologyhat is, the
possibilities of, and limitation on, our knowledgiethe world. The third is the
methodologyhat is how we gain knowledge of the world. A hoetology is a structured

set of guidelines or activities to assist peopleridertaking research or intervention.

Within the context of this research, thiaologyis pluralist and relativist (Schwandt,
1994). That is, realities are in the form of npl#i mental models or constructions:
reflecting realities that are socially and experaly based and local and specific in
nature (Denzin & Lincoln, 2000). The form and @nitof these constructions depend on
the individual persons or groups holding them (Mawc&ld & Schreiber, 2001).
Epistemologyrovides the philosophical grounding for decidimigat kinds of knowledge
are possible and how we can ensure that they #ineadequate and legitimate (Maynard,
1994). Within the context of this thesis, #@stemologicahssumption is that
knowledge is subjectivist, arising from and refilegtthe interaction between the
researcher and the research participants. The@igaf the research are created as the
investigation proceeds (Denzin & Lincoln, 2000hu$, the researcher is part of the
context of the phenomenon that is being exploredoaimgs his or her own personal
experience and perspectives to the investigativinarcreation of knowledge (Speziali &

Carpenter, 2003).

As a qualitative study, the methodology resulthastudy being positioned in the field

as opposed to within a laboratory. As recommeryeldingers (2003), the principles

and processes of the grounded theory method wectkassa set of structured methods or
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techniques to carry out the research. The prirdatg was obtained by conducting in-
depth, face to face interviews at the participapiste of work. The interviews were
semi-structured and designed to elicit and refieeindividual interviewee’s perceptions
about the CEO role (Guba & Lincoln, 1994). Theimtew strategies are discussed in

Chapter Four.

Cresswell (1994) argues that there are two additiofiluences related to the values and
language within qualitative studies and are defe®edheaxiological andrhetorical.
Axiologicalissues deal with the role that valydsy in a study. Within qualitative
research, the researcher admits tostiiee-lademature of the study and actively reports
on those values and biases as well as the valee-lzature of the information that is
gathered.Rhetoricalrelates to the language of the research paradigmmwhich the
researcher chooses to operate. fiegoric within a qualitative study recognises and
reflects the lexicon of the social scientists.esSwell (1994) states that the language of
gualitative research is quite distinct from thatjofntitative research; words such as
understanding, discoveandmeaningfeaturing strongly in the vocabulary of the
gualitative researcher, but not always in quantgatesearch. Within the context of this
researchaxiologicalandrhetoricalissues were relevant to informing the philosophical
perspectives underpinning this study, in as mudhaanguage constructions of both the
researcher and the participants in this study alieeMaden, and therefore language used
throughout this thesis is value-laden. One ofdkatified weaknesses of grounded
theory research is that the philosophical underpgsof a study are not often clearly
explained. The next section of this chapter oeslimethodological foundations

applicable to this research.
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Interpretivism

Interpretivism is often described as a canvasi@tides a naturally occurring, unforced
view which is open for the researcher’s interpreta¢(Schwandt, 1994). Interpretivism
has evolved from th€erstehertradition in sociology and the phenomenology ofrédf
Schultz and provides an alternative to positiviarthe effort to obtain richer, deeper
meanings from the research outcomes (Guba, 198@kidas (2001) argues that while
those working in the positivist tradition aimdescribepeople’s actions, the interpretivist
endeavours to identify the reasons for, and thenmgdehind, those actions. That is,

they are attempting to answer th@vandwhy questions:

The emphasis of interpretive research is on thenimga in action of the actors involved.
To understand these meanings the researcher rsisdyp them in naturally occurring

settings, not in highly controlled laboratory segs (Vrasidas, 2001, p. 3).

The natural sciences have been definetbasotheticand the human and social sciences
asideographic(Crotty, 1998). This distinction also places ampbasis on the description
(Erklahan of human behaviour (the positivist paradigm) #relunderstanding

(Verstehendf human behaviour (interpretivist paradigm) (Bryma001; Patton, 1990).

Interpretivism requires a researcher to be abtgasp the subjective meaning of social
action (Bryman, 2001). Therefore, if we want talerstand people’s actions we have to
first understand those actions in the way the gpénts do. Grounded theory has been
linked toVerstehemwhich considers understanding on two tiers (K&923. Bryman
(1988) contends, at the first tier, it supportsdbkieving of an understanding of the

causes and effects of people’s actions, whileeaséitond, it allows for clarification of
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the underlying motivational or explanatory underdiag of the behaviour of the

individual, that is thénowandwhy of an individual behaves in the manner they do.

In this study, these two tiers of understandinguaed through the analysis of the
interview transcripts and the actions and statesnefrithe research participants and the
factors that caused those reactions. Often, thssag basic as recognising the tone of an
interviewee’s voicedlistinguishingaspects of his or her body language or noting a
momentary emotional reaction to a question or istateé made in the interview. On
some occasions, the analysis necessitated furdieged questioning, the searching of
news and other media or even additional intervidet) formal and informal, in order to
achieve an understanding of how the participamsatermeaning. As stated earlier in this
chapter, the epistemological stance encompassesdmal reality is created by the
identification of phenomena. The next sectioninad the part phenomenology took in

this thesis.

Phenomenology

Crotty (1998) states that phenomenology has bestiifeéd as one of the main
intellectual traditions responsible for the devehgmt of the post-positivism. Crotty
(1998) further asserts that phenomenology focuséseomanner in which human
experiences are examined, exploring how an indalidnderstands their everyday
experiences articulating them in everyday termggSwell, 1994). Cresswell (1994)
goes on to state that it invites us to engage thélphenomena in our world and make
sense of them directly and immediately. This afldiae subjective nature of the data not

to be compromised as it is collected and analySeotty, 1998).
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Within the context of this thesis, a phenomenaed®gnised as a problem, an issue or an
event that is defined as being significant to thgigpants. When seeking to identify
phenomena, the researcher looks for repeated lmeinawir actions which may represent
what people do or say, alone or together, in resptmthe situations in which they find
themselves (Strauss & Corbin, 1998). Phenomerntdbgonsiderations within the

context of this thesis focused not only on the ingace of a particular phenomenon in
itself, it also examines the research participgomesteptions of that phenomenon and how
they understood and constructed meaning regardengdture and reasons for its

existence or occurrence.

The utilisation of a phenomenological perspectiveans the researcher is able to use
interviews to find out how people experience andrpret the phenomenon under study.
An alternative is for the researcher to actuallyezience the phenomenon by taking the
role of a participant observer (Parry, 1997). Hesvethis was not deemed practical in
this study. This led to the selection of intervilegvas the principle data gathering method
in order determine how CEOs and those closely wagivith the role experienced and
interpreted the phenomenon of the CEO role. Huerger (1989) writes that a critical
dimension of phenomenology is that the experientegople are analysed, compared
and bracketed to determine tEsencef the experience under investigation. Therefore,
the commonality of the experiences of people igcatito phenomenology. This
commonality is also methodologically importanthe modified grounded theory
approach used in this study. Parry (1998) arduwetsoine of the primary requirements of
grounded theory is that the research determinestbemes with a core social process

that explains the phenomenon being analysed. détegmination of the core social
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process is, in effect, the determination of thenpineenologicakssencef the experience
of the subjects of the research (Parry, 1997). rigxe section of this chapter provides a
discussion of the grounded theory method and iteldpment as a qualitative research
tool. A full outline of the concurrent data anagyand collection is provided in Chapter

Four.

The grounded theory method

As stated in the previous section, the purposeafrgled theory is to identify a core
social process (Glaser & Strauss, 1967; Parry, 19BBis purpose led the grounded
theory method to be at the forefront of what soegard as the qualitative revolution
(Denzin, 1994; Fisher, Schonfeldt, & Shaw, 1998)aser and Strauss (1967) developed
the method at a time when quantitative social seiestudies were the dominant form of
social scientific inquiry (Charmaz, 2003). The gtys behind its development was the
desire to avoid highly abstract sociology, andrtdde the “gap between theoretically
uninformed empirical research and empirically uminfed theory by grounding the
theory in the data” (Goulding, 1999; Goulding, 2802Glaser & Strauss (1967) stated
that grounded theory involves the systematic ctlacand analysis of data, the objective
being thadiscovery of theorgs opposed to traditional sociological methodschvare
concerned with obtainingccurate facts and rigorous theory testir@ghenitz and
Swansor(1986) argued that the process of theory generatiatves the gathering of
data in a systematic manner, then analysing thatid@rder to gain increased
understanding of the social and psychological phmma. The ultimate aim is the
generation of gubstantive theoryhich includes abstracting the concepts and the

relationships between these concepts. (See dafimbntained in Chapter One).
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Grounded theory does not involve the testing abther of hypotheses (Goulding,
2002a). Rather it involves the qualitative analygiqualitative data until theory emerges
(Glaser & Strauss, 1967; Goulding, 2002a; Parr9,7).9 Data collection, analysis and
theory generation are conducted concurrently (S&r&Corbin, 1990). Glaser and
Strauss (1967) called this concurrent prodissconstant comparative method of
analysis stating that it is central to the conducting miunded theory. Glaser (1978, p.
16) described theonceptual groundeshethodfrom data collection to a finished written
report as a process of double-back steps. Aswarcher moves forward, they are also
going back to previous steps in order to clarifg add meaning to themes that are
surfacing from the data. This is in keeping with arguments contained in the literature
about the development of theory within the qualiaparadigm (Bonoma, 1985;
Eisenhardt, 1989; Gilmore & Carson, 1996). Cleaifion and creation of meaning is
critical, especially when taking into considerattbe complex relationships and the
processes involving people and organisations. eftwa, this process must be dealt with

as rigorously as possible (Perry, Riege, & Brovg99).

Some authors state that when assembling the caaeptdriving the analysis, the
researcher must maintain rigour, ensuring thatheery is grounded in the data, while at
the same time displaying both critical and creatinneking (Locke, 2001; Milliken &
Schreiber, 2001). Glaser (1978) and Strauss arlir€d.998) contend this is an
essential element of the naming of themes - asef@archer must ask critical,
stimulating questions in order to make valid congmans that result in innovative,

integrated and realistic theory. Inherent witlliforms of grounded theory is the
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requirement that the analysis will progress pastiscriptive stage and that a theory will

be generated (Glaser & Strauss, 1967).

Glaser (1978, p.6) proceeds to argue that an addltadvantage of the grounded theory
method is that, not only is it uniquely suited t@btative research and fieldwork, it can
also be used as a general method of data analysiany form of data collection
methods, such as experiments, surveys and casesstddhis includes the analysis of
secondary data, for example, company documenta@nd media reports as used in this

study.

This results in grounded theory taking on an exjoaist stance with regard to the
generation of theory (Glaser & Strauss, 1967)camtrast to the reductionist position
which reduces the investigation to a small numibetearly defined variables, the
expansionist standpoint will seek description andeustanding of phenomena as a whole
(Parry, 1997). Figure Five on the following pagglines the principles of the
expansionist approach. During the analysis, imt&lare identified and are then coded
into a concept. The researcher returns to thdemtiseeking explanation about how and
why the incident occurs. As the concurrent analgsntinues, these concepts coalesce to

become themes that act to explain the identifieshpmena.
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Figure 5: Grounded theory expansionist model
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Retrieved fromhttp://epress.anu.edu.au/info_systems/images/fmjb.4Accessed on
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Parry (1997) goes on to state that expansionisés arfield of inquiry and build outward
from the entry point with each additional inquitgs based on the sum of the insights
from the previous steps. This expansionist aggr@dows the identification of the

social processes associated with the developmenthafory grounded in the data.

The identification of social processes

As outlined in the Literature Review, the CEO nsleleemed to be constituted as part of
a social influence process. Therefore, this thesgnines the CEO role from a
processual perspective. That is, how the sootadgases existing within a specific
context can influence the perceptions of the CHE@ rdhis means that the study is
concerned with the interrelationships between hubeamgs. Within the grounded theory
method, themes are deemed to be social procesbey ihvolve change over time

(Fagerhaugh, 1986). Glaser and Strauss (196@éyistadt a social process can be either a
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basic social structural proce¢BSSP), for exampleureaucratisationroutinisation,
centralisationor decentralisationywhereasa basic social psychological proced3SPP),

Is asbecoming, highlightingndpersonalisingthe gerundihg’ indicating a process
(Schreiber & Stern, 2001, pp. 75-76). The logreddtionship between the processes is
that a basic social structural process abetsjtédes or is the social structure within

which the basic social psychological process ocfblaser, 1978, p. 102).

Schreiber (2001) maintains that there has beefficisat work completed in the area of
the basic social structural processes and thaitisakhip to and impact on, an
organisational role. This is because the majoifitwork has concentrated on the basic
social psychological processes (Gordon, 2008;t&uti990; Kan, 2002; Locke, 2001;
Millett, 1994; Parry, 1997; Schreiber, 2001). Siber (2001) goes on to state that the
wider social context has been largely neglectegtaninded theory studies, and it is only
recently that an appreciation of the ways in wisichial forces impact on individual
action has begun to develop. Whilst Glaser araS§ (1967) discussed the role of
social structural processes in the sixties, asedatr (2001) argues, little has been done
since to expand on this notion. This thesis reisegthe presence of social structural
processes and seeks to determine their impaceandividual CEO and the enactment
of their role. In doing so, this study accepts aocbommodates Barker’'s (2001)

distinction that process, not structure is the elestleadership.
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Strengths and weaknesses of the grounded theory rhed

Grounded theory has been established and devetwmeedn extended period of time
(Chenitz & Swanson, 1986; Glaser, 1978; Glaserr@usts, 1967; Strauss, 1987; Strauss
& Corbin, 1990). One of the primary contributiaafghe method is in fields where little
prior research has been completed and where thethstipports the emergence of
theory (Chenitz & Swanson, 1986). Morse (2001kdess another as being the ability
to apply the method of analysis to both primary secbndary data, in informal
situations, and to other materials such as megi@rt® in order to utilise evidence from a
variety of sources. Morse, (2001) goes on to sketeone of the major challenges that
grounded theory presents is for the researchactweély seek and include variation in
the study in order to provide a more balanced agitinounded description of the topic’
(p.11). This ability to seek variation createst@asion where it is possible to develop
theory, and not merely to describe phenomena (€&h&rswanson, 1986). This creates
the need for a researcher to ensure the reseangtess representative of the study

population and to include both primary and secondata.

One of the major criticisms levelled at the grouhtteeory method is that its
epistemological assumptions are often not cleatigudated (Charmaz, 1990),

and thatonstant comparisom®s on ongoing feature of the process, is not adrer
throughout the study (Goulding, 2002a). She goe® @xpress concern as to the danger
of emphasising the identification of codes as aruswe feature of the process, without
identifying how the various codes relate to one @iher. The result may be that the
researcher can become more descriptive than tieady¢hhe core themes may not be

explained fully and anverarching social processay not be derived (Glaser, 1978,
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1992; Goulding, 1999; Goulding, 2002a; Stern, 1¥fauss & Corbin, 1990). An
additional espoused weakness of the methodolatmaisan over familiarity with the
study area is a threat to the researctibgsretical sensitivityBackman & Kyngas,

1999; Skodol-Wilson & Ambler-Hutchinson, 1996). eTheed for the researcher to
maintain an appropriate level of theoretical sengitwithin this thesis led to the

modified form of grounded theory, as theorised yaithaz (2000), to be used. This
approach to the method allows the researcher @edneh participants to create meaning
from their interactions with each other. Whildiscussion of theoretical sensitivity and
the modified approach is provided later in the thig@t this stage, it is appropriate to
provide a brief overview of and the reasoning beline divergent paths the method has

taken.

The divergent paths of grounded theory

Since its inception in 1967, grounded theory hkertaliffering and at times opposing
paths. Charmaz (2003) contends that this divergkas created a need for a debate
about what grounded theory is, what it has becamendnat it should be. Therefore, it
was deemed relevant at this point in the thegmsdwide an overview of the divergent
paths and then proceed to explain why the modépatoach, as proposed by Charmaz
(2000), was chosen for this thesis. Since theigatin of their bookThe Discovery of
Grounded TheoryGlaser and Strauss (1967) have separately redinedeveloped the
grounded theory method. Glaser believed that thoa should focus on tieenergent
nature of the theory from the data, while Strausassociation with Corbin, preferred a

moretechnically rigorousapproach. These different paths have been |aktbiée
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GlaserianandStraussiarmodels. Of the two, the Straussian approachctmnieal

rigour leads it to be more prescriptive in its noelh of procedure. The Glaserian
approach stresses the importance of allowing tharyhto emerge from the data, and not
be “forced” into a framework by some pre-prescribeding protocol (Charmaz, 2000).
Goulding (1999) argues that this divergence hasroed because Strauss modified the
description of grounded theory from its originahcept of emergence to one which

involved a densely codified operation.

However, Lee (1999) argues that since the undeylggsumption of grounded theory is
that social phenomena are complex, therefore épes saken to study these complex
social phenomena need to be flexible. Lee (1968% @n to argue that there should be
no hard and fast rules about how to conduct graditfieory. Instead, Lee proposed
there should be general guidelines that allow ¢isearcher to choose the most
appropriate theoretical approach for a specifidysin order to answer the research
guestion. It is this proposition that led to thwice of a modified form of grounded

theory for this thesis.

The modified form of the grounded theory method

The modified grounded theory approach as propogé&thlarmaz (2000) resulted from

her belief that a researcher should be able tgumeded theory in a more inductive
interpretative manner than either the Glaseriddt@ussian forms of the method. An

aim of this study is to gain an understanding efdbcial processes that are present within

the research context and their influence upon énegptions of the CEO role.
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Consequently, adopting an interpretivist ontolotigveed the thesis to address the
contextual and processual elements, as well aactiens of the participants. In keeping
with the recommendations of Patton (2002), thisithkegins with the premise that the
human world is different from the natural, physiwalrld; therefore it must be studied
differently. Extending from this is the presumptitat the underlying purpose of
qualitative studies is to reveal and understand peeple construct meaning with regard
to their environment and the events occurring with(Guba & Lincoln, 1998).
Researchemworking in the qualitative paradigm focus upon fible of ideas, norms,
knowledge, culture and argument (Finnemore & Skkit001), and how the individual
human subject engages with the objects in the vartticreates meaning from them
(Crotty, 1998). Indeed, Crotty (1998) argues badic tenet of the researcher’s world is
that meaning is not discovered by the mind, bustanted by the individual from the

interactions they experience within their enviromtne

Charmaz (2000), when proposing her modified approstated that the aim was to
facilitate the researcher being able moving awamfthe objectivist/positivist form of
grounded theory. This will allow them to take imiocount the various ways in which the
individual human subject engages with objects @irtenvironment and makes sense of
them (Crotty, 1998). Charmaz (2000) contendedtthsiwill allow researchers to
reclaimgrounded theory tools from their positivist undenings and to form a more
open-ended practice of grounded theory, stresemgrnergent elements of theory. As
stated previously, Charmaz (2003) stresses thainathis modified grounded approach
the methods should be used as adaptable, hetmsiscas opposed to mechanical
procedures. Therefore, her argument is that modjfthe approach to the study of

people in their natural settings redirects grourttiedry research away from any

The New Zealand CEO



Chapter 3: The Methodological foundations 70

tendency towards positivism, allowing the resear¢h enter the worlds of those being
studied in order to observe the context of thei@pents, and the interactions and

interpretations that occur within it (Barker, WyestStern, 1992; Goulding, 1999).

Charmaz’s (2000, 2003) view echoes that of Ro€83},%nd has been supported by
Ospina and Schall (2001), who consider that orteeprimary requirements for a
researcher is to be sensitive to the forces pre@émh a specific context. Ospina and
Schall (2001) and Rost (1993) are of the view ithatimportant for researchers to
recognise that, as members of society, we constuuctocial world together and that
human behaviour must be understood by taking tivé pbview of those experiencing it.
This is essential if a greater degree of execlgi@dership theory and research is to be
based within the qualitative paradigm. Thereftre,modified grounded theory approach
is an appropriate method by which to examine th® @ite as: “something that emerges
as people make sense out of their everyday liagiser than merely observing the

individual who is given or takes the role of ledd€@spina & Schall, 2001, p. 2).

Charmaz (2003), when distinguishing between theabiwjst and the modified

approaches to grounded theory, was adamant thatddified approach does not
constitute the only valid form of the method. Hegument is that the objectivist
approach, as theorised originally by Glaser anauSs (1969), assumes the reality of an
external world and that it takes for granted thiamoof the neutral researcher viewing
categories derived from the data itabula rasafashion. By contrast, assuming an
interpretivist ontological perspective it is recegu that the researcher plays a significant

role in creating and analysing the data in intépaclvith the participants (Bryant, 2003).
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Indeed, in a modified grounded theory study, therinew is often context-bound or
context-specific and the relationship between tiberviewer and interviewee is one of
reciprocity; people giving and taking in the coastion of knowledge (Millset al,

2006a). As such, the views and values of the releabecome relevant and need to be
given voice in the study. The study eschews peedetbed data categories allowing the
data to speak for itself (Bryant, 2003; Charmaf®@Mills et al., 2006b). Therefore, the
use of this form of grounded theory allows the aesleer to surface and describe the
feelings and emotions of individuals as emergerthpmena, and also means that
“gathering data without forcing either preconceigegstions or frameworks upon it”

becomes a major priority (Charmaz, 2000, p. 512).

Paraphrasing these latter points, it may be stasdhat utilising the modified grounded
theory method provided the researclvéh a means to analyse the data rather than apply
a set of prescriptive processes that might anahgsdata , allowing an in-depth and
holistic discussion of the emergent themes (Bry20@3). Charmaz (2000) contends that
using the grounded theory method in this way lesdata analysis remain interpretative,
allowing the emergent themes to be establishedonatant comparisoand not via the
preconceptions imposed upon the researcher npreédgrdained coding familieas
proposed by Glaser and Strauss (1967). Mills.e(2006b) consider the outcome of
such an approach is that studies retain an atliharness rich context-specific
information from the data, developing patterns guawries that help to explain the
phenomena. The change in the role of the resadatoteleads to the need for a
discussion about the debate that surrounds thmgvtip of research within this

paradigm.
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Historically, the writing up of the results of gruaed theory has besilently authored
(Charmaz, 2003). Mills et al., (2006a) contenthenmodified grounded approach where
the researcher plays an interactive role in thaystsilent authorship is problematic. As
an active participant in the research, the methaklasiit permissible for the author to use
his or her voice in the writing of the researclgwing them, as Mills et al., (2006b) state,
to present themselves as a human being. Mills,§2806b) assert that when using this
grounded theory approach, the researcher openhpadi&dges their role in authoring the
story of shared experiences. The writing needetevocative of the experiences of the
participants and the researcher should not tradsegperience, but re-envisage it
(Charmaz, 2003; Mills et al., 2006b). This thesisords these views and follows an
interpretivist approach to the writing up or consting narratives of emergent themes
and of the substantive theory, rather than adloettesthierarchical silent approach of the

Glaserian and Straussian forms.

The modified grounded perspective in this studyessitates that one should build an
understanding of how the phenomena identifiedérésearch are interrelated and why
(Finnemore & Sikkink, 2001). Finnemore & Sikkirk0Q1) liken this interrelatedness to
one achieving an understanding of how the struaftitiee double-helix molecule is
constituted, which in turn allows an understanaihgenetics and disease. In this study,
this interrelatedness occurred as a result of 8@ €onstructing meaning of their
environment and then interacting with the researcBg examining this interrelatedness
in an explicit manner, the study aims to broaderkthowledge base of the CEO role.
Utilising an interpretivist approach to the studpgorts a subjective view of reality with
an emphasis on the individual’s perceptions of teality. Figure Six on the next page

provides a diagrammatic representation of therel@edness of the modified grounded
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theory method. The diagram shows the circularactese nature of the approach taken
in this study as opposed to the more linear hibreat process of objectivist grounded
theory. A guide to the terms is contained inglussary in Chapter One. Chapter Four

contains a full outline of the processes and proedoutlined in Figure Six.

Figure 6: The modified the grounded theory approatthis study

Grounded Theo,y

‘bs““"““g to highey 4, ves,
s

Data Collection Data Analysis
& Selection & Coding

e Theoretical sampling Constant Comparison Input data to NVivo
e Selective sampling Compare incidents Open coding
Substantive coding
Theoretical coding
Writing and sorting
memos
Diagramming

Sources: Variation, patterns
Literature Substantive categories and properties
Documents Compare theoretical family codes
Observation Theoretical categories
Informal interviews — relationships
Formal interviews — Link categories
Questionnaires

4,
6""'“!'"9 to higher \eve®

When no new theme emer9%>

Saturation

Core category
Theory write-up
Model development
Comparison with extant literature

Source: Adapted from Kan (2002)
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Theoretical sensitivity

Within grounded theorytheoretical sensitivitys a multidimensional concept that focuses
on the researcher’s insight about the research &tauss and Corbin (1990) defined

theoretical sensitivity as follows:

Theoretical sensitivity refers to the personal ifjeal of the researcher. It indicates an
awareness of the subtleties of meaning of datae €@n come to the research situation
with varying degrees of sensitivity depending upoevious reading and experience with
or relevant to that area... from a number of sourcebterature ... including reading,
research and documents ... professional experienci the researcher is fortunate

enough to have had this experience (pp 41-42).

Mills and Bonner (2006b) assert that theoreticabgwity deals with the researcher’s
insights and how attuned they are to the nuanats@mnplexities of the participant’s
realities and actions and their ability to recamstmeaning from the data generated with
the participant (Mills, et al., 2006b). Objectivisounded theory asks researchers to
enter the field of inquiry with as few pre-detereuithoughts as possibkes a tabula
rasa(Clarke, 2005; Glaser, 1978; Glaser & Straussy7L96lowever, MacDonald and
Schreiber (2001) note that even a grounded thidmrginning with an atheoretical stance
remains open to the possibility treapriori concepts might be found in the data. By an
atheoretical stance, MacDonald and Schreiber (20@Bn that the researcher has no
specific idea of what the results will be. Theyagoto argue that a researcher can not
abandon the notions, for example, that race, geartbsocial-structural conditions may
be important themes in the analysis of the datawe¥er, at the same time, they stress
that a balance must be struck between cultivatiegnecessary theoretical sensitivity and

avoiding the imposition of prior theoretical contegisations on the data. This is
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achieved by the constant comparative method ofrgted theory (MacDonald &

Schreiber, 2001).

As a result of my prior business and academic expeg, it was not possible for me to
enter the research with an atheoretical standeeratacknowledge the presenceaof

priori concepts. The adoption of the interpretivisspective created an opening for my
voice in the research. This in turn, permitted ragspnal experiences to be recognised as
a contribution to the interactions that took placthe study. Strauss and Corbin (1990)

go on to state;

It is theoretical sensitivity that allows one tovel®p a theory that is grounded,
conceptually dense and well integrated - and totlde more quickly than if this
sensitivity were lacking ... theoretical sensitivigpresents an important creative aspect
of grounded theory ... acquired during the resegpcbcess through continual

interactions with the data (pp 42,46).

Mills et al., (2006a) contend that within studidserea priori concepts exist, the
researcher must “locate the participant as a vessghining precious liquor in which the
researchers will immerse themselves in order torneanore theoretically sensitive. The
immersion commences with the very first idea anesdwt end until the final word is
written” (p. 4). Establishing and recognising bxeel of mytheoretical sensitivityvas a
contribution to ensuring the academic rigour ofréearch. In the next section of the
chapter, the processes undertaken within this studypsure theustworthinessand

authenticityof the study are outlined.
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Criteria used to assure rigour of the study

Bryman (2001) argues that within qualitative stadié is critical that the researcher is
able to demonstrate rigour to ensure the findimgglaveloped from a methodologically
and analytically sound base (Guba, 1990). Itesatesence of rigour that adds value to
the findings (Le Compte & Goetz, 1982). Lincoldduba (1985) have proposed two
primary criteria to determine the rigour of a gtaive studyfrustworthinesand
authenticity. The first,trustworthinesshas four sub-criteriaredibility, transferability,
dependability, and confirmabilifBryman, 2001). Each of these sub-criteria istdeih

in turn.

Credibility

When discussing the credibility of the findings; tlesearcher ensures the research is
carried out according to the canons of good pradtic submitting research (Bryman,
2001). Credibility is attained when the participsucausal maps, cognitive schema or
worldview are successfully captured by the resesar@tee, 1999). In this research
study, a robust research design, combined withogoate sampling tools and
interviewing techniques were identified as essepteconditions to ensure the
confirmability of the findings. The use of both primary andoselary forms of data
collection, and theonstant comparative approact grounded theory to identify the
themes and their elements, all assisted in aclgetim credibility of the findings. The
credibility of the account that a researcher asrizedetermines its acceptability to others
(Bryman, 2001). The descriptions, transcripts guotes used in the study have been

checked by the participants, by colleagues and hage recognised as credible. Glaser
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(1978) and Lincoln and Guba (1985) state thardsgarcher has direct ongoing contact
with the research participants, learns about théture and environment, and is able to
build trust and also test for misinformation, tkeeearch will likely provide more credible

findings.

Transferability

Bryman (2001) contends that qualitative findings laest oriented to the contextual
uniqueness and significance of the social worlddpstudied. The transferability of the
findings of a research project depend upon theesegir congruence between gending
contextwithin which the research is conducted andréeeiving contexto which it is to

be applied (Ritchie & Lewis, 2003). In order toesigthen the transferability of the
research findings, Lincoln & Guba (1985) proposs thy providing ahick description of

a culture the researcher can providiners with a reference point or database for making
judgements about the transferability of the findibg other contextsThick description
requires the researcher to provide sufficient tlefahe original observations or

commentaries, and the environments within whicly eeurred (Geertz, 1973).

In order to increase the transferability of theeggsh findings, the sampling process was
designed to gather a representative sample ofichdils across a variety of industry
sectors and organisational contexts. It is ackaedged that application of the findings to
other contexts may not be possible without increatie representativeness or size of the
sample selection. Chapter Four provides a fullribf theconcurrent data collection

and analysigprocess. The purpose of this process is toaseréhe likelihood of the
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transferabilityof the research findings; in order to enable feltesearchers to use the

findings to undertake comparative studies of th©Cale in different contexts.

Dependability

Bryman (2001) contends that maintaining acadergaun within qualitative research is
difficult as the unique natural settings cannotlg&® reconstructed precisely. Examples
include the difficulty in replicating the exact tieg) of an interview; the business and/or
political environment may have changed, or theviddial may have experienced
significant life or career changes in the interineeen be unavailable for interview. The
use of a different interviewer conducting the imtew may change the dynamics of the
interview situation and therefore the nature ofrésponses. This is overcome by the use
of the criterion oflependability Dependabilitywithin the context of qualitative research
relates to the efforts made by the researchertablesh the merit of the research by
adopting a rigorous auditing approach. This apgreavolves the keeping of complete
records, for example, data, findings, interpretatiand recommendations (Bryman,
2001; Lincoln & Guba, 1985). By providing an exméion of the methodology, this
study enhances the ability of other researcheggdmine similar problems, albeit within

different settings.

One of the criticisms made of qualitative findireisms from the lack of well-formulated
methods of analysis, or clear conventions for gsearcher to follow (Miles, 1979).

This can lead external reviewers to become susg@bthedependabilityof such

studies (Yin, 1994, p. 97). This research studiesigned to address these criticisms via

the use of the grounded theory method of data aisalyslaser (1978) and Strauss (1987)
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argue that a full outline of the grounded theoryhmd should be provided in sufficient
detail to overcome previously identified problenependabilityin this research study
was further enhanced through digital recording lzamtiwritten interview notes, the
immediate transcribing of interviews, the use airginotes, and memoranda that allowed

the researcher to compare interviews and checdkttenation obtained.

Confirmability

Bryman (2001) maintains thebnfirmability requires the researcher to have a plan of
action that ameliorates the personal biases thatomzur in qualitative research.
However, complete objectivity is impossible in sbcesearch so the researcher must be
shown to have acted in good faith (Lincoln & Guba35). Ensuringonfirmabilityin

this study was assisted by using both primary acdrsdary sources of data in tandem.
The inclusion in the sample of people who wereCQieOs but who were closely involved
with the CEO role also ensurednfirmability, as these people were able to reflect and
provide commentary on issues that were raiseddZH#O. In addition, as
recommended by Perry & McPhail (2000), interviewadaere compared with one
another and with other sources of information, sagfournal and media articles, further
strengthening theonfirmability process. Yin (1994) has stated that qualitategearch
that uses multiple sources of evidence and int&fioe is rated more highly, in terms of

overall quality, than those relying on single segrof information or interpretation.

Within the context of this studgpnfirmabilitywas ensured by obtaining data from a

variety of industry sectors and organisations anolgh the concurrent comparison and
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coding processes carried out as part of the graltidmry method. While Glaser (1998)
discouraged the use of tape recordings and conmgedegualitative data management
systems, in this study, it was decided that theruntws would be taped and the analysis
and coding stored in the Nvivo software programonaid in the confirmability process.
This was a tactic designed to allow the researttieeopportunity to reflect on the
interviews over an extended period of time andtwa@ace the accuracy of the interview
notes and memos. In addition, manual analysiseoirtterviews, memos and notes was
undertaken. These actions were all designedeagitien theonfirmability of the
research. The findings have been reviewed by keycppants and colleagues, as well as
having been accepted for presentation as peemrediacademic conference papers, the

feedback from which was used as part of the coafuifity process.

Authenticity

In addition to the four trustworthiness criteriajlia & Lincoln (2001) propose two
further criteria to establish tlaithenticitythat engenders the hallmarks of authentic,

trustworthy, and rigorous grounded inquiry. Thasethe following:

« Fairness Fairness is a quality of balance, where all $talder views are
apparent in the text. Omission by the researchanyof the stakeholder or
participant voices reflects a methodological bigairnesshas been achieved by
the inclusion of all interviews in the data anaysiocesses. The researcher
attempted to obtain a diversity of participantth@ sample and ensured that the

views from all have been included and discussékariindings. The use of the
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grounded theory method, the identification of theraed the subsequent
saturationof these themes in keeping with the research tuétesupported the

inclusion of all the voices of the participants.

« Ontological and educative authenticifihis occurs when the research provides
the stakeholders and participants with an oppdstuaireflect on their social
milieu, especially when the purpose of the rese@rtiraise awareness of both
the research participants and those who surrowrd thincoln & Guba, 2000).
This form of authenticity was achieved by the use semi-structured
interviewing approach and the use of open-endestigus of a how and why
nature, both to encourage the research participaiis self-reflective about their
perceptions and views and how they construct mgdram the dynamics

surrounding their role.

Achieving academic rigour in grounded theory studie

In addition to the above criteria for determinihg academic rigour of grounded theory
studies, Glaser (1978) contends the following &lements should be present in all

grounded theory studies, and these are briefly cemted on below:

e Grab: Grounded theories should hay@b and benteresting People should

remember them and use them.
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« Fit: The categories of the theory miisthe data. Data should not be forced to fit
pre-conceived or pre-existent categories or diszhnad favour of keeping an
extant theory intact.

*  Work A theory should be able to explain what happepestict what will
happen and interpret what is happening in an dreabstantive or formal
inquiry.

* RelevanceGrounded theory demonstratetevancewvhen and because it allows
core problems and processes to emerge.

* Modifiability: Generation of the theory is an emsodifyingprocess and nothing

is sacred if the researcher is dedicated to gipmuyity to the data.

Conclusion

The purpose of this chapter was to introduce thdaeto the research methodology of
the study and to comment on its strengths and vesales. To mitigate one of the
criticisms of grounded theory, the epistemologioatplogical and methodological
underpinnings of the study were outlined. An owtlof the discovery and development
of the method by Glaser and Strauss (1967) wasgteided. This includes a
discussion of the strengths and weaknesses ofelfeocth Over a period of time, Glaser
and Strauss have developed the method along diffpaths and this has resulted in a
vigorous debate especially with regard to the ap@iocesses. This led to Charmaz
(2000) developing an alternative approach in angit to provide alternative directions
for researchers. As discussed, considerationeofedsearchertheoretical sensitivity

determined that it was not possible to enter teearch as tabula rasatherefore the
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modified grounded approach as outlined by Char2@2(, 2003) and subsequently
developed by Bryant (2003) and Mills et al., (2208206b), was utilised in this study.
This decision necessitated a distinction to be natieen the objectivist form of
grounded theory as outlined by Glaser and Stral@&9] and Strauss and Corbin (1990)
and Glaser (1978) and the form posited by Char@@aQ; 2003; 2005) and Mills et al.,
(2006a; 2006b). Awareness of the requirementthemretical sensitivitypn the part of
the researcher, and by following the recommendstionthe writing up of a grounded
study wherea priori concepts were present, augmenteccthdirmability and
transferabilityof the findings. The chapter concludes withdbeditions required of a

grounded theory for it to achieve academic rigour.

The next chapter will provide further discussioriha research methodology including

theconcurrent data collection and analysesprocess that is an integral part of the

grounded theory method.
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Chapter 4: The Research methodology

People who are insiders to a setting being studigeh have a view of the setting and any
findings about it that are quite different from tlwd the outside researchers who are
conducting the study.

Bartunek & Louis, 1996

Introduction

In the previous chapter, an explanation of the putogical underpinnings of the thesis
was provided. The purpose of this chapter is tda@xphe research methodology. The
format is in keeping with the recommended standfmdihe reporting of grounded

theory studies and with the recommendation of G&&73) for ‘thick description’ to be
provided in qualitative studies. The chapter begwth a description of the sample
design and the selection of the sample populafidre chapter then proceeds to provide a
salient discussion of how the ethical consideratiware identified and adhered to. The
chapter then proceeds to provide a justificatiarttie decisions made as to the nature of
interview process and of the concurrent data ditle@nd data analysis. In doing so,

examples of thenemoingandcoding practiceshat were undertaken are provided
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Sampling design

As stated in Chapter One, the aim of this grourtidedry study is to develop a
substantiveheory of perceptions of the CEO role and iderttiy over-arching social
processes, rather than the generalisability ofiticings to other groups. Therefore, it
was important that the sample design would en&ided occur through the answering of
the identified research questions. Strauss anbil©(t998) state that when building
theory inductively, as in grounded theory, theutis not upon the representativeness of
the sample, rather it is the representativenessrafepts and how these concepts vary
dimensionally that is important. This resultedhia use of convenience and purposive
sampling. This means that the projection of thdifigs, results and developed theory
beyond the actual research sample is statisticgd|ypropriate (Zikmund, 2000).
Therefore, the findings of this research are apple only to the organisations and
contexts under investigation. In this thesis,eHfoems of sampling were used:

* Purposive sampling

* Convenience sampling

* Theoretical sampling

These are now dealt with in turn.
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Purposive Sampling

Purposive sampling is a non-probability samplingdhteque that involves the selection of
participants according to the sample members’ gsgse of an appropriate characteristic
(Zikmund, 2000). Participants were selected agngrtb the level of position they held

in an organisation; that is, the individual wasad been a CEO in a large New Zealand
organisation with global connections, or in theecakthe non-CEO participants, it was
that they had held a position that was directlylagd with the CEO role, for example,
as a board chair, an executive search consultaaty executive coach whose speciality

was CEO leadership.

Convenience Sampling

Convenience sampling is a sampling technique waenember or part of the research
sample is available to the researcher by virtuecoéssibility (Bryman, 2001). Initially,
the research participants were approached as laoethe researcher’s existing business
networks. In addition, the networks of colleaguese also utilised as a source of
potential participants. As the study progressetiberate attempts were made, to gain
access to people outside these networks and spifendisience in order to broaden the
sample. For example, news media, professionalqaiioins and the New Zealand
BusinesdVho’'s Whoywere searched for potential participants. If tiadvidual fitted the
required profile for either the non-purposive amelaretical sampling, they were

approached and asked if they would participate.
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The theoretical sampling process

Theoretical samplings a tool employed within the grounded theory rodtto increase

the robustness of the identified themes (Cheniganson, 1986; Glaser, 1978). The
process involves the researcher sampling on the bBsoncepts that have proven
theoretically relevanto the emerging theory. Gordon (2008) writes thatterm
theoretically relevanieans that certain concepts become significahieinata because
they are repeatedly present or absent when congpacdident after incident. As the
substantive theory emerges, the researcher stedi®tically relevant concepts and data
sources in order to build the theory (Locke, 200Mh)ese theoretically relevant concepts
are identified by the coding and analysis procesithrat are part of the grounded theory
method. The purpose of this approach is to seeétian within the data and to allow the
researcher to pursue specific issues. This, m fuovides a greater depth of meaning for
the developing themes and to identify any new etgsef the themes or social processes

that are identified as arising from the data (Glak@78).

An example otheoretical samplingindertaken in this study pertained to the emergent
theme the impact of political scrutinylIn the initial stages of the research projdis t
theme was identified as a result from the commatde by several CEOs of public
sector organisations. A referral to a former GE®@ had extensive contacts within both
the public and private sectors, led to enquiryttweth confirmation that this individual
could provide a broader, historical perspectivéh@nnature opolitical scrutiny,and the

implications for the private sector.
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The composition of the sample

The purpose of this section of the chapter is tbreuthe composition of the research
sample. The sampling strategies resulted in alearopsisting of 30 individuals. These
individuals comprised 22 CEOs and 8 others who wiergely involved with the CEO
role. A total of 40 formal interviews of betweemeoand two hours duration were
conducted. Informal interviews were conducted waeditional information was
required and a formal interview was not warrantédere were 20 informal interviews,
10 of these were with people outside the main@pant group. An effort was also
made to ensure that there was a gender/ethniomtineiresearch sample. However, this
effort was constrained by the gender/ethnic mithefpeople holding positions that fit the
specified criteria. In order to attain a gendex,rarganisations that had women CEOs, or
women who had worked with CEOs either as a boardlmee or a consultant, were
targeted. This process resulted in a sample congpl0 females and 20 males. There

were no CEOs that identified themselves as nonaao.

In order to enhance the confirmability and traredidity of the study, the principles
outlined by Yin (1994) were followed when selectthg sample. The individual

research participant was the unit of analysis. Séiection of individuals across a range
of industry sectors created multiple units of asigly These industry sectors comprised
the knowledge/high-tech, retail, distribution/Idgis, manufacturing, technology based,
agriculture, service and transport sectors. Miles Huberman (1994) contend that a
research finding that occurs in more than one coatpa setting enhances the robustness

of the findings.
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As with any research study, there were ethicalidenations that had to be observed. In
this study, the position of the participants arelgbnsitivity of the information they were
imparting, resulted in extra care being taken Wwahdling the information. The next

section outlines these processes.

Adhering to ethical requirements

Whatever the form a particular research projeasakthics and ethical principles are
always present (Orb, Eishauer, & Wynaden, 200hjs fiesearch study abided by the
ethical principles for the conducting of researcrolving human subjects in accordance
with The Victoria University of Wellington statute&thical approval was sought and

granted before research commenced (see Appendix A).

Obtaining research access

Research access to an organisation refers to lefirshcontacts were made and the
establishment of relationships for the purposeaiigg entry into an organisation, and
also the ability of the researcher to maintainéhegationships to ensure continued
access (Chenitz & Swanson, 1986). In the firdaimse, each CEQO’s office was
approached by telephone. On some occasions,itiaé pmone call immediately resulted

in an appointment for an interview. On other omnas if the initial contact generated a
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positive indication of interest, an email or letéexplanation with the confidentiality
agreement was sent to the CEO (see Appendix Bis ififlormation included statements
of the purpose of the research and assuring tHedeatiality of the participants. Ceal

occasions, this information was restated at thencencement of the interview.

Informed consent

All informants in this study were advised that thgrticipation was voluntary and that
they could withdraw at any time during the resear€hch participant was provided with
an outline of the purpose of the research and tigtits within theHuman Ethics
Committee Guidelinesf Victoria University of Wellington. Each parnant signed a
formal permission document consenting to partiagoain the research (see Appendix C).
All research participants had the right to withditieir consent (either verbally or in

writing) at any time. None did.

Privacy and confidentiality

Anonymity and confidentiality was considered tochiécal to the success of this
research. In qualitative research, it is diffi¢alachieve anonymity as the researcher
knows the identities of the participants (StreuB8e@arpenter, 1999). Therefore,
procedures were instituted to ensure the partitghanvacy was respected and
promoted; in addition to the confidentiality formyerbal outline of the confidentiality

processes was given. Verbal permission was alsinelol from each informant to record
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the interview on a micro-cassette. At times, gse=archer became aware that the
direction of the interviews had a disquieting effec the participant. If it was felt that a
participant was uncomfortable with any aspect efititerview, he or she was reminded
that the interview could be terminated at any tir@® one occasion, it did become clear
that the participant was uncomfortable continuirglevthe tape recorder was still in
operation. As a result, the recorder was turnéd™ie participant then spoke freely and
was quite happy for written notes to be takenamappropriate point, the individual was
asked if they were comfortable with the tape béimged back on. When permission was
given, the interview proceeded as previously. Memda were made from these hand-
written notes immediately after the interview, dne taped interview replayed in order to

record key points.

In addition, care was taken not to reveal the ideat the research participants during
transcription of the interviews or in any subsedquiscussions. As interviews were
transcribed, any identifying names were eithertddler given codes in order to maintain
anonymity. All transcripts were stored in a lock#idg cabinet in a locked room, and
any computers holding notes and analysis were madgwotected. The thesis and any
subsequent publications and reports were, andwilwritten so that participants remain

unidentified.

An example of confidentiality concerns arose wébard to the ease with which a
participant could be identified in a small businessxmunity. While the purpose at the
beginning of this research was to produce a reqooniprising two to three cases, it soon
became clear that to ensure total anonymity op#réacipants, a change in strategy was

required. The need to report the results operdyexiplicitly meant that there was a risk
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of a specific person being identified. Therefafganges were made to the research
strategy to prevent this occurring. For example,dample size was expanded by
increasing the number of participants and broadgthie range of organisational types.
This strategy helped the voices of the participtmtmerge without compromising the
confidentiality of the participants or the rigodrtbe study. In the next section the data

collection process is outlined.

The process of data collection

The basis for choice of interview style and strutu

Tellis (1997a) contends that one of the most ingrdrsources of data in qualitative
research is the interview. Therefore, the firginitly for a researcher is to ensure that the
most appropriate form of interview for a particuséudy is chosen and that the interview
style is appropriate to their level of expertiséoulding (1999) contends that the
grounded theory method requires a form of interviest is not structured, as a structured
interviewmay merely be a vessel containing the researclogrisexpectationsAt the
other end of the continuum, a totally unstructurgerview can cause confusion and
result in meaningless data (Lee, 1999). The amgdldor this study lay in finding a
balance between allowing the participant to feehfmstable enough to expand on their
experiences, while not overly directing the couhgeinterview should take (Goulding,
1999). Therefore, a semi-structured format wasehpthe basis of which can be

summarised as follows:
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Semi-structured interviews usually have an overagchopic, general themes, targeted
issues, and specific questions, with a pre-detethisequence for their occurrence.
While interviewers have a pre-determined intervisstedule they are able to freely
pursue emergent topics and themes and to probe deam@y than the initial planned
questions ... the semi-structured interview requstesng interviewer skills (Lee, 1999,
p. 62).

Tellis (1997b) argues that one of the main reatfumsterviewer needs high level skills
is that he or she must be free to pursue mattdteasrcumstances dictate, being able to
probe more deeply and to follow a particular lifigwestioning should it be necessary.
While this is an advantage, it can also make th&-s&uctured interview more difficult

to conduct. Within this study, it was judged teami-structured interviews would
produce the depth and richness of data neededsimccessful project. Concerns
regarding the level of interviewer skills were het allayed as the researcher has had in
excess of ten years training and experience ictsired, semi-structured and
unstructured interviewing techniques. The researbhd also gained training and
experience in the following forms of interviewsuosellor and needs revealing
interviews (a tool used in a variety of industriies,example, sales) and behaviour-based
interviewing (a human resources selection toobis Experience allowed the researcher
to move comfortably between interviewing formatd atyles while at the same time not
compromising the dependability and confirmabilifytiee study. The following

principles are an integral part of the processoofdcicting of semi-structured interviews.

The interviewer should always:

* make minimal use of questions prepared in advance

e use open-ended questions
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e engage in empathetic listening to hear meanintgygretations and
understandings

» consciously silence his or her concerns, preocaupaand judgements

* uses prompts to pursue/clarify the participantis bf reflection and allow the
participant to elaborate, provide incidents, deaifions and, maybe, discuss

events at length (Ashworth & Lucas, 2000).

Adhering to these principles maintained the res$ests ability to create environments
that facilitated the emergence of the voices ofodrticipants. The semi-structured
interview also supported tlieeoretical sampling processy allowing me to confirm
emerging themes and issues as they arose. Kebesg principles at the forefront a list
of indicative questions was prepared (see Appedilito be used at the start of the
interview to initiate the discussion. The consexjukrection of the interview and the
responses of interviewees determined the precisgingpof these questions, and the
wording of intervening and supplementary questidag: example, as a CEO the
participants were inclined to speak of “big pictussues. While this provided
informative data for the researcher, and the ppatits were allowed to continue in this
vein, there were naturally occurring points whereas deemed important to refocus the
interview. At this point, the researcher utilisequestion designed to refocus the
interview, the choice of question was dependerthertopic under discussion at the time.
On occasions more than one focussed question wass@y to achieve the specificity
required. For example, when one CEO had spokeona¢ length about how the media
had too great an influence on business in New Adathe question that was asked was,
“why do you think this is a problem specific to N&waland?” The next question was

“How do you think this differs to countries suchtbhe USA?”
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Another illustration relates to how interviews weargiated, for examples, at the start of
one interview, the CEO was very direct. His fistrds to me were * Ok shoot’,
therefore once | had explained the interview preegsl the confidentiality form had
been signed, the first question asked was ‘wleatie major challenges facing you and
your role as a CEO at the current time’. In castiran interview with a Board
Chairperson was less direct and more conversatidiiate time was spent in the initial
phase. There came a juncture where it was coesidgpropriate to start the formal
stage of the interview. At this moment, the ihitanversation had led to a point where it
was appropriate to ask the question, ‘please tiirrgkCEO who you deem to be
effective. What attributes or qualities do theyédthat enhances their effectiveness’?
Once this question had been answered, the intezeievas then asked to reflect on a
CEO who was less than effective, and what congitbta their less than effective

behaviour’.

No matter how the interview progressed, there Waays an effort to introduce a
‘counter question’- that is a question designechtase the participant to reflect on both
the positive and negative aspects of the topicudideussion. This interviewing

technique was designed to encourage critical tefleon the part of the participants.
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The formal interview process

The 30 formal interviews lasted between one andiwos. They began with the
researcher providing an outline of the interviewpmse and procedure and completion of
the research consent form. The interviews wererdecbusing a small tape recorder and
hand-written notes were made during the intervieWse interview questions were
finalised after conducting three pilot interviewBhe objective of these pilot interviews
was to aid in the defining of the topic area in endetail. The transcripts were also
examined for themes that might guide future inamg. The transcripts and tapes were
also examined by my supervisor and recommendatiaue as to how the researcher’s
interviewing techniques could be improved. Thekws mterviews were also discussed
with colleagues, theses discussion leading to sidaas to the most appropriate format
for the interviews. The questions were designeddmtain equilibrium between a free-
flowing and a directed conversation (Lee, 1999 ureGvas taken to ensure that the
responses received were not led by the questienssitlves. That is, the questions were
open-ended and of a how and why nature in an @fiaticit the quality of information
required in a study of this nature. An examplaaf questions were introduced at this
stage is given in the following vignette, whereréhlead been a discussion about the
criticisms received by business people about Wl [&f salaries paid to executives. At
this point, the question was designed to focusrieeviewee, for example, on what is
specific about the New Zealand context that resulésich criticisms. On another
occasion, after the interviewee had been discusatrspme length, an individual they
admired greatly, they were then asked to reflecivbiat, if any, shortcomings this

individual may have’.
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However, questions must be structured in a wayréminds the researcher of the data to
be collected and its possible sources (Tellis, bR is possible within a modified
grounded theory approach to adapt the semi-stedatformat to enable the interviewer to
elicit the required information and have a freenflog conversational interview. When
taking an interactive approach, the researchetch@snember that they are not studying
their own awareness and reflections, but thoskesf subjects (Marton, 1994). With this
warning in mind, the interviews were regarded asraversational partnership, a
dialogue, where the interviewer assisted a proafsflection by the interviewee
(Ashworth & Lucas, 2000). This allowed me to péwrase responses back to the
interviewee and to re-address issues later imtieeview if points made needed

clarification.

Following the recommendation of Ashworth & LucaB@Q), colleagues subjected the
researcher’s interviewing technique to review ah@nvnecessary changes were made to
interview techniques. The two key reasons fordtesmnges were a need to follow
through on a participant response, or lack of respomore fully; and a need to reframe
some of the questions in order to make them mosnimgful to the interviewee. Once
the research had progressed to a point where iteltdke initial problems were
overcome, continual self-review was undertakenweéier, research colleagues were
consulted when an interview hadlot gone so well'or the questions did not elicit the
quality of information that was expected. Whers thecurred, the researcher returned to
the participant to clarify the points and to endheag there had been no misunderstanding
of the comment made. This ongoing reflection bexamintegral part of the process

known agheoretical samplingassisting in the development of additional redear
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guestions and the identifying of additional pedplée interviewed in the quest to add

deeper meaning to the data already obtained.

Participation in the interview

Participation in the study was voluntary, and rfoatilties were encountered in meeting
with the research participants. What was sigmfiegas the willingness of busy senior
executives to become involved in the research lagid ¢ase in freely supplying
information on issues that were clearly importarthiem. As part of the grounded theory
coding process, this ease of access to the CEQhaingbarticipation was integrated into
the emergent themes, for examle&ommitment for the CEO rol& his theme was
identified as evolving from the excitement the ggyaints had for the CEO role and the
importance accorded by them to the need for a degpkerstanding of the role. It was
also directly related to the participants’ expréssencern abouhe repression of
leadershipthatthey perceived the New Zealand business commumlbg facing. One

of the expressed reasons for participating inréggarch was that it was one way an
individual could helgo help improve the knowledge about the CEO rilevas also a
sign of the desire of individuals take a differencavhich later contributed to the
emergent themehe excitement for the CEO rol&his excitement was exhibited by the
participants, in the manner in which they spokeualiteir role, their body language,
voice, intonation and facial expressions. It isaleiays possible to capture the tone, or
tenor of these nuances in the transcriptions; tbergannotated interview notes and
memos made during and immediately after the irdé@rplayed a vital role in the data

analysis. An example of such a memo is as follows:
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When talking about how important people were to dhganisation and people skills
being a critical part of leadership, AAA sat fordlaand became very intense in voice
tone, also his eyes lit up and began to smile alatighis facial expression - it was clear

this was a subject he was very passionate about.

When memos such as the above were made, the tesegrtirned to the matter either
during the same interview or in a second interviemthat the content of the memo could
be confirmed or otherwise by the participant. @fear (2006) contends that language
plays an important part in the coding process.réfoee, it is important that the
researcher examines the hidden assumptions andngséehind the participants’
actions, responses and use of language. The eddifounded theory approach, utilised
in this study, meant that every aspect of the reegarocess had the potential to
contribute to the creation of meaning and undedstgnof the CEO role. The nature and
structure of the interview, the interactions anacpsses occurring throughout the
interview, and how they were transcribed and aealyall contributed to how the voices

of the participants surfaced from the data.

The informal interviews

Informal interviews were used when the need tafglaertain points or obtain a deeper
understanding of a particular situation or emergiegme was identified. In addition to
the formal interviews 20 informal interviews wernducted. Of these, 10, were with
people who were not part of the main sample grdupese interviews lasted between 10
minutes and % hours. They were primarily unstructured and cdigddikened to

everyday conversations if observed by others (1L889). They were conducted in a
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variety of ways. On some occasions it was fordfiee and a catch up”, on others it was
a scheduled meeting where the length of the irderand the place where it was
conducted varied, for example, in the interviewedfe or in a café. Lee (1999) asserts
that the advantages of the informal unstructureshwrew include their ad hoc nature and
their seeming lack of specific themes or specifamped questions. Therefore, the
themes, issues and questions resulting from tkeaictions between myself and the
interviewees resulted in informal interviews beaagpducted in order to add meaning to

the data already obtained.

Often, the time and place of an informal intervieade the recording of the interview
problematic, not only because the intrusion ofpe taecorder could lessen the rapport
between interviewer and interviewee, but also bee#ie public profile of many
interviewees made it unwise to undertake what vieagasly a recorded meeting in a
public place. On these occasions, a diary or a RB&used to make notes during the

meeting, which were then formally ‘written-up’ imdiately thereafter.

In addition, numerous conversations, relating erésearch project, were held during
business functions, networking events and privateakfunctions. These conversations
acted as a barometer of the general issues caonfyaghe CEO in the enactment of their
role. These were recorded as diary notes andtaggdde theheoretical sampling

process.
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The use of secondary data

Secondary data was used to support the primaryadatavas obtained from document
analysis. Documents relevant to the present shallyded annual reports, strategic
plans, web-based information, and HR policy docusiand media reports. This
secondary data was coded concurrently with thegogirdata to identify explanatory
themes. One example of how secondary data wasnasedarly in the study when the
role of the media was identified as influencing peeceptions of CEO leadership.
Therefore, the thentbe influence of the medwas created and the researcher consulted
the news media on a daily basis. Consultatiorudex conducting on-line searches of

newspapers throughout New Zealand for informatio€&O leadership.

Transcription of interviews

The interviews were transcribed verbatim immedyaddier completion and prior to
analysis. Early in the interviewing process, tgearcher conducted a number of
interviews within a short period of time and helasssought with transcription of a small
number of them. It became evident during this plidghe study that the researcher had
to be proactive in the interview process, diligargxamining the transcriptions and
conducting the analysis. For example, when anaytsie interviews transcribed by
another individual, as a precursor to analysisrésearcher noted that words were
sometimes misheard, emotions were not conveyedatetyand that the nuances of

some aspects of the interviews were not captureabtiranscriptions.
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When working within the qualitative paradigm, itnsportant to include within the
transcription, as an annotation, anything thakey to affect the interpretation of
meaning (Svensson & Theman, 1983), especially iteenesearcher is seeking to
identify the perceptions of the participants and tisey create their realities. When
another person had transcribed an interview, tbeareher, as soon as practicable,
reviewed the interview, listening to the tape,isitig the memos and hand-written notes
to annotate the transcript. For example, onevieeee made the commeéitie local
member of parliament was very supportivéiowever, when subsequently listening to
the tape of the interview and consulting the inmwmemo, it was clear that the
interviewee had been somewhat cynical and sarcaktie memo note was then
confirmed with the participant during an informadarview. This new information was
noted as a memo and coded accordingly. In addgibthe tapes were listened to
several times during the analysis process, wrdiogropriate memos when necessary.
This process enhanced the understanding of thieipartts’ perceptions by highlighting
aspects such as voice tone and manner of spedhtfopbmal and colloquial.

Again, any memos made regarding non-verbal dasdiges, tone etc, and their possible
impact on the interpretation of verbal data, reslih a further interview with the
participant to confirm, or otherwise, the interptein made by the researcher, or the

comments recorded by the transcribers.
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Computer-assisted analysis - NUD*IST Vivo

Analysis of the interviews was undertaken both nadipand through the use of a
computer software programme, the Non-numerical idotired Data, Indexing
Searching and Theorising (NUD*IST Vivo or Nvivo)peogramme specifically designed
to support the analysis of unstructured qualitadie (Richards & Richards, 1997). The
use of Nvivo enables computerised management amelved of digitised research data,
allowing the researcher to explore and search dentsnand link ideas and coding in
interviews with memos written during the analysisgess (Fraser, 1999). The
programme aids the researcher in collating angevatg information quickly and
efficiently. Prior to the availability of computessisted analysis of qualitative data,
qualitative analysis often involved time-consummagnual cutting and filing of data such
as interview transcripts (Richards & Richards, )99he ability to retrieve information
quickly was of considerable advantage in this stigdgn the number of interviews
conducted, the resultant memos and amount of sacpddta consulted. The fully
transcribed interviews were imported into the cotapsoftware. In addition, all memos
were written up at the time of the interview, oogly thereafter, imported into Nvivo,

analysed and coded.

One identified advantage of the Nvivo programmisiability to print out the interviews
with a large right-hand margin. The researcher aimes to use this margin to manually
code for themes that reflected the content of #ta.dThis manual analysis was
important to overcome one identified weakness @NWD*IST software, that is, its
sensitivity to coding errors (Chetty, 1996). Thanmal analysis permitted time for

reflection and checking before the code was entardte computer programme, thereby
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enhancing the coding accuracy. It also allowedamaake notes more effectively,

especially regarding voice tone and intonation gvhgtening to the tapes again.

A related weakness can be an overdependence softhvare, that is an over-reliance on
the “black-box” analysis of data, and that the aesle data is not treated holistically.
Rather it is seen as blocks of variables or chunkshich the sequence of information
given in the interview, the informant’s assumptians the causal links between the
information and assumptions can be lost (Chett9619The manual analysis undertaken
in conjunction with the computerised analysis oaare this problem, allowing the links

between interviews and the sequencing of informatide identified more accurately.

While the use of Nvivo played a beneficial andicaitpart in the analysis of the data and
retrieval of information, the manual analysis hdlfige researcher achieve a more in-
depth appreciation of the richness of the datalisldg both approaches in tandem
enabled a wider and more holistic appreciatioreftotality of the research data than
would have been achieved by relying solely upoiwsoe analysis of the data. This

procedure also contributed to enhancing the acadguaility of the research.

The comparative analysis of data

Yin (1994) asserts that when undertaking qualigatesearch, there should be a general
analytic strategy. That strategy should encompamsthod where themes are identified
and classified, and the interrelationships betwhege themes are revealed (Perry et al.,
1999). The process undertaken to identify the nthgmes meant the analysis and

coding of the data began as soon as the data wigeted (Charmaz, 2000), and
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occurred continuously and concurrently with theaelgathering process (Streubert &
Carpenter, 1999). Glaser and Strauss (1967) eutur stages of comparative analysis

as the development of emergent theory progressed:

1) comparing incidents applicable to each theme
2) integrating the themes and their elements
3) delimiting the theory

4) writing the theory.

In the first stage, phenomena were compared ta pttenomena occurring in the same
interview or across different interviews. At tliage, the researcher was examining the
data continually for similarities and differencdsor example, a comment made about the
negative perceptionsf business and business leadership within NewaAdawas
compared with similar comments made in other inégvs. These comments were then
compared with commentary obtained from news matieles. The emergent theme was

named ashe influence of the media.

A second stage is where the researcher is conrdediding what theme, or property of
a theme, the phenomenon being analysed belongsddhen naming this theme. In
doing so, the researcher ensures the generattberoes and their elements emerge from
the data (Glaser, 1992). Themes and elementsimtegrated during this phase of the
analysis. For example, subsequent to the ideatiific of the themehe influence of the
media,the continual, concurrent, constant comparisortdetle higher level integration

of this theme into an over-arching therties CEO role and the institutionalised

expectations.
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Chenitz & Swanson (1986) claim that the use ofiteistive and mutually interactive
approach permits the researcher to progressivelisfaith the data, the end result being
the “theory” which characterises the behaviouhefitesearch participants. The third
stage involved more elaboration than modificatistihe theory began to solidify. In this
study, thanfluence of school learningas further integrated into the themetwd role of
formalised learninghat also included the theme, floemal executive leadership
development.Glaser and Strauss (1967) noted that this isaive phere several themes
are subsumed into a core theme, and is the batisefemergent theory (Goulding,
1999). An example of the coding undertaken is $khudy is provided in Figure Seven
on the next page. The diagram explains the natieg of themes from the open and
selective coding processes through to the commesrtenh the theoretical coding via the
identification of the major thentle acquisition of leadership constructs in the Q6.
Immediately following the diagram, the chapter m&t$ the grounded theory coding

process undertaken in this study.
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Figure 7: Sample of coding diagram

The acquisition of leadership constructs in th

CEO role
Role of Developing
formalised excitement and
learning empathy
\ Love of
challenge
Schoollearning Formal executive Maturity and self Confidence and
learning awareness commitment

( Reputational capital >
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Coding Procedures

Within the grounded theory method there are twm#of codinglevel oneand
theoretical codingthat are used to generate theory from the dats€Gla978; Glaser &
Strauss, 1967). The first level of coding includethopenandselectivecoding of the
data by which the conceptualisation of the emgdigoastance of the area is formed.
Level one codingenerally dominates the earlier stages of analyi$isoretical coding
involves the conceptualisation of relationshipsueen the level one codes, thus
generating theory (Glaser & Strauss, 1967). Algtotine first level of coding must occur
initially in order to generate theory, theoreticatling must also occur and as Glaser
(1978) notes that these two types of coding oftaupsimultaneously. The open and

selective coding and theoretical coding processea@v described in more detail.

Open coding

Open coding is the initial process of breaking dogwamining, conceptualising, and
categorising data (Glaser, 1992; Strauss & Cod$80). During this phase of the
research, the data is carefully examined and iddatiphrases, words or stories that
contain a single unit of meaning are selected agtuighted (Schreiber, 2001). During
the early stages of coding the identified incidevgse coded into more than one theme if

that was appropriate (Charmaz, 2000; Glaser, 1BTi8er, 1983).

As discussed previously, open coding involved tloegss of first entering the

transcribed interview into the Nvivo software pragme, reading the interview and
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making memos, notes and the initial manual codé interview was then coded via

Nvivo. After the computerised coding, both mararad computerised forms of coding
were compared, the researcher noted discreparciasraos and notes, some of which

were used in the theoretical sampling process. n\Wieeessary, interviews were re-read

and re-coded to ensure the elements of each themgeoarrectly assigned.

An example of the coding conducted as part ofrésgarch follows below. The

interview transcript is in the left-hand column d@hd open coding in the right-hand

column. The nuances of the coding processes weigaied by the use of italics, bolding

and capitalising. For example, the words in bottlaate how the selective coding

processes created the thethe, formal learning of leadership

That's a good thing. In theory, start as a XXX and up here.
(points to himselfBut in any event certainly, it's a succession
plan and that is important. | attended an indugbimgramme of
twelve new managers who we just appointed down in
Christchurch last week, and | was totally up freith them. |
said “We do not pay in terms of money top dolldfs/ou want
to earn top dollars go down the road”. But whatwiledo, is
you and we'll give you a succession plan, we'llgivou a caree
path, you can have access to Southern Crossagehty on the
job. They know that we’'ll send them on some couesd year
on blah, blah and they know that we’ll encouragelibtter ones

to do an extra mural degree or whatever.

Learning

Work up to CE@succession
Succession planning

Formal induction, learning the role
Development induct

Lack of resources

Career plan/succession

Formal developmentsuccession
Remuneration/lack of resources
On the job training

Remuneration/benefits

Formal education/tertiary
Supportive formal learning

Formal learning
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This next example shows the results of a manuahgagkercise that incorporated the
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notes and memos that were made at the time ohtbeview. It provides an example of

the notes made after listening to the tape ofritexview and reviewing the manual

analysis.

Well it's not easy. | mean we, this course |

talked to you about what we're doing with 2
people, we had 50 people apply. We actual
could only get to ten that were in any way

remotely effective, or would be useful. Ther
still a lack of understanding in my view at th
school level of the importance and what yoy

Very focussed upon formal development -
Dbased upon on-the job training and bemoari
ythe lack of available talent - very concerned

the lack of appreciation at the school level -
b'gery emotive about this
elnfluence of school learning

Talent shortage /lack of skills

can get from ... | mean some of these young Relevant skills lacking

XXX that were great XXX on our property,
guys mid thirties.

Lack of awareness in the education system
Cynicism displayed here as was a level of
anger as to the lack of value placed on the
sector and the ability to generate wealth
certain roles are undervalued

After the coding process a memo was created tage@dditional meaning for the

ed
e

=

XX

interviewer. The following memo was created assalt of the coding, which followed

from the interview above:

The CEO spoke at length of the lack of talent aeopfe, especially young people being

prepared to take on a role in his sector and tbi@ise inability to attract people to it, the

inability to pay high salaries. He was aware of ldek of resources and substituted the

advantages of a career path in the organisationtl@dormal development that an

individual could access if they had the potentihere was still a strong emphasis upon

on-the-job training (situated learning experiencas)the primary means by which an

individual learned the role and the managerialskiecessary ... he also displayed anger

at the lack of appreciation of the value the seatluts to the New Zealand economy and

the wealth generation

(he smacked his hand onathe of the chair) ...

spoke

passionately about the inability to pay internaglbncompetitive remuneration in order

to retain top talent ... this impacts upon the laagrif people who may wish to take on a

CEO role and the available talent pool.
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Again, when coding note and memos such as thelmme=dighlighted words, for
example, ‘anger’ or ‘passion’, and similar notatidhat could impact on the
interpretation of the verbal comments or transcrwerds, the meaning and
interpretations of such comments were confirmeti Wie participant. For example,
notes made during the interview emphasised ‘apdeargry’. As a result, the researcher
in the latter stage of the interview queried of plaeticipant that he appeared to be quite
angry about the lacked of recognition the industoeived. He agreed. He also

reiterated his comments stating, “It will be theicty’s loss”.

Glaser and Strauss (1967) stress that as the cpaggesses; care should be taken not to
create too many or too few themes. Using the gteditheory method, it is often found
that too many themes tend to ‘clog’ the systemsidifieé the emergence of higher-level
themes. However, Glaser and Strauss (1967) watnab few categories could pre-empt
or ‘force’ the emergence and conceptualisationgtidr level categories, leading to what
they suggest is a major methodological mistakehibithesis, such problems were
averted by two procedures. First, as proposediay$s and Corbin (1998), properties
were created for each theme. In this way, theroakldecome progressively more
abstract by the incorporation of new propertiethaathan the creation of new themes of
equally low levels of abstraction (Strauss & Corliia98). The second procedure was to
compare the themes generated by open coding frewetly first interview transcript.
Each subsequent datum was coded, and that codsmgomgpared to previously
generated themes. If the elements were found ofdaet of a previously generated
theme, the item was allocated to that theme. elinéw item was conceptually different
from the themes generated previously, a new theasecveated. Glaser and Strauss

(1967) believe that theoretical samplingccurs concurrently with the analysis, then the
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theory is more likely to emerge by itself. Duritngs research project, the integration of
themes occurred as data analysis progressed.ressils the number and integration of

emergent themes did not become a methodologica.iss

Selective Coding

Selective coding involves “examining and collapstges into categories or higher level
concepts” (Schreiber & Stern, 2001, p. 70). Seleaoding involves the delimitation of
codes to those themes that support a core them@nifation occurs in selective coding
when the analyst can see prospects for a theargdpas with the open codes (Glaser,
1978). The other themes are not lost, rather dnegonsidered subordinate to the core
themes. The researcher selects themes thattekiie core themes in order to develop
the grounded theory. Referring to the coding cbanpage 112, one code wasthe-job
training (OJT)and the memo referred to it as part ofghieated learningrocess that
occurred within organisationg\fter taking into account the coding and the memos
together, all the data codedasthe-job training, inductioandwork experienceand

the memos referring to these forms of learningeveembined into the newly created
higher level codsituated learning experiencesSee Figure Eight below that outlines the

process explained above.
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Figure 8: Example of selective coding process

< Situated learning >

A

Work

experienc

Induction

Theoretical Coding

Theoretical coding is the next stage in the cogirmgess and occurs concurrently with
the substantive coding. Theoretical codes emeoge the conceptualisation of
substantive codes and their relationship to edwokr ¢Glaser, 1978). As the substantive
themes became saturated, the researcher then esaiménrelationships and the
characteristics of themes that allow them to rdlathers in some way. The
investigation of the relationships among themés@vn agheoretical codindpecause
the discussion of the relationships between thatiitked themes forms the basis of the
grounded theory being developed (Glaser and Stra063) — that is, the theory is

grounded in the themes, and the themes are groumdleel codes etc.

As the theoretical coding progressed, substantides such asfluence of role models

the presence of maturity and self-awarenasdjnfluence of education systemsre

The New Zealand CEO



Chapter 4: The Research methodology 114

combined to create the codetloé acquisition of leadership constructs in the Qfa(@,
which became a major theme, explaining the devedoprof the perceptions of
leadership of the CEO and of an individual's enaethof the role. As the analysis
became more conceptual, this theme became subduyntied overarching themthe
leadership interpretative schemarl’his theme was identified as providing a thaocaét
explanation for sub-themes and the resultant sstiattural processes. These social
structural processes were identified as havingnfimence on how the participants
believed the CEO role was defined, and its subsgereactment, and on the acquisition

and retention of executive leadership.

In addition to the coding processes, diagrams weveloped via mind-mapping
processes to assist in the identification of thetignships between themes. As these
relationships clarified the mind-maps were fornedign an attempt to show the
relationships more effectively. An example of afi¢hese diagrams is shown in Figure
Nine on page 115. The diagram is one that was letetpduring the analysis process. It
shows how the emergent themes are linked withdhtegt and how this

interrelationship creates perceptions about leagerdVhen a diagram such as this was
completed, the researcher then commenced furthestses of the literature and
secondary data in order to provide deeper explamafor these themes. While the
names of the various themes may have changed dbhergeoretical coding and writing

process, the properties have, of course, stayeshthe.

For example, education becafearningas the research progressed, just as mindset
becamexcitement and commitmentigure Nine on page 115 shows the progress

towards the themes that were initially labelledvaat we say we have to dadwhat we
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are actually doing.The researcher then undertook further relevarthes of the
literature, using such research as a signpostitie gne theory development. This
resulted in the properties of the two thendsat we say we have to dadwhat we
actually do,being identified as, and existing as interpretaighema. The next stage of
the theoretical coding process was, then, to ifjettte specific elements pertaining to
each schema and assign them appropriately. Onee ithiterpretative schemas were
identified further theoretical sampling and anaysas undertaken to confirm the

findings of the analysis.
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Figure 9: A sample of diagramming process condutitealighout the analysis
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Saturation of Categories

Within the grounded theory method, coding wouldticare untilsaturationoccurs, that

is, no new data or no new conceptual informaticavelable to indicate new codes or the
expansion of existing codes (Glaser and Strau&s,; rauss and Corbin, 1998).
Saturation represents a sense of closure, whelalsta fit into existing themes, and
behaviour within the context of the theme can legligted, such that no further data

gathering is required and the theme can be clddettliinson, 1986).

Saturation is reached in any study when any additidata does not contribute to the
generation or clarification of a theme, that isgwhesearch participants appear to be
saying similar things about the same phenomenaeXample, in this case, a minor
theme Jack of leadership developmebgcame saturated very early in the research
project. However, other themes were created wkammming the causes of the
perceivedack of leadership developmestcurring within organisations. The themes,
the lack of resourcesndimpact of SME economwere identified as being linked to this
lack of developmentLack of resourcew/as identified as one of the major causes of the
perceived low levels of leadership developmentgctvhivhen considered in conjunction
with the theme, thenpact of SME economyias deemed to have a negative moderating
influence on many of the emergent themes. Whéedlihemes were not able to be
abstracted to the level of core themes or soctaigsses, in themselves, they did
underpin the findings of the research, and weregdezd by the research participants as

having a moderating influence upon the enactmetiteoCEO role.
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By the time the researcher had completed the asalf40 formal interviews and 20
informal interviews, all obvious themes had becsaterated. That is, no new themes
had appeared, no new properties of the themesapgarent and no new relationships

between themes were forthcoming. Therefore the ¢ésamere “closed”.

Theoretical Memos

As themes and relationships are developed duridopgpthe ideas generated are written
in memos, which lead to abstraction and theorisifigese memos are fundamental to the
generation of theory (Glaser & Strauss, 1967). Jaw of theoretical memos is to aid

the development of ideas and codes. There are fibagures of theoretical memaos, first,
they are written with complete freedom, secondy #ire accumulated, and third, they are

highly “sortable” (Glaser, 1978).

Memo writing and diagramming (Chenitz & SwansorB@;9Glaser, 1978; Glaser &
Strauss, 1967; Strauss & Corbin, 1998) were ongaiagedures through all stages of the
data analysis in this thesis. Glaser (1978) befi¢hat it is important that memos are
written without such constraints such as the négefss good prose. What is more
important was that the idea is recorded. The memawps used as a basis and means to
raise the detailed descriptiontteoreticallevels by facilitating the drawing of
connections between themes, thus abstracting lowderthemes to be re-conceptualised
as, or within higher-order themes (Kan, 2002)addition, guidelines were written for
further data collection; sources of informationttwvare deemed useful were recorded as
they were identified as contributing to the thegenerating process. As the research

progressedheoretical memowere recorded on an ongoing basis, during obsenst
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after conducting an interview, and at any time thatresearcher was reflecting on the

research process.

Memos were as short as a sentence or as long asahwle below. In order to facilitate
the use of theoretical memos the researcher kaijpra (an exercise book) readily
available, and whenever a thought or an idea wasifeed, recorded it in the diary.

Often this was in the form of mind-maps, which liaeleffect of linking ideas and
leading towards another concept or source of infbion. The use of a hand-held
portable computer (PDA) enabled informal conveosetito be recorded, with
permission, easily and unobtrusively, and therengg at a later date. The PDA also
allowed me to make memos and notes quickly. Tesdility ensured that appointments
and diary notes could be synchronised with matenahy main computer on a regular
basis. On other occasions, handwritten notes amlaos were transcribed and entered in
Nvivo and coded them as part of the analysis. ptosedure also resulted in the

retention of memos in situations that under nomrciralmstances may have been lost.

An example of a memo that was written after onéqaarly stimulating interview,

related to the theme die institutionalised schemand the role o$ituated learningn
developing perceptions of the CEO role. The mesmahstrates the thought processes,
the asking of questions and conceptualisation ooguthroughout data analysis and

theory generation.

Many people being interviewed see on-the-job tngiris being a critical part of the
leadership development process within New Zealandinkss organisations. One
respondent stated, “The best learning happensegplth. There appears to be a formula
of 70/20/10: 70% of learning happens on the jol§p 2Gith peers and 10% on courses.
At the same time there was recognition that thenieg was very much an individual
thing rather than a company initiative - it is sesnvery ad hoc if it is done at all. It
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became obvious that many New Zealand organisasioffisr from a lack of resources to
establish the quality of leadership developmengmmes that are needed. There was

also recognition that the most cost-effective whyeaching people their roles was “on
the job”.

After each memo writing exercise, the researcherated on what had been written and

why it was necessary to record a memo such asdthesa This reflective behaviour

resulted in the memos such as the following beregted from the above.

This memo raised questions as to how do we knowéhson involved in learning on-the
job is actually learning the “right stuff’. How mave be sure that the “masters” from
whom the new generation of leaders learn theirf stgtually have the required
knowledge? Are these the skills managerial skither than leadership skills? Are the
universities providing the knowledge required? Hm@am New Zealand organisations find
the resources to establish the programmes thatemaed? What other mechanisms are

in place to enable a high potential individualdarh about the role of being a CEO?

Ideas, questions, tentative answers and considesdtr further sampling were written

as memos throughout the study. For example, e@mnining the above memo and

others written throughout the study the followingmo was written.

There appear to be different views existing ashatvis leadership. Is there a difference
between what is expected of a ‘manager’ in New a&whland by New Zealand? s this
different to what is expected from a ‘leader’?

These examples are representative of the ongoalgsas processes conducted

throughout the research.
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Conclusion

The purpose of this chapter was to outline thegsses that were undertaken in
collecting and analysing the data. Geertz (1988mmends that qualitative research
exercises be accompanied by a full descriptioh@finalytic processes in order to ensure
academic rigour. Therefore it is important that ftamework within which these
processes are conducted is outlined. Through@utigcussion, the researcher has
provided examples of the processes undertakerhangsponses to the various
challenges encountered throughoutdbecurrent data collection and analygigcesses.
Examples of memos and journal note production laee@ovided. Included in the
chapter are examples of the coding processes aridrthation and later saturation of
themes. The purpose of this first part of thaithbas been to outline the challenges
related to the choice of method and the reseachesponses to these challenges. From

this point onwards, the thesis discusses the fgelof the research in full.
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Part II: The findings

Introduction to the findings

The purpose of this section is to provide the readkd a preliminary introduction to the
findings of the thesis and the context within whilsl study took place. In doing so, it
provides a foundation for the two chapters thatuds the findings in detail. As the data
collection and analysis progressed, two major tlsewere identified from the data
analysis that acted to form the substantive thebtlge perceptions of the CEO role. The
reporting of the substantive theory is containeBant 1ll. The themes discussed in this

part of the thesis are:

» The acquisition of leadership constructs within @O role

» Confronting the institutionalised expectations

Figure Ten on the next page provides a diagrammggtiesentation of the data analysis
indicating the major themes that were identified.déscussed in Chapter Four, the
grounded analysis and coding proceeds in a maarassign incidents into themes, these
are then coded to form major themes, the analypicalesses leading to the identification
of the overarching social processes. In this stthidyanalytical processes contributed to
the conceptualisation of two interpretative schertesleadership interpretative schema
andthe institutionalised interpretative schemahese, in turn, led to the identification of
the social structural procesbe CEO role as a social institutipand the social

psychological procesbalancing the tensions and paradoxes
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Figure 10: A diagrammatic representation of thelfings of the study

The overarching social processes:
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The social world of the CEO role
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The acquisition of leadership constructs within tgEO role

The first major theme identified as a result ofgheunded theory analytical processes,
described athe concurrent data collection and analysiaptured the participants’
perceptions as to hotle acquisition of leadership constructs within @O role
transpired. This theme provides an explanatich@forces within the CEO’s context
that are responsible for the formation of a sebqiectations that contribute to the
definition and subsequent enactment of the roleesg, in turn were identified as
influencing the self-selection of individuals t@t@EO role and the retention of capable
individuals within the role.The acquisition of leadership construptevides an
interpretative filter to examine the perceptionsagial processes from an early stage in
an individual’s life and, within the different cants, contribute to the formation of their
knowledge about the CEO role. Acquisition, in tesise, is defined as the self-reflective
process of individuals to take on or fill a CEOerolThe interrelationships between the
CEO and the context in which their role is situateds identified as responsible for
providing a diverse range of learning experiencas fwhich the individual constructed
their understanding about the role. Surfacing ftbendata analysis were statements
highlighting the participantsxcitement and empatfyr the CEO rolethe love of
challengethe importance of a strong self-imagied sense of seH balanced egoand

love forand commitment to peoplée organisation and industryThese sub-themes
contribute to the explainingowandwhyan individual may seek to attain a CEO role and

then choose to remain in that role.

The New Zealand CEO



Part Il: The findings 125

The CEO role and the institutionalised expectations

This section provides an introduction to the thethasencapsulate the nature of the
institutionalised expectations of the CEO roleo the participants, these institutionalised
expectations were perceived as so deeply embelddethey have become as a
convention within their context. The institutioisald expectations were deemed by the
participants to have been formed in part by Newatehs colonial history, and New
Zealanders’ responses to it. The theme also pes\adramework for the CEO
participants’ views about why their potential was always maximised, or why an
individual makes a conscious decision not to asshmeole of a CEO, or subsequently

to leave the role.

To reiterate the point made in Chapter Three, withe grounded theory method, themes
are deemed to be social processes if they invaiaage over time (Fagerhaugh, 1986).
Glaser and Strauss (1967) identified two formsoofad processes. The first is thasic
social structural proces@SSP), for example repression, restriction, or
institutionalisation. The second is thasic social psychological proce@SPP), involve
rejecting, learning and balancing (Schreiber & 15t8001, pp. 75-76). Glaser (1978, p.
102) states that the logical relationship betwéersbcial psychological and social
structural processes is thabasic social structural procestets, makes possible or is the
social structure within which tHeasic social psychological processcurs. The analysis
identified the participants’ interpretations of theeractions, and these were able to be

categorised into three sub-themes. These arelaa$ol
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* The repression of leadershiphis theme explains the social structural proegss

within the external context that cauke repression of leadership

» The restriction of leadership developmefitis theme discusses the social
structural processes that placestriction on the developmeot CEO leadership

within the organisation.

* Rejecting the CEO roleln contrast to the prior two themes, this thergcdbes
the social psychological processes that triggerdjeeting of the CEO role, both

by capable executives and the CEOs themselves.

As the research proceeded, it became evidentitbgiarticipants deemed that the
context, in which their role is situated, has asigant impact on the enactment of their
role. As a result, an overview of this contextasvprovided to provide a frame in which

to situate the major findings of the thesis.

The Research Context

As outlined in Chapter Three, the research ist&@tbithin large organisations in New
Zealand. The country is geographically isolatédased in the lower part of the South
Pacific Ocean, and comprising three main and a eawissmaller islands. These islands
are some of the most recently inhabited by pe@fd@nedy, 2000). This results in the
potential for business activity to be costly, dregaga resultant demand for high-

performing capable leadership as one way to coatrolinimise these costs. However,
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the geographic isolation also contributes to apopulation density, which at August 31,
2008 was 4,276,169 (Stats-NZ), this limiting thegde resources available to large

organisations.

The indigenous people of New Zealand are therdMiwho migrated from Polynesia
approximately one thousand years ago. New Zedhmmdremained virtually isolated
until colonised by Britain just less than two huedlyears ago. Garrison (1998) argues

that:

Experiences such as “war, revolution and coloniglishape the public consciousness in
such a manner they dictate long-chain behavioudsadtitudes which are hard if not

impossible to demolish” (p.42)

These factors, the events and responses to thempkean identified as having a role in
the development of the perceptions of the CEO rBliglich (1996) writes that colonial
immigration occurred in waves as migrants arriygoharily from Britain, to establish
settlements. The legacies of this early immigratiavemouldedhe culture of the
country. Belich (1996) provides one example ofpiheadoxes that this colonial heritage
has created. For example, the 1840’'s gold ruskldped a negative attitude to wealth.
While the gold diggers were initially treated witbntempt and considered a dangerous
breed, this contempt dissipated as their wealthregistributed to the community
through their commercial endeavours. He belielwasthis has created a complex set of

contradictory attitudes to the creation of wealtthin the country

Phillips and Hearn (2008) contend that the makefupe early immigrants to New

Zealand included individuals who were resourceifi determined to make the most of
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the opportunities afforded them in the young colo@ne such group were the early
whalers and sealers who have been identifiediag besponsible for introducing a
strong egalitarian base to New Zealand societyi¢gBel996). This base combined with
the desire of some of the early colonists to estapeestrictive class structures of their
“home country”, Britain, has embedded egalitariengiples deeply within society.

King (2004) has stated that New Zealand was egetas a country that would allow an

individual to achieve wealth and success no maittet their social origins.

As well as having a relatively small population sign New Zealand’s businesses are
also comparatively small in a global sense (Siegidiew-Zealand, 2002). Kennedy
(2000) contends that the focus upon individualish the relatively small size of New
Zealand enterprises has led to a belief that Nealafid business executives have
developed a wide range of generalist skills antitigisirather than the specialist areas of
expertise that may have been demanded and thawthdg have developed in larger
companies. The relative smallness of New Zealagdnisations is considered to have
created implications for the development of CE@rtaln New Zealand. Fujita (1994)
contends that one of the most critical resourcetramts in smaller organisations relates
to the ability to provide developmental opportwestior people. This ability has been
further hindered by the limited level of empiricakearch and resultant published work
examining executive development and the human resdunction in such organisations

(Fujita, 1994; Industry-Regional-Development, 2001)

New Zealand companies in every industry sector baea forced to compete with large

multi-national corporations (Labour-Market-Policygap, 2001). Paradoxically, the

unigue source of competitive advantage for thegarosations is their people.
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Manolova, Brush, Edelman and Greene (2002) arqieathrm’s human capital is one
means by which to compensate for inadequaciesar oésources. Therefore, an
assumption can be made that the limited availgl@iid development of management
and leadership skills in a country such as Newa®whimay be one of the major
constraints on the global success of business isaggaoms (Labour-Market-Policy-
Group, 2001). Consequently, it is considereddhabre innovative, critical and
proactive approach to leadership development idetkas opposed to the approaches

that have been taken in the past (Ger, 1999)

Chetty (2001) contends that many New Zealand osg#oins, in order to meet the
challenges presented by the globalisation procekages entered the international arena
by collaborating with other firms. This has endliieese organisations to accelerate the
internationalisation process and to achieve sugnem®as that may otherwise have been
inaccessible. Collaboration has also allowed tfiess to gain knowledge, skills and
economies of scale at a higher level than woultheaorm (Chetty, 2001). This, in

turn, has created the demand for skilled peopjeeaslly skilled executive leadership.
This demand may not be met if there is not an wtdeding of the factors that either
inhibit or enhance the acquisition and developroétiiat leadership. The next section of
this part of the thesis is Chapter Five reporttherfindings that create the thethe

acquisition of leadership constructs in the CECerol
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Chapter 5: The acquisition of leadership construatsthe CEO role

The CEOs are people who want to learn, who wantnfarove themselves and
learn from their experiences and develop and grdWwey are usually people who
have some level of awareness about themselvesoanthBy want to improve.

A Board Chair participant

Introduction

As discussed in Chapter Two, The Literature Revtee CEO role is an ascribed formal,
executive leadership role. When an individuakisribed the CEO role, they can bring
with them a set of expectations that have beenlojgé from the social interactions that
they have experienced throughout their lifetim@ischapter provides a discussion of
the social interactions that contribute to the tgwaent of the constructs and scripts that
inform the CEO role, especially as an executivddeship role. Analysis of the
interviews identified four key themes that conttéto the creation of leadership
constructs as perceived by the participants. Taesthe following:

* The importance of role models,

* The role of formalised learning,

* The Development of empathy and excitement for th® @ole.

» The importance of reputational capital

The next section of this chapter discusses thiedirhese, the importance of credible role

models in developing insights about the CEO rola|stvsubsequent sections will

provide discussion of the remaining themes.

The New Zealand CEO



Chapter 5: The acquisition of leadership constrinctise CEO role 131

Role models and developing perceptions of the CE®@le

All participants, at some point during the resegmatess, spoke of the importance of
credible role models in the development of indialduas effective CEOs. A role model

within the context of this study is defined as:

a cognitive construction on the part of an indiatuhis cognitive construction based
upon the attributes of people in social roles, Whige observing individual perceives to
be positive and similar to them to some extent desires to increase the perceived

similarity by emulating those attributes (Gibso@02, p. 136).

When asked to reflect on their own careers, thendgwees spoke of how, at vital points
in their lives, and not solely in their busine$s, lthey had the advantage of working with
people they considered to be key role models. Wewevhen they were asked what the
characteristics of these role models were, no onsistent factor was identified.
However, those participants involved with executisaching or human resources were
emphatic about the importance of role models taCB® development process. One
example of the comments received is..those CEOs who have taken part in robust

mentoring and coaching events are generally moceessful than those who don't...”

Furthermore, one retired CEO when reflecting orchiger spoke of how good role

models appear to come about more by good luckliiayood planning:

I've always been lucky, or whether it's part goodmagement or being in the right place
at the right time, to have people around me thag Fespected and in the XXXX situation,

that was very important ... an older man who, | gotwith very, very well. He was
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always able to guide me through some of thoseidaljtbits and pieces and there was

always respect for him.

The role models and mentors were spoken of witkctin, respect and fond memories.

For example:

He taught me to appreciate music, opera and inttcedume to new community activities.
It was not until | became a CEO that | realised hawch networking is conducted at

events such as the symphony and the ballet

These positive relationships were spoken of asvaititig the interviewee to strive for, or
continue in, an executive leadership role. Thegmee of appropriate role models was
deemed by the respondents as imperative to enéograg individual to take on the
role”. The ability to recognise observe how a CEO shaeégt, orf'be in a role”, is
what Mead (1934) has long identified a®ke-takingprocessthat is, a situation where
an individual can imagine how they appear to otireesparticular role. As a result, they
practiserole-taking,enacting the rolen a manner that allows them to become an
accepted member of the group (Mead, 1934; Str{lg§2). Cast (2004) argues that
role-takinginfluences not only how individuals behave withittpeers and colleagues; it
also helps initiate the changes that individuaiseita make to their behaviour to enact

their role.

While the CEOs spoke with enthusiasm about their me models, they also
acknowledged a belief that there was dearth otigesiole models within the business
environment. Comments were made about the ergtwhoimotion of sports stars as
appropriate role models in preference to those tlwbusiness community - this

occurring whenever high achievement is discussadlbysendersthe media or other
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groups in society. However, there was a desirthemart of the participants for role
models to be available from a varied range of asgdilons and sectors. A comment
typical of those received waThere’s XXX, and there’s XXX [both internationafymous

sports stars], there’s many other sporting peopleen you go and you look at people in business,

and who have you got?” ... “None™.

The semi-structured nature of the interview propessided opportunities to ask follow-
up questions about the espoused preference fasstars. The responses of the
participants highlighted the manner in which spetéss are thought to have gained their
fame and subsequent wealth, for example, theirttvaeald fame have been achieved as a
result of their own talent and hard work as oppdedte effort of others. Participants’
reflections highlighted the apparent influence efiNZealand’s colonial history; also the
links to New Zealand’s professed fervour for spakthile there was a consensus view
about the desirability of having a broader crosgise of role models, there was
agreement that little progress had been médke: always go on and on about how we've got
to get some business heroes positioned down attege sporting heroes”.One reason given
for the lack of appropriate role models is that N&saland still does not place a high
value on business, that is, the egalitarian mooesotl necessarily lead to favourable
recognition of those involved in the accumulatiéicanspicuous wealth through
business endeavours. One comment received pegainthe supposed negativity
towards the business environment and specificaltije CEO role, related to the impact

of the New Zealand’s colonial past:

Maybe it's linked to nineteenth century or evereageenth century England, when if you
were a businessman you were looked down upon ligsi€here is an element of that,

like somehow if you are a businessman and you'dlénganoney you are ripping other
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people off. It's funny really, isn’t it? We dostill value (business) people ... however,

there’s an extraordinary fixation on politicians@sportspeople”.

It is noted that the negative perceptions of th©C&le were deemed to have arisen in
part from New Zealand’s colonial heritage. Howegeich perceptions were considered
to be an integral or defining aspect of New Zealswaety. As discussed in the literature
review implicit leadership theory focuses on thalaitions and perceptions ascribed to a
leader by others and how these influence the perdeffectiveness of that leader
(Calder, 1977; Hunt, 1984, Lord & Aditya, 1997; Hoet al., 1978). It was a topic that
many CEOs had not become aware of until they waebkshed in the role. The CEO
participants considered, however, that the majofitye attributions they were aware of,
had originated from their external context, and $laaped how their role was defined and
had influenced how it is subsequently enacted. Mésied for reasons why this
occurred, the relative smallness of the country'sifiess environment surfaced as a

reason.

The interviewees spoke of how the business coatesisted in sustaining the negative
perceptions of the CEO role. The observation Wwastthese negative perceptions were
not as extreme in larger business communitiesegsdte in smaller environments. An
example, provided on more than one occasion, szféa how these negative views arise,
for example, where a CEO through inappropriate \aelg or business failure or self-
promotion, achieved notoriety. Notoriety is whar€EO gains extensive recognition,
usually in an unsavoury or unfavourable manneris fmbtoriety can often obscure the
positive and effective behaviours of other CEOs watedoing a good joh’ Often the
public notoriety renders the day-to-day realitiethe CEO role invisible. Some

respondents blame this situation on the innume@alidications and training resources
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that focus, for example, on the activities of aceCEO. These publications, whilst
often useful, did provide some valuable insightdiie CEOs themselves. Often, it
contributed to the confusion about the CEO rol@e Concern the interviewees had, was
that a book on leadership may only be written bgeaun event or business activity has
resulted in a level of notoriety that may aid salAs a consequence, they believed that
the CEOs or the events profiled were not illustebf strong, capable or genuine CEO
leaders. Consequently, it is a common percephtianléss than desirable characteristics
relevant to the CEO role have been validated. ekample, one retired CEO and board

chair expressed his concern in the following manner

... And | see that people think that leadership, gd-given [attribute] and they don't
need to know about it [learning what leadership iShere is an awful lot written about it
as you know ... and there are all these books oretship such as XXX'’s [an individual
who became famous as a result of a major event badeadership. | haven't looked at

it but | saw him interviewed and | thought “Oh déar

This comment was reinforced by others during tii@imal interviews even to the extent
that the particular book and its author were mestibby other CEOs on several
occasions. Reference was also made to the nurhbegative images of the CEO role
that have emanated from North America and Eurofib,tive interviewees stating that
these did not provide positive representations®fQEO role in New Zealand. The
interviewees were emphatic that such images bitlee If any, resemblance to the reality

of business life in New Zealand.

However, paradoxically, some more experienced Cltse with over 15 years
experience) also spoke of the advantages thatinegate models provide. They

considered that even negative role models canaatiiettiearning process, but provided a
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caveat that their influence was conditional oné¢Hexing available positive role models
that would make reflective and favourable comparsossible. This may, of course,
provide a prospective executive with the opporjutatevaluate the appropriateness or
otherwise of a specific leader’s behaviour. It aB® suggested that the ability for an
individual to critically reflect on positive and gegtive role models was imperative if
learning experiences were to be maximised. Howeley recognised that this ability
was a skill that took time to develop and was al yart of an individual's overall

capability set:

Well the role models in business, if you strucloadgone that was fine, but you have to
have enough “nous” and knowledge and have develapgeaint of view in order to work
out what guy is pretty awful and what guy’s gresatd what the reasons are for the

difference.

What concerned the more experienced CEOs was Hraf talented young people do not
have the opportunity to observe a diversity of &aldip forms and styles. Therefore,
they are never able to compare and contrast tferelit experiences in order to
determine what is appropriate and what is not. €aked outcome is that these younger
executives are unable aaquire[role-taking] appropriate behaviours which mayamte
their effectiveness as a CEO. The make-up and\&reZealand’s business
environment was identified as having an influenceéh@ nature of role models and
therefore the availability of essential developrakakperiences. One retired CEO
reflected on some of the situations that he hadrobd over his lengthy and varied

career:
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I mean, if you think of somebody, a young persamwdrks in the same company for ten
years, he might think that that's the way lifelilee kids who are in a family where it is

dysfunctional and there’s violence, they know mewolife.

He continued to reflect on how often the only bassirole models that are available are
those displaying théheroic” or “slash and burn”forms of leadership, thereby
generatinginappropriate” notoriety for the CEO concerned. Indeed, a statg was
made that these images do not accurately reflealdly-to-day realities of the CEO’s
world. This view was discussed during the informgérviews and it was confirmed that
images occurred repeatedly, contributing to theodisn of reality. As a result,
individuals with the potential to become CEOs hiazé theirviews coloured”, resulting
in conflicting perceptions of how the role shouldnacted. As a result, some CEOs
came to the view that the CEO role was not an gp@ate career option for them. These
opinions were in keeping with the argument of Markad Nurius (1986) who contend
that if an individual does not have a positive vigivhim or herself in a role, then their
potential to undertake that role, their growth degielopment into and within the CEO
role, may be limited. Concern was expressed, foyraer CEO, now a board-chair,
about the ease with which an individual could asstime role in an inappropriate
manner. This was especially so if the individudlmbt have a varied range of role
models, and were not able to engage in reflec@mbiour. Akin (1987) similarly
claims that a person with a misplaced sense ofrsalfole could adapt (role-take) their

behaviour in an inappropriate manner and as atrescbme less effective in that role

(p-40)

In summary, the existence of both positive and tngeole models is perceived to be

important for effective behaviour in the CEO rolhat is of concern to those taking
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part in this research is the scarcity of credildsifive role models in the New Zealand
business community. As the data collection andlyarsawithin this study progressed, the
importance of formal developmental opportunities vekentified as the primary means

by which a CEO learnt or could learn the expeatatiof them in taking on the CEO role.
The next section of this chapter discusses theaafithese formal experiences, and their

role in developing the participants’ perceptionshaf CEO role.

The role of formalised learning

The importance afforded to formal developmentakeemces was identified early in the
research process. This led to a definition ofneay that would provide a frame for the
findings being developed. The researcher turnélde@oncise Oxford Dictionary
(1999) where learning is defined ashe knowledge or skills acquired through
experience or study or by being taught” (Peart8®9). However, the findings
necessitated a broader perspective of the cont&araing. Therefore, Marsick and
Watson’s (2001) definition of formal learning th&tinstitutionally sponsored,
classroom-based and highly structured”, was usHae context-specific nature of this
study decreed that an even broader definition beigeed. Therefore, Hein’s (1991) view
of learning as a highly contextualised social pssdbat focuses on the whole person in
relationship to their environment, as opposedsmgle aspect of the individual or event,
was used in conjunction with the above two defomisi. Within the context of this thesis,
learning is defined as a social activity that cafreodivorced from the whole person as a
learner, what else the learner knows and whatéegr prejudices and fears may be

(Hein, 1991; Lave & Wenger, 1991). Utilising thisbader perspective of learning
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allowed the informal and situated learning expesto be identified. These are
discussed further in Chapter Six. Here, the fafuke chapter is on the formal learning
experiences identified, by the participants, asmtdating their perceptions of the CEO
role. The two modes of formalised learning ameséhoccurring within the school system

and those taking place within the organisatiorifitse

Influence of school learning upon business leadeigh

All the participants spoke positively of the imgorte of their school learning
experiences in developing their affinity for busis@nd executive leadership. One
characteristic of this theme was that in geneptrticipants’ school experiences were
identified as being highly structured and formiahve & Wenger (1991) write that the
school learning environment is based upon thefiibla knowledge and the gaining of
that knowledge can be decontextualised. Thatéssthool environment has been built
on a supposition that learning, and the beliefsatiides of the learner can occur
independently of each other. The approach utilisedis study emphasises that the
school environment and the learning processesrataleito be decontextualised. This is
in keeping with Lave and Wenger’s (1991) argumand| that of Hein (1991), who
contend that the school environment is highly cantdised and that the beliefs and
attitudes of the learner are inseparable fronetheronment within which the learning
takes place. Lave and Wenger (1991) go on to t#tatehe nature and structure of the
school environment creates and sustains a sostébliion in which contextual
influences are unable to be ignored. A typicahgeent resonating with this view is

provided below:
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| went to a private boy’s school and we all haccemform ... didn’t matter what ethnic
group you came from ... you all had to be the sathgou came home to my house we

were totally different ... how we acted, how we spoke

It is not the intention of this study to suppodamparison of education systems, nor to
provide a measure of the quality or effectivendsh@New Zealand education system.
However, the perceptions of the research partitgopased questions about the
effectiveness of the education system in contnilgutd, or supporting the development of

future executive leadership, specifically CEOs:

| think schools can play a much bigger part wherélasre are some good things
happening ... and just thinking about my experiemak r'ow with my son. There are
some things which are fantastic but it is very maidocio-economic thing... and schools

need to do more to break the cycle

When reflecting upon their school experiencesugees invariably spoke of them in
a favourable light. Everyone reminisced about oo had influenced them
positively during their school years. These pwsigncounters providing them with the

motivation to strive harder in their particulardief expertise.

However, voices of caution moderated these posiiews, stating that whilst there were
some opportunities available during their schootmdevelop, for example, a
competitive or entrepreneurial spirit, these wereaiways available to every student. It
was accepted that students with sporting potenta¢ more likely to be provided with
opportunities to exercise competitive drive anteon what being competitive meant in

terms of effort, commitment, success etc.
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When | was at school it was the culture of thd fifteen ... the sports heroes ... they

seem to get everything ... it was not so easy fer sthhdents

There was a consensus that the development of ¢bingeisk-oriented, visionary
leadership behaviours was in many instances agtiietouraged within their school
settings. The rewarding and encouragement of isky conformist behaviours had been
the norm for some interviewees. A female CEO wéwb &ittended a girleinly school
expressed strong views about the less than posifiuences of her school experiences
and education on her career. While she acknowtetige attendance at a single sex
school provided more leadership opportunitfes a woman of her generationthan she
would have had at a co-ed school, she still feltsishool experiences repressed high
potential leadership behaviours. She stated thaewhere haf%een some progress in
the intervening periodthat is, schools have introduced programmespttoatde
students with experiences with a business oriemiagiet an individual is still: .".taught

low risk behaviour and the school environment ereges that ... very little is being done within

the school system that encourages risk behaviour”.

This comment typified several received throughbatgtudy. As stated earlier in this
section, the initial reaction from the majoritytbé participants was that their school
experiences were in the main very positive. Haweafter being asked to reflect on the
good, and the not so good, the forthcoming obsemnasuggested that there were
constraining forces operating at the time. Whéedsvhat they considered the critical
competencies for effective CEOs in the future were participants spoke of the ability
or willingness to take a risk, albeit a calculaé@d considered risk. One CEO spoke of

the need to be able to take risks while at the gameemaintaining key relationships with
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people. These were judged to be vital areas wherparticipants felt thiase learning’
was not being provided early enough in an individude. One CEO explained the

required competencies as follows:

Well, one of them is thinking about people ... alyesttong focus upon people. The
second | think was risk-taking. We have had to takme big risks. The ability to take
risks is critical.

The interviewees, when they were asked to refledtatements such as the one above,
reflected on the risk averse environment and tinstcaints imposed on the development
and nurturing of leadership potential. This, imfwas deemed responsible for creating
negative attitudes of those experiences relatbdsmess and business leadership. One
participant’s reflections [summarised] is repreagwe of those made throughout the

study:

My theory on the education system ... it is fund#ahdmere at XXX our people cover all
sectors and levels in the education system. Adsedncation which provides a deep
level of people development is critical if the nggm@aent development systems are to
work at a later stage ... it is very risk-averse [#ohool system] and does not provide the

necessary skills which are needed in business.

The grounded theory analysis identified that anilingness to take a risk was manifest,
as were the demands for conformity, and the pezddimilure on the part of the school to
nurture a strong competitive spirit. This is a sarhat paradoxical view running counter
to prior comments regarding the supposed compefiéivour in New Zealand for sport.
Some suggested that the perceived lack of entmig@scompetition resulted in a lack
of the “sharp edge or toughnesstonsidered critical for business success. Orsope

referred to it as,rfothaving enough of the mongrel in thenThis was the only
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comment of this nature received during the reseavhen asked to explain what he
meant, he softened the explanatiofthe ability to be tenacious and focussedThe
consensus was that ability of an individual to igpenacity, especially in trying times,
was perceived as an essential attribute of antefeCEO, and that failure to display

such characteristics in turn hindered the effentgs of the CEO.

The analysis of the interview transcripts indicaaacaccord in perceptions and
recollections of the school system suggesting tieng a reasonable reflection of the
New Zealand school setting. The common view wasttie school system could and
should do more to support the development of tépaaid competitive spirit at all levels

and across a wider scope of subject areas, nahjaport.

A senior CEO and board chair, who had experient®ih the business and education
sectors, summarised the views of the participamsearning the interrelationship

between schools and the learning of leadership:

Well, if we are going to do that, we need to famugeadership and we need to take it as
part of the curriculum and start in the secondashaols, focus on it, make a real focus of
it ... and it's about leadership and excellence aoihpetition and winning and all those

things.

Interviewees, spoke of the need for an immediagagé in the way business and
executive leadership is valued if there is to begenuine benefit in the short to medium
term. Business oriented projects, for exampke Bhisiness Enterprise Programme, were
spoken of. However, the consensus was that they na# far-reaching or widespread

enough to ensure efficacy.
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Adding to these comments was an expressed congeut the level of the basic skills,
(for example, the lack of appropriate literacy andherical skills), or are at an
insufficient level for everfront-line’ leadership. The data analysis identified a béhaf
failure to acquire a high level of basic skillsfflbecholastic and personal, early in one’s
life, has a cumulative negative impact on the iitlial’'s potential for leadership in any
sphere, but specifically business. One CEO whaahadg involvement with the New

Zealand education system commented:

When we get into the bowels of our leadership . outdront line leaders, their ability to
write, read, arithmetic, the basic stuff, is reallgally poor and | think that is a reflection

on the New Zealand education system.

Research conducted by Fredrick and Carswell (2084 pffered a similar view stating
that the New Zealand education system has a reggiiyso be more supportive of
business enterprise, if there is to be a sustartadlthy business environment in the
future. They go on to argue that the educatioteayshould be responsible and
accountable for ensuring that the primary skilledesl for enterprise and business
success are inculcated early in an individual’'®ethg. They also contend that the
school system should be “shouldering the respditgitn train our students for
successful and prosperous futures. This meangesteeducation”. The authors
defined enterprise education as the acquisiti@notpreneurial, innovation, business

skills and competencies (Frederick & Carswell, 2GD133).

An observation made by the private-sector respdsdefiected on the need for young

people, no matter what their culture, ethnicitgoonomic background, to leave the
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education system with a positive view of businegsexecutive leadership. This would
enable young people to make informed choices regatdrtiary and/or vocational
education, especially that oriented towards busin@&&e private sector participants’
argument was that for the CEO role to be perceagedn attractive career option, the
value of positive viewpoints, visions and exampmlEbusiness leadership could not be
underestimated. The consensus across all thechgeticipants was that while their
specific schooling experiences were positive aaglgd a significant developmental role
in their career choices, there was potential foevaen greater contribution to be made.
As the analysis progressed, a second channelroffized learning was identified. This
was the learning undertaken in organisations thrdhg provision of executive
development programmes. The next section of thapter outlines the characteristics of

the themeformalised executive leadership programmes andC&® role.

Formal executive leadership programmes and the CEle

Formalised leadership development programmes gnetiexnces were perceived by the
participants as the primary means by which theirements of the CEO role were learnt.
Organisations that provided high level developnpeagrammes were judged to be
leading the way in executive leadership developmantlysis of the interviews

identified a perception that the preparedness afrganisation to send people to offshore
executive development programmes demonstratedga@isation’s commitment to

executive leadership development. One participamment was thus:
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Spending money and putting people on courses.eThers quite a lot of internal
development, so we'd get our own internal developrpeogramme and we’'d go to
North America for a week and mix with other CEOsl dhe various boards and

international execs.

The preparedness to invest money on executive @@weint was judged a significant
contributor in enhancing an executive’s effectiveasnia their role. It was also deemed to
be evidence of an organisation’s long-term thinkifige following two comments typify

those concerning the value of formalised learning:

All XXX’s direct reports, at least every secondtlurd year would go to INSEAD or

Harvard or Stanford ... so we were reasonably pragjues

| have to say that, in terms of the XX companywweee really very farsighted in terms of
executive development ... this would be a genernalisabut about every four years

senior executives would go on a 2-week or montd;ldaevelopment programme.

The consensus was that New Zealand’s geographaticsopresented both advantages
and disadvantages for the provision of developnhepiaortunities. A key disadvantage
was deemed to be the inability of New Zealand dsgdilons to provide high-level
developmental experiences. The principal reasfameaf by the participants was a lack
of resources and the size of organisations rel&bwaternational organisations. These
factors precluded the provision of learning experés at a level deemed essential by the
CEOs for their development. They went on to spdsiut how important it was for the
organisation to motivate people to want to imprthear skills. The formalised
development programmes were one means by whichdhld happen as explained by

one CEO:
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| think there are people who are intrinsically nvatied and there are others [for whom]
you can create an environment where their natuzakls of motivation are enhanced. |
guess that is what you are trying to do when youtipem into some sort of learning
experience, is to lift their level of motivationttee point where they will engage, because

you can't force them.

Across the interviews, there was agreement abeuntportance off-shore executive
development programmes and the ability to keepisgrdpable executives to such
programmes. The CEOs spoke of the personal vialyehiad attained during these
experiences and how they were believed to havstedsn developing the required

capabilities for successful enactment of the CHE. ro

Leadership development, that is, our pure developrpeograms, to build leadership
capabilities. So one is identification and indivéd planning around a group of top talent

and the other is a programme of development oppiti¢s, solutions, and programmes

Experience achieved in the offshore programmespeaived as a fundamental part of
CEO’s development. The executive was better ablmtlerstand the changing
expectations and requirements of the role as & sattendance at such programmes.
This also reduced the negative impact of New Zebdageographic isolation, allowing
the CEOs to gain a more global perspective of tioé#. One individual with over 25

year’s global experience expressed this in thevietig way:

| think the traditional way of developing leadess® send them offshore to an advanced
management programme somewhere. It has its adyesta. one is to meet and work,
the second is to actually give CEOs confidencehsg tan mix it with the best in the
world. Before attending they think, we’re not tigabd because we're at the bottom of
the South Pacific and we're not up to date. Arehtthey realise of course that they,

especially in the generalist sense, that they &egy 0
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The participants indicated that individuals whoageg in critical reflection were better
able to maximise the benefits gained from thesghofle programmes. This occurred as a
result of the comparison of the knowledge gainel tieir existing schemas thereby

providing them with the opportunity to gauge itevance to their role.

The participants were asked to reflect on the giffee between the international and
domestic programmes they had attended. Whilst ithhenediate responses addressed the
value accorded the development of generalist mai@hgapabilities in domestic
programmes, they believed, in contrast, offshoogi@mmes had more of a strategic
visionary focus. When participants were askedfmaped on why this occurred, New
Zealand’s geographic isolation was identified agritacreated the need for the
development of high-level generalist manageridlsskand a preference for professional
and technical abilities that have taken precedereethe development of specialist

leadership skills.

When the interviewees were asked for a more inkdexgplanation, there was a
consensus that for an individual to be considesady for managemettiey must be
proficient in a professional or technical sphenef ts, be considered highly competent in
a generalist sense. When twhy’ question was asked, the preference for technichl a
professional skills, was spoken of as having itseges in New Zealand’s colonial history,
the colonists being in an environment where pebateto beJacks of all Tradesin

order to survive and create a new life. The olzew was made, that even today,
someone who possesses technical expertise at &laajls more likely to be recruited to

an executive leadership role than an individual dbes not:
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Whether they have the ability to move into anofieést in the company, and we think that
they could go into another specialist role. Soyth@ght go into marketing or into XXX

business. Whether they've got the ability to go athigher level management role, or
whether they’ve got the ability to do both, to goamd across. That's how we've defined

potential.

This emphasis on the technical and professiondifigations and competence of an
individual, and their related abilities as a geligrananager, led to a variety of

comments, for example the following:

... and also | think there’s this academic debateuatbwhat does management mean,
and its use of leadership, mean, and | think tluatfused the shit out of everybody, it's

such rubbish.

These comments centred on the differences betwadeiship and management and
specifically on the differing expectations and riegments for role enactment. One CEO

laughingly reported back on one conversation he t@mtmenting:It is still continuing

and | doubt we will get a resolution anytime soon”.

Again the observation was made that the limitedueses of New Zealand organisations
relative to those available globally has resulted concentration on developing people
who have high levels of generalist abilities asaggl to specialist leadership. One
person reflected on their experiences in North Atagwhere there is a supposed
emphasis upofdifferentiating the professional, technical expset from the specialist
leadershiprole” and proactively identifying people who are comsetl to haveliigh
potential for leadership rolesas opposed to those who ahgghly skilled members of a

professional groupor “top flight generalist managers” It was perceived, somewhat
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paradoxically, that the globalisation process i@ng7thened these preferences rather

than diminish them. One CEO, for example stated:

Where you're part of a large global company, thentpeople, who will just provide the
numbers and tick the boxes, manage the policy-siyge So the more they say “yes we
want you just to follow what our requests are, nthese numbers,” the more we are
going to ask how we are going to lead our compatdedo that. Do we want comfort
zones? Do we want really good professionals imetlog do we need people who can

think outside the square and the box?

There was concern expressed by respondents, vilh@epanies are recruiting for
specialist CEO capability, and the expectatiorpnformance is of a generalist
managerial nature, then tensions will be createthidCEO. Participants also believed
that parent companies’ located off-shore from NealZnd are restricted in their ability
to provide high-level formal development programraed that has been particularly
noticeable over the last 10-15 years. One comthahsummarised the overall feeling

was.

There was enormous investment. If | look back fistity, maybe seven years, even ten
years or more, there was huge investment from comp@to people ... but not just in a

leadership role, also preparing them for leaderstafes.

When the that happenedguestion was asked, the participants referrededutioulent
change period of the latter part of the twentiethtary when mergers and acquisitions
and global takeovers resulted in the cancellationany development initiatives. Only
recently, in the first half of the twenty-first dery, has leadership and leadership
development experienced something of a renaissalttere was a sense d@hére is

much catching upto do, especially with regard tthe young ones coming through”
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Concern was expressed about the lack of a longfterspective to leadership
development. This applied to both the availabiityxecutive development programmes
and the fast-tracking of younger capable peoplee doncern is that the current
environment encourages development at a too faate, as expressed by a CEO with

more than twenty years experience:

One of the issues we've had with graduates ovetastecouple of years is that they
expect to get too far too quickly, and unfortunasdme of them do. Some of them have
been given some wonderful opportunities far todyesamd others expect the same sort of
thing, and really they haven't got the maturity yeffill some of the roles that they’'ve

been thrown into.

Appropriately designed formalised programmes wekeidentified means by which the
true realities of an executive leadership role @¢dng conveyed. These need to be
deliberate and structured, to involve long-terrnplag and to ensure tis¢air-casingof
these experiences, one leading naturally to anofarticipants were adamant that
executive development could not be left to theviatdial but should be accepted as an
organisational responsibility. An executive coaghp had previously held an executive
leadership role, when reflecting on some of hiseeences with less than successful

CEOs, commented:

It would be nice if they are [people developing loimher selves] but they're not, so why
don’t we deal with that reality ... they are not piarg, they are not taking responsibility.
Yes there are things that we can try and do to gbem in that direction. But in the
meantime we may as well accept that there is a gag, do what we can to fill it.

Otherwise we are going to pay the price for thailufes as much as they are.
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The identified challenge was to attract, retain dexkelop capable young people to an
executive leadership role. This challenge hasregeven greater because of the smaller
number of graduate programmes that are currentighaded. A situation phrased as
further“decimating the pool’by one participant. Another, reflecting on th@artance

placed on formalised leadership developnigngarlier times,” commented:

Well, | think there are a number of reasons ... if yliink about what was happening
politically, think about what decisions were madeusmd something as simple as
apprenticeships. If | think about what happenegeemlly within a lot of government
organisations, things tightened overnight. No landel you have the room to actually
spend the time and the money growing people. WemItlook at private industry. The

same thing is happening.

Despite this situation, the necessary developmertariences were considered to be at a
level where the individuals were able to develogitpee attributions of the CEO role. As
the data analysis progressed, evidence of the G€laping an excitement and empathy
for the CEO role was identified. The next sectitusses the theme identified as

developing an excitement and empathy for the CH® ro

Developing an excitement an empathy for the CEO rel

The themedeveloping an excitemeshd empathgxamines those characteristics of a
CEO that were perceived as evidence of high lesfedmthusiasm for the role. These
characteristics contributed to the CEO’s abilitgtmtinue within the role. In examining
these characteristics, the value of the sampletstey including direct CEO experience

and those with board experience, and consultansglgl involved with the CEO was
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reinforced at this point in the study. For examplen-CEO participants reflected on their
experience of a CEO who happened to be a participainis research. Comparing these
incidents during the analysis contributed to¢befirmability of the findings (see Chapter

Three, Maintaining the academic rigour).

The interviews during this phase involved a mixtofremotions, initially cynical and
pessimistic, as the individual spoke of the feaid faustrations that the role engendered.
Then faces and conversations were often suddduntyiiated with humour, wry
observations, witticisms and insightful commeritsgeneral, the interviewees’ remarks
revealed agreeable personalities, an enduring €am and empathy for the CEO role,

and commitment to their organisations and the itmgg®ctor they were involved with.

Throughout the interviews, words, suclchallenge commitmentself-awareness,
people excitementmaturity, andadult behaviourwere used by the participants. The
enthusiasm, dedication and willingness to accepthiallenges of the role were on
occasions almost palpable. There were four sumdélecomprising the thengleveloping
an excitemenandempathy They were identified as:

* The presence of maturity and self-awareness

» Developing confidence and commitment to the CE® rol

« The CEO role and the love of challenge

e The importance of reputational capital

Each of these is now dealt with in turn.
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Maturity and self-awareness

As discussed in Chapter Four, one of the tools dsedg the interviews were ‘counter
questions’. For example, the interviewees were@s reflect on a CEO whom they
considered to be effective in his or her role amahment on what the characteristics were
that individual contributed to their effectivenegshey were then asked to reflect on a
less than successful CEO, and to identify the cianatics that contributed to their lack
of success. The observations drawn from the ireres focused on the fact that
effective CEOs were deemed to be more mature asgbps a stronger sense of self than
ineffective CEOs. Utilising the literature as grspost, and as a “mentor”, within this
phase of the study, the researcher turned to thie e¥@ergen (1971) who contends that
there are four essential criteria for assessingetret of an individual's self-awareness.

These criteria are:

1. Anindividual's knowledge of who he or she is; thdentity, and how they grasp
the meaning of their past and their potential ier future.

2. The concern with self-evaluation and the valuenalividual places upon
themselves, establishing their level of self-lond aelf-esteem.

3. A concern about the conflict between the individaradl society and the core
feelings and perceptions an individual has abaushlf or herself that
distinguishes them from others in society.

4. A concern for the restrictions and limitations kmowledge of the self and self-

perceptions can place upon an individual.
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The level at which any one of the above criterigresent is an indicator of the level of
maturity and self-awareness of an individual. §r@nded analysis identified continual
and explicit reference to all of the above througtibe research. The consultant
participants stated that the ability of a CEO tdenstand who they are as a person, where
they come from, and the predispositions createtthéy upbringing and environment,

were of significance. Examples of the environrakfarces that impacted the
development of maturity and self-awareness inclubdedhature of schooling that an
individual had experienced, for example, single-@ego-educational, religious or

secular. One female CEO commented:

| feel that | have achieved what | have becausertwo an all girls school that set very
high expectations ... but this also hindered menagdi ... as many of these expectations
were all form and no substance ... and when yourajebis like these then substance is

important.

Family background, clubs and groups that an indigdd¢had belonged to at different
stages in their life were spoken of as contributmthe development of an individual's
characteristics and leadership potential. Througtie study, participants referred to the
importance of the CEO having the ability to reflentthese experiences and how they
shaped attitudes and behaviours. This awarenestimwdamental to the CEO achieving

the ability to modify their behaviour and styleleadership, if and when necessary.

One CEO spoke of a selection process for a boanoiment that he was being
considered for. Each prospective appointee haddaddergo a process of
psychometric testing. He spoke of how initiallyfalt somewhat insulted that someone

of his experience had to undergo suchiave'sive processind profiling. After a period

The New Zealand CEO



Chapter 5: The acquisition of leadership constrinctise CEO role 156

of reflection he decided to take part in the precdde made the point that it was not until
he had sat on the board that he realised how iamicttiefit of personalities'was to
effective governance. He referred to the expedesca one of the morgrowing ones’

he had experienced in his lengthy career. In aesyuent interview, this incident was
revisited. His perception was that the rigour emeinsiveness of such a process was one
of the more effective development tasks that heumalértaken and that the feedback was
provided in a manner that enabled him to learreatgfeal about himself. He said he was
still in the habit of reflecting back on the fingsmto guide him in his current CEO role.
The former CEOs and board members in the studynadste the point that if the CEO’s
self-awareness was not fully developed, then tliléyaio adapt their behaviour was
hindered, as would be their effectiveness. Onengl@which the researcher observed
whilst attending a staff briefing was that a CEOoider to illustrate a point he was
making, acted a comical role in front of his statfbsequently making the following

comment:“l could not do that unless | was comfortable iresitly own skin”.

Such an observation symbolises the notiorbaldnce”, in the sense that the level of
maturity and self-awareness of the individual Wwakncedn a manner that precluded a
CEO becoming arrogant or indulging in self-aggraedient. Thisalancedoutlook was
evident not only in the CEO’s work environmentyds apparent in all spheres of their
life. A balancedapproach was a quality much admired by those wdre \mvolved in

the study. Often a degree of wonderment was es@dess people spoke of a peer’'s
ability to manage their life in this manner. Thisluded their personal relationships, for
example, friendships and marriage. One commenerbgé board member that typified
those received wa%hen | say successful, truly successful, they ltaigeguite holistic

approach to their particular job, their organisatiptheir role, their life”. An individual’s
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ability to create and sustain strong, long-term iwotted interpersonal relationships was

judged to be an attribute of a mature, self-awarsqn.

When one non-CEO patrticipant was asked to desttrébeharacteristics of a CEO whom
they deemed successful, the wtadult” was used almost instantly. Displays of adult
behaviour based on equality and respect were a&siggeas opposed to parent-child
relationships based on power and authority. Ameecutive search consultant, when

reflecting on a CEO that they had just placedriol@, concurred:

... to be an adult ... | really like that, and | thitilat | would absolutely agree, and
reflecting upon when | first met her, she was athdh. She had a personal discipline.

That's actually something that's very evident in. he

Demonstrating personal disciplineatult behaviour was perceived as contributing to the
creation of positive, inclusive cultures and therfimg of trusting reciprocal

relationships, illustrated by comments such psople have to trust you and believe in you
... if they don’t then you can not do this jobThe observation made by the majority of the
participants was that the diverse and dynamic gomtghin which a CEO operates

demands this.

The analysis suggests that these changing demendstaonly driven by globalisation,
they are also driven by generational factors (Garmr X versus Generation Y) requiring
changes from hierarchical command and control enuiients to more flexible and
autonomous relationships (Hitt, et al., 2002). ©m@ment was quite emphatic about
“the young people asking questions and wantingetpdrt of the decision making procesdHitt

et al., (2002) also states that not only have lia@mging environments necessitated a
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change in the enactment of the CEO role, howelieretare also changing expectations
from organisations with regard to employees’ betiavand performance. One person

described these changing demands in the followiagner:

It is a much more grown-up world and we all hawvéivte in the world and we all have to
be self-managing individuals and we all have te imd work together. It's a much more

grow- up place to work now ... it is about where weeia terms of our maturity.

Gergen (1971) asserts that in order to reconadedmflicting messages received from
their context, an individual constructs meaning iway that supports a set of positive
core feelings and perceptions of themselves. Trhisirn, permits the individual to
develop a set of multiple beliefs about whom andtvithey could become within the

CEO role (Gergen, 1991; Markus, 1977).

The concept dbalanceappeared frequently throughout the analysis irecgfit guises.

For example, it was stated thdtalancing act” is required to ensure that the CEO did
not succumb to negativity or compromise elementbheaif essential self when enacting
their role. The iterative analysis, describedrnounded theory as concurrent theoretical
coding lead to a conclusion that in order to prévele conflict the CEO had to beue

to themselves’ It was perceived that a CEO with a well-devetbpense of maturity and
self-identity has a greater ability h@lancethe conflicting demands as opposed to those
who do not. In addition, those participants whd hald a board position stressed the
importance of the CEQO’s awareness of how their Wehais perceived by others. One
person who had been involved with CEO leadershgy aperiod of 20 years expressed

this:
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The key thing here is you have a self componeybultake away your business acumen
and your capability as a businessperson, it is yatitity with people that is the key ...

business and people, and it is very much to doyuithself.

Markus (1977) contends that an individual's serfslf and their ongoing development
assists them to form a cognitive structure (a se)ebout themselves (a self-schema)
just as they do about any other phenomenon. Awithél’'s self-schema is self-
perpetuating. Once it has been developed, theréeisdency for it to be maintained by
the individuals preconception of what they argppred to accept as being true about
themselves (Markus, 1977). In attempting to pre\ad explanation about how his past

influenced who he is today, one CEO said:

Any blockages that you may have as a result ofriexpes that go right back to
childhood can leave you not quite an integratedspeality as you need to be. This is
then reflected in the way you behave, for examhy, you can be over controlling or

why you cannot trust people.

A common perception or judgement was that effec@ii#®s possessed an awareness of
how their leadership behaviours and style areamibed by forces within their context.
As a result, they are better able to respond taléneands of their context. Failure to do

so results in a less than effective CEO.

One issue that was mentioned repeatedly was tleeiped inability of some CEOs to
transfer their leadership successfully betweencoméext and another. One case in point
was provided by a CEO patrticipant who spoke oflieague (A) who had a very short
tenure in their new organisation. Previously, A baen a successful CEO and he was

recruited for this reason. A’s previous organ@atiad a hierarchical bureaucratic
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culture. The new organisation was a sales-oriemed The political environment and
the industry sector dynamics demanded that the &t his style of leadership rather

than the reverse. The comment made was to thé& poin

He was jealous of these top- line salespeople rgakilot of money because they could
... it's commission driven and they had to be outetlgeing the business. It was like he
didn’t want any salesperson earning more than hife missed the point ... he would
look successful if the business was successful didh#& want them to be seen as bigger

and better as and brighter than him.

When this scenario was raised with other partidgahey were all able to recollect
similar incidents where a lack of self-awarenegy@nted an individual from meeting the
expectation of theirole sendeigroups. As one CEO explainéthe self-awareness, the

knowledge of the self, maturity, and integrity,c@imbine to provide positive and successful

leadership”.

The conclusion reached by the participants involmddis phase of the research was that
being a successful CEO in one context does nosearl guarantee success in another.
They suggested that a combination of self-awarenesirity and ego all had to be in
balanceto ensure the individual could adapt to differgigiations and expectations.
However, when the discussions turned to leadedswplopment, only one CEO spoke

of the inclusion of self-awareness training in tleeganisation’s leadership development
programme and that, in that organisation, devetppinonsciousness of self-awareness
and maturity were an integral part of the programifigis development programme was
dedicated to providing opportunities for peoplexplore their own strengths and
weaknesses and how their personal self-schemasiereetoped and how they influence

their career choices:
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So we had them work specifically with a trainedchsjogist in taking them through a
journey of self. Where were you? Where are youPribhis involved an interview of two
hours and then feedback and then doing some om@m@mvork to deal with those issues

that were holding them back internally.

One successful outcome of this programme was ¢ima¢ participants made the decision
not to follow a career in executive leadershiptheg they chose to focus on a high-level
technical or specialist role. This was deemedcaessful outcome because an aim of the
programme was to ensure an individual’s decisiomewn keeping with their skills,
qualities and intrinsic preferences and enthusiaSeif reflection and awareness were
developed to a level where the individual undestibeir potential for success in an

executive leadership role or they ought to choosalternative career role.

There was recognition that the development of aeireness and maturity supports the
CEO in projecting a confident image and establiglaipositive rapport with people. One
non-CEOQ participant referred to théwmarm, cuddly people; who were able to be
approached without fear. They could engendeetspet at the same time, they were
firm, and not perceived dan easy target’ Again, the wordalancecame to the fore.
Maturity, self-awareness and an understandingeéipectations of a specific context
and the people within it, provided a foundationtfos. One CEO, during his last week

in his then current organisation, reflected ontémire with the comment:

So, building that rapport ... | see that as thegeist challenge in the new role ... When
people say “you know you've done a great job andlyave been effective’, | know | am
doing something to help the company out. Now hawtdit come about? What kind of

activities did | do?
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The analysis identified that opportunities to eregexyreflective practices do not happen
as often as people may think, nor are they a halptocess. One senior CEO provided
an indicator of the views of many, when he saidrdpone of the first interviews
conducted:“You are making me very reflective and it is goodbé able to sit and think about
such things”. Similar comments were made throughout the resetockxample, the
following was received during one of the final miews,“It was good to stop and think
about these kinds of issues ... it doesn’t happgnofean”. These comments were made in
direct response to open-ended questions suchés: do you think that is?r “What do

you think caused that to happen?The comment was made by more than one CEO that
this was the first time they had taken part inuagthat necessitated their stopping and
reflecting upon their own feelings and perceptiabsut the nature of their role. The
CEOs commented that they were familiar with sumesgarch or studies focussing upon
the business operations of the firm, but experigrfie® opportunities to participate in

research that focussed upon how they personallgléeut their role.

It was noted from the comments that unless a ctalgs provided, reflective practices
did not routinely happen. Again, reference waseraubut the importance of robust
feedback processes and the responses receivedsagdtaf positive leadership practices
enhancing critical reflective practices. One exeelwcoach when speaking of CEOs he
worked with statedfew of them have had the required levels of feeklfar them to do their

job properly”.

Leadership was recognised when it was enactedhanel was a perception that people

did respond to positive leadership behaviours whidhirn enhanced mutually beneficial
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relationships. One human resources executive, wédfitting on the behaviour of a

high-performing effective CEO, commented:

... because if you think about all the things hesdo. he’s pleasant, he speaks to them, he
communicates with them ... leadership and commimicat appears to be a very equal

opportunity, egalitarian organisation.

The analysis identified a conviction about the im@ace of the CEO’s ability to
communicate and form healthy reciprocal relatiopshiThis was considered, by the
interviewees, to be attributable to high levelsnaturity, and self-awareness on the part
of the CEO, a situation enhanced by the opportdaigngage in reflective practices, for
exampleftaking the time to sit and have a coffee with songeand bounce ideas off them” or

“need to go for a walk around the block so that gan think through issues”.

In summary, the collective perceptions of the redeparticipants were that an effective
CEO demonstrates high levels of maturity and sghraness, is able to interpret
interactions within their environment and can adbpir behaviour accordingly. In
addition, a failure to operate in this manner igeted to impact on the ability of an
individual to achieve a sufficiently high level@dmmitment and the self-confidence
necessary to ensure the successful enactment afi¢heThe next section of this chapter
examines the outcomes of the coding processefothatd the themeleveloping

confidence and commitment to the CEO role.
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Developing confidence and commitment to the CECerol

This theme includes those factors that contributbé development of self-confidence
and commitment to the role of the CEO. When th©@articipants spoke of colleagues
they admired, they talked of their confidence, cotm@nt, positive self-image and the
strong interpersonal skills. These characteristiese perceived as being fundamental to
a CEO being able to meet the challenges createdrplexity within their context. It
was accepted that if a person has been ascrib&®Da@e, then it is almost certain they
already have a degree of self-assurance and ten&tiwvever, high levels of
commitment do not develop automatically. Ratheas an attribute that develops over
time, becoming stronger as the individual gainseper appreciation of the realities of
the role. For this to be achieved, it is belietleat specific learning experiences have to
be gained or designed to encourage and refinedandoal’s commitment to the role.
These experiences were specifically designed terftise individual's sense of identity,
self-confidence and commitment and were deliveseplaat of the formalised

programmes referred to earlier. One example peaidas:

And each morning we spent time together, the wtmheept of the programme was if
you were a chief executive ... you need to loololieeand you need to act like one. And
what does maturity look like, what does confidepod like? What techniques do you
use? ... When you made a speech he talked to yotnahexe you took your breaths and

so on and so forth.

The rationale behind these activities was the dgweént of an individual’'s awareness of
his or her own strengths and weaknesses, asdmstingr her as a CEO to overcome their
insecurities about essential features of their. réllee phrase used to describe these

experiences was thathey felt the part™:
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Being a chief executive meant that there was somehagic to that ... it's going to
sound a bit pathetic when | say it, but if you watd a room you're somehow part of the
magic of being a leader. People respected yay, khoked at you, you were confident,
you were well dressed, you carried yourself witflestyou were appropriate in your

behaviour and you were a positive sort of person.

It was stressed by research participants thatstimportant these experiences occurred
within a short period of time of an individual coranting their executive leadership
career. It was considered equally important thesé experiences take place in
unthreatening environments if the development bfcamfidence was to be achieved.
The aim was to ‘ease the pressure’, thereby, atigwhe CEO to concentrate more
effectively on other leadership tasks and to dwisio a greater degree of self-assurance.
The CEOs who had the benefit of the constructiedldack, as a result, were adamant
that they were extremely effective in assistingdbeelopment of self-confidence. These
experiences were tough and oftene’s ego was truly kept in check'The CEO who
made this comment then went on to discuss the tapoe of being able to reflect and

critically examiné‘one’s own strengths and weaknesses

So it was quite tough. It sounds gentle, buts wuite a rough process in some ways, to
go through. Because you really had to look hargairself and what the things were
that held you back.

People who had participated in thésmigh” constructive feedback sessions described
them as fundamental to enhancing their abilityatmnalise the personal nature of many
of the negative messages, tensions and paradaesxperienced. Rather than viewing
tensions as constraints, they had become an imdiapke feature of their development

process, and they were viewed as a challengerelibked.
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Just as maturity and self-awareness are considepattant to the effective enactment of
CEO leadership, so are tenacity, confidence, anthutment. The CEO participants
who had benefited from developmental experiences) as those outlined spoke of how
their commitment to the role was enhanced as dtr@$e reflective practices and
feedback were deemed to build the individual’'s catment, a love of the role, and to
develop an excitement for business. The notidmat#nce, again, surfaced as a concept
and it was deemed important that the drive, comemtrand self-schema were all in
balance As described by one CEQAd for me that was about confidence, building my

confidence and my understanding so | could be tamghwarm at the same time”.

There was a consensus that effective chief exexsusiiould have strong personalities,
and that an individual should not be appointed @E® role if they did not. The CEOs
taking part in this study acknowledged the needHsrattribute to be present within him
or her self. However, for the CEO to be effectivéheir role, it was recognised that all
of their personal characteristics had to bealanceso that their drive or self-interest did
not dominate. This applied also to their relatiops with others. Explaining how this

balancemanifested itself, one non-CEO participant obsgrve

| think of these people, and he [a prominent CE®}ar came across to me as the sort of
a person who was there only for ego or power ottjpos it was just that he wanted to

make a difference.

The desire tonake a differenceras approached with zeal and all the participaaiesred

to it at some point in the study. For an individiia make a difference’it was
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acknowledged they should possess high levels afiéssacumen, and be motivated and

committed:

Self-motivation, you've got to have that. But ifi yhink about it, if you're motivated to
learn, then you have the right attitude. The nimgtortant thing in any outfit is to have
people with the right attitude. You lead the wattidng that.

The desire tonake a differencdeveloped from commitment, a positive, can-dduaté,
and high levels of self-esteem. The participar@sevemphatic that this did not imply an
individual was feeding the egobr arrogant. Feeding the ego was seen as a
manifestation of pride and the desire for self-agdrsement, rather than a commitment

to the CEO role.

The desire tanake a differencalso extended to activities outside their orgarteat
perhaps spending time in voluntary activities angisheir skills for charitable purposes,
for example, board membership of non-profit orgainss or community boards. Others
were involved in mentoring young people, both ia lusiness arena, and in the
community. It is noteworthy to state that everyspa involved in the study utilised their
skills and expertise to assist community orgarosatand charitable causes. While they
all expressed a desire to have a greater levalvofuement in activities of this nature,
there was an acceptance that time constraintsuoletlit. The sense of responsibility
and desire tégive something backivas considered to have sprung from an
understanding of how fortunate they were being ttht®ntribute in this manner. Much
of this effort was unseen, and was undertaken witfamfare or public

acknowledgement. Whilst there was recognitiorhilga-profile activities of some
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CEOs were appropriately acknowledged, there wasemeas that other CEOs were

doing“equally good work”,albeit in a less visible manner.

The CEOs spoke of how vital community links and natments were and that they had
to be maintained in spite of how busy a person Wém relationships that developed
from such activities were considered to be highlyprocal as the CEO was abl€'gove
something back’and the ongoing positive feedback and learning rexpees provided
the incentive for the CEQ§ keep going'when thé‘going got rough”. One comment

made by an executive team member about their CE@gdan informal interview was:

| mean he’s been quite open with his family’s iesés and people can sort of identify
with him as he seems very much a family man thasscbout people in New Zealand.
He's very passionate about New Zealand, that's tsatokey thing with him. Very, very

keen in the community, so supportive of anythiagithhappening in New Zealand.

It was deemed important that the enthusiasm foplpethe commitment to their well-
being and the sense of responsibility was not reatatl in a negatively patronising
manner. Rather, it was considered important #lationships materialized as
supportive, team-focused adult relationships. tihdl CEOs spoke of how important

people are to an organisation, as illustrated bydhowing comment:

My view is that the three greatest attributes a jgany has are people, people, and
people. | think that depending on your peoplenhes best way to achieve the goals; |

mean it's a case of “we” rather than “me”.
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The first line of this quote alludes to &bt proverb {t is people, people people)This
was not the only time that a study participant ubéegiphrase in their quest to explain

how important people are to their sucéess

The importance of people and the awareness obtbdhey play, and of their abilities,
was considered an essential factor in every CE®awlistated by all the respondents.
One statement made by a CEO when she was reflextihgr role, the importance of

people, and the need for the CEO to have a visygmanspective, was as follows:

The biggest thing | learnt is that | don’t actuakpow much at all and as the CEO I'm
really just conducting the orchestra. As a leatigrovide a vision and | conduct the
orchestra and all of these people playing the imsgnts are the experts, not me. |
couldn’t do a lot of these jobs, | just couldn’t them and | wouldn’t even try to. But |
can ask them the questions and look at the regnlissay “You're sure you are going to

get the right outcomes from this, given that?

All the CEOs professed a strong commitment to theganisations, their employees, the
wider environment, their family, and most importgmd his or her own integrity.
Commitment was viewed as a fundamental attributesifCEO is to meet and overcome
the challenges that the role presents. The lbeballenge was identified during the
analysis as evolving from the theme, tleelopment of confidence and commitment

The next section of this chapter provides a disouss the theméhe love of challenge

2 The full verse is “if you were to ask me whathie most important thing in the world? | should a@s\weople, people, people.”
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The CEO role and the passion for challenge

The elements of this theme are embedded in thdesstgtement thahe CEO must love
challenge. The strength of conviction conveyed in the emiphatpressions of the
participants’ about the importanceatfallenge If challenge is defined as “a demanding
task or situation” (Pearsall, 1999), then it isdevit from the comments made throughout
the research that everyone flourished in challepgituations, and these resulted in a
high sense of achievement and levels of activitlye grounded theory analysis process
known agheoretical codingdentified that if, there was neither a passian fior an

ability to rise and meet a challenge, the indivichexame conflicted and did not thrive
within the CEO role. The passion for challenge e@sated with the ability to engage in
calculated risk oriented behaviour, summarisedi®as: “I always say to them you need

to take risks, take risks in your jobs, and theamigation should take risks and in fact a leader

will do that”.

To be able to drive the organisation forward, andléntify and assess challenging
situations and meet thefthead on” was considered fundamental. Inherent in this theme
was the combination of the love of challenge amddbsire and ability to drive change.
There was an acknowledgement by the CEOs that soagethe resultant decisions may
lead to a degree of unpopularity for them, but tespite this, they had to ensure the

long-term viability of the organisation:

Leaders aren’t perfect. They won't always be peeygho can tie up all the ends and so
they might piss some people off, but in the engdlithe up there moving the organisation

forward and you've got to find the sorts of people have got the ability to do that.
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When combined with the characteristics discussdatem this chapter, the CEO’s love
of challenge supported his or her ability to tdkerisks required by the role. The ability
to translate these characteristics into behavidatsmet the expectations of all ttude

sendersand move the organisation forward was expresseshbyCEO as:

Freeing up the organisation ... that is a key skilld CEO and | think that is what is so
critically important in this environment ... managitice board, managing the external

stakeholders, that whole quality of communicatadility to sell the organisation.

It was recognised that the challenges resulting) ftomplexity and change required high
energy levels and a spirit tfan do”. This was regarded as essential for success in the
CEO role. However, the importance of managingdisponse to challenge for the
individual not to appear to be aggressive or ovaaihg was also deemed to be important.
The notion obalanceagain appeared as a key concept. In order texaisuch balance,

it was stated again that appropriate developmeuwtalities, constructive feedback, and

appropriate role models and mentors had to beadlaito the CEO on an ongoing basis.

One example of the importance of challenge anderigihg tasks was to the CEO was
expressed in terms of the individual’s ability tmumunicate in a multiplicity of
situations. The challenge was to develop thearpgrsonal skills to an exceptionally
high level, to understand their audience and toifypdigeir inherent behaviours, as and
when required. While enthusiasm and the abilitpdlmmunicate are viewed as
important, so is the ability to moderate one’s véha in such a manner that people are

able to work together for organisational success.
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A good CEO can free up a culture to become a ‘aaincdlture, and that's not easy,
because people are basically cynics and they shgwSne and I'll believe you”, and so
you have to show a consistency of approach, biliteasame time ensure everyone hears

the same message.

The challenge to communicate effectively, and teetig strong interpersonal
relationships, was another attribute that was perdeas essential for an individual to be
effective in the role. The passion for challengmifested itself in a variety of ways,

including CEOs using their skills to mentor anddguyoung, talented, prospective CEOs:

I am working with a young fellow at the moment is ¢iuy has got energy to burn ...he
obviously comes from a very strong family ... hetafoatable about that ... we have this
idea of what it's like to be young and aggressind he’s right in your face, yet he’s got
an empathetic and caring feel about him ... bring tha ... make him less aggressive,

having more empathy, learning, that on the wayugtobecomes very powerful.

The ability to gain and maintain trust was congddundamental to sustaining effective
relationships, a challenge that was relished bghaie involved in the study. The
interviewees were aware that trusting, reciprogitionships will only develop if the
CEO demonstrates behaviours that engender trinstt i, the CEO must possess and
display ethical and moral behaviour in a mannerehancethe reputational capitabf
the organisation. However, these expectationsarenly applicable to individual
relationships; they also include the varied netwdhat the CEO is part of. The next
section of this chapter examines the propertigseotheme, thenportance of

reputational capital.
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The importance of reputational capital

It has been claimed that the reputational capftaharganisation can be enhanced or
diminished by the behaviour of the CEO and how #dyibit and respond to the need for
behavioural complexity (Petrick, Scherer, Brodzin§luinn, & Ainina, 1999). The

ability of a leader ttvalancecomplex and competing demands at consistently lbigs
has been proven to enhance organisational sudg¢ags€( Quinn, 1993). Building on

and complementing the discussion in other therhesstibsection discusses the
importance of reputational capital, in particutae importance of the CEO displaying
ethical and values-based behaviours relevant tothetlocal and global contexts. The
data analysis identified that the personal valdies@EO must be clear, consistent,
unambiguous, and perceived as being of the higi@stlard. Uncompromising
statements were made about the importance of valasesd frameworks being evident in
all aspects of the CEO:s life, not just in busin#ss,extended to their family and
community life. There were equally adamant viewressed relating to the CEO’s
aversion to encountering situations where they wrpected to lower their ethical
standards. If an organisation or industry sectas perceived not to possess a high level
ethical reputation or to exhibit appropriate ethgtandards of behaviour, then a
consequence, as stated by the participants, weuah inability to attract and retain
capable people within the CEO role. At an indiadkevel, such situations would

include the CEO having demands made of them bykb#ters, or government agencies

or the board, that they felt compromised theirgritg.

It was noted with some pride that New Zealand, esuatry and as a business

community, has a reputation for being one of tlastleorrupt in the world, a reputation
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that has acted to enhance the motivation and canenitof the CEOs who took part in
this study and how they conducted themselves indllee This consciousness was

evident throughout the study. One CEO describasd follows:

| think that clarity about objectives and having anternal framework or an ethical
framework or a business model that can underpirisa@t making .... What is your

framework for dealing with people in an organisatir in a business sense?

The presence of values-based behaviours was deetaednt to the effective discharge
of the governance and CEO functions. A common vies that the reputation of an
organisation should not be subject to compromiga@nyone at any level of the
organisation. This uncompromising view was voittedughout the study. It was
acknowledged that historical actions, especialbgéhprior to and during the 1987 share
market crash, have resulted in considerdidel press”. There was a sense of
bemusement on the part of some of the CEOs abelrtly memories of different
groups. This was identified as one of the negd&a&ures of operating in a small
business environment. In response to questiaigrie to ascertain if the situation had
changed, and if not, why not, the following commdytan individual who was an ex-
CEO and now a board-chair, outlined the changestheae transpired as a result of this

bad press:

Well, we have transparency now and | think theasibn is as good as it could be ... and
the work being done in this area should be appldudgoards in New Zealand the good
thing about them compared with, say, the Americadah is that generally the CEO is

not the chair of the board and that's a model timeeficans have found hasn’t worked for

them, of course, with the scandals they have had.
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The current model or perspectives for governanbelisved to have enhanced the
transparency and accountability of boards and GB@sge organisations. Whilst it is
recognised that when operating in a small envirortijraan advantage of the de-facto
scrutiny is that it can serve to keggeople honest; an intense dislike of personal
scrutiny and its destructive effects was expres3d participants hold a view that the
scrutiny must focus on governance, business anddsssoperations and not degenerate

to being a vehicle for personal attacks.

The analysis identified the view that a superiputation enhances an organisation’s
ability to attract people to that organisationepRtations, both bad and good, were
considered to travéh long way” and that a negative reputation could be detrinhémta
the long term health of the organisation. Repomaii capital was stated as being
fundamental to the ability to recruit staff, a viewpressed by an HR executive in the

following manner:

So the organisation has a great deal of miapeople want to come and work for us,
people also want to come and work for (the CEO)wsbre gone out to the market
several times for fairly senior roles ... and we guiails, a lot of them saying how they’d
read so much of what (the CEO) had done, they'dchea much about him and they

really wanted to work for him.

A CEO withmanawas identified as one of the key factors in an oiggion’s ability to

attract and retain competent staff, as the follgvatatement indicates:

3 “Mana” is a Miori word difficult to translate directly into Engh but is a means of conveying notions of integdityarisma and

prestige.

The New Zealand CEO



Chapter 5: The acquisition of leadership constrinctise CEO role 176

Even recruiting a new executive assistant for hegently we had people lining up saying
they’d done a great deal of digging and found ohatsort of person he was and they

wanted to work for him as a person, as well asotiganisation, so that's very important.

Reputational capital at both the personal and asgtanal levels was deemed a positive
feature, not only during recruitment campaigns seldction processes, it was also
identified as assisting in the retention of skilledployees. The opportunity to work for a
company with a high level shanawas identified as an attractor that could be tsed
New Zealand organisations to overcome the limitationposed by the inability to
remunerate CEOs at globally competitive levelse Wordintegrity was often used to
describe an essential CEO attribute. High levkistegrity were deemed to be displayed
by all those CEOs considered to be effective iir tode. The comment made by one

board chair explained it in the following manner:

If you look at AA and you look at BB, for me theyld absolutely fall into the integrity
camp ... it is about the authenticity of what theyd®ming. | think that's another
interesting word. And they're very authentic wittemselves ... and with what's
happening around them. They’re not interestedhether people like them or like what

they’re doing, so image isn’t a driver, it may wad present, but it's not driving them.

Authenticitywas also fundamental to the development of strsagting interpersonal
relationships that are deemed important for effedgadership. If the individual was not
authenticthen establishing trusting interpersonal relatigmsvere not supposed
possible. As discussed earlier in this chapternthtion ofbalanceis considered critical.
Authenticity and persona had to lb@lanced One HR Executive spoke of their
organisation’s purported high reputation in bottwN&ealand and internationally and

referred to it abrand management
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Even HR is responsible for brand management aray st to a lot of HR people and
they look at me blankly. So how do you see branthgenent as an HR function? What
sort of people do we want to recruit? What sorpedple do our customers want to do

business with, and people often miss that link.

The need for all peoples and areas of the orgamstat actively take responsibility for
the ethical reputation of the organisation was comignrecognised by the participants.
However, it was accepted that if the CEO did natllthe quest forsbund ethical
leadership”, then the likelihood of any such quest permedtiniiper through the
organisation was negligible. Reflecting on thosgaaisations that receivénhixed
reviews” about their reputation, the participants iderdifsguations where the CEO had
not ensured that the importance of integrity, aheéne values-based ethical behaviour
had not been accepted throughout all areas ofrgaisation. There was a common
view expressed amongst the interviewees that thuedo act appropriately, for
example, during product recalls, or crisis situaiavould ultimately rebound on the
organisation. A CEQ’s behaviour and his or hereekgitions of their staff were thought
to underpin all aspects of an organisation’s ramuta However, organisational
reputation was also considered to be closely likembuntry reputation. It was a
common view that the smallness of the New Zealarsthess environment would not
only give rise to a higher degree of scrutiny batld also make more readily visible any
inappropriate behaviour. The CEOs spoke of themapce of everyone taking
responsibility to ensure their organisation’s amel¢ountry’s reputations were not

compromised. This was a priority even if:

... it does jeopardise the profitability of Newaland business. It is important because
New Zealand is a very ethical country. Theredgorruption here and we want to make

sure that remains. So in this environment it'sllyeanportant that the world sees that
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public accountability ... So | wouldn’t count it agtremism on either side in this
particular area because | think it's important thaiu safeguard your national ethics and

reputation.

It was accepted that behaving ethically and appatgly may result in a less than
desirable profit in the short-term. Howevar,catch-22” situation was identified. The
perception being that if a CEO seeks to maximisétp(in line with stakeholder
expectations), then this may mean they must belhnaarenanner that compromises their
own personal ethical standards. Furthermorejsfdiscovered they have acted
unethically to ensure profitability, the CEO fatles possibility of criticism, fines and
possibly even imprisonment. Yet if the organisasqrofitability is less than that
expected by the stakeholders, the CEO’s tenuret@arery short. Indeed, one comment
suggested that pressures facing boards were régafibferred to senior managers:

“lowered profitability, even if there is a valid@son and the board is having political pressure

put on it”, implying that it was important that profitabilisfandards were maintainedt

is believed that such dilemmas necessitate the @is8esses high levels of maturity,
self-awareness, commitment if he or she is to fee®fe. The ability to manage
stakeholder expectations and to rise above suckd@nd engage people, create visions
and sustain relationships was considered crucialdiotaining long-term corporate

success. Successful CEOs were deemed to be those:

who can engage people, engage in a visionemstehd what their role is in the
organisation, their objectives in the organisation give them the autonomy and

empowerment, so they can achieve their potential.
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Conclusion

This chapter has provided an examination and dismusf the collective notions
comprising the sub-themes that to contribute teetstdnding an individual's motivation
to take on or acquire the role of the CEO. Indhapter, the sub-themes are drawn
together in a manner that makes it possible tdiiyetheir contributions to synthesising
the major theme that has been labeflexlacquisition of leadershigpnstructs Figure
Eleven provides a diagrammatic summary of the ifledtthemes discussed in this
chapter. Here, the researcher notes the follofumagngs as significant aspects of the
themes contributing to the acquisition of leadgrslunstructs. It is restated that that the
CEO should possess a high level of maturity anfidesééem. In addition, the CEO
should have developed self-awareness, self-cordeand have balancedego that does
not override other facets of the CEO’s personas ithportant that all these factors are in
balanceand are not utilised in a negative sense, bupiositive manner that engenders
mana and credibility. In doing so, the CEO wouwdtmue to build confidence and
knowledge ofwho they are as a personiyho they are as a CEO, and also the impact of
their behaviour on others. Within this major thethe ability to create visions and be
perceived to act in ethical manner while at theesime ensuring the long-term viability
of the organisation is considered to be of ovargdmportance. The enactment of
leadership behaviours within the CEO role is viewsahecessitating high levels of
commitment, combined with a love of challenge dredwill to succeed. In addition to
the sub-themes contained within this chapter, afsgib-themes that contribute to the
formation of institutionalised expectations werentified. The next chapter discusses

the sub- themes that comprise the major them&yonting institutionalised expectations
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Figure 11: A diagrammatic representation of thenties discussed in Chapter Five
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Chapter 6: Confronting institutionalised expectats

| spent months dealing with our select committeseratated matters ... it did not
warrant it ... and so there is a huge cost to peoptkin the organisation ... and
money has to be diverted to the wrong areas.

A CEO reflection

Introduction

The purpose of this chapter is to examine the elenibat constitute the major theme of
confronting institutionalised expectationgVithin the context of this study, the word
institutionalisedis defined “as something that is established@maention within an
organisation or society” (Pearsall, 1999). Theaesh participants perceived the
institutionalised expectations as being deeply efdee within New Zealand society and
extending beyond the boundaries of the businessntomity. One example provided is
the influence of New Zealand’s colonial heritageparticular egalitarianism. This
heritage was referred to by the interviewees aspan integral role in forming the

perceptions of the CEO role.

The chapter offers an explanation about why a CHgadership potential was not always
maximised or an individual did not perceive theerol a CEO as a valid career option, or
subsequently left the role. The iterative grounithetry coding processes identified

three different reactions to the institutionaligegbectations. These are as follows:

* The repression of leadershiphis theme describes and explains the social

structural process that explains tepression of leadershiwithin the CEOs

external context.
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* The restriction of leadershipThis theme relates to the social structural gsees
that were identified as placing a restriction om iacognition and development of

CEO leadership within the organisation.

* The rejecting of the role by the individudh contrast to the prior two themes,
thisrejecting the rolas a social psychological process. This desctibes
reaction of both capable executives and CEOs tprbeesses, paradoxes and
tensions within their context that results in tHeGCproactively choosing an

alternative career option.

The chapter commences with a discussion of thewrgsearticipants’ perceptions of the
role of New Zealand’s colonial heritage in structgrthe institutionalised expectations of

the CEO role.
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The role of New Zealand’s colonial heritage

As the interviews progressed, the researcher seog@isicertain the reasons for the
tensions that were spoken of. The semi-structutedview format permitted the
researcher to return to topics spoken of previoastyuse questions designed to elicit
more comprehensive explanations. When askedhdsg tensions occurred, the
respondents tended to focus on New Zealand’s Earopalonial history, specifically the
egalitarianism and how many of the perceptionsusfriess and executive leadership
have their genesis in this period of time. Paytiois were of the opinion that these
historical origins have fashioned the traditiond beliefs that influence the defining of
the CEO role and its subsequent enactment evée itwenty-first century. It was
considered that this focus has been sustaineduatihef embedded by groups external to
the business community, for example, political aretlia factions. One comment that

typified these responses was:

I mean I'm not a historian but if you go back toyyeople came here. They came to get
away from huge differentials in wealth and the slaystem and it was the land of
opportunity, egalitarianism. You know the storié®or child-hood, the perceived belief

that if you are making money you are making ihatéxpense of other people.

The frequency with which the European colonialdrisivas spoken of led me to the

comments of Gergen and Gergen (1991, p. 206) whized that:

“We enter the present with a sack of history slomgr our shoulders and this weight
shapes our posture ... each of us bring a host éérprees, interests and values that

shape the way the present is understood”.
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“The sack of histofywithin the context of this study was identifieg the participants as
New Zealand’s European colonisation process. $tta perception of all participants
that a considerable number of the tensions andipaea confronting the CEO emanated
from this period. The participants were of then@m that the forces that create these
tensions are unique to New Zealand and have angeami how organisations are led and

business is conducted.

To provide a framework for exploring and describiihgse perceptions, and using the
literature as a guide and mentor (see Chapter T@aryjson’s (1998) “ice-berg model”
was utilised to assist in the portrayal of the kidthfluences of a business culture. The
“ice-berg” model (see Figure 12) is conceptualisetgrms of sections labelled as the
superstructure, waterline and bedrock. It is #drdck that has significance for this
study. Garrison (1998) argues that the bedrodkveloped from the historical, political,
economic and religious forces that exist in a ggcferces that are often indiscernible,

yet have a deep impact upon a society and its éssiculture.

4 For the purposes of this study, forces are defisagthere a person or thing exerts influence orebory or something (Pearsall,
1999).
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Figure 12: The business iceberg model

Business
Culture
Superstructure

— Business behaviours and
work systems

~Theoretical Perspectives~

Business Culture Bedrock

— Economics, politics, religion
social/historical

Source: Adapted from Garrison (1998)

Garrison (1998) suggests that the forces contairtbdthe bedrock provide the
foundation for a specific role within a specificmtext, for example that of the CEO. ltis
the confluence and release of such forces thatibates to thenstitutionalised
expectationshat inform the definition and enactment of theGCiBle and the acquisition
and retention of talented people to the role. @alesm was not the only identified
influence on New Zealand’s business culture. Hawrethere was an overwhelming
consensus on the part of participants that itschegaone of the primary forces that

shapes the preferences, interests and values ofittent business environment.
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Statements made by the more experienced CEOs &t pieis in the role) highlighted
their concern about how negative the perceptions vosvards business, wealth and

power as a result of this colonial legacy:

The whole working class ethic that has pervaded Kealand, the reasons why this
place was settled during the colonial period, tlaeity of opportunity - the reasons why
the early settlers saw it as a land of opportunityyou are a self-made man then you

have somehow achieved the kiwi dream

It was claimed that the tendency to create hemésae models from outside the
business community, especially the attention pagpbrts people ardelf-made men or
women’,is one result of this. The value ascribed tlggsaps by the media and general
public was perceived by the interviewees to bedridgihan that placed on business
leaders. The promoted reason for this is thatsperoes and theelf-madeandividual
are perceived to have achieved their wealth asudt raf their own abilities, hard work,
honest effort or good luck. On the other handirtass people are perceived to attain
their wealth‘off the backs of others™pne participant bemoaning the lack of positive role
models and heroes from the business wdoildhere are they ... the business heroes. We

have sports heroes but heaven help us if a buspggssn makes money or stands out from the

crowd”. One stated outcome of this negativity was theilityabo attract talented people
to executive leadership roles. The analysis o#wndary data confirmed these
perceptions. One statement headlined in the nasdiattery winners gain more respect
than business peoplalas made by the ex-Governor of the Reserve Bankranithen
newly opposition finance spokesperson who clairhatitve have no problem with
someone winning a million dollars on the lotterye went on to state that the country had

great rugby or netball players but resent anyonarga$300,000 before tax, running a
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large business employing hundreds of people (WstR003, p. B1). This was one of a
number of media articles appearing during the plesidhis research project and was

referred to by participants in interviews condualedng the research project.

One CEO spoke fervently about the significancénefrtegativity generated from these

views describing the situation thus:

There is a deep-seated suspicion of business asiddss leaders in New Zealand. It has
its origins in the historical traditions of Kiwi Baeliance. Therefore, there is a deep-
seated cultural perspective to how we understaednibtion of business leadership in
New Zealand.

This cultural perspective was stated to be so gespbedded that despite efforts to
portray CEOs in a positive light, a CEO in New Zeal is deemed to be something of a
Shylockcharacter, having attained his or her positiopafer and/or wealth through
business activities in a manner that exploits gth€@ne comment that illustrates those

that were received during the research was asafsilo

Supposedly, if you're making money you're makiraj the expense of other people. My
world view of this attitude is that it is not cocte | think that we have got an opportunity

in New Zealand to generate more wealth.

When asked why these attitudes prevalil, the regsadentified that rather than
dissipating with time, they have been sustainethbycontinuous waves of working class
immigration to New Zealand that have occurred stheanitial European colonisation.
One example provided was that of the refugees Earope (as occurred after World

War 11), and the Pacific Island peoples, who fowmatk in unskilled occupations in urban
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areas contributed teementing the attitudes in placethe consensus being that there is

little hope of these attitudes changing in the medierm, if ever.

However, the egalitarian preferences were accdptéde respondents as having positive
features. It was also accepted that these po$#tatares have to be retained as they did
assist in ensuring the development of capable bssipeople in what is deemed to be a
resource poor context. One example continuallyigeal throughout the study was
access to education. In New Zealand, all secfssaety were perceived to have equity
of access to educational opportunity, a situatia tay not occur in more stratified
societies. The egalitarian premise that undempavernment policies is seen as a factor
ensuring equal access to health, education andnsedérvices. One CEO who had

international experience extending over some 2@symade the following comment:

It is not as easy for poor people to get to ursitgr you know that from the statistics, but
it's not impossible. When they do get there threysitting right alongside the kids from
the rich homes. If you get your qualifications ama’'re on the job market, then you get
work etc ... you don't have to be fabulously wealthyou can get into decision-making

channels in New Zealand which | think is good.

However, this equity of access was outweighed bgrdiactors within New Zealand.
Throughout the study, every interview, on at less occasion, contained reference to
the tensions imposed as a result ofttlepoppy syndromeThe next section of this
chapter provides a definition and discussion &f #yndrome and its impact on the CEO

role.
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The tall poppy syndrome

One theme that was identified as a result of the aaalysis, early in the coding process,
was reference to thall poppy syndromeThe discussions centred on the powerful
informal social tensions that this syndrome causé&tetall poppy syndromes

perceived as a uniquely Australian and New Zealard (Feather, 1994a). fall

poppyis defined in the Oxford Dictionary of New Zealaa&la “person who has achieved

conspicuous success” (Mouly & Sankaran, 2000).

The phrase tocut down the tall poppy"means to criticise or publicly denigrate those
who stand out from the crowd (Mouly & Sankaran, @20 While the tall poppy
syndromas circulated as a uniquely Australasian phenomeoibrer cultures have their

terms to define those who are highly visible, sash

The nail that sticks out must
be hammered flat

(Japanesererb)

5 A web search via the Google search engine revedlg®0 sources of primarily anecdotal informatishijle a Proquest business
database search at Victoria University of Wellimgboovided 14 citations. This list was reducedrity one citation when the search
was confined to purely scholarly journals. Thésdifgs mirrored those of Mouly & Sankaran (20@@)pse search via the Expanded
Social Sciences, Art & Humanities database at thigdusity of Auckland revealed only one relevariérence, an article published in a

New Zealand practitioner magazine. The levehapieical research examining the topic is almost+eistent.

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 190

The analysis identified that the tetall poppy syndrombad a wider application than
solely to people who were high achievers or hadeseld conspicuous success. Within
the context of this research, the term was usdtidinterviewees to refer to a
phenomenon deemed to be deeply embedded withinAdaland society. The
participants perceived its manifestations to betatconstraining forces not only
impacting the acquisition of talented individualgtie CEO role but also on those

individuals who ultimately enact the role.

Mouly & Sankaran (2002) developed a 2 x 2 framevamkceptualising th&all poppy
syndromeshowing how it operates within organisations ftuence performance
appraisals and peer-rating systems, and also liané pdays in workplace envy. While
Mouly & Sankaran’s (2002) work examined the roleheftall poppy syndromeithin
organisations, this thesis identified that paraaifs recognize it occurring within their
external context as well. The cutting down oftidflepoppywas observed as one of the
key constraints on high-profile risk-styled leadhgpbehaviours. Individuals who
achieved notoriety braising their headsibove the general populace were certain to

attract scrutiny from groups, albeit of a negatiature, outside the organisation.

The New Zealand-born CEOs commented that theytlehan early age that it is not
appropriate to draw attention to oneself in a matimeg may be construed standing out
from the crowd. Two recent migrant CEOs commented that oneeofitst things they
noted was how deeply the egalitarian principlessveenbedded, and also their impact on
all facets of New Zealand life. A similar but @féntly expressed comment from a New

Zealand-born CEO, with top-level, diverse interoiadil experience, referred to New

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 191

Zealand as being: culture where it is NOT OK to stand out; it igpontant to be the same as

everyone.

Thetall poppy syndromes perceived as creating a moderating and constgainfluence
upon CEO leadership behaviours, specifically higifile risk behaviours. However, it
was recognised that it was not solely tdlepoppy syndromethere was something more
pervasive as suggested by a CEO participant whekgetrienced negative publicity in

the immediate past:

The tall poppy syndrome thing is an over simplist&y of describing what happens in
New Zealand. It's not because the tall poppies lagher, there’'s quite a lot more

involved. Yes, we do criticise and we do pull dbwt) there is more to it, much more.

When asked to explain further, he was unable tamokp Whilst this CEO could not
provide further explanatory comment, when askedertkeless, support for this view

was evident in the comments of others:

I think we have to somehow get over this tall pappydrome ... it's a real problem in
New Zealand ... | think there is a cultural thingnas|.

The participants spoke of forces, other than th@oppy syndrome, that were present
but remained at a loss to identify and explain #xachat these forces were. One
comment made with a degree of irritation wasere is something deeply embedded and

inherent in society ... it is not just because otétigpoppy syndrome that a person is criticised or

pulled down”.
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Paradoxically, whilst some interviewees complaiakdut the tall poppy syndrome they
were also critical of their colleagues whom thegsidered did ndplay the gameof
avoiding attention. One CEO, reflecting on theai®g scrutiny being received by some
of her colleagues, made the following commet@h well, there’s the tall poppy
syndrome ... some of them have brought it on theessgbchoing similar comments
made by others. The perception of the intervievug#sat it was the responsibility of the
CEO to manage the tensions within their contextenedfectively. Failure to do so was a

result of:“standing out from the crowd... only having themsgleeblame”.

One CEO [A] spoke of his predecessor [B], who halibdrately maintained a high
public profile, commentinghe has an element of ego and love of the limeélighithese
characteristics were acknowledged as integralabitigividual’s personality and
manifested themselves in a positive manner. Howewaajor concern for A was that
his personal life had come under public scruting assult, something neither he nor his
family wanted. Exploring this issue further, itthene evident that a high level of
maturity and self-awareness enabled A to cope thélsituation. However, he

acknowledged thatoping’ took considerable time and energy to manage afédgt

Reference to th&all poppy syndromwas evident across all the industry sectors in the
study. However, the public sector CEOs considdred had lesktitude for discretion
(Finkelstein & Hambrick, 1996n becoming conspicuous tstanding above the
crowd”. They reported a greater degree of scrutiny andesondtion, should they not
conform to the expectations of their stakeholdeugs. The interviewees said the
dynamics created by thall poppy syndrombad the ability to adversely impact on an

organisation’s ability to conduct business, tou#drigh potential executives, and to
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develop and nurture executive talent within thagmoisations. Capable individuals
were often reluctant to acquire leadership rolestead, choosing alternative career
options. One CEO commented on the number of yausgxutives who preferred to
remain in a third tier role‘They have decided that it is much less stressfdithey can

maintain a quality of life-style without puttingeihheads above the parapet

The long-term effect of thtall poppy syndrome’was judged to be so insidious that the
consensus view was that a major change in socitttaides is necessary if talented
people are to be accepted for whom they are andapgtiely supported. The analysis
identified a consensus that this was a pre-regquisibe nation as a whole, and the
business community specifically, are to realisepibiential of capable people and create
a thriving business community. There was concepnessed by more experienced
CEOs that New Zealand wastuck in the middle”a situation that constrained the

development of successful CEOs, as one particgpguiained:

| think we're beyond the egalitarian stage now are&lcan do one of two things. We can
adopt “everyone’s equal attitude’, put up the trdsieriers, and become an isolated little
pocket in the Pacific Ocean, or we have to get asal embrace globalisation. We're sort

of between the two of them at present.

When discussing the prevalence of thikpoppy syndromenterviewees stated its
presence was felt early in their lives and wouldemdeave. They also acknowledged
that it was an issue that was difficult to deahwitn addition tdhe tall poppy syndrome,
a second phenomenon, identified early in the copingesses, was the relationship

betweerNo 8 fencing wireand the CEO role.
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The relationship between “No 8 fencing wire” and ¢nCEO role

Analysis employing the grounded theory theoretcaling processes identified the
perception within New Zealand that there is amdffifor ingenuity and improvisation.

It is a concept widely referred to @ No 8 fencing wire mentalitfHaving its origins in
the colonial period, the No 8 fencing wire was uedonstruct fencing on New Zealand
farms and then put to a multitude of other useghé twenty-first century\lo 8 wirehas
become a catch phrase for ingenuity, self-sufficyeamd adaptability (Jones, 2001). In a
similar manner to the tall poppy syndrgrttee No 8 fencing wire mentalityas become a
clichéd explanation for particular features of ngeral behaviour: For examplegti it's
the No 8 wire mentalitywas a line used frequently when the participavese asked a

‘why’ question’ during this part of the interview proges

Within the business environment, tRe 8 fencing wire mentalitypanifests itself as an
emphasis being placed on the ability to improvisg @se whatever resources are
available to ensure a job is completed or a pi€éoeachinery made to work. While this
phenomenon was spoken of with fondness as the skilibuted to it are valued, concern
was expressed that other qualities have to be agseland valued, too, if specialist CEO

leadership potential is to be realised. This wasisctly summarised by one person as:

The other thing is recognising leadership. Pe@pkn’t actually recognising leadership
. it is the management versus leadership debate ltha been around for year.,
However, we also have the technical competenaetHi No 8 fencing wire, and there is
still a great deal of it in most organisations atitere are a large number of people

promoted on that No 8 fencing wire basis.
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It is the perception of the research participamis phenomena such as te 8 fencing
wire mentalityandthe tall poppy syndromeave strengthened the institutionalised
expectations of the CEO role. Jones (2001) costdratthe No 8 fencing wirénas
taken on a somewhat mythological presence in @fffiespheres of New Zealand life.
The presence @he No 8 fencing wire mentalibhas grown to a level where it has even
become the subject of art shows and competitidhgre were emphatic cries/pleas to
move away from thiscolonial attitude’ and“No 8 fencing wire mentality’and to ‘get

serious’ about developing specialist executivedestulp skills.

However, a collective note of caution was soundethb participants, who were of the
opinion that the positive aspects of the No 8 fegevire should still be treasured,
especially those factors that allow people to he& tngenuity and find unique solutions
to problems. Interviewees stated that there ia@edor New Zealand idiosyncrasies.
The interviewees also spoke of the related aljditythe Kiwis” to able tg‘fit in”

easily, and improvise and adapt well when they edrik off-shore organisations.
However, there was an equally strong view thatetiern need, not only to develop these
abilities, skills and competencies to an even Higgeel, but also to develop a broader

perspective that values specialist executive |ehieskills.

The prevailing view of those involved, as resegatfticipants, is that there has to be a
change in conventional-thinking that is away fraadership being framed solely within

a traditional managerial structure and byNwe8 fencing wire mentalityrhe comments
identified the view that generalist manageriallskitere ‘great” when we were a
pioneering country and that it is algaeatnow, in the sense that New Zealanders tend to

be multifunctional. It was suggested that thiwlsy New Zealanders always find work
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overseas; however, it was perceived that geneshiits were not always congruent with

the development of specialist CE€adership expertise:

It's the No. 8 fencing wire antishe’ll be right and I'll just get out there, I've done
enough. | mean it's good to have it because itggix@ a degree of confidence that you
can approach problems, become problem solvers.itButot sufficient to suddenly get
stuck in and charge into problems. But at the stme | wouldn’t want to see us get like
some societies where everybody is so channelledtiieg are incapable of doing

anything else. | think there is a happy medium.

The words'she'll be right” are stressed in the above quote, as these words we
emphasised by the participants as being symptowidtie constraint on the enactment
of executive leadership, as affected byNlwe8 fencing wire mentality The words
themselves were used throughout both formal arwirvdl interviews. There was a
perception that the quick fix, tlighe'll be right” attitude has evolved out of thdo 8
fencing wire mentality meaning that if an ingenious quick fix can berfd, theri'she’ll
be right”. In other words, the participants believed that iowmation, rather than
innovation, generated a state of affairs that ¢c@mtare the requirement for specialist

CEO development. Again the ability to findalanceis posed as paramount.

The participants expressed a degree of convidtianthe pride in thBlo 8 fencing wire
mentalityhad become so entrenched that it was difficulbtaceive of a world without it.
The images associated with these attitudes weréoct@ainle and non-threatening. Yet, at
the same time, it was the cause of considerabégrition. The opinion was thisib 8

wire mentality was no longer appropriate, especialiyliealthy business community is

to be sustained: One CEO commented:
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... because it's a do-it-yourself [No8 fencing Wineentality, anyone can do anything in
New Zealand ... we don’t have enough people d.campanies won't pay for expertise
in different areas ... same drivers ... it's in S@me box as a lot of the other things we've

been talking about, it's the do-it-yourself meritali

To the participants, such mindsets are thoughate la repressive influence on the
enactment of CEO leadership and its identificatiod development. When discussing
the power of these two phenomena throughout tleevietvs, it became apparent many
of New Zealand’s developmental experiences existéue light of constraints on
situated learning interactions. It is these irtgoas that support the diffusion of the

forces of phenomena of the tall poppy syndrometh@dNo 8 fencing wire.

The constraints on situated learning

In contrast to formalised learning which is defirssd‘institutionally sponsored,
classroom-based and highly structured” (Marsick &tkihs, 2001)situated learning
occurs as a result of interactions between anishai, an activity and the context and
culture within which it occurs (Lave & Wenger, 199Within the context of this study,
situated learning occurred primarily as a resutirethe-job training.Jonasse(iL994)
defineson-the-job trainingas learning where an individual participates inugee and
realistic tasks that reflect the realities of tivearld. While the interviewees identified
formal learning as a primary means by which thesetqiions of a CEO are transmitted,
the data analysis suggested #atated learningvas the primary means of CEO
development. As a result, questions were includéde interviews in an effort to

ascertain the level and effectiveness of thesatsiliexperiences. Two constraints were
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identified: first, the lack of resources availafdeintensive situated development
programmes, and second, the limited effectivenedgese experiences when they did
occur. One non-CEO participant, who was a boanthinee and had been involved in

executive leadership development, explained ibbevs:

Well, in the corporate world you know the best hitag happens on the job. Let's face it.
What do they say? The 70/20/10: 70% of learningpkas on the job, 20% with peers
and 10% on courses ... So if you think about leageislarning on the job, there’'s a

hang of a lot of that goes on. But the questigrihe experience goes on but are we

learning from it?

This comment sits in contrast with research liteathat indicates situated learning is
believed to be a highly effective and efficient wayrovide contextualised learning
experiences. However, as Densten and Gray (2@digrmd, for situated learning to be
effective, the participants have to practice aitreflection. They go on to state that only
by doing so will a situated experience enable tR®©®o gain a greater understanding of
their environment and make it possible for thermtet the demands of their role. The
non-CEOQ participants acknowledged that the chafldagthe development of situated
learning is to design learning experiences thapstffective learning through critical
reflection. However, the data analysis identifiegton-the-job trainingwas considered

to be ad hoc and task specific as opposed to beiegriented.

An additional element deemed vital to effectiveiaied learning was the ability to
provide a diversity of experiences in order foritigividual to gain an appreciation of
what is appropriate and what is not, what is gaadiwahat is bad, with critical reflection
being at the nucleus of effective situated leariiidgnsten & Gray, 2001). Densten and

Gray (2001) state that it is only by critically lexfting on a diversity of people and
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behaviours in an appropriate learning contextahandividual can generate a depth of

meaning to the situated experience. One CEO suizedahis view as follows:

First, size of New Zealand businesses ... If yoa,\a®sing person, went in and had some
mentors in a larger place and you watched somelmgsiyating ... even if you think,
“how bad is that”, you tend to see how [it shoulel éoone]... The worst leader | ever ran
into was my first manager; he did everything wrohlje used to actually sit around and
be absolutely bemused about how bad he was. Buwids a good lesson ... good and
bad is valuable ... people in small businesses dagabtan opportunity [to see both

perspectives]. The only person they may haveman&ncountered] is the owner.

The relative small size of New Zealand organisatiwas deemed responsible for some
of the difficulty in providing sufficiently robustituated learning experiences, which
would involve executive leaders being able to elepee a diversity of leadership
situations, so that their critical reflective prees could be enhanced. If the only form or
style of behaviour that is observed is inapprogritdten this is the behaviour they will
replicate. One CEO summarised it as follotusthat is where they get their experiences on

how real [inappropriate] leadership is operating it. starts them off and some of them never

recover from that”.

One senior executive, who had undertaken rolesd®#n executive coach and as a

board member, expressed the criticality of suchettiog in the following manner:

Effective leadership is about those people whonldewsm experiences, who don't just
have them ... they learn from them. Many of us bageriences and we repeat the same
thing time and time again because we do not leam ft. Good leaders learn from their
experiences, keep learning and keep stretchingead dropping themselves into stretch

environments.
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The consensus among participants was that whilated learning had the opportunity to
provide challenging experiences, these experiemeeded to be relevant to the context in
which the role was situated, if learning is to bexmmised. One comment that captured

such views was:

So there’s lots of experience and dropping yotnéndeep end, there’s a hang of a lot of
stretch going on given the external environmentre.vee actually stopping and saying
well what am | learning from this, what do | needstop doing, to start doing, that kind

of thing ...that tends to be an individual thing eatkthan a company kind of initiative.

The non-CEO participants spoke of the importancgtoated learning experiences being
planned, designed, evaluated and relevant to edohdual who partakes of them.
When reflecting on their own organisation, one exge felt that the organisation had

relied too heavily on formalised development inf@rence to situated learning:

The fact was that we didn’t move people fast enougle didn't think we had to give
them accelerated job experiences. We thought @ooet sending them on a training
course. HR people were more involved in desigtiaiming courses than they were

thinking about how you make job rotation work ibig company like this.

As discussed in the previous chapter, supportivetong, and role models, are vital to
learning the expectations associated with the G#© rSuch individuals and groups can
act as a catalyst and stimulus for learning, @itieflection and evaluation. However,
the study identified they were not used effectiyélgt all. More commonly, people
voiced that they wer&lropped in at the deep endind left to flounder, and that often,
the enormity of the CEO’s mistakes are realiseg with the passage of time. The
method most commonly used to learn tleg&vsandwhysof doing business was thest

getting out there and doing it method:
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AA started it first. He went overseas, and therdo& BB. BB and | worked together
and then | took one of the engineers with me. THiteynd listen, and you debrief
afterwards and they ask questions and that's hawigarn ... it's particularly important

in places like Japan that you don’t put your faotti They give you a sort of second
chance but you can’t afford to make too many errorsam not talking about making

pricing errors but stepping over the boundariedunally and understanding that when a
Japanese person agrees with you, it might be thatiderstand what you are saying, not

| accept what you say”.

As a result of the above comment, further questizere asked of the participants in an
attempt to identify the issues arising frojust getting out and doing it”. The view was
that the learning period was long and many mistalege made before, for example,
successful contracts with international companiegevgigned. While the benefits of this
experience were passed on to others, it was agsloeess. When the researcher asked,
how, with the benefit of hindsight, organisationsild do things differently, one
interviewee stated that the preferred means wasemveaving of situated and
formalised learning. He went on to state thatéleeteed that his organisation was no
different from many others who were forced ijust getting out and doing #s there was

no other alternative.

Whereas formal learning experiences provided ekexsutvith the theoretical

frameworks of executive leadership behaviour, & wansidered that situated learning
has the potential to provide the practical releval& experiences. The grounded analysis
identified a perception that the education of CEfsuld be based on a series of
proactive relationships between all parties wistteke in the effective enactment of the
CEO role. However, this was not occurring at thesl required to ensure future capable

CEOs. A point made by one retired CEO in this regeas

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 202

Yes, absolutely, it's education. | don't thinkain stand up there and teach somebody to
be a bloody leader; we try ... but we don't educate ar her, nor do they educate

themselves.

The concerns of the research participants couklib@narised as follows. There is not a
co-operative approach to managing the learningefIEO role. In addition, the ability
of some organisations to provide development oppdarés for talented people was
restricted. However, in co-operation with othewugs, there is the potential to ensure an
individual could be given opportunities that theymally would not receive. For others,
it was ensuring that appropriate feedback and megtsystems were in place. For one
group, it was changing attitudes towards execuéadership, allowing it to be perceived
in a more positive light. For yet another, it veaisuring support and constructive
feedback. It was evident that success depend#teasillingness of various parties to
become involved with executive leadership, andtopgerate to provide support and to
initiate action when required. A board chair ddsd one situation where an applicant
did not have the level of skill required for a CEfle at that time. However, the
applicant had strong leadership qualities, anchg wonsidered important that the
organisation provide an opportunity for him to depehis skills so he could be effective

in the future:

And we interviewed a guy the other day, and tostiverise of the head-hunter person,
XXX and | said ‘We'd employ him, this fellow; wewdn't for this job, but we couldn’t

afford to let this guy go past the door becausédnt all these very good qualities. But
he’s a bit raw and would probably be a disastet, teineeds some tuition and mentoring

for a couple or three years.
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Identifying and developing those with the potertilalindertake a CEO role was deemed
imperative. The relative size of the businessrenment and the resultant lack of

resources were seen as constraints for the devetgprhpotential CEOs. Despite this:

When gaps open up ... then give them the opportgite them a job and they do it. And
that's about seeing in people good qualities ofllatt, and all that stuff. In many cases

they are exhibiting very good leadership in thagsithey’ve done.

Indeed, despite the lack of resources, the inteeas believed organisations should be
able to ensure that effective situated learnimpyasided. One strategy judged necessary
to ensure an effective learning experience wasigiirethe implementation of constructive
feedback. The next section of this chapter digsu®e role of feedback in developing

the institutionalised expectations of the CEO role.

The role of feedback in creating perceptions

When discussing critical reflective practices and/they can be encouraged, the
participants stressed the importance of constreidéedback to the process. However,
when the form and structure of feedback mecharvgens discussed more thoroughly, a
somewhat pessimistic view of the process surfaaservations were made that there
was an aversion to the giving and receiving of liee#f, and when it was received it was
primarily negative. The result of the ongoing nagiy was confusion, role ambiguity

and role conflict. Often the feedback focussegensonalities, rather than on issues, and

it was given by groups and individuals who wereggdito be uninformed about the true
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nature of the CEO role. These people often hettean and contradictory expectations

of the CEO as an individual and how they should:etiee role.

As discussed in the literature review, there istéohempirical research focussing on the
expectations that externale sendes have of role incumbents (Bauer & Simmons
2000). As this research progressed, this ladgkoivledge about expectations became
evident within the substantive research environm@atrticipants often spoke of the
conflicting feedback they received. Each sourcieedlback had a seemingly different
perspective and set of opinions regarding the eradtof the CEO role. This, in turn,
constrained the formation of an effective feeddacdk (see Figure 2). There was also
comment about the nature of the upbringing of NealZnders that created an inability

and unwillingness to provide constructive feedback:

...in_ many ways, in that New Zealanders, because uof background, especially
somebody like myself who had a balanced great ydifél we do not have this ability to

actually receive feedback. We were not tough-mindfgd take things too personally.

Such factors were identified as creating a selpgieiating cycle of ineffective feedback.
This in turn, was deemed by the respondents, te imaplications for all groups in the
business environment, not only for CEOs. WhileG@E#s bemoaned the nature of the
feedback received from broader stakeholder grabpg,were even more perturbed at the
apparent reluctance of those involved in the gavera function to partake in productive
two-way feedback situations. One such criticisns waptured as followsyes they are

quite happy to comment about my performance, ama hot just thinking solely about my
organisation, but they are not prepared to be pény open and transparent process regarding

performance especially their own”.
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Participants who had held board and CEO appoinsrexyressed concern about the lack
of transparency regarding the performance of comparctors in New Zealand. The
reluctance, and at times outright refusal, of somelved in the governance function to
participate in effective performance and feedbagskesns troubled the CEOs. A CEO
who led a large multinational organisation and be€n involved in selection processes
for board members expressed the view as folldWwhink most boards and, in some cases,

CEOs within organisations [are reluctant] to revidiaeir own performance and it is almost an

embarrassment factor [within this country]”.

When feedback was received, it was perceived liegbositive constructive elements
were absent, effectively hindering the developnoétiie executive competencies
required. Formalised performance management sgdtatured in all the organisations
that took part in this study. However, the effestiess of such programmes was called

into question, one ex-CEO and current board cloamgenting thus:

They don’t have a higher degree of awareness becthey haven't had the feedback;
they’re not used to that sort of feedback. Andyrafithe boards that they work for in
this country are not used to working with feedbankchanisms and don't feel

comfortable within themselves in giving feedbackRE®s in a constructive manner.

Within a role episode (see Figure 2), the feedlb@af is a two-way process. For many
CEO:s, this process should be constructive andipaditut was perceived as being more
critical than constructive, more negative than fpasi and largely uni-directional. When
reflecting on those CEOs who had experienced diffes, one executive stated that it

was the unwillingness of many senior people to bexmvolved with constructive
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feedback mechanisms that had impeded their pergomath and overall effectiveness

within a role:

The issue with many CEOs and senior executivdsatstiiey think that coaching and
leadership is for somebody else other than him ensdif. They believe they have

reached their position because of their own bnilta.

The absence of robust feedback mechanisms, bottafand informal, was believed to
be one of the major reasons that there was ofteiote and conflict around the role of
the CEO. The CEO participants stated that thianm created a set of differing
expectations and a lack of clarity about CEO pentoice between the CEO and the
board. One participant expressed their view atiosiiack of clarity in the following

manner:

Very clear expectations on the board’s part abob&inthey expect of the chief executive,
the senior team in the business, and that's cargistround the board table ... and the
chief executive is clear about those expectatiorsthe board is also clear about the

support, the resources and the expectations thiaf elxecutives have of them. So it's
about clarity of the relationship and the expedsas they each have ... and I think that's
where it often breaks down.

The inability of such groups to clearly communidieir expectations in an informed
manner was a concern expressed throughout theiewer. Positive, constructive
feedback is integral to any learning experiencd,vaas considered to be especially
important when executive leadership was involviédvas also recognised that without it,
CEO effectiveness may not be maximised, whichrin toay hinder organisational
success. Within the context of this research stilymajority of the feedback received

by CEOs was described as being received from rakelsblder groups, for example the
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media. The next section of this chapter discussesesearch participants’ views with

regard to the role of the media in the developméperceptions of the CEO role.

Role of the media in developing perceptions

Chen and Meindl (1991) contend that meaning istoocted through a number of
different agents in society, one of these beingriedia. They go on to state that the
mediated images of leadership, specifically thdseEOs, feature more prominently

than other images. As a result, these mediategamaf the CEO may become the

reality for the viewer. Giddens (1991) argues these socially constructed realities can
be experienced by an individual in two ways: fiest,external and remote, and second, by
way of entering an individual’s life and becomirgytof the everyday activities of their
life. Itis this latter experience that was idiéed as having relevance for this study. All
the participants taking part in this research reteto the role of the media in

constructing a set of realities pertaining to tl&30ole. While the media is only one of
the agents responsible for creating these realthegparticipants were emphatic in their
statements as to the significance of the roleitipddyed. Of even greater concern to
them was the ease with which these mediated catisina become the reality for

influential groups, for example, politicians.

Giddens (1991) maintains that mediated experieacet® generate a familiarity that may
result in the real object or events having a lesgiete existence than its mediated
representation. When watching or reading or lisgeto any form of media, the

individual uses schematic thinking to provide arfeawithin which to situate the
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particular representation. Graber (1986) contéimalsmedia representations of CEOs
will be interpreted by individuals, who draw upibeir own personal schemas or
frameworks of knowledge in a manner that will eeablem to “fill in gaps” and create
meaning from the mediated images they observes@p.2The perceptions of these
mediated images were identified, as a result ofldta analysis, to as forming a set of
collective constructions about the CEO role. Oxgedenced CEO and board chair was
scathing about these media representations, bai¢hey often showed the business
leader as dictatorial, as The Apprenticeor bullying or weak, something of a fool, as in

the television programniehe Office:

Every time you see a policeman in those Brit thithg chief chap is always the halfwit
and a bully. The Army bloke’s always a halfwit, tihgke running the business, now this
is ageing me a bit, The Placemakers, years andsyago, which was the first git [a
contemptible person], he was as tough as XXXX rff@do well-known prime minister].
Yeah they do, they show them as idiots and thealevesys somebody below them who is
obviously brighter. That is not reality, not reglat all.

The entertainment media were perceived to providevan less accurate representation
of the CEO role than the news media, and the relsgerticipants maintained that the
objective of such media coverage was sales andueverlhere were frequent wry and
cynical reflections that should the everyday rgalitthe CEO be portrayed, it would not
be a profitable venture for the media companiesfei@nce was made to the situation
being exacerbated by how CEOs were portrayed byantleat originated in North
America and to a lesser extent Europe, these patsraot fitting comfortably in the New
Zealand context. There were angry exclamationls agtlt is sensationalism that sells
newspapers; therefore, it is the negative stuff setls and that's what people want to read”

The need to sell newspapers and to ngaa televisiorcontributed to the negative
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images of, for example, CEO leadership behavidilme consequence of these inaccurate
representations was that the mediated portray@aE@ leadership has entered people’s
lives and became their reality as opposed to tealiews of the role. Thus, in the
participants’ view, the true character of the CiB@ has been misunderstood, and the

realities of the role have become confused andemriesented.

Review of the secondary data showed conflictingvgiand representations of business
and executive leadership being expressed on anrmgngasis. When positive statements
did appear, they were often negated by sensatmagative headlines. After the
researcher’s attention was drawn to these comigjcrticles, newspaper archives were
searched. As a result, these media reports wecastied during the informal interview
process, and the interviewees expressed shared kgl regarding the media. Specific
mention was made of the public condemnation of @xex remuneration, and how such

condemnation was viewed as constraining on theitewnt of highly talented people.

The interviewees suggested that one of the consegs®f these negative media
representations was a lowered morale within thgeetad organisation. One person,
working in an organisation that had been acclaiaged great success by the media,
spoke of the after-effects of a lower-than-expeftitghcial performance. While there
were sound business reasons for the reduced phafiplaudits very quickly gave way to

intense and at times vitriolic scrutiny by the naedi

It was hugely damaging in terms of morale. XX® baen held up as kind of a guiding
light ... we were a typical university study onamggations that go through high growth,

very successful, people are really excited, and theddenly bang.... It's like being the
golden child, then it's almost like being a spbilat that suddenly gets reprimanded and

realises the world isn't always going to protect i6o all the emotions that went with
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that...we had staff that weren’t even going out tdigs or drinks or mixing socially,
even to spouse’s work functions ... because theg just sick to death of getting

hammered about what a joke the company Wasy got sick of it

The analysis process conducted as part of the denuthheory method identified the
presence of a professed long-term negative impatiie@corporate health and ultimately
the strategic options available to the organisatidiorale and retention of staff and the
attractiveness of the organisation to prospecta# were all put under threat from the
negative publicity. Often, the overdtirand image” of the organisation was considered
to have suffered, and resources had to be dividedcore business activities to deal
with both media attention and the subsequent meraldems within the organisation.
This in turn reduced the resources available fgawisational development. A typical

comment [summarised] was:

When the adverse publicity confronts you, you havammit a great deal of attention,
energy and resources on the people. They get skgateand low morale can reach
almost epidemic proportions. Phenomenal amountisnef and energy are needed to get
people refocused and re-energised getting therelteve that the organisation can lift its

performance again.

The lowered morale was claimed to have contribtaddwer productivity, and

ultimately to a lowering of business performanc thad the potential to result in further
negative scrutiny by the media. The manifestadicihese forces was the creation of a
downward spiral (see Figure 13 on the next pagh)s spiral was self-perpetuating. One
point made by all those involved in the study Wes the relative size of the New
Zealand business community resulted in higher patgwofile, no matter what area of
endeavour, and this, in turn, led to increased asctiutiny. The respondents claimed

that one consequence is that any anomalous behavidbe part of a CEO, however
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unintentional or innocent, can result in intengeitaay and comment, thereby

maintaining the downward cycle many people spoke of

Figure 13: The downward spiral in the media golifiswl
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One group identified as being more willing to ergagnegative criticism, thereby
perpetuating this inward spiralling cycle, wereshanvolved in the political sphere of
society. The next section of this chapter examihesgole of politicians in developing

perceptions of the CEO role.

The influence of political activity on the CEO rok

Theill-informed nature of the commentary received from the polisphere, and also

the frequency with which it was received, was aceon expressed by all the participants
and was referred to in less than glowing term$ier@ was an acceptance, on the part of
all the public-sector participants, that a Ministéthe Crown, who had a responsibility
for a portfolio or industry sector, had the rightesk questions, and become involved in
dialogue with the CEO, however, the participanispbasis was on the wodiblogue
rather than a publidebate or condemnatiornTheeasewith which any personal dialogue
was perceived to be lost only to be replaced witblip, vitriolic debate caused
considerable disquiet. The most damaging conseggemere considered to be the
negative impact on staff morale and perceived dgveént of constraints on the
enactment of the CEO role. The outcome was thmedtion of a set of forces similar to
those outlined in Figure 13 that acted to constesdership and suppress healthy

business activity.

Comments were made throughout the study aboubtpadt of negative political
scrutiny on business and the CEOs personally.aldost symbiotic relationship

between the politics and the media was believexXist , and then to survive, because
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both groups required sensationalism in order teigeir the media to createewsand,
therefore, maintain revenue, the politicians togmulitical profile and to be re-elected.
Often, this sensationalism took the form of personacism of CEOs and other senior
business leaders. The CEOs involved in this rebe@ere emphatic that it was virtually
impossible for a CEO to become widely known, andfwact calculated risk behaviours,
without incurring some form of comment or attentfosm the political arena.
Comments focussed on the sensationalism arising ‘fromour rather than fact’the
small issues that are oftéslown up” out of all proportion to their seriousness and
“political interference”in business decisions, this in turn focussing uraveed attention
on the business itself. While it was acceptetidtiger groups in society could also be
targeted, when business activity wisthe gun”, the CEO was the prime target,
warranted or not. This created high levels oftfaign, and the comments made by the

participants were cynical and at times angry.

To the participants, one of the more troubling atgpef this situation was that
“parliamentary privilege” was, on occasions, usedupport the more vitriolic attacks.
This left those named under its terms with no resmuThe CEO interviews suggested
that, at times, there were displays of CEO ang#reatvillingness of parliamentarians to
resort to personal attack during parliamentary tieb@he view of the CEO patrticipants
was that there was a greater tendency for persttagks during a pre-election period, a
time when even the most innocent individuals, as®©BEO stated, could become

“cannon fodder”.

The CEO patrticipants considered that this situattas compounded by the three-year

parliamentary term. One CEO complained that imetleee year period, he would, if he
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were lucky, have eighteen months where he waswadnger of becoming a political
football. His public relations team commenced idgalvith issues arising from the
political arena approximately 12-18 months out freech election. One participant

expressed these concerns in the following manner:

The point is that the politician does not know Wketthere is definitely the smell of
something wrong or there could be a perfectly usdedable reason, and so they won't

give anyone the benefit of the doubt for whategason.

Engaging in a public debate, especially with pabins, was considered inequitable by
nature. The emphatic comment made by one persan‘Wasich a debate should occur,
the CEO was bound to loseThe foundation for the CEOs’ belief was the mdrke
difference between the styles of debate in thegmaéntary and corporate contexts. This
was compounded by the necessity for the CEO totaiainommercial and personal
confidentiality, thereby, constraining the indivedlCEO from responding appropriately.
The following comment from a public sector CEO wgscal of those that were
received:“A technical manager cannot debate with a polititighat's the be all and end all of
it".  What he was referring to was the lack of equitguoh a debate. He also expressed
the feeling that it was inappropriate to air dimtyen in public. Again, he did not dispute
the right of a Minister to ask questions, it was émgagement in publiargy bargee’

that he objected to.

Public sector participants spoke more ferventlyudipolitical scrutiny than those in the
private sector. However, the analysis during phiase of the research identified that alll
the CEOs spoke of experiencing some form of negatvutiny. Whether it was a direct

personal attack, or the media being used to fonukebusiness, it was believed to be in
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order ‘for a politician to score points”in a number of cases criticism of their salary or
perceived wealth was experienced. The primaryewonexpressed related to the
overwhelming cost that an organisation was forodddur in responding to these
incidents. Such cost consisted of the followmmpliance with freedom of information
requests, legal expenses, specialist consultaesyaied associated costs associated in
refuting allegations, public relations and commanans. There was no way the
organisation could avoid these costs. As a resistrestricted the resources available
for strategic initiatives, including executive leaship development. When Figure 13
was shown to the participants as part oftb@®retical sampling processelicited the
observation that this spiral accelerated when ti@hmedia and the political spheres

“united as one”,until it becameélike a whirlpool”.

The CEOs were adamant they were not denying theé eigooliticians to ask questions or
to debate issues. It was that the debate hadhiade® on fact and not conducted for
sensationalism, or to score political points. AQDEhose organisation had experienced
considerable negative scrutiny, which he termmadssmentmade the following

comment:

When there are questions of accountability, therar obligation to ask questions and
inquire about it ... there were some questions albimaitbusiness that had to be asked.
And they were asked. So | think that's appropngtether it's justifying after an event

or whatever.

Creating the most concern amongst those takingrptre research was the inability of
others to confine the debate to the relevant issuequently, there was the failute

take a wider view and a readiness to take a chlapfer political gaif. It was when these
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cheap shots were aimed at the CEO, or other sex@mutives on a personal level, that

the most damage was done.

When asked why this happened in the manner ifpgidple referred to the disadvantages
of being d‘tall poppy” in a small business environmét@tanding out from the crowd”
was deemed to place a CEOQ@nglass cage’, and thereby constrain how they enact
their role. A public sector CEO said that theytea very quickly that it was
inappropriate either to draw attention to oneseltp take calculated risks to ensure a
successful business operation. Private sector @Bs also concerned about the level
of personal attack. However, there was a sensgief displayed and sympathy
expressed for their public sector colleagues. private sector CEOs found it difficult
enough dealing with the political environment,diine having to do it as a CEO from
within the public sector. One private sector C&ed there is no way | would choose to

be in their shoes. It is not about money, it'swthibe constant interference that stops you doing

your job”.

The CEOs also spoke of what, at times, was coresidan immeasurable impact on their
personal life and that of their families. Ofterittchildren suffered at school, partners
and spouses in their social networks. Situatioemewdentified where CEOs felt that they
had no option but to withdraw from the role. Sa@teOs spoke of situations where
capable individuals who had the potential for exgeldeadership chose not to take on

the role. All the CEOs taking part in the reseagbke of instances when a highly
talented individual had rejected a CEO or seniecatve role. This was regarded as a
direct result of the potential for scrutiny anchakt. When the CEOs were asked how best

to avoid such situations, the answer waskeep quietkeep your head downi orderto

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 217

minimise fall-out when it does occtignd it will” . As a result;keeping the head
down” meant CEOs often became publicity-shy, reinforatiger earlier comments

about the dearth of appropriatde modelsand the conservative risk environment.

The relative smallness of the business environmvaatagain held responsible. The
higher level of political involvement in the econgimad resulted in legislative changes
that, in turn, created an increasingly litigioustwrte in New Zealand. One non-CEO

participant bemoaned the fact that:

We are becoming more like the USA. Policy decisimve resulted in people becoming
more litigious and results in businesses tryingatiidlress every contingency ... they

become more risk-averse and more unwilling to takg-term risks.

The perceptions were that this situation had seglgnaeteriorated over the previous 10
years, exacerbated by the short-term politicale;yamhd the mixed-member proportional
(MMP) parliamentary representation system. Bothevperceived to encourage short-
term thinking. Thus, it was difficult for a CEO &nlopt a long-term perspective to ensure

the viability of their organisation.

While both the board chairs and the CEOs agreedtbee had to an increasingly speedy
response to change, they considered adequatedairasgond to and implement
government policy to be vital. This was an opiniloat was shared by both public and
private sector participants. The most difficilallenges arose when organisations had to
respond to policy changes that had retrospecteraahts. It was suggested that the
CEOs can be confronted by an ethical dilemma,Xan®le, if they acted to ensure the

long-term health of the organisation, they may hav@ntravene government policy:
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“The rules, for example, all of a sudden, when yeueen operating for many years under a set

of conventions, they've changed and you struggénd it takes time to adapt”.

The CEO patrticipants considered that a consequaiibe close political involvement
with business was that often a CEO was compelleddess alternatives from two
different political perspectives, and to have sgasin situthat would ensure a
successful business, whatever the change in pdiliegtion. For a CEO attempting to
focus upon long-term strategic decisions, this arasof the more difficult issues to deal
with, and it was often one of the most costly fa brganisation. During discussions, a
CEO dropped his shoulders and sigltepist want to get through the election intact”.

It was not that there was anything wrong with higamisation, rather that he was
concerned that any issue, rumour or innuendo woellpdounced upon, and used to make
political capital. All those involved in the studtated, at some stage, that no one was
immune from the point-scoring that occurs. Thaugded theory analysis process
identified three themes that explained the reastionnstitutionalised expectations. The

next section of this chapter provides a discussfdhese themes.

Reactions to the institutionalised pressures

This section of the chapter discusses the soaalgses that explain the reaction to the
forces that were identified as creating the instihalised pressures. These themes are:
» therepressiorof leadership
» therestrictionof leadership

» therejectingof leadership
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Therepressiorandrestrictionof leadershighemes explain the social structural processes
present within the research context. Téjectingof leadership is the social
psychological process that explains the CEO’s iespto theepressiorandrestriction

of leadershipThese three themes are now dealt with in turn.

The repression of leadership

The analysis identified a set of social structprakcesses that impacted upon the
repressiorof executive leadership, specifically that of @€O role. Within the context
of this studyyepressiornis defined as “a force that restrains, preventspits, or
suppresses (a thought, feeling or desire) sotthatbmes or remains unconscious”

(Pearsall, 1999).

When asked to reflect on the issues they had faehtand why they existed, the
participants referred to New Zealand’s geograpotation as being partly responsible
for this. The opinion was that while the geograpbolation has served the country well,
in the past, preventing the country from experieg¢he worst excesses of war,
colonisation and modern globalisation and limitmigration (Kennedy, 2000), one of
the major disadvantages has been the creatiosahawhat insular society. This, in
turn, has aided in the creation of repressive betriactural processes limiting the
enactment of high profile leadership behaviou@ne CEO, with extensive global

experience, summarised it thus:

I think the huge fundamental is size and distane. are a small and remote society and

if we were in the middle of Europe it would be cletgby different. If we were in the
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middle of Asia it would be completely differerftwé were 20 million people instead of 4
million people it would be different. There’s ewedifference between Australia and New
Zealand and that is relative population, and thayénhad different migration patterns ...

size and remoteness ... if it was one or the atlvesuldn’t matterbut we’ve got both”

Some suggested this isolation has served to @adaisiness environment that, at
significant points in time, is deemed to‘oet of touch” with the rest of the world. As
one CEO lamentedNew Zealand wants to be part of the world, bubiginot know the
world”. This CEO then went on to clarify his statemstating that the geographic
isolation does not allova true’ understanding of the realities and complexitiethef

global environment to develop.

The CEOs specifically spoke of the gap betweemehlkties presented by a globalised
world and the traditiondKiwi dream” that existed in thigood old days”. This world
was one where the purpose of benevolent governpadinies was to ensure the well-
being of New Zealand citizens and where"#iei dream” was made possible by high
levels of government regulation and control. Hiigation is now no longer possible.
The participants referred to the freeing up of ntaryeand trade policies that have
resulted in the breaking down of many of the besregeated by distance and regulatory
government controls. Thisse tintedview of the past was still considered importamt fo
a large number of New Zealanders. So much soittas used as a focus for one
political party’s advertising during the 2005 elentcampaign. Views expressed by the
CEO participants were that, at some point, the emess of the shifting paradigms and
the urgency for change had been lost. One suaminement from a New Zealand born

CEO was:
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At some point New Zealanders stopped communicatitn others in the rest of the
world because they didn't like what they heardthsty stopped communicating and they

just sort of kept thinking their own things in N2aaland.

There is a view that the geographic insularityihhgited the development of effective
responses to the need for leadership thinking. dEimgler is that the characteristics
required of an effective CEO are not necessardgétthat are valued nor developed by
the different groups in New Zealand. An examptevjated by one CEO was how the

insularity had imposed a restriction on the abiiityisten to opposing viewpoints:

You know you've got to keep communicating andsealou won't always get your own
things. So you can have these wonderful, strafigsyncratic (and | mean that in the
nicest of ways), different, independent views ybutre not going to get it 100 per cent.
And so what | don't see is the willingness to canpse and to get the best of both

worlds.

Insularity, combined with a preference for egailitaism (as opposed to meritocracy) is
judged to have led to an embedded reluctance tgnése high achievement. One
executive spoke of a business trip he had takésim While there, he had witnessed a
very public celebration thanking the health worker® were involved with the SARS
health crisis. He made a somewhat cynical obgervdtat a similar event would be
highly unlikely to occur in New Zealand, a statetremdorsed by other participants in the
research. The reluctance to acknowledge high pe€is was observed as being an
embedded, endemic, and complex issue. Effectinggshin this area would require a
paradigm shift of some magnitude. This phenomevemalso deemed to extend to an

ingrained lack of respect for authority, power aogition. One CEO who had
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represented New Zealand in international forummany occasions made the following

comment:

The other side of that is that we actually dorckrmowledge achievement, and it's
interesting how we treat the Prime Minister. Wisleameone may not like, or for that
matter dislike, the Prime Minister as a person, féet is when you’re somewhere official

the Prime Minister is the Prime Minister”.

It was not only theepressiorof executive leadership behaviours that concetimed
participants. The forces that generate this repesre believed to infiltrate many facets
of business life. For example, long-term visionaepaviours were stressed as critical.
However, the CEOs believed they were being thwartéhais by conflicting forces

within their context. This extended to a disquegjarding the lack of visionary direction

at a national level:

At the moment | worry about New Zealand not hagingsion. Lack of vision for this
country ... if you do not have that vision and yauem't got leaders who consciously
enunciate it, take a population with them about wwa want to create, this is how we

are going to do it ... it will never happen.

Having a short-term perspective was judged to lhiedrance to planning, not only in the
business sector, but also, for example in theln@all education sectors. A more
cohesive relationship between business and thicabkpheres was deemed essential if
long-term visionary thinking is to occur. The isdas its roots in the problem that:
“there is no one thinking long term. The politicand government policy are focusing

on the next election in 3years, 18 months, or werie
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It was clear from the views that were voiced that‘tose-tinted spectaclefiave to be
removed, and that it was time to commence long-f#@amning for the future. Creating a
long-term focus would enhance the prospect for i@oguand retaining capable executive
leadership. The social structural processes teatethaepression of leadershipere
identified as being deeply embedded, and thatrfgiraprovement to occur, there had to
be a dramatic change in the attitudes of all gronpsjust the politicians and the media.
As one CEO, with experience both in New Zealandiarde United Kingdom,

explained:

Maybe it's linked to nineteenth century or evereageenth century England, when if you
were a businessman you were looked down upon ligsi€here is an element of that,
like somehow if you are a businessman and you'dldnganoney you are ripping other
people off. It's funny really, isn’'t it? We stilbn’t value (business) people ... however,

there’s an extraordinary fixation on politicians@sportspeople”.

The latter comment was typical of many receivedufhout the research. The low level
of trust and value accorded to business in cortinabiat placed on other sectors of the
community, resulted in expressions of frustratiarttee part of the CEOs. When asked
how the situation could change, the consensusheds‘t.. New Zealand culture ... | think

we are generally an accommodating bunch and soracemlating someone else doesn’t require

activity, it requires passivity”.

During thetheoretical sampling processeasterviewees were asked to reflecttba tall
poppy syndromeThese reflections elicited the view that passivé accommodating
behaviours fitted more comfortably with the egai#a mores that encourage people not
to “stand out from the crowd”. The desire to remalftow profile” was stated toesult

from an environment where the enactment of highHpraisk-oriented leadership
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behaviours waactivelydiscouraged. Again, there was mention of théepeace for
generalist, technical and professional managékilié &is opposed to specialist leadership
characteristics. These preferences were consitiete/e their genesis in the
phenomenotthe No 8 Fencing wiradiscussed earlier, with its emphasis on the
individual’s ability to use their ingenuity and gqdability to source innovative solutions

to issues confronting them.

The repression evolving from a small business eowiment

Throughout the discussions, the relative smalloé#ise of the New Zealand business
environment was acknowledged as having an impatiieforming of the perceptions of
the CEO role. The consensus of all the particgeiats that an individual’s actions are
more easily scrutinised in a small environment t#uatl gossip and innuendo can and do
travel a long way rapidly and mistakes become pWltriowledge quickly and are not
easily forgotten and that these events may hindard career options. The more senior
CEOs and all the board chairpersons spoke of hdiwidtuals can and will make
mistakes in their career; and that they would rdbbman if they did not. However, it
was believed that the New Zealand context has forgiving nature and this may result
in an individual gaining a reputation that is diffit to“shake loose” The end result is
that some individuals are precluded from being appd to another CEO role. Even if
they were successful in being appointed to a théy, were often unable to operate
without intense scrutiny and the feeling that esagywas Waiting for you to make

another mistake”
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During one interview, a non-CEO patrticipant repdd@ interaction that they had with a
visiting HR Director, from a USA subsidiary. Thiseclission centred on a possible
recruit for an executive leadership role, an irdlinal not personally known to either of
them. During the conversation, the participant alale to highlight where this individual
had worked, and for whom, and outlined the linkagess variety of situations and
organisations, essentially outlining a work histofjne human resources director was
bemused and commented that he had found this @étsoowledge existed in New
Zealand at a level unknown anywhere else in thédwdile joked that, in New Zealand,
it was not the “six degrees of Kevin Bacon”, buhea the three degrees of anyone,
anywhere in the country. The research particigsasgmment when recounting this was

as follows:

You have people who have very strong views andubecaf the size of the country,
people know people well. So you can have a pothxismv of senior people. So that can

be quite a barrier for some of these people to awee.

Creating a supportive environment where an indaiadan grow and develop and to
learn from mistakes is vital. The current situattveates an environment where even
minor mistakes can haunt the CEO for the restaf ttareer. This has implications for
the development of executive leadership talerask that was acknowledged as not

being accorded a high priority. A comment typigiihose received was:

We have done a very poor job in New Zealand on giagatalent and succession
planning and those related things. So for the tguihat is a real worry and | do worry
because the thing we need more than anything etship. But once we get these

people into these roles we have to be able to st and help them to be successful.
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While respondents stated that there has been at receissance in leadership and
leadership development, they were firm in theinwthat this was too little too late to
meet the immediate needs. The demands made lglotted business environment, and
created by technological advances, resulted irelsgp development lagging behind the
needs and demands for specialist executive leadenisaracteristics. A CEO who had
worked in a diverse range of sectors, and had phdenowledge of both large and small

organisations, described this as:

... an absolute disaster for New Zealand and cdinoes that cultural family, we're out
here to better ourselves and get rid of the oppoesand hostility of the class system. It
was great when we were a pioneering country arsdal5o great now in the sense that
New Zealanders tend to be very multifunctional wiscwhy they are always snapped up
overseas, but it's not good ... when you're runnarg organisation and you need

expertise.

It was acknowledged by the participants that imgeavironment, there are issues of
context that shape a role, and that every CEOda®itk to ensure there iBt” between
them and the role requirements. There was corgnressed throughout this research
about the inability of differentle sendeigroups within the specific context to
comprehend the diversity of the changes confroritiegCEO, and to adapt their
expectations accordingly. The result is a shortdgexecutive leaders, specifically

capable CEOs. One CEO voiced it thus:

Yes, the elements of social issues ... there nedusddoroadening of the skill base ...
and there aren’t that many CEOs just found undeedrand things, especially in New

Zealand.

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 227

There was an acknowledgement that in order to lero#te skill base, a move away from
the strong emphasis on generalist technical shitld,theNo. 8 fencing wire mentalitys
required. Itis suggested that New Zealand hagtome more accepting of specialist
leadership characteristics. There was no questitre participants’ minds that if this

fails to take place, a talent shortage is assured.

The interrelationship between the CEO role and renaration

Everyone involved in this study spoke of the ongalebate in the media and elsewhere
that criticised the supposedly excessive levekxetutive remuneration. Furthermore,
analysis of the data identified that a symbolingigance was attached to the amount of
$100,000, and that anyone earning over this ameastelieved to be excessively
remuneratedThis“magic number’was deemed to bixated upon as a result of
companies in New Zealand required by law to repaployees earning $100,000 or

more in their annual reports.

For example, one front page newspaper article ghddi during the time of the study
focussed on the level of remuneration of a seleaidNew Zealand’s top CEOs, and the
impact of their salary increases on the returrhtoeholders and the cost of the
company’s products to the customer that is; pleeson in the street{Vaughan, 2005, p.
Al). The article did attempt an unbiased view of thea@ssncluding a mention of how
the tall poppy syndromafluences perceptions, and theoeful inequities”when
compared with salaries of CEOs in other countrldswever, the attempt at an impatrtial

discussion was countered by the strong opinionsedoin this and other publications
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ascribing to the view that the salary levels of GE®e exorbitant. This article was used
as a catalyst to generate discussion during tleental interviews. There was an
immediate reaction to the graphic, which had thedkef prominent CEOs superimposed
upon a New Zealand $100 note as a symbol of the,8Q0 per annum salary. The
CEOs taking part in this study acknowledged thielaras factual and stated that such

commentary is not helpful to the debate and doe® tmarm than good.

Both CEO and non-CEO participants were of the \tigat newspaper commentary, such
as this, demonstrated howut of touch”the general public is with the true realitieshod t
role. It was accepted that New Zealand organisatmould not compete with the salaries
paid internationally. However, remuneration padsastill had to be sufficiently
desirable to attract and retain capable CEOs. péhgipants were of the opinion that the
negativity generated by such newspaper commentsey & suppress salary levels
which, in turn, hindered the recruitment and retentf CEOs. The CEOs themselves
were comfortable with the challenges arising freading a large organisation, and with
the sense of satisfaction that can be achievedvekder, it was believed that there came a
point where the situation becamebalanced A balancebetween the demands of the
role and the level of remuneration was vital anolddhit not happen, therfThe salaries

are not worth the hassle ... we cannot compete waitinigs offered in other countries and this

will impact on the recruitment of high potentialopée”.

Some suggested that the lack of balance would edigatforces that act to reinforce the
positive characteristics of the rol&€he potential to achieve a similar level of satitm,

and less negativity in an alternative role or emvinent, acted to repress #ngquisition

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 229

of executive leadership. An executive search dtarsuspoke about the remuneration

iIssues in the following way:

Remuneration is a huge issue in this country. dttountry of four million people and a
small number of large companies; therefore theitgitib pay is limited. But if you don’t

pay global salaries for talent then you're not gpiio get quality candidates.

The participants spoke of the paradoxical situatvbere, despite a deep-seated
‘resentmenttowards wealth and wealth creation which persisty contradictory

situations exist in New Zealand ... everybody wenisake money, yet people that do make

money get ‘pulled down’ or attacked”If the individual has inheritedbtd money”or

“made it” from the land or through personal hard work, idsig small business, (for
example, owner-operators and sportspeople), thegnaie only receiving what they
deserve, while wealth generated by other meansawess acceptable means of wealth

acquisition.

During one informal interview, the discussion fose on how the situation regarding
remuneration is exacerbated if a CEO has a saaey higher than the norm. When
asked to expand on what they meantdXcessively high”they stated that when there
are large salary differentials between levels im@anisation, then the egalitarian
sensibilities come into play. The private sect&xdS were of the opinion that
opportunity existed to create more wealth and magpfor the country. However, these
opportunities areepressedy misinformed, unfair and at times unnecessaefgonal
commentary on an individual’s remuneration andépp®sed wealth. A participant, who
had extensive contacts in the public sector, conieaethat:"You could cut CEO salaries

in half and they would still be considered too highthe majority of people”.
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While there was a common viewpoint about the inapiateness of these attitudes, there
was no agreed view about the most appropriate avegdl with them. Some participants
felt that it was better to ignore the issue ant‘ist on with the job” Others found it
personally offensive, and moved to counter thecesfapon them as individuals, and on
their families, by proactively reducing their pubfirofile in the hope of minimising
criticism. A claimed consequence of reducingrtpablic profile was that there were
fewer role models for young capable individualtidns included leaving the country

for executive roles in international companiegnically, this not only reduced the
personal attacks, they usually obtained an incrieatbeir remuneration. However,
negative commentary is not seen as confined steBEOs; it is believed to include the

remuneration of all those involved in executivedeahip:

It is not just the top few executives who areesifff from the criticism, but | think that if
they are doing well, if they are running the orgaation really well, they deserve to get
well rewarded because they are putting New Zeatamthe line 24 hours a day, 7 days a

week. It is their ultimate responsibility...

The verbatim interview transcriptions were acconmghby memos and notes made
during and immediately after the interview. Theglicate that the comments received
were emotive and it was evident that a majoritparticipants had experienced the
remuneratiorbacklashto a greater or lesser degree. In additiongodpression of
leadershipthe social structural processstriction of leadershipyas identified. The
next section of this chapter discusses this therdaeta impact on executive leadership

and the CEO role.
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The restriction of leadership

Whereas theepression of leadershipeme reflected the forces in the CEO’s external
context, the themeestriction of leadershipgxplains the social structural processes that
place a restriction on the recognition and develamof executive leadership within the
organisation. The definition of the warektrictis “to put a limit on, to keep under

control. Restriction, then, is a limiting conditis or measure/s (Pearsall, 1999).

As discussed previously, the view of the partictpamas that effective CEOs displayed
adult behaviour in their interpersonal relationshiplowever, adult behaviour in
organisations was not always evident. The follgmgomment by a non-CEO participant
aptly describes how the organisational systemgpeancksses embed these structures in

place:

When we go into the workplace there’s a whole burichessages that say to us “You're
not ready to be treated as an adult while you aeehYou are required to clock in and
clock out”.

A preference for conformity was spoken of as stiikting in many organisations, and
while there has been some movement away fromgiteaonformity expected in the
earlier part of the twentieth century, fully autammus and empowered organisations were
considered to be still some time away. Barrieas face restrictions on people within
organisations were still very evident, and commany different forms, with one of the
respondent examples stated a&/e’ll tell you how to dress; we'll give you a wiedbunch of

petty rules that eliminate your ability to make idems”.
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The non-CEO patrticipants spoke of the organisatiorederence for formalised
hierarchical structures that existed, despite mawésam structures. In contrast, the
stated preference of the CEO participants wasimtbased organisations. Bada (2003)
provides the following examples of such changesiaty features such as casual dress
on Fridays, referring to people on a first-namad)asd social activities such as business
sports games. The preference for hierarchicattstres was judged to originate from the
demands of the people within the organisation pg®eed to the wishes of CEOs. One
person, when speaking of the tensions that have ¢pmeerated, described the move to a
less structured environment in the following manrtérdoesn't feel right ... yet it needs to

be more team based. Somehow we are a team-basgld pad | think that influence will come

through more as our ethnic mix changes”.

This was one of the rare references to the potdatiathnicity to change the nature of
workplace environments. Yet when queried, theqrevgho made this comment had no
real explanation for what they meant, other thasatgfsome cultures are more team
focused”. Despite the desire to operate within a less tibreal framework, one that
focuses on empowerment and autonomy, there wasreadf frustration on the part of

the CEOs at the lack of willingness of people watthieir organisations to adapt to this.

When seeking an explanation for these tensiong) apa tall poppy syndromeas
provided as a reason. Tipetty rules” were used as a form of control, placing
restrictions on high-profile, risk-oriented behawi®that may be perceived as alternative
or different. Often, this is so entrenched witbrganisations that the CEOs were

restricted in making the necessary changes:
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There’s such a whole lot of organisational messdlyasyou get that tell you to conform,
and tell you not to stick your head out, and nalddn most organisations there will be
people who stuck their head out and had it loppiédaied those legends travel a long

way.

Participants expressed a sense of resignatiomes,tabout these restrictive forces as
they were deemed difficult if not impossible to sga. The grounded theory analysis
processes identified a perceived partiality fohHigvel technical and professional skills
as opposed to specialist leadership characteristies perception was that the CEO role
has been, and still is assessed on the level loitgad or professional expertise of the

individual. One comment that summarised this wexs:

And professional people who are very good at tjofirspecialities, and you might find
that lots of professional service type people, femtountants, lawyers, whatever, they're
stunning at their speciality. In the past we'vedighat stunningness and said that's

leadership potential and promoted accordingly.

The consequence of this has been the restrictidheodevelopment of specialist
leadership talent. Recurring throughout the reteans the concern that leadership
behaviours are not always recognised as such ahthtk has created a restriction on the
development of individuals from different ethniegiand backgrounds. Hence, the CEO
population is essentially a homogenous one. Wthigse is awareness that the
heterogeneity of the CEO population may/shoulceotfihe heterogeneity of society, it is
also acknowledged that this involves change, aadgdinvolves risk, and risk is not
encouraged. One succinct statement identifieisue as:...so we are definitely not

highlighting leadership behaviours and measurind assessing on those”.
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Both CEOs and non-CEO participants stated thatoleesendeigroups have an

influence beyond what could be considered apprepwithin organisations. Their
perceptions of whom, and what a CEO is, has play&gnificant part in the definition

and enactment of the role. A sense of disquietexpsessed throughout the interviews,
that if a CEO appointment did ntit” the perceptions of what a CEO should be, critical
commentary fronmole sendelgroups became even more likely and intense. The
following comment summarising the concerns peopbkdbout the inappropriate

perceptions of the CEO role:

| mean there is a real lack of leadership develepm.. we continue to promote, reward
and recognise people who are functionally goodvizeite not yet making some of those
decisions ... there aren’t that many examples wheoplp are being promoted based on

what | would call leadership capability.

The non-CEO participants spoke of the need for @e@lopment to take a more long-
term ongoing approach. Restricted developmengabrpnities have left significant gaps
in the available CEO capability, specifically th@seperiences that are believed to assist
in developing maturity and self-esteem. One CES2iileed a worst case scenario as

having a CEO who was:

Defensive, not taking risks, surrounding themselviéds mediocre performers, playing a
political game, and by that | mean going with tastlperson who came through the door
or whatever or the best idea. It manifests itseH kind of dysfunctional senior team, so

you've got people competing rather than being pae team.

The consequences of a dysfunctional senior tealdes the creation of a negative
culture and adverse business results, the respn@derring to the ironic situation

where, often the severity of the situation was adéntified subsequent to the CEO
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departing the role. Related to earlier commentatie absence of vision and a sense of
direction, the non-CEO patrticipants referred toléok of cohesion that was likely to

eventuate. One board chair making the followingcent:

People going off doing their own thing, so you neatually harness a shared vision of
the business, you're not all moving forward in #@me direction. So it has a lot of

cultural implications, as well as poorer results.

As discussed previously, the CEOs deemed formalitggaas the most predominant
means of leadership development. However, thedagklue attached to the informal
and incidental learning experiences was judgechp@act adversely on using such
experiences. One HR executive spoke of the glodrattacts which their company were
involved with. What concerned this individual what people undertaking obligations
within these contract&lid not see or acknowledge them as learning opputies”, and
that this was wrong. When asked to expand onethgons for this, the respondent spoke
of the concept of role as very much a rank basexibasl construct, equated with
positional power within an organisation. If thelividual does not carry a title of
“manager”, then the situational, informal and incidental eigreces are not recognised
as leadership experiences, thereby restricting viakie. The following comment typical

of those received:

I mean | think they would say it's a very cool eigree to go to off-shore, they say,
“gee, it's hard communicating with people of diffat cultures, and my job was to train
them how to use our system”. | think that's #regluage they’d use. They wouldn't see it

as a leadership exercise ... it's so tightly tiedaiok.
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The ability to use informal and incidental expeces as learning opportunities has been
identified as critical for effective leadership éepment (Black & Gregersen, 2000;
Kempster, 2006; Kotter, 1996). All those involvadhe study expressed a view that
there is a need for a change in attitudes if lesdiertalent is to be recognised and
developed appropriately. Two key areas where agga thinking would help the
development of leadership were identified by pgréints. The first is the need for a
higher value to be placed on individuals who havered the business environment
through non-traditional avenues. While it was aekdedged that, with time, this should
resolve itself, there were comments to the efteat this issue had been active for a long

time:

Some younger people who are a bit more lateralvaoohen of course that haven't been
in the workforce and they stayed home and mindedidts and come back in and are
jolly good managers actually, and they are not ggésed as such by some of the older

more traditional managers.

The second area has evolved from the perceivedasigobr desirability for technical and
professional skills, which when combined with arsterm orientation, has placed a

restriction on the enactment of executive leadprskine CEO explained it thus:

And going back to the technocrats ... | think thetrdasgerous group to put in positions
of authority are engineers, because a bit like kensytoo, they have their backgrounds
and training, they over-engineer things in caserdilsean accident. In the case of
lawyers, they don’t want to step outside the sqiraigase the precedent is wrong and it

is really very constraining on leadership, very stpaining.
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The presence of these institutionalised expectsiticas considered by the participants to
hamper the understanding of the CEO role. Theamprence is that restrictions are

placed on how the CEO role is enacted and developed

I know I've said this; “What does it take to besessful as a leader in the New Zealand
environment?” And we're not doing a lot of workoand developing leadership
because we don't know what it isWe’re not doing a great job around developing the
leadership side of things.

When asked to reflect on statements such as thalmwe, the participants used terms
that were more aligned to thieeroic” descriptions of leadership (Ospina & Schall,
2001). There was no evidence in the interviewsttieexclusion of alternative views or
forms of executive leadership were deliberate; gimply did not feature. Examination
of both primary and secondary data identified thate was an espoused preference for
hierarchical structures, and professional and ieahaxpertise - which in turn, created a
situation whereby the CEO role is defined by tlanieworks of the traditional models as

opposed to those purported to be the models maeziga the twenty-first century.

The non-CEO participants spoke of the tendencpdople exhibiting high-profile or
non-conformist behaviours in New Zealand not baiglgcted for leadership roles. One
participant, who had spent a number of years iroserecutive roles, talked of the
preference for passivity and conservative behavaodrhow this imposed a restriction on

the identification of talented executive leaders:

...as opposed to what they call high potential wre®people who sometimes are pains in
the neck in organisations, they ask lots of quastithey push the boundaries with what

they say and do ... now sometimes those teclprictdssionals who are very very good
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at what they do, but they like the tried and tragysvof doing things, they like the comfort

zones in the sense of having a resistance andyatailchange.

No distinction was made between the private andipabctor organisations. The
restrictions were deemed to impact on all orgaitisat sectors. There were ongoing
comments about the inability of organisations traat and develop a diversity of
specialist leadership talent as opposed groupsdofiduals with generalist managerial
characteristics. The dynamic global environmenfromting CEOs means traditional
attitudes and responses are believed to be norlapgeopriate. Those CEO respondents
who had extensive global experience commentedaiméppropriateness of the
expectations of the CEO role, and an inability ®etrthe demands for specialist
executive leadership capabilities. One commertived from a retired CEO

summarised the views of the participants:

You can't sit there and say | can do everything langer. It's not the mentality of she’ll
be right and I'll just get out there and do it.h&ve done enough (learning and training).
It is good to have some of that attitude so thatititividual can go and get stuck into
problems and find solutions for them. But at thme time it is not appropriate to get
like some societies where everybody is so chanhéiéo a speciality) that they are

incapable of doing anything else. | think thera isappy medium.

The institutionalised expectations, so describethbyparticipants, were believed to
constrain the required changes both in developarahimindset from being made.
Implicit leadership theory highlights the need dorindividual’s leadership style to be
congruent with the collective expectations of ashéhen an individual’s vision of a
leadership role does not resemble how that pessperceived within a specific role or
context, then alack of fit” exists (Markus & Nurius, 1986) Within the context of this

study,“fit” includes the ability to understand the expectatenmd requirements of what
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constitutesgood leadership within a roleThe following comment typifies those made
by the respondents about the importance of theichaal within a role ensuring ‘at’

within the organisation and nation culture:

So | guess that an organisation’s cultural envireminis important and the business

culture in New Zealand within which an organisatfiig also has an effect.

Indeed, the institutionalised expectations idesdifihnrough the analysis process are
deemed to be so deeply embedded that the CEO hasatiatitude of discretion
(Finkelstein & Hambrick, 1996) to change or modifyw they enact the role. This can
lead to what was described by one non-CEO partitipaa self-perpetuating cycle.
When striving for change, it was the combinatiohaf external tensions and institutional
inertia, as posited by Finkelstein and Hambriclo@9which precluded the CEO from
implementing the changes which they consideredssacg. As a result, tensions
resulting from cognitive dissonance, lack of clgréand inconsistency of expectations
were perceived to be the norm. The identified equence was that the CEO role did not
gain appeal as a potential career option. Theserfalead to the individual making the
decision taeject the role The next section proceeds to examine the sosyahological

processes present within the context of the resdhat cause thejecting of leadership.

The New Zealand CEO



Chapter 6: Confronting institutionalised expectadio 240

The rejecting of the CEO role

Thetheoretical codingand abstraction to higher order themes led todénatification of
the social psychological procefise rejecting of the CEO raleThis theme describes the
response of the individual to the presence of tleeabstructural processes discussed in

the themeghe repression of leadershgmd therestriction of leadership development

Within the context of this study, the wanrgjectingis defined as “the failure to show due
affection and concern for something or someonead,satondly, “to dismiss something as
inadequate or faulty” (Pearsall, 199%Rejectingwas identified as occurring within two
groups: first, those high-potential individuals wttmose to reje¢he opportunity to take
on executive roles and second, those holding CE«3 who decide they no longer wish
to remain in the role. The tensions existing wattiieir context prohibits or inhibits the
individual from achieving the heightened levelafiéction or excitement essential for

the successful enactment of a CEO leadership role.

Negative perceptions of the CEO role were idertibg the research participants as one
of the primary reasons for the role not being geeckas a positive career option. As
discussed in Chapter Two, Markus and Nurius (19886} that the view of thossible
selfis an individual’s future-oriented view of him leerself in a role. This view tfie
possible selprovides an incentive for the individual to imagithemselves attaining a
particular goal state, in this case, the role ef@tO. Markus and Nurius (1986) go on to
state that the vision of thpossible self needs to be validated by the indaifior it to
become part of their future goals. Then, for exdampthe individual feels the

compromise that they must make is too great, theyinay choose t@ject the role
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Gergen and Gergen (1971) argue that in situatepiste with inconsistencies and
unwanted compromises, an individual may activelyage in actions that will free them
from that situation. The more senior CEOs, indhmple, spoke of the predisposition of
younger people to refuse to contemplate undertakmygexecutive leadership roles, let
alone the CEO role. One comment, put rather moyghatically than others received,
noted how thélast round of nonsensefesulted in the loss of some very capable people.
The last round of nonsense being described waslarfienzy that attacked executive
remuneration and as the supposed lack of ethitaMieur on the part of senior business

people. One comment illustrating the sentimehtkese participants is the following:

| guess what's concerning is some of these youeg ooming through who are very
capable, who are saying well there’s more to tlifan this. | don't want the hassle; |
actually want a balance in my life. | want to dbiaof this and a bit of that and have
family time or whatever; they want more flexibilitye money is not actually worth it any

more.

Markus and Nurius (1986) contend that when theviddal is required to forsake those
aspects of his or her self that they cherish ahgkey#éhen there can be an adverse impact
on the individual's self-esteem and self-worth.eTiterviewees identified that the stress
and dissonance resulting from the tensions and rmmipes were deemed to be
intolerable by those who chose to reject the e rejecting of the CEO role was one
means by which an individual could avoid theseiterssand compromises. One CEO,

reflecting on his peers who had rejected the miemented:

In my peer group, three groups of my really godehfils have just opted out of this level
of work and now are running a horticulture venture sailing around the world ... they
are doing all these things because they've hitwlad. They say enough is enough ...

there’s more to life than having this level of ste
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Although the more experienced CEOs commented onytbienger colleagues, the
analysis identified no difference in views thaatetl to age groups, industry sector or
gender. The commetit's not worth it any more”was made on a number of occasions.
One female participant spoke of stress, presscmagtjrsy and remuneration, and how the
state of affairs had become onérmadt being worth it any more”.She also reflected on the

tendency for women to reject senior roles in orgaions more readily:

... people are saying, ‘Well, | don't want to be ltlss, it's too stressful, | want to choose
a better lifestyle for myself, and | know a lotn@imen do that, in that they say ‘Not worth

it, it isn’t worth it.

This comment was the only one specifically refetim a distinction based on gender.
Consequently, this individual was asked to reftecher comment, specifically gender as
a determinant of the tendency to reject the r@lhile her initial reaction focused on

women, she named male colleagues who had also tiaikeaction:

No, it's the guys as well, if | think about thosmple who | mentioned earlier. Each of
them, an issue that came up was their work/lifeed and just the poor balance that
there is. | saw the demands upon their abilitglt@ays be in action and thinking and on-

board for enormously long hours, really long hours.

The pressures, both physical and mental, and fadlagty regarding role expectations,
eventually took their toll. The terrmjork/life balance issuesgflected the composite of
reasons presented as the basis fordfeeting of the role As a result, the interviewees
were requested to explain what they meant by thiesements. Their clarification

identified thawork/life balancevas more than being solely family oriented. Ritiie
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was a generic phrase used in an effort to exptaisions that individuals may experience.
Health and stress issues, dysfunctional relatipsdetween the CEO and the board, the
aversion to the levels of media and political comtagy, the conflicting demands and
negative perceptions responsible for creating fagéls of disquiet, and internal conflict,
were all identified as contributing weork/life balance issuesOne participant with
extensive experience, both in New Zealand and Eym@y mentoring senior business

leaders, summarised these issues in the followger:

And at the same time I'm dealing with a numbehe&é people who have been CEO of
New Zealand and Australian companies who are nttimgithere saying “ Well | don’t
want to do this anymore. | would rather be onwa fards, do a bit of this, do a bit of

that, and play more golf.

When looking to the future needs of their orgamnisast, it was acknowledged that there
were concerns about the number of skilled indiviglaapable of undertaking a CEO
role. The follow-on effect of the departure of abje CEOs from New Zealand (30% of

this sample), to pursue other opportunities, wasessed by one CEO &Shat's the

problem; there is no one to fill the job becausergene has buggered off”.

In many instances, as the interviews progresseddrticipants’ comments more clearly
reflected an appreciation and understanding of arhindividual would choose to leave
the role and maybe, ultimately their country. @teO, whilst reflecting on his prior
experience in multinational corporations, talkedhef differing expectations of
executives in a relatively small business commuisyopposed to those in a larger
community. One comment illustrating this situatiorade by one executive coach and

board member, was as follows:
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There’'s another phenomenon that's been developiglan seeing it in the younger
ones. They're developing the same feeling whichkclimently seeing in some of the 45 -

55 year- old CEO’s, which is a growing reluctanoestzen want to be a CEO.

The comments of the participants identified thewileat every mistake is visible in a
small business community, and that they are nalydasgotten despite the passage of
time. It was suggested that a price was paithierscrutiny, and that it isiot worth it”
for both the individual and their families. Thest’ extends to includ&omments about
their children” and often older childrethaving a reputation to live up ta” It was
suggested that this caused stress for both pardrthéld. One CEO remarked that he
was“asked without fail” by all prospective second and third tier managersg the
recruitment proces$tHow strong are you and the board of this compampitevent ‘that’

happening to me and to protect me and my famiiy tfee damage?”

On one occasion, a CEO was discussing the pultiolid reaction to some controversial
decisions he had made. Unexpectedly, he begasplag considerable emotion. This
was one of the more difficult interviews that tlesearcher had to conduct and it took
some time before he was able to continue the ceatren. He declined an offer to turn
off the tape recorder. After he had composed Hiitse spoke of how the political
attacks and resultant media scrutiny created atgtuwithin his family whereby he felt
he had no option but to leave the role. This inésy was conducted in his last week with
this particular company. When his peers wereweered and asked to reflect on the
personal cost of the role, similar emotions weseussed. One observation was made
about the self-serving and abusive conduct of ssentors of society. One comment

symbolising the strength of feelings was as follows
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Yes, yes. | think the toll would be very heavy. guite unimaginable, you look at XXX,
(a fellow colleague undergoing intense public sog)the’s doing the work, they (the
role senders) are all bullies in their personalelssas well and they can’t imagine
anything different.

When others were asked to reflect upon any sirakperiences, the common view was
that many of the mediated images of CEOs show teeaggressive and bullying.
Therefore, any interaction with them as an indigidaust be of a similar standard of
behaviour. This was a situation that the partiwipdound highly offensive. One
relationship that prompted a high level of disamissivas the nature of the relationship
between the CEO and their board of directors. ififp@rtance of constructive healthy
relationships was stressed by the CEOs. Howdwere tvas a concern that healthy
relationships were at times difficult to achievighe next section of this chapter explores
the features of the board-CEO relationship thaevugiged to have significance by the

participants in this study.
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Relationships between boards of directors, policgkars and the CEO

A healthy relationship between the board chairpeessa the CEO was one of the more
critical relationships spoken of throughout thedgtuYet it was one relationship that was
deemed most susceptible to becoming dysfunctiofiaé participants considered the
dysfunctional nature of the relationships were eraated if there are tensions and
conflicts between different board members, sintedan result in the CEO being torn
between the different factions. Within this stughnsion created by different factions on
the board was one of th®p-of-mind” issues for the majority of those being
interviewed. While there were implications for glbups, the person most at risk if
relationships did become dysfunctional, was the CBGailure to achieve &neeting of
the minds”was perceived as having far-reaching ramificatfongoth for the CEO and
for the organisation. A lack of trust was citedles primary reason for the poor
relationships. The following comment was a respdosa question about why some
CEOs appear to be reluctant to make critical managédecisions'Some of that arises

out of them having come out of unsatisfactory egpees and that comes back to a question

around the board and expectations of the board”.

The primary reasons provided for the cause of tessivas deemed to result from a lack
of clarity of expectations between the board aedd&O. This was identified by the
respondents as occurring as early as the recruifpnecess. Commonly, the desires and
expectations expressed during the recruitment @ledtson processes were that the
prospective CEO should be visionary, have a long-trategic focus, and be innovative
and creative. These were reinforced by execugaech consultant participants who

were conferred with during the informal intervievopess. A common claim related to
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the inconsistency and lack of clarity of expectagizvas manifest, and often subsequent
to the individual having being appointed. One stmmment made was as followgou

know the number of companies that recruit for iration ... that's what we want, but in reality

they want those people who are more comfort zoned”.

Explaining that beincomfort zoned”,involved a preference for traditional, short-term,
managerial styles of risk averse behaviour, it agdsowledged short-term profitability
was normally the first priority. The CEO particpa were of the impression that the
long-term strategic viability of the organisatioasvaccorded a lower priority.
Repeatedly, the CEO was asked to make decisionsdhl compromise thisthe media
grabbing at even one year of lowered profitabildynake news” The lack of clarity of
expectations between boards and CEOs were deespzhstble for many of CEOs’
“bad experiencées. “They don’t necessarily recruit for what the orgaation needs, they may

need different skills and competencies and expes&n

The participants, who had been involved with CEQoamtment processes from a board
perspective, were asked to reflect on these conandititeir responses referred to how, in
addition to the formalised processes, there waeiaformal processes. The most
important of these was the requirement to ensarg\cbf expectations between all
members of the board about the skills and abiliegsiired of a CEO. Often, this did not
take place. It was claimed that this disjunctiasunore evident when there were board
members with political affiliations. One commenggested that, repeatedly, the
gualities ending up on a job specification woulddhavolved from &wish list” of a sub-
committee of the board. It was even said thatthash lists had their genesis in the

leadership books that people may have read ominses they attended, such that the job
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description created a mythological image of thégueiICEO, one that is somewhat

removed from reality. One board member was empldten she stated:

It's about clarity of the relationship and the egfsions they each have. And | think
that's where it breaks down often. Very oftentibard will recruit someone who's got

the capability for long-term growth, but in realityey want quick short-term results.

The desire to appoint a CEO who displays long-t&mategic visionary thinking, and is
responsive to the demands for change, was one @iritmary requirements of a

prospective CEO:

That's the frustration that chief executives hawethe one hand the board say “yes we
want long-term growth, we’ve recruited you to grttws company into the future”. In

reality it's “let’'s get the share price up now, tomow”. So it's around the expectations.

Comments received indicated that it was only suliseicfo the CEQO’s appointment were
the differing expectations exposed. Often thisifeated itself as a dawning realisation.
The priority was a focus on short-term profitalgiliisk avoidance, transactional
leadership behaviours, and returns to the sharehatdhe expense of reinvestment in the

business; a situation quite different from thatahhivas advertised.

The CEO patrticipants were clear and unequivoctieir opinion that if this implicit and
espoused inconsistency of expectations becamealbiéeior the CEO, there were few
options available to them. They could either curiin the role trying to minimise the
inconsistencies and cognitive dissonance (Brehnole@, 1962; Festinger, 1957;
Gergen, 1971), aejectthe roleand leave the organisation. There was a cynical

observation on the part of one CEO about the appegadiness to criticise every
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mistake of the CEO, however, there was not the $awetof scrutiny pertaining to board
members, or the processes that appointed board enemiy/hen asked to expand on this
comment; he made specific relevance to board appeirts of a political nature.
However, he was not prepared to be drawn any fuaihéhis issue. Other CEOs were
more forthcoming, one making the following commevith a degree of vehemence:

“When lousy industries and good CEOs collide, dt'ways the industry that emerges with its

reputation intact”.

This view was shared by other CEOs and appeaneddified forms in other interview
transcripts. The respondents believed that thespres to conform to short-term
institutionalised expectations were often polificaixpedient and compromised the
implementation of long-term strategic plans. Ancoon belief expressed by CEOs was
that no matter how effective you are as a CEOethai be businesses in some industries
that will never become outstanding and so, whedkeesult of political interference or
policy changes or because the industry is reachimgnd of its lifespan, eventually the

CEO will exit the organisation.

One public sector CEO noted with concern that emguhe long-term survival of the
organisation could mean the CEO would have to gecegovernment policy. The
tensions resulting from such situations were sameticonsidered too difficult and

complex to surmount, resulting in thegecting of the rolen the part of the CEO:

Well, | would say you'd just look at a number @ tBEO’s who have been exited from
business in New Zealand and say that had there bleeity and honesty and a good
process up front, that need not have happened. | Almdk of some of the people I've
worked with who have come in [to an organisation]idving this was the agenda and

this was the way the organisation was and this @s decisions would be made. Then
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when they get in there and find that it's quitdediént and they end up saying “it's all too

hard, it's not right” and walk away from it.

The analysis of the interviews identified the vighat this lack of clarity resulted in the
reluctance on the part of capable executive ledddeke on a CEO role. The
respondents stated that reputations, good or ladid,or invalid, are acquired; these
applied equally to boards of directors, Ministefrthe Crown, organisations and
associated groups. Some were mafi®did at all costs”. This, in turn, leads to a
difficulty in recruiting capable CEOs and retainthgm once they are appointed. One
disparaging comment made wésat rather than scrutinise themselves, they blahe

poor old CEQ".

Conclusion

This chapter has provided an examination and dismusf the collective notions
comprising the sub-themes that contribute to unaeding the features of the CEO’s
context that cause them to reject the opportuaitgke on, or remain in, a CEO role. In
this chapter, the sub-themes are drawn togetteemanner that makes it possible to
identify their contributions to synthesis of thejaraheme that has been labelled
confronting the institutionalised expectationshe themes discussed in this chapter are
represented diagrammatically on pages 251 and 2&éte the researcher notes the
following findings as significant aspects of thé4bemes contributing to the theme
confronting the institutionalised expectatioridany of these expectations were
perceived to have developed from New Zealand'sraldistory and were deeply

embedded, extending beyond the boundaries of thiedss community. These
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expectations included for example, a focus on gieom return to the shareholder
orientation, a preference for technical and prodess skills as opposed to specialist
leadership capabilities. The manifestatiohef tall poppy syndromandthe No 8
fencing wire mythologwere discussed as examples that place constrairkeo
enactment ohigh profilerole behaviours. The institutionalised expectetiovere
deemed by the participants to be in oppositioméoeixpectations of the CEO role as
outlined in Chapter Five, treevelopment of the leadership constructs of the Gite,
Two social structural processes were identifiedwasarching and as explaining these
forces; these atberepression of leadershignd therestriction of leadership
development. The social psychological processdjeeting of leadershipexplains the

response of executives to the presence of thedwialstructural processes.
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Figure 14: Diagrammatic outline of the themes dgsad in Chapter Six (Part 1)
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Figure 15: Diagrammatic outline of the themes dgsad in Chapter Six (Part 1)
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Part Il

Introduction

Part 11l of this thesis comprises two chaptersafitbr Sever\Weaving the themes
together provides the discussion of the substantive thebtlge CEO role. In this
chapter, the identification of the two interpratatschemas is outlined and the learning
experiences that contribute to their formatione €hapter then proceeds to discuss the
overarching social structural procets® CEO role as a social institutiand the social

psychological procesbalancing tensions and paradoxes

Chapter EightRecapitulationsreflections anduture directionsdraws the thesis to a
close. The recapitulation restates the premisthéothesis and restates the main themes.
The reflections focus on the challenges faced la@addntribution of the research to both
the method and the literature. This includes audision of the implications for both
academics and practitioners. Future directiorss ppportunities for future research in

both the method and the discipline.

Whereas, Chapters Seven and Eight focus on disgubg nature of data analysis, in

what follows a brief note is provided on a faceNefv Zealand that was identified as a

gap in the data.
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The CEO role as a mono-cultural construct

Glaser (1998, p 200) has used the tecomiebacksto explain those themes that have
emerged from the data and which ‘*have less rel@/@ordhe theory but provide an
interest area on their own’. That is they provatieappeal for researchers to come back to
these areas to study them in more depth. Ttmsebacksan arise as emergent themes
or from identified gaps, as is the case in thidwgtiWhile the analysis focussed on what
was present in data obtained from both primarysswdndary sources, it also identified
the absence of any reference taav leadership, in particular &ri CEOs or potential
CEOs. The data analysis identified that thereneegeliberate attempt to reject or
minimise Maori leadership. It was simply that any style, ottian that which fell within
the frame of prior experience and prior discusswas not acknowledged. While there
was a high level of awareness of the influenceuwbfean colonisation and its heritage,
there was not the same level of awareness of thefdlaori in executive leadership and
the forms of Mori businesses that existed prior to European ¢sdtion. Nor was there
any evidence of pre-European business having Areirde on the perceptions of the
CEO role. Within the context of this study the CE® surfaced as a mono-cultural
construct based on views of executive leadershipteid in post-European, colonisation

and industrial models.

Although identified late in the study, theeoretical sampling processesdertaken in

this study permitted the researcher to returnkaspscific questions relating to this
situation. The specific question asked wigou had the opportunity to draw a model of
CEO leadership specific to New Zealand, what wethédl model encompass® was

then that comments such as the following were made:
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| think that again when we talked about the celébgasuccess stuff. What it is to
celebrate success in a uniquely New Zealand wagusec! think it is important to
acknowledge and recognise others and make it a Z=aland way. We haven't worked

that out at all yet.

It was found that approximately one-third of the@garticipants and all of the non-CEO
participants had given some thought to the formatioa uniquely New Zealand model
of leadership. However, the frameworks and scigtsming the role are so tightly
embedded within thimstitutionalised interpretative schentae research participants
appear constrained to work within or from deviatirgm such schema, or modes of
thinking, or of making necessary changes. WhigeGEOs stated they would like to
operate within théeadership schemidwas obvious the frameworks and scripts did not

include specifically New Zealand features. Thaswexpressed as follows:

| think that's the appealing and the powerful paofswhat it is to be Polynesian that
somehow we haven’t got our minds around. Therelsuge amount to offer there
because we've lost our sense of community, yen&sins have more of a sense of
community than we do and | think, that it is a seasbelonging, and I think a lot of

people don’t have that in a company.

These specifically targeted questions allowed ardttyer of CEO role to be peeled
back. This, in turn, identified the need for akreexploration of the other diverse
aspects of leadership in New Zealand. An examipleeoresponses received during this

phase was:

We have these stereotypes around Maori leadershipivhich is not necessarily
wonderful. We need to understand more, and whe tkids [bright young people] are ...

there are some incredibly impressiveddii] kids that are coming through.
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The following comment was one that appeared toagxphe disquiet the researcher
experienced amongst participants on occasionsdhou the research when it was
sensed there was something missing, but furthestignéng was not able to determine

what exactlyit was:

... taking a different view ... thinking about whaisithat we want to be ... and it is

obviously cultural issues, &dri, Pakehz, Asian, Pacific Island ....

It became evident from the analysis, at this ploisiee research, that there are many
different ways to lead and there is the potential@velop different more powerful
models than those traditionally ascribed to. Aquely New Zealand model would take

account of the richness that is provided by therdi® groups in society:

Because if you get it right | think would be vepmerful model but you won'’t find that

one in a book on American leadership ...

Whereas it is not possible to analyse what is reggnt in the data, the identification of
this gap does indicate that there is a need foemedtection and research about how
indigenous factors influencing the CEO role camdeatified. This issue is expanded on

in Chapter Eight.

The New Zealand CEO



Chapter 7: Weaving the themes together 258

Chapter 7: Weaving the themes together

Well you have to make a very fundamental decisigome stage because what
the organisation is asking of you is inconsisteith wour values or how you want
your organisational life to fit in with your familiffe and you are going to have to

make a call on the direction you want your careetake.
A CEO reflection

Introduction

The aim of this thesis is to develop a substarntigeery that explains the CEO role as
perceived by the research participants. As disclissChapter One, a substantive theory
is one that can be described as having relevartbe tarea under investigation (Glaser,
1978). To reiterate, an important principle ofigrded theory, both the objectivist and
the modified forms, is for the theory to be develdfreely from the data, as opposed to
being forced by preconceived ideas. In this chrapite themes discussed in Chapters

Five and Six are woven together to form a substankieory of the CEO role.

The chapter commences with a cogent discussidredfiro interpretative schemas that
were identified as a result of tHeeoretical codingorocesses. These schemas were
identified aghe leadership interpretative scheradthe institutionalised interpretative
schema The chapter then weaves together the themekethad the identification of the
over arching social processes. As stated in Chapree, Glaser (1978, p. 102)

contends:

“There is a logical relationship between the twanfis of social processes. The
overarching social structural process abets, féaits or is the social structure within

which the overarching social psychological processurs”.
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In this study, the basic social structural procefisects theCEO role as a social
institution. As a social institution, the CEO role is framegdaset of social norms that
provide thée'rules of the game”(Axelrod, 1986). Identified as a result of therdtive
grounded theory analysis was the overarchegjc social psychological procesk
balancing the tensions and paradox&alancing the tensions and paradoxethe

social psychological response on the part of thO€t# the dynamics created by the
collisions of the two interpretative schemas. Thapter concludes with an overview of
the theoretical perspectives of learning that doute to the social structural process of
the social institution of the CEO roéand the social psychological procesbalancing

the tensions and paradoxes.

As outlined in Part 11, in this thesis, the useld literature is approached in three ways:
first, providing a framework within which to sitgathe study; second, identifying
signposts to aid in the clarification of specifieraents of the research; and third, as a
guide and “mentor” to the study. In this chaptieg, literature assumes a mentoring role
when intertwined with the findings, providing guntz and support throughout the

discussion.
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Schematic thinking and the CEO role

The principles of schema theory illustrate howpénv situations, an individual constructs
meaning by the testing of new ideas and experiesgasist prior knowledge, experience
and learning. This new knowledge is then integratgh pre-existing intellectual
constructs, thereby creating frameworks (schemajeaining (Graber, 1986; Mento &
Larson, 2004). Therefore, a schema is a framevptak, or script by which meaning

and understanding of an event or interaction istaoted (Graber, 1986). This, in turn,
provides a basis for understanding how a persagysitive structures are used to identify

the generic concepts stored in that individual’snoey (Stein & Trabasso, 1982).

The in-depth examination of the data and theoletmading processes identified that the
primary concern of those taking part in this resleavas the ability of the CEO to adhere
to the expectations and requirements within thamtext. This was achieved by
balancing the tensions and paradoxes confrontemm thAnalysis of the qualitative data
provided evidence of two interpretative schemasfthaned the requirements and
expectations of the CEO role. Driscoll (1994) eatssthat every individual creates
meaning from their experiences according to them perspective of the world, whether
they are aware of it or not. This creation of megmakes place both individually (Drath
& Palus, 1994) and socially (Berger & Luckmann, @96However, it is important to
recognize that if the construction of meaning israpched solely from the perspective of
the individual, then there may be as many realégethere are minds to conceptualise
them (Gergen, 2003). Tlieeoretical codingrocesses inherent in the grounded theory
method identified that certain individual percepsavere, in effect, a set of collective

constructions. These collective constructions wategorisedand assigned to one of the
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two schemas, eithéhe leadership interpretative schemmatheinstitutionalised

interpretative schema.

Each of the two schemas possess its own diffehagesl mutual understandings or
provinces of meanin(Ranson et al., 1980) which, in turn, explaindiféering

perceptions of the role. Ranson et al., (1980)aswhthat thesprovinces of meaningre

a critical part of any interpretative schema, &y tlepresent the values and interests of
those individuals who hold a particular schemartueek (1984) asserts that the
provinces of meaning are then drawn upon to vaidat legitimise the shared
fundamental assumptions about why events happtepsio, and how people
understand and are to act in different situatiohshared interpretative schema creates a
background of collective understanding that repressenplicit agreement between
people and groups within a particular context. tbmsequence of this agreement is the
orderly production of roles and rules (Brown, 1998374). Bartunek (1984) argues that
understanding the basis for the existence of irkéapve schemas and how they create
order and rules for roles, permits a deeper apgtieniand understanding of the intricate
bonds that exist between roles, structure andrectidVithin the context of this research,
the different perceptions of the CEO role can bistefed together in either of the two
interpretative schemas, their presence shapinghi#éwe@d mutual understanding and rules

(norms) informing the CEO role.

Driscoll (1994) contends that when constructing mmegafrom events and interactions,
the individual places a priority on that constronti The level of priority is dependent on
the value judgements which the individual createsida particular schema and how the

information they receive relates to it. As a sy new situation creates a perception,
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which is then integrated with the pre-existing kiexge within the schema (Mento &
Larson, 2004). Bada (2003) maintains that, intaatdio recognising the presence of
different schemas, an understanding of their elésnand the willingness of people to
adapt to them, is equally important. The theoak@bstraction undertaken as part of the
grounded theory coding processes identified thatnore advanced the ability of a CEO
to identify and adapt to the expectations and requents created by the dominant
schema, the more effective they were deemed to their role. The next section of this

chapter examines the properties of the two intéapve schemas.

The leadership interpretative schema

The frameworks and scripts of tleadership interpretative scherpaesented in this

thesis have developed from the demands for sp&tdiedidership skills, the increasingly
dynamic business conditions and the stated perpogi@rences of the CEO participants
participating in all stages of this research. $tileemas are also formed as a result of the
formalised learning experiences of the CEOs. THusides attendance at specialist
leadership programmes; information and learningived through books, magazines and
professional associations; and the leadershipiggeand models emanating from
scholarly research. The characteristics of thadésmorks of this schema were deemed by
the interviewees as imperative for CEOs and exessito realize success and ensure the

long-term viability of their organisations.

The behaviours identified as being enacted withisi$chema are those that are identified

by the interviewees as specialist leadership capedi The CEO enacting leadership
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within this schema is perceived to display an exsént and deep-seated commitment to
the role, and the desire and ability to responthdlenging situations. There were
recurring comments by the CEOs expressing theadsignact the CEO role that fell
within the frameworks of thieadership interpretative schemaVhen asked to provide

an example of the behaviours displayed by a payperating within the bounds of this

schema, one individual commented:

Let's see... the key ones would be an ability tolséef and see the big picture. There is
a personal comfort about working with ambiguityheTindividual has a capability of
actually being able to guide teams or guide dimegtorts in coaching mentoring sense

rather than a direct boss/employee relationship.

Participants suggested that a CEO has to posggsteliels of maturity and have an
ability to form and sustairatiult’ interpersonal relationships. It was recognizeat the
CEO had to have high levels of self-confidence, seitfawareness. Successful CEOs
were recognized as approaching both their busera$personal life from aalanced”
perspective. As discussed in Chapter Five, hymprtofessionalism, commitment and
values-based behaviours were also perceived toshalpe the leadership component of
the CEO role. Typical of the comments identifiedlidg thetheoretical codingorocesses
was the following:They take an individual coaching focus rather trestrongly driven

hierarchical focus. They are very comfortable vifiteir own capability and with their own self

and ego”.

However, the examination of the data identified thase characteristics are not enough
on their own. The ability to utilise them to creat people-centric organisation is
regarded as imperative. Statements made by thwieivees were that as well as being

able to take a long-term strategic view of the hess, the CEOs had to have the power to
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break free from the traditional, hierarchical bur@atic organisational models. This
meant they would be able to structure their orgdiuiss in a form more suited to meet
the requirements of the current business envirohmafhile business experience and
strategic thinking were deemed important, it is“t@nger than usual’level of
interpersonal skills that are perceived a necegsaoity for the CEO. Typical of the
comments received was the following made by a CEO mad worked in variety of

industry sectors:

There are some people who work at being managedsthten there are some people who
really work at being a leader - there are some at®probably natural at it. However,

all of the leaders [to me] have an affinity withgpée. | mean they are warm, cuddly
people, they do understand what it takes, thathaue got to work at developing people,

work at mentoring and encouraging people.

The analysis identified evidence of the CEOs’ awass of the significance of the
linkage between positive leadership behaviourdamgiterm business success. There
were statements made about the importance of niotiaeople by allowing them the
freedom to act autonomously, as opposed to coedenends. In order to enact the
CEO role within the leadership interpretative schgitnis advocated that the CEO should
have the ability to operate from a long tewisfonary” perspective. They also have to
possess the ability talfive through change and exhibit a personal leakigrspproach
that demonstrates an appreciation of diversity'he perception of the CEO respondents
was that their successful colleagues valued th&ibations of others and were conscious
that achievement of organisational goals was nssipte without them. This was

illustrated by the following comment:
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... Finding the direction and giving it to the peoplel find people who | would consider
to be great leaders, they understand what it igdbpeople to perform ... and they know
how to do this, not by fear and not by bullyingheytknow how to develop and motivate

people.

Evident throughout the research were expressiofragifation concerning the existing
importance of technical or professional skills.e$& preferences were deemed by the
participants to be deeply embedded and createssadovard specialist technical and
managerial expertise, as opposed to a desire éaiajst leadership capability. Even
CEOs who admitted that their own background wagepsionally or technically oriented
were adamant about the need for CEOs to developatey appreciation of specialist

leadership capabilities.

Within the leadership schema, value is accordeddse people who may think
differently or“outside the box"andwho may not be the type of person traditionallynsee
as beingCEO material”. The analysis identified an affirmation on thet gh the non-
CEO patrticipants that unless there is a changericeptions about the CEO role, those
individuals who think butside the boxWill never be truly accepted as leaders. This
situation is compounded by the lack of understapdirexactly what the role
encompasses; specifically the executive leadersingponent. While the CEOs in this
study were clear in their views about the leadershpabilities suffused within their role,
they were of the opinion, that, in general, theas & lack of understanding of the CEO

role and its leadership connection. One of the C&@ments reflecting this view was:

.| think there is a real need to explain to peophat leadership is about, and | don't

mean in an academic sense, | mean in an absolptattical sense ... when you come
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down to the fundamentals, it's getting those petpldo something that they don't really

want to do and do it with a smile.

The CEOs also referred to the need for an abdityeiep people together during the tough
times, and when tasks, for example, redundancaesidbe carried out that it was still
possible to work as a team and to support each.oth# the CEOs recognised the
capacity to think in accordance with, and to opevathin what has been identified as,
theleadership interpretative schemaas fundamental to ensuring the long-term vigpbili
of their organisation. However, recurring throughihe study was a sense of disquiet on
the part of the CEO respondents about the natuteeafonstraints that hindered them

from leading in such a manner.

The institutionalised interpretative schema

The second of the two interpretative schemas witiersubstantive research environment
Is theinstitutionalised leadership schema@he termnstitutionaliseds defined in this

study asa situation where a phenomenon is so deeply emdemitlan an organisation,
society or a group, that it has become as a comwe(Pearsall, 1999). The features or
properties of this interpretative schema emphdkesé@nportance of short-term
profitability and the requirement for a high lee¢lreturn to shareholders. A managerial
orientation is the preferred style of role enacttnand if the individual has achieved a
high level of technical or professional qualificatj then that is deemed to reflect a
strengthening of that orientation. A comment miagla non-CEO interviewee provided
some insight into the mindsets that influence #fendion, enactment and acquisition of

the CEO role within this schema:
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| think there is a type of CEO that tends to get @EO roles in New Zealand and this
type is driven by short-term, quarterly reportifigcus on short term profits and all that
sort of thing, as opposed to people who build oiggtions that have sustainability.

Interviewees were asked why opinions such as theealvere expressed. In turn, they
spoke of the influence of history, specifically Né&aland’s colonial history. The
historical, economic and social traditions origingtfrom this colonisation process are
considered to have influenced the formation ofnttamy of the perceptions held within
this schema. For example, one comment was asvi&llo..a deep-seated suspicion of
business and business leaders in New Zealandaslithorigins in the traditional Kiwi working

class self reliance”.

Such a perception was deemed to constrain the dBEiiXgle of discretionprecluding
them from operating outside the institutionalise@ipretative schema. This inability to
“break away” restricts the CEQO'’s capacity to implement the iraime changes they
may consider essential -specifically, those changggired to address the competitive
challenges presented by a globalised businessoanvent. One non-CEO made the
following comment when contemplating the dominaoicthe institutionalised

interpretative schema:

It all rests on the fundamental premise of thearsl economic man and I've never met
one! And I'd be bloody frightened if | did, becailmewould be a soulless creature who
I'd never want to employ...that is why | think thisoke leadership thing in New Zealand

culture is interesting.

When reflecting on the current situation, many spokthe Very real gulf’ between

what“we say we want’and“what we will accept’from the CEO when they enact the
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role, in particular with regard to development &Q capability. One individual
reflected on how, even the most fundamentavsandwhys of executive leadership are

lacking, especially the long term focus:

So we say leadership, but we don’t quite of know taomake it happen. As | was saying
before, if | want to be an Olympic marathon runridrave to get my shoes on today and
tomorrow, and just one step at a time, to poundpdréement. Keep it happening, and
just grinding away ... we were talking before ofvhsenior management generally is

quite short term.

This statement reflected similar comments madautiirout the project. The notion of a
short-term orientation was evidenced throughoutdésearch and was judged by the
respondents to impact on all features of busintessricluding planning and business
strategy. The short-term focus was attributedctliy¢o the constraints within the CEO’s
context. However, understanding precisely whatég@eirements and expectations of the

CEO are was not a straightforward issue, as exgldny one person:

The higher you get, the more filters there arehm dystem ... this means you can'’t rely on
the same way of getting to the grass roots of wstdeding. | think we have really not

done a lot around the need for leadership developragher. We've put these people in
roles because they've been successful functioraadly haven’'t done a lot to develop and

support them.

The analysis described in Chapter Fouhasretical codingdentified that the
institutionalised schemaas the dominant schema informing the CEO roleis T
includes how it is defined, acquired and enacted,utimately impacts the retention of
capable people within the role. This resulted sit@ation where the two schemas were

identified as being in ‘opposition’ to each othéirwas as if they were colliding.
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The collisions of interpretative schema

As per the prior discussion, the major elementspr@img the two interpretative schemas
are different. This in turn, leads to dissimilargeptions of the CEO role, and different
role expectations and requirements of the CEOe viéws and behaviours could be
described as if they were in collision. Collisiare then social processes that occur
when elements that are significantly different camb@ opposition with each other
(Pearsall, 1999). Using the work of Shaw (1930 dase, the reasons for these

collisions can be categorised as follows:

* The difference between the behavioural scripts bglthe CEOs and the groups
of role senders This is evidenced by the expressed desire opéatteof the CEOs
to enact more calculated risk-oriented behaviondsthe expectation for risk
averse behaviour.

« The differences in the structure of the schemagsaiticular the short term versus
long term thinking, that was believed to constthimdecision-making ability of
the CEOs.

* The difference in the extent to which individuateqess information in an

automatic or controlled manner.

The collisions were also identified as one soufda@tensions that confronted the CEO.
Continually throughout the research, there wasesd of a difficulty on the part of the
CEO to reconcile these tensions, a situation ttegtted expressions of anger and

exasperation, resulting in elevated levels of diasoe for the CEO involved. As
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discussed previously, dissonance theory (Brehm BeGp1962; Festinger, 1957)
explains how inconsistent cognitions or thoughésiatolerable for a human being and
when they exist, the individual will go to greatdghs to eliminate them (Gergen &
Gergen, 1971). Examples drawn from the data @eree of these collisions are given
below.

Situations were identified where a CEO had foursdohniher ethical standards were
compromised by the demands of stakeholders, fanpbe expressed as requirements of

the board:

... even if it does jeopardise New Zealand busifitee level of profit]. It is important
because New Zealand is a very ethical countryerd'ts no corruption here and we want
to make sure that remains. However, what occuthat the CEO can be expected to
compromise especially if there is “lowered profitay, even if there is a valid reason

and the board is having political pressure puttin i

One participant who had been a CEO, and was navesllzhair, spoke of the conflict
between the short and the long-term and how tmsaocd has compromised both the

nature and level of executive leadership and thg-term viability of the organisation:

Quite clearly some boards have been captured astim. a philosophy of short-term
advancement for the current set of shareholdensgoitsie main game .... This has been at
the expense of the well-being of the organisati@nd. at the expense of the executive

management ...

At the same time, there was an awareness of theriamee of the CEO having high
levels of people skills and being able to utilisese skills to ensure an effective

organisation.
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| mean it is a case of we rather than me ... the @&Dcan engage people, engage in a
vision, understand what their role is in the orgsation, their objectives in the
organisation ... they should give them the power b@&dempowering so people can

achieve their potential... however what happens roftes ...

The individual making the above statement wenioexpress concern about the reality

of the situation facing many of his colleagues:

The individual is forced into playing a politicadugne whether it be the media, politicians,
policy-makers or their shareholders ... then you tvéltem [the CEO] begin to lose - be
unable to find support - the support of the boa@more questions are asked and people
are ‘climbing all over the place’ - they start toske confidence because they can't make

things happen - the numbers come under scrutihg. tdam kind of falls apart.

This participant spoke of how he had observed aglles being forced into untenable
situations where ability to utilise their skills émact their role effectively was

compromised or constrained.

Constraining the ability of the CEO to act

The conflicting nature of the expectations formgdHe two interpretative schemas, and
the need to reconcile such conflict, which oftema@ed in an unarticulated form,
created a sense of despair in the CEOs. They sjdake desire and requirement to be
able to lead their organisations within the framesmf theleadership interpretative
schemawhile at the same time managing the expectatiorisedded within the
institutionalised schemathat is, working to ensure the future sustaiitgmf their

organisations.
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The memos, written at the time of data collectiwere designed to capture aspects of
tone of voice; body language etc and which accompanverbatim record of the
interview, used the wonabustusedto describe the opinions that were voiced
concerning the future of executive leadership. ré&leas an expressed desire on the part
of the CEO interviewees to be able to move beybadhort-term thinking that has
typified many organisations. This included thenttfecation of a sense of powerlessness
that the CEO respondents felt about being unalde¢commodate the unwitting influence

of the institutionalised schema. Some CEOs raldoeolleagues:

...who have come in [to an organisation] believing thias the agenda and this was the
way the organisation was and this was how decisiemsld be made. Then when they
get in there and find that it's quite different,datihey end up saying “it's all too hard, it's

not right”, and walk away from it.

When they were asked to expand on what he or shatrbg‘finding it is quite

different”, the disparity between theng-termand theshort-termexpectations and
consequent implications were offered as the reaSeme CEOs spoke of a sense of
disillusionment that they experienced when theynppédnat one CEO referred to as a
‘Pandora’s box’ While she stated that she would have still takerjob, she would have
preferred a mor&ip front and honestprocess on the part of the board at the time 1of he
recruitment. A similar disillusionment was spok#rby both CEO and non-CEO
consultant respondents, and was identified as gavsignificant influence on the level

of trust that may or may not exist between the thaad the CEO.

The findings of the study were in accord with Haitlb& Finkelstein’s (1987) findings
onthe latitude of discretioavailable to CEOs. That is, the CEO is so affkbiethe

perceived constraints existing within their contiinet the CEO perceives that he or she is
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not permitted to or able to choose to undertakiiceimportant strategic actions. For

example one CEO said:

Well, | would say you'd just look at a number @ tBEO’s who have been exited from
business in New Zealand and say that had there bleeity and honesty and a good

process up front, that need not have happened.

.. and further added:

When there are misaligned expectations, not ortlwdsn the CEO and the board chair,
and it often exists between board members as walhen the perceptions that are
created by the politicians and the media are addetie mix, then the disparity becomes

greater and there is only one loser ... and thahésGEO

Bandura (2001) states that the power of an indalitluact, in this case, the CEO, falls
within the realms of personal agency. He goe®a@rdue that personal agency can not
exist in isolation; rather it operates within adaaetwork of social structural
configurations. As such the CEO, in order to ofgeedfectively, must be mindful of

these social structural influences. Bandura (186rtends that if an individual can not
[deliberately] act in isolation, then a collectiagency is often created. He goes on to
assert that people’s shared belief in their callegbower to produce desired results is the
key ingredient for collective agency. Therefoféhe apparent dominance of the
institutionalised interpretative schema is to lesdémed then the shared belief of the

CEOs, in their ability to achieve desired resuttay be required if change is to occur.

Bandura (2001) further argues collective agenclgigloped from the broad network of
social structures that represent authorised systénuges, social practices and sanctions

designed to regulate the social structural funstiohherefore, the CEO operates within

The New Zealand CEO



Chapter 7: Weaving the themes together 274

these social structural functions by virtue of ddan ascribed or authorised role
(Giddens, 1984). The constraints identified wtthis study’s research context were

experienced by the CEOs as a collective set oaksttuctural processes.

Examples drawn from the discussions contained mithe thesis to illustrate the level of

agency afforded the CEO are as follows:

First, the potential exists for a less than healéhgtionship to exist between the
board/chair and the CEO, a situation created pilyffaom the misaligned expectations
with regard to key performance indicators. Thegaligned expectations can create a
situation of conflict, and where and when board toers had political affiliations, there
was evidence of perceptions that CEOs were consttaven further from acting. As a
result the CEO had limited latitude of discretionrtitiate radical long-term strategic

changes. An example of a comment received was:

There aren’t well aligned performance expectatiotfigre isn’'t a clearly articulated
strategy that is shared by everybody so the CEOninlig dancing to one tune and the
Board think they are dancing to another. Sometiih&sincompatibility of agendas of
various Board members that are not necessarilyeghaly the entire Board ... so you get

factions and splits.

Second, one example is the seemingly higher Ieharatiny that results from the role
being situated in a small business environmenppesed to that in a larger business
environment. This is exacerbated by the scrutirii@role by the media and by
politicians. This, in turn, is perceived to haveasivained CEO risk-taking behaviour, by

heightening the fear of making the mistakes whumliat become ‘cannon fodder’ and
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possible destroy their career. A comment that sans@s such concerns expressed

during the research is:

The media haven't been very good at balanced vieWhave no recollection of them
seeking a comment about XXX situation ... in faam'tcbelieve the media have been
very insightful they tend to deal with whoever ¢benpany puts up ... and of course the
Chairman wants to be involved in announcing thedgoews and the CEO gets the bad
news... and this colours people’s views. It canalstunake or break a CEO ... they

haven't been very good at going behind (investigateporting).

Third, the respondents referred, throughout theares, to facets of their context that
were considered to have their foundation in Newlateiis colonial origins, for example,
the creation of an egalitarian culture that vala@estinical and professional skills, at the
expense of specialist leadership capabilities. diso deemed to restrain the enactment of
high profile leadership behaviours. One consequeras a limited number of high-

profile business role models for young executivesomment received from one CEO

suggested that:

It all stems from our colonial traditions and thenking class ethic that has developed as
a result ... that and the tall poppy syndrome andNbe8 fencing wire, the emphasis on
egalitarianism and she’ll be right ... all conspire ¢treate an environment where it is
better to keep your head down and not draw attanip conspicuous consumption or
through the media...

This situation resulted in examination and furttefinement of the conceptualisation of
the CEO role within the substantive context of teisearch. The next section of this

chapter offers an alternative to that providedhatiieginning of the thesis.
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Defining the CEO role

As a result of the discussion contained in theezagkctions of this chapter, the
researcher re-examined the definition of the CH® poovided in Chapters One and
Two. At the forefront of the discussion throughthe thesis, the operational definition
of the CEO has been the individual who has respditgifor the conduct and
performance of an entire organisation, as oppasadtibunit of that organisation
(Hambrick, 1998), and who has “the ability to ifhce others to make day to day
decisions that enhance the long term viabilityhef drganisation, while maintaining its
short-term stability” (Rowe, 2001, p. 83). Thididiéion included a consideration of the
processual nature of executive leadership, wheaalgxecutive guides, structures and
facilitates activities and relationships, and iefiges the attitudes, behaviour and values

of others (Daft, 2002; Vecchio, 1995; Yukl, 2002).

Comparing the properties of this definition and fitaeneworks contained within the two
interpretative schemas, only one aspect of thaeitiefa as relating to the CEO role was
identified. That is, the short-term stability betorganisation. This was emphasised over
and above the long-term visionary leadership behasithat are deemed to be essential
to ensuring the long term viability of the orgamiga. Tensions experienced by the CEO
stemmed from their desire to lead their organigatica manner that ensures its long-

term viability as well as maintaining it short-teprofitability.

To aid in theconfirmability of the findings, the researcher revisited a seledf the
participants (theoretical sampling) in order tacdss the issues raised as a result of the

emergent findings. There was a consensus that s a need for a more apt definition
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or conceptualisation of the CEO role and how the sbhould be enacted. The emergent

findings led me back to Pye’s (2002) statement:

Conceptualising leadership presents a challengehwiki akin to capturing the ethereal

qualities of “the moon on the water”; you know ihen you see it, but it defies capture.
(p-2)

The CEO role is an interactive, multi-dimensionalgess (see Chapter Two) that extends
beyond formal organisation and leadership bounsi@Nerthouse, 2004). This then
leads to the individual's perceptions and feeliagd responses to the interactions they
experience in their context, becoming as imporartheir characteristics, abilities and
traits (Barker, 2001). When synthesising these/si@ith those of Pye’s (2002), it
became apparent the existing definitions of the C&©and leadership have not fully
captured the nuances of the role and its relatipnsith its context. The focus of
definitions solely focusing on the traits and bebass and the consequences of the
CEO'’s actions have meant that other notions andrycs, for example, context and the
processual elements, have been excluded from @vasmh. However, as a result of the
concurrentheoretical samplingndcoding a necessity to establish a more all-
encompassing conceptualisation of leadership thdies to CEOs was identified. Such
a conceptualisation would have to take accourgadérship as a multi-dimensional
construct and as an integral part of the contetttimivhich it is situated. Further
examination of the interviews and engagement aghiterativetheoretical coding
processes resulted in the identification of theanahing social structural process. That

is theCEO role isa social institutionwithin the context in which it is situated.
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The CEO role as a social institution

As defined by Turner (1997) a social institutionhie complexity of positions, roles,
norms and values lodged in social structures. Samsmg Martin’s (2004) defining of a
social institution, it is the contention of theeascher that the CEO role can be deemed a
social institution because:

» The role consists of a collective of people whameisge with each other

e The role endures across time and geographic boesdar

» As a social institution, the CEO role entails distisocial practices that recur and
are repeated over time by group members

» The CEO as a social institution has some behavmamnstrained and others
facilitated, this in turn forbids some alternatiwe®l choices of actions.

* A social institution, in this case the CEO rolentzins social positions and
relationships that are characterised by partie@raectations, rules/norms and
procedures which ‘make sense’

e A social institution is constituted and reconsgétliby embodied agents, in this
case the CEO, who enact practices to constituteotaen varying ways

» Social institutions are internalised by group mersalas identities and selves, and
they are displayed as personalities. In this ¢tageCEQO’s experiences within,
and, in the institution of the CEO role become®iporated into their identity
and their personal self. This occurs as the CE@tity with their positions, the
practices they enact and the positions they occupy

» Social institutions are inconsistent, contradictang rife with conflict. Despite

their apparent coherence, roles such as the CEO®ahighly coherent or

The New Zealand CEO



Chapter 7: Weaving the themes together 279

integrated. The role entails many diverse prastiseme of which conflict with

each other.

Conceptualising the CEO role as a social institutazilitates a critical analysis of the
role, for example, examining how perceptions ofrtile are formed within a specific
context. This includes a discussion of the fororatf the social norms and the forces

that enhance or impede the individual’s abilitg#ory out the role.

As a social institution, the CEO role is bounded mfiormed by a set of social norms.
These norms are formed by the social structuragases having their genesis in the
features of a society; for example, the historieagnomic and religious traditions
contained within the business bedrock (see Ch&mtepage 182). As discussed in the
literature review (Chapter Two), every role comgsis set of behaviours that are enacted
by an individual in that role. The behavioursiareurn framed by a set of rules (social
norms) that guide the individual's behaviour in@pe situation (Baron, Byrne, &
Branscombe, 2007). Baron et al., (2007) go omgaethat a number of social norms are
explicitly stated and formal for example, role dgg#®ns and contracts. Others are
unspoken or implicit and may have been developeah imformal manner, their presence
is often only identified when they are transgresdedilure to adhere to these implicit
social norms can result in punishments, the maseteof which is exclusion from the

group (Baron et al., 2007).

Within the context of this research, the norms Haat the greatest influence on the CEO
construct were identified as the implicit sociatme. Analysis of the interviews

provided evidence whereby, if a CEO transgressesrtplicit social norms, they may be
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excluded from the society of which they are a mamb& comment that typifies those

received was:

The CEO was good but his profile got too high far $ector and while there was a ‘ goes
with the territory’ mentality amongst his colleagit didn’t win him any friends ... he is

working in North America now

The CEO participants contend that while it maynesult in separation from your peers,
it may result in exclusion from the New Zealandibess community. For examptae

had to go off-shore, while the problems weren'tlygais fault he was labelled ‘to hot to handle’

for most New Zealand organisations.”

The likelihood of this happening in a small busgesvironment was deemed by the
participants to be greater than in larger enviramsie The reasoning of the participants is
that in the smaller environment, the CEO is mos#éle and open to scrutiny. Baron et
al., (2007) argue the adherence to the social nbawso be displayed frequently and
with visibility. As discussed in Chapter Six, tealysis identified a set of forces within
the business bedrock that create an array of pgenspegarding the status of the CEO
role. One CEO’s comment encapsulated the opiregpeessed by some of the

participants in this regard was:

The trouble is you are damned if you do and danifngall don't ... you have to interact
with the media - And as a consequence you becammdhdia property and that's fine
when things are going well but when things turrythbsolutely turn real frosty. Then
the perceptions of the CEO become as if they dogvlife... we become one of the great

unwashed...
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As discussed previously, there has been a recwrangern expressed throughout the
research about negative commentary pertaininggt €0 role. This, in turn, creates a
set of negative perceptions about the status dCH@ role that helps generates the
norms that determine how the role should be enaatetisubsequently the acquisition
and retention of capable people to the role. $ehEi995) maintains that role status is an
abstraction that is defined by the expectatiors r@levant group or society within which

a particular role is situated.

The analysis identified that the social statusthedsocial norms that inform the CEO
role are created, in part, as a result of the mébyincidental and situated theoretical
perspectives of learning, and are conveyed bydieesendersn both the external and
internal contexts. As these learning processesrdbey are refined by the personal
values and expectations of the individual CEO.e flxt section of this chapter outlines
the function of the various theoretical perspestioklearning that contribute to the

formation of the social norms.

The role of learning in creating social norms

As discussed in Chapter Five, defining learnindwesteely in terms of a literal dictionary
definition, as the “knowledge and skills acquirkbtigh experience or study or by being
taught” (Pearsall, 1999), would obscure many ofnl@nces contributing to the learning
of the social norms that were identified throughtbig thesis. Utilising an interpretivist
perspective within the modified grounded theoryhndtacknowledges learning as a

social psychological process that is unable todparsted from the context in which it
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occurs. As a result an emphasis is placed ondhefdand attitudes of the learner as
opposed to those focusing solely on those of thehter (Hein, 1991). The aim is for the
learner to be able to construct new ideas andfuceqis based on their current or past
knowledge (Bruner, 1966), thereby providing a gdaiduture action (Mezirow, 1994).
Therefore, it is not just the interactions whicha ®EO experiences; it is also how they
construct meaning from a specific learning expeeaahat determines the effectiveness

of the outcomes.

Hein (1991) goes on to argue that when an indiVicsht@rprets their experiences in order
to create meaning, they do so in a way that makesesfor them at a particular stage of
his or her life. The learning experience is thiacgd within a particular interpretative
schema that exists at that point of time. The datdysis indicated that the interactions
pertaining to the CEO role commence early in aividdal's life and those may be
interpreted, fit or be placed within a schema appate for that period in his or her life.
However, in the long-term, this schema may be ingppate. The failure to encounter
different learning experiences at a different agstage in an individual’s life may result
in this inappropriate schema becoming instituticseal. The findings of this thesis
suggest that unless concerted efforts are madwatwge the thinking patterns that are
unwittingly influenced by the schema, then thigoy schema can remain unchanged.
There are implications also for the nature of eiieeuwdevelopment activities, ensuring
they take account of schematic thinking and they gmable the CEO to achieve the
ability to respond to the demands of changing cdsteThis means that a life-long
holistic approach to learning may be central tauang effective CEOs. The importance

of life-long learning was expressed by one CEO afynyears experience as follows:
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... and that to me is the mark of a good leader. Sémuthese things about learning and,
to me, smart people believe you never stop learnlinig part of the excitement of it all, if

you stop learning you are probably dead or closi.to

Hein (1991) contends that as a social psychologicaless, learning is complex, and an
integral part of an individual’s life unable to Borced from their prejudices and fears,
ambitions and desires. Ttieeoretical codingdentified that the more advanced a CEO’s
ability to interpret, integrate and understanddkgectations and requirements of the
CEO role, the more effective they were perceiveloetby role-sender groups. One

consultant when reflecting on effective leadership CEO role commented:

...they would have felt a lot more comfortable peafiprand therefore if you think about
the performances and the relationship to internaispnal integration as being a factor
here and then feeling comfortable about it and aoxious, then they would be as

effective as they could be.

The ultimate outcome of any learning experiendbasthe learner, in this case the CEO,
is able to gain mastery, autonomy and independaseeresult of an interaction. This
was identified by the respondents as an essetttiblude for an effective CEO. Gaining
mastery and autonomy empowers the individual t their own solutions to the
challenges they encounter. The CEO role, as alsostitution, necessitates these
solutions adhere to the social norms informingrtte. Failure to do so would result in a
less than effective enactment of the role. The sestion of this chapter provides a
discussion of the different forms of learning thvatre identified as a result of the data

analysis.
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Informal and incidental learning

As identified in Chapter Five, the participants dat fully recognise the importance of
informal and incidental experiences in contributioghe learning of the CEO role.
Indeed, participants more likely attributed thenary means of learning to the
formalised developmental experiences. Howevenrtbmos and coding notes
accompanying the interview transcripts confirmeat the informal and incidental

experiences were spoken of with a degree of passiatcasions.

Use of theheoretical sampling processand the semi-structured interviewing
techniques allowed the researcher to re-trace stbpse necessary, resulting in
participants reflecting more deeply on their reggsn For example, in Chapter Five, the
interviewees spoke initially of positive school erpnces. They were then asked to
reflect on boththe goodand thenot so good This then led to examples of both negative
informal and incidental experiences being providéde case in point was when a CEO
spoke fondly of his childhood experiences. Howgewdren asked to compare these
experiences with some that were not so favouraleléegan to speak of how his family

upbringing had constrained his performance in atative role later in his life:

We don’t do it in a family situation, we don’t dan schools, and we sweep things under
the carpet. | mean | grew up in a family where koow conflict was avoided and | had
to learn to cope with that as | grew older. We'tddw it, | can’'t think of any situation

where you are taught some of those mechanisms.

The grounded theory analysis showed that informdliacidental learning experiences

were identified as contributing to the developnadrthe social norms that act to define
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the CEO role, and that act to influence its fulimh. The informal and incidental
experiences were also identified being presertarsituated learning experiences (on-
the-job training) undertaken by the CEOs. The segtion outlines the role of situated

learning in creating the social norms.

Situated learning experiences and the developmera oommunity of practice

As discussed in Chapter Six, situated learningnésaf the primary means of
organisational learning in New Zealand. Lave arehgér (1991) contend that situated
learning focuses on the interplay between the fondaif an activity, and the context and
culture within which it occurs. This is based ba supposition that all interactions are
highly contextualised activities as opposed todtften decontextualised environment

when formalised learning is undertaken (Wenger/)1.99

Situated learning, as a contextualised learninggs®, provides opportunities for
informal and incidental interactions to happen e Timjority of the participants spoke of
positive situated experiences that had occurrenigirout their career. These
experiences, in turn, were noted to have contribtgehe acquisition of business
knowledge and achieving an awareness of the e=abfithe role, and the developmental
processes involved in acquiring an executive lesderole. As one of the primary
means of CEO development, situated learning wasumental in the conveying and
sustaining of the social norms. One CEO spokegdinst year as a graduate employee

in a major international organisation stating that:
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| spent a year in New Zealand going round simpbrrang about the business and
having a diary and having to produce the diary ..tHe managers ... showing that |
actually understood what the process was in thedyoXXX department of all things ...
it's terrible to think about, but it's more like apprenticeship and then | was given

projects you know, to work with and | was giveneatar within the organisation.

An important principle of situated learning is tkfa individual works on genuine and
realistic tasks reflecting the real world (Jonas§&94). The basic premise of the social
experiences provided by this form of learning &t they are transferred from the
classroom into the realm of practice, that is,woekplace. The removal of learning
interactions from the classroom allows the leato@ngage with the subject matter
within the context of real world challenges (Stdif98). So while the social norms may
be implicit and pervasive, they can also be famdma result of the interactions

experienced by the individual in the situated ceiste

Awareness was expressed about the importanceuatesitlearning having relevance to,
and reflecting the true realities of the CEO rdle doing so, the effectiveness of the
situated learning experience was perceived to bemised. One HR executive, with 20

years experience in two of New Zealand’s largestmamies, commented that:

. we focussed on being clear on what we warddaetmore concise about how we
developed people towards that end gain. We foaweh rmore now on job experience,
job rotation and work experience and we attribu@®®of the success of an executive to

amount of on-the-job experience [situated learnitiggy gain.

The formation of the social relationships createdifthese experiences support the
creation of what has become known @®amunity of practicd_ave & Wenger, 1991),

that is, a group of people who are informally botwgkther by shared expertise and
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enthusiasm for joint enterprise (Wenger & Snydéf@, and according to Wenger
(1998), they are a integral part of life. The cgptoof a community of practice, as
theorised by Wenger (1997, 1998), provides an agtilan of how role incumbents, for
example, CEOs, are informally bound together gioap or unit. As the CEOs move
through their career, it is the situated, inforiaadl incidental learning interactions that
actively engage them within their community of pige Their lived experiences were
identified as a major determinant in the learnihthe CEO role. This is in keeping with
the findings of Kempster (2006) who established ¢xacutive leadership is learned

primarily through socialisation.

As discussed in Chapter Six, concern has beenssqudy the non-CEO participants
about the relevance of the situated learning thiaeing provided. The findings of this
study suggest that situated learning must be algédo the specific context and to the
perceived future needs of the role and the orgtamisaThe non-CEO patrticipants stated
that partaking in learning experiences that dgpnovtide for the future may compromise
the long-term viability of an organisation and &ibess community. Relevance to the

social context is vital

This thesis argues that while the CEO may be gartcommunity of practice and
ascribes to the social norms of that communityef@mple, those embodied within the
leadership interpretative schema, that this is only community that the CEO is part of.
The CEO is also part of a wider community, thatalihgs formed by their wider external
context. They are bound to this wider communitgf ps they are to the CEO community
of practice and their peers. The analysis identithat the CEOs perceive they are

expected to heed the social norms created byxtesral environment just as they do
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those of their own group. When the social normihefdifferent groups are in opposition
to each other, then tensions and paradoxes transpinis, then, led to the identification
of the overarching social psychological procesdancing the tensions and the

paradoxes

Balancing the tensions and paradoxes

This section of the chapter discusses the socyghadogical process identified as
balancing the tensions and the paradox&hroughout the study, the participants used
the termbalanceto explain how the CEO attempts to cope with t@ands of their role
and their personal lives. The balancing of twoagipg, apparently contradictory forms
of behaviour led to a conclusion that the CEO coleld be paradoxical in and of itself.
Paradoxhas been defined as a phenomenon that denoteadiotdry yet interrelated
elements, elements that seem logical in isolatidrabsurd and irrational when appearing
simultaneously (Cameron & Quinn, 1988; Lewis, 2Q22(;60). These elements, in turn,

create the tensions and paradoxes confronting B@@sGaking part in this study.

The CEOs spoke of tHmlancing acthat they had to perform as they carried out their
role. Some of them described it as if they wera tight-rope (See Figure 16). Such a
tightrope is formed by the sociological, psychobadi philosophical, economic, historical
forces within the research context. These focoeate the frameworks and scripts that
define the CEO construct, its enactment, acquisdicd retention. The narrowness of the
tightrope and the need to achieve self-assurande movides what Finkelstein and

Hambrick (1996) terntatitude of discretion In this study, thigatitude of discretiorwas
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considered by the CEOs to be very slender. Suggssif the participants were that the
individual has tdalancethese forces, while at the same time heeding¢neandof the
differentrole sendegroups within their context. These demands sieinaunbalancing
mechanism, limiting the choices available to thavidual. If the CEO made a decision
outside theitatitude of discretiorand breached the social norms, they could become
unbalancecand be tipped off the tightrope. There are tvemtdied outcomes of this
balancing act The first is that an executive leader acquinescapabilities to operate
within a small business community and the pressabesent within that community. As
a result the decision is made to acquire or remndine role. The second is when an
unbalancing occurs, and that when this transpire€EO or potential CEO decides to
theleavethe role. Within this study the wolehveis defined as, “to go away from or to
abandon, or cause to be in a particular stateotipo. When the plurdéavingsis used

this applies to things that have been left as esti (Pearsall, 1999)
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Figure 16: Balancing the CEO role

CHOICES

When discussing the above diagram as part afah@rmability process with those
participating in the research, there was an imntedeaction and recognition, both
humorous and cynical. Those consulted agreedttivas a fair representation of the
situation that CEOs frequently found themselvesTiherefore, the figure remains as a
mark of that sense of recognition, anddaenned if you do and damned if you don’t

situations they stated they frequently experienced.

In this study, the tensions that necessitatedaittief balancing required a deeper
explanation to ensure that the concept of paradsxnt offered as a superficial
explanation. Lewis (2000) maintains that thesllig of a situation as paradoxical does
not necessarily promote an understandinigosy or why it is a paradox. However, the

use ofhowandwhyresearch questions in this thesis enabled thaneser to provide a
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deeper explanation of the paradoxes and tensiahefamhy they occur. The modified
grounded theory approach as posited by Charmad)28@ided the study becoming one
of simply identifying and discussing paradox. Teeision to acknowledge the presence
of paradoxical situations and focus the researcteeking an explanation for the
perceptions of their existence permitted the idieation of the forces that precipitate
them, their consequences and implications. Famela it is evident in discussion of the
origins of the mythology ahe No 8 fencing wirand the perceived stated preference for

technical and professional skills as opposed teeship skills:

The other thing is recognising leadership. Pe@rkn’t actually recognising leadership
. it is the management versus leadership debate tas been around for year.,
However, we also have the technical competenaetHi No 8 fencing wire, and there is
still a great deal of it in most organisations atitere are a large number of people

promoted on that No 8 fencing wire basis.

The CEO who successfully managed to retain tredaincewas judged to have

developed a holistic approach to their life, batbf@ssional and personal:

When | say successful, truly successful, they tasequite holistic approach to their

particular job, their organisation, their role, tirdife.

The conduct of those CEOs, who were identifieduasessful, was perceived by the
interviewees to have achieved equilibrium. Thidpuirn, allowed them to meet the

challenges of the role amdlancethe competing demands that confront them.

And for me that was about confidence, building onfidence and my understanding so |

could be tough and warm at the same time.
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The CEOs taking part in this study expressed ameaweas of the need balancethe
contradictory demands of the role and stated ket wished this was not such a
demanding task. However, inherent in conceptuithe role as social institutionwas
an expectation that they achieved Itlaéancing of the tensions and paradoxethin the
bounds of the social norms that inform the roleithitv the context of this study, the
analysis identified the counterbalancing forcesamsstraints existing within the context
of the CEO that can be explained in the sub-thethesgpressionand restrictionand

rejectingof the role.

While the CEOs implicitly expressed the desiredable to work within the bounds of
both interpretative schemas, and not to have tosghbetween the two, a level of conflict
was accepted as a reality. The analysis indidheddf a CEO was perceived as unable
to balancethe tensions and paradoxes, they had little oftidgrioleavethe role. It was
apparent from the participants’ comments that ciepatecutives walked away from the
opportunity to acquire a CEO role and those alra@adye role may decide to leave a
small business environment for the opportunities lafrger environment. Alternatively,

it was apparent to the CEO participants that soitleer colleagues chose to remain in
New Zealand. However, they decided to leave tlsnless community for an alternative
lifestyle or career direction. The ability to ae¥ equilibrium was vital. It was accepted
by the CEO participants that, in some cases, pat€lEOs recognised that they would
not be able to achieve this equilibrium and theesfeould not be able to develop the
level of commitment required to meet the challergfébe role and to be successful. The
research participants spoke of how the possible eighe future self, for these

individuals, was flawed.
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| guess what's concerning is some of these youeg ooming through who are very
capable, who are saying well there’s more to tlifen this. | don't want the hassle; |
actually want a balance in my life. | want to ddigof this and a bit of that and have
family time or whatever; they want more flexibilitye money is not actually worth it any

more.

As a social institution, the CEO role is bound ksetof social norms. The analysis
identified that the social norms, specifically thmplicit social norms, can make the
balancing of the tensions and paradoxes seem Ngriorgpossible. This was identified,
by the CEO patrticipant, as exposing him or heritecism fromrole sendegroups, for
example, the media, or boards of directors. Asudised in Chapter Six, the CEOs
expressed concern about the number of times theyoh@ompromise their ability to act
within the bounds of both the interpretative schem@omments such dthe media
grabbing at even one year of lowered profitabildynake newsWere indicative of this
situation. Discord between boards of directorstaedCEO, with regard to conflicting
expectations of the role, were supposed as regperisr many CEO%ad

experiences’”

They don't necessarily recruit for what the orgatisn needs, they may need different
skills and competencies and experiences. Thatsbaek to the long-term versus short-

term debate again.

An understandingpow andwhythe tensions and paradoxes are perceived toigxist
required in order to inform choices and add vatuerganisational decisions and actions
(Clegg, da Cunha & e Cunha, 2002; Weick, 1987)egget al., (2002) go on to argue
that as a day-to-day reality, the role of paraddkiworganisations is to keep the CEO

on their toes and in a state of continuous awasenfass own contradictions. Rather than
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paradox being thought of as a constraint, the\tisatyit should be embraced and treated
as a challenge to be resolved. There was evidbatéhe CEOs in this study sought to
construct meaning of the tensions and paradoxgamfles of this were when they
turned to New Zealand’s historical traditions fapkanations, or when they commented
on the influence that the media has in a smalln@assi environment, or on the role that
social forces, for example, the tall poppy syndr@neé the No 8 fencing wire, has on the
role. There was awareness that their ability &ntain theibalanceresulted just as
much from forces in their external context, as ¢hiosthe internal organisation and their

own personal values.

In Chapter One, this thesis opened with the follgrquote by Max DePree (1998):

“When a chief executive officer departs an orgditsathey should leave behind them

both assets and a legacy” (p.130).

The perceptions of the participants in this stugythat it is much more difficult for a
CEO to leave both assets and a legacy, if theyraable tdalancethe tensions and

paradoxes effectively.

Conclusion

This chapter outlines the frameworks and scripth®fwo interpretative schemas that
inform the CEO role. The analysis identified ttieg dominant schema informing the

CEO role was thanstitutionalised interpretative schenracontrast to the frameworks
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and scripts of thieeadership interpretative schemén order to accommodate the
expectations ofole sendelgroups, risk averse, short-term, cost focussedwedlr was
perceived as the overriding requirement. The apgasature of the two schemas shaped
the tensions that wergentified as responsible for many of the paradahéituations that
CEOs tend to face on a daily basis as they catrtheu role. These tensions have
implications for the way in which perceptions anayged regarding the desirability of the role
of the CEO as a career option and, the abilityitraet and develop the best possible recruits

for CEO roles.

The contention of this thesis is that the CEO molew Zealand should be conceptualised as
a social institution. It is a role having its os&t of social norms that create and sustain a
social order governing the behaviour of the CE@nc@ptualising the role in this manner
acknowledges the multi-dimensional nature of the, mmbracing and celebrating the context

in which it is situated.

Studying the research participants’ perceptiorth@®CEOQO role using a qualitative
perspective provided a voice for those who paigg in this research, thereby enabling
them to articulate their views about the issueg gieceive that influence the definition
of their role, the subsequent enactment of thataold the acquisition and retention of
talented people within that role. Traditionallyetconcept of being able to have or
express &oicehas been ascribed to the weak, to minoritiesgigeedvantaged and
dispossessed (Baez, 2002). The perception, bttimvgiociety and within organisations,
is that CEOs have considerable power and statutharefore have the ability to voice

their ‘true feelings’ (Finkelstein & Hambrick, 1996
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Paradoxically, this research identified executesers as perceiving that they have very
little voice That is, the analysis identified they perceweé constrained and silenced
with regard to certain aspects of their role, tifie#lings and how they construct meaning
regarding their role. As discussed previously, Haok & Finkelstein (1987) referred to
this concept akatitude of discretion Latitude of discretion is a notion that givesamiag

to situations when the CEO is so confined by edleranstraints, institutional pressures
and internal inertia, that he or she perceivestodi permitted, or chooses not to
undertake certain major strategic actions. fhieeretical codingevealed that the
expectations of thele-sendegroups control how the role is defined and enactéds,

in turn, influences the acquisition and retentibtatented people. This resulted in the
CEO identified as a role-taker (Cast, 2004), ak suecepting the requirements and
expectations of the role, as opposed a role-ma&kast( 2004), where they create
themselves in the role. The frameworks ofittsitutionalised interpretative schema

create limited latitude of discretion for the CHQall facets of their role.

As discussed in Chapter Three, there are eleméatsgrounded theory studies that
contribute to their achievement of academic rig@&laser, 1978). In this study, the

emergent concepts and theory were considered & hav

* Grab: In the sense that grounded theories lggab and they are interesting.
People remember them and they use them. Thiswideneed as a result of
feedback received from seminar presentations ntedaghout the study.
Interest has also been generated by fellow researglith regard to collaboration
in future research projects based on the findifdiseostudy. Even in practitioner

environments, people have expressed interest icotheepts being developed, in
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particular the presence of historical influences te presence of the two

interpretative schemas.

Fit: In the sense that the theory, or categorieseotttbory mustit the data Data
should not be forced to fit pre-conceived or prestext categories or discarded in
favour of keeping an extant theory intact. Thiswehieved by using the
modified approach in preference to the traditigBserian or Straussian
methods. This was designed to ensure the fit legtwlata and theory, and to

allow the findings in all their depth and richnésemerge.

Work In the sense that a theory should be able taexwhat happened, predict
what will happen and interpret what is happeningrirarea of substantive or
formal inquiry. The study provides a lens througtich to view the construct of
CEO leadership in contemporary New Zealand. Wides a view of the
foundations of CEO leadership, how it is learntywbme individuals come to
love the role and the challenges it presents, dndothers decide to leave the
role. Using the concept ofterpretative schemas frame the discussion
provides a means by which the multi-faceted dinerssof the construct can be

systematically interpreted and studied.

Relevanceln the sense that grounded theory arrives ataalee because it
allows core problems and processes to be identifie@ time when there is
predicted to be a talent shortage of CEOs, espeldaldership talent, this study
gains its relevance by being situated in contenrgddaw Zealand. It gains

relevance by the sample size and nature of CE@sviatved, the inclusion of
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participants close to the CEO role and the samgalegldrawn from across a

range of industry sectors.

* Modifiability: In the sense that the generation of the thesapiever modifying
process and nothing is sacred if the researchiedigated to giving priority to the
data. The journey from the purist grounded theoeghod of Glaser through
consideration of the Straussian approach, to thdifrad approach used in this
study was a justifiable response to the contett@fesearch, the concerns
expressed by the participants and the issues #ratraised in ongoing
discussions. While the individual datum was anartgnt part of the research
process, so were the environments and the lifeenadrthe participants
themselves. The use of a modified grounded thepyoach allowed these
features to be acknowledged and included in trdirfgs. In doing so the study
provides the means for the findings to be usedthgre when developing their

own research. This contributes to the criterianiodifiability.

The following comment was one that provided an epgate ending for this chapter.

It's not knowing what you don’t know is the problamd it is the same in politics,
management or sports leadership ... Leaders havee tprépared to be quite humble

about what they don’t know.
A CEO reflection
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Chapter 8: Recapitulation, reflections, and futudirections

The major one is trust and then a unified purposehat there are no hidden
agendas and no hierarchical battle. So you neex tthst, you need single
mindedness, you need unity on the vision and yed eguality and an approach
that is not a point scoring ... or an ego situation.

A CEO reflection

Introduction

The core purpose of this study is to investigagepirceptions of the CEO role within
large New Zealand business organisations fromehgpective of the CEO and those

closely involved with the role. The primary res#aobjective of the study was:

To identify the CEOs’ perceptions of their role arlde interpretative schemas

informing that role

The primary research questions arising from theareh problem identified in Chapter

One are:

1. How does the context in which the CEO role is s#danfluence the
perceptions of the research participants as tdefieition and enactment
of that role?

2. Why is an individual attracted to the CEO role arid/ do they choose to
remain or leave the role?

In this chapter, summary and concluding commertparvided, thereby completing the

frame that forms the boundaries of the thesiss Thapter has four objectives, first, it
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provides a recapitulation for the basis of theithesd second, it reflects on the
contributions that this thesis has made to thealitge on this issue. Thirdly, it outlines
the limitations of the research, and fourthly,i#godisses the implications of the findings

for practitioners and poses possibilities for fattgsearch opportunities.

A recapitulation of the premise for the thesis

A recapitulation in music is where the main idebthe exposition are restated (Pearsall,
1999). Therefore, this section restates the mrgnaents that provided the premise for
this thesis. As discussed, the inspiration fag thesis arose from a desire to understand
more fully the howandwhy” of the CEOs’ perceptions of their role, and the
identification of the social processes that inféhm role. As discussed in the literature
review, the CEO encompasses an executive leadedbipThe desire to learn more
about the role was heightened by the paucity aaeh available examining executive
leadership, for example, less than 5% of the |esdugjeliterature has focused on executive

leadership (Storey, 2005) (see Chapter One).

This thesis responded to the call to move studies/drom thewho, whaiandwhenof

the CEO role, for example, how an individual argithctions may have saved a
company. In doing so, the researcher answerechthmade by Tsui (2004) (referred to
in Chapter Two) who contends that there is a neethbre quality, theory generating,
context-bound and context-specific research, tatadide body of knowledge of roles
such as that of the CEO. The modified groundedrthapproach utilised in this study is

particularly appropriate for exploratory resear€thes nature as it allows the theory to
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build and flow from the data. This relevance iearced when the researcher
acknowledges their participation in the researachdevelops a participatory
consciousness as part of the research proces®(BR005; Heshusius, 1994). Further,
the nature of the research design combined withettiprocal relationships that were
developed with the participants, enabled the rekeato unravel and weave, to fold in

and unmask the various layers of the participaperiences (Smith, 2005, p. 103).

Concern has also been expressed about the relativme of research emanating from
North America and Europe in comparison to othetexds (Adler, 2002; De Cieri &
Dowling, 1997; Muczyk & Adler, 2002). Further,gete the evolution of leadership
theory from trait through to supra-leadership agiftlsadership, it is stated that the
leadership component of the CEO'’s role is still saudficiently researched (Grint, 2005;
Jackson, 2001; Kan, 2002; Parry, 1998). One regisen for this situation is that the
literature and theories remain firmly situatedndustrial models of organising, which
models have provided the values and assumptiohbalie dominated the twentieth
century field of executive leadership research {(@sf Schall, 2001; Rost, 1993). Thus,
mental models have formed that are more suitedetintiustrial era, especially those
pertaining to the CEO; furthermore, they have Heemed from a narrow set of voices

(Ospina & Schall, 2001).

There is a need (see Chapter One) for more resezachining how a CEO constructs
meaning from the context in which he or she erhets role. To address this issue, this
research has expanded the range of voices commemtithe role of the CEO, by
including the voices of the CEOs themselves andretblosely involved with the CEO

role.
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The grounded theory approach as proposed by Ch420@@) provides an alternative
perspective of the CEO role and of the individwell® are appointed to it, whereas, the
objectivist orientation to grounded theory assuareexternal but discernable world,
unbiased observers, and discovered theory emph@gsigjic, analytic procedures,
comparative methods and conceptual development thieeresearch is carried out
(Charmaz, 2003). The modified grounded approagthesises a focus on the studied
phenomena (Charmaz, 2005, pp. 508-509). It wadatter approach that allowed the
theory to be drawn and identified from the datheathan being forced into pre-ordained
categories. This approach supports the integrafitime participants’ subjective
experiences within the findings, thus, giving vdioghe desires, concerns and excitement
of those involved in the research (Charmaz, 2000322005; Mills, et al., 2006a,

2006b).

Reflections on the significance of this thesis ant$ contribution

This study claims significance arising from andifercontext-specific nature. As a
result, the multi-dimensional nature of the CE@ rchme more clearly to the forefront
allowing the processual nature of the role to lemified. The context is not
marginalised; rather it is embraced and celebraseal means for allowing a deeper
appreciation of the CEO role. Establishing congexa primary factor within the study
resulted in the contextual features, which enhancéchibited the enactment of the CEO

role, being captured by the study rather than bgimalised or minimised by it.
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By re-conceptualising the CEO roleths CEO role as a social institutiotinis study
contributes to the literature by providing a cortaaepframework that acknowledges the
CEO role is bound by social norms contained withgpecific context. This, in turn,
provides an opportunity to commence a dialogue eheuappropriateness of the social
norms informing the role. Social norms sustain@ad order that governs the behaviour
of the CEO. Conceptualisirige CEO role as a social institutidras provided a view of

the role that is more aligned with its multi-dimemal nature.

This thesis supplements the work of Wordon (200%) examined the ability of an
individual to mediate tensions between the exeeutile and integrity and reputational
capital. The study develops this understandinglentifying the overarching social
psychological process abe balancing of the tensions and paradoxgse study
identified that CEOs perceive the need to be abidentify and then balance the tensions
and paradoxes within their context if they arertact their role effectively. In other
words, the perceptions are that the CEO has tasaatmediator. That is, the CEO has to
successfully mediate between the dualities crdagdbe conflicting expectations of the
two interpretative schemas. This, in turn, enharticeir effectiveness in the CEO role.
However, for the balancing to be effective, the Gi&S to have developed high levels of
commitment or enthusiasm for the role, a passiochallenge and displays of
commitment and perceived ethical behaviour (Se@t€h#&ive). As discussed in
Chapter Six, the CEO'’s inability to mediate ancbregle the conflicting dualities, are
perceived as grounds for the individuglecting the role. Further, the study contributes

to the literature through explaining the socialgasses that lead terepression of the
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CEOrole by forces in the external context, andhe restriction of the CEO rolithin

the organisation.

The research contributes to the literature thrabghdentification of the two
interpretative schemas that inform the role. iAs@itutionalised interpretative schema
was identified as the dominant schema informing tes of the CEO. However, the
analysis showed that theadership interpretative schemaaas the dominant schema
within which the CEOs enacted their role. By idigiitg the frameworks of the two
interpretative schemas, this study, has offeregxgfanation for the limitethtitude of
discretion thathe CEOs perceived they possess (Finkelstein & Halkyd996). In
other words, the interpretative schemas have hestarollective features that impact on

thelatitude of discretiorafforded the CEO to act independently.

In keeping with the argument of Cannella and Mor{i®97), who state that any theory
concerning executive leaders should be drawn fnfi@reint perspectives, itis the
researcher’s contention that the research desitinso$tudy allowed diverse perspectives
and traditions to play a role in forming the substee theory of the CEO role. This study
responds to the calls of (Bryman & Stephens, 188@nan, 2004; Conger & Kanungo,
1998; Yukl, 2004) for executive leadership and GES&earch to give a priority to studies
conducted within the qualitative paradigm. Theesch design combined with the
context-specific nature of the study permittedegbenomic, philosophical, sociological,
historical and psychological features to be idedif This, in turnhighlighted important
challenges that should be addressed if capableiexes are to be attracted and retained in

the CEO role.
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In contrast to other studies of the CEO role uradker in New Zealand, this study
guaranteed the anonymity of the participants. rBtiadies have focused on a specific
individual, naming the individual playing the leaade, see Jackson and Parry (2001) and
Janson and McQueen (2003). Some are unauthoisg@phies, for example, Michael
Bassett’'s (2008) examination of a previous Primeister, David Lange; some are
eulogies and some auto-ethnographies, completbdiifierent levels of rigour. It is
suggested that this lack of anonymity may not ¢edyl to a “sugar-coating” of the views
expressed, it can also silence voices, causing penceptions to remain implicit and
beliefs to remain hidden. In addition, it can désad to what Darth and Palus (1994) and
Ospina and Schall (2001) assert is an issue ofecomith the majority of executive
leadership studies. That is, they produce a viergality that is portrayed as undebatable
and unrelated to establishing an in-depth, hohsew of the role. Ensuring the
participants’ anonymity was vital in allowing pensb insights to emerge; insights that

otherwise may have remained hidden.

The research complements the work of Guthey arlddaq2005) who examined the
“images” of top executive and CEOs as represerntéuib the media and also via
corporate portraiture. Guthey and Jackson (208%)d on interpreting these images, for
example in terms of how they offer a visual cordtan of corporate identity and can
create armuthenticity paradox In contrast, this study investigates the researc
participants’ perceptions of these mediated reptasiens of the CEO role, thereby

adding to the literature examining the public peesof the CEO.

The research has also made a contribution totératluire by extending the work of

Feather (1994a, 1994b), Jones (2001), and Moulhsamkaran (2000), through
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identifying some of the stories, customs and belieft contribute to the formation of the
social norms that inform the CEO role. In the N&saland context, such norms are
expressed as thall poppy syndromandNo 8 fencing wirandshe’ll be right thinking
and are perceived as impacting on the enactmehed@EO role. While Feather (1994a,
1994b) and Jones (2001) discuss these phenomedna thigé broader context and Mouly
and Sankaran (2000) from a specific organisatipaedpective, this study focuses on a
specific role, the CEO, in a variety of organisatibsettings. Within this thesis, the
customs and beliefs are perceived to have thegjimarin the colonial, religious,
economic and historical traditions of New Zealartelsopean colonialism. Building on
the work of Cheng (1994), it is the contentionha# tesearcher that the context-specific
focus of this thesis was responsible for allowimgse social, cultural, historical, political
and economic forces to contribute to the buildihgrmwledge of the phenomena under

study.

This study expands on the related work of Kemps{@006), who recommended that
future research should attempt a cross-sectorastigation of leadership learning. This
study, by including participants from a diversifyiredustry sectors, has assisted in
providing those high-level causal or theoreticgllarations for leadership learning
amongst CEOs that Kempster (2006) believed woulergenfrom such a study. Such
explanation or theory includes the seemingly urgased role of situated, incidental and
informal learning on the learning of the CEO rale,opposed to the espoused importance

of formal learning experiences.

This study has also responded to the work of Ra898) and Yukl (1994) who contend

that when examining the CEO role, aspects of tlee for example, executive leadership
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needs to be researched as a process rather tbaghtthe study of a specific individual.

In fact, in his 1998 work, Parry states that ontheffew studies offering a sociological
interpretation was conducted by Selznick (1957) a$gerted that in understanding roles,
for example, the CEQO'’s role, a greater appreciatidhe wider social context is required.
This research, by providing an emphasis on botkezband process, has expanded the

knowledge base pertaining to the CEO role.

Martin (1986, p. 15) contends that when differeariceptualisations are used to chart the
same territory, the results and findings will diffend each conceptualisation will provide
an alternative view of the realities of the phenoore The use of the modified grounded
approach utilised in this study facilitated a clemghow the CEO role igewed thereby
alteringwhat is seen By altering the lens through which a phenomeasamewed, then
how it is conceptualised will also be modified. ig&tudy contends that as social beings,
we construct our world via series of interactiond therefore this study focussed on
these interactions and relationships, and how mgamas created from them. This
approach enabled the researcher to move away fremdustrial models that have
informed executive leadership research, and fraobjectivist stance of traditional
grounded theory. Utilising tools that support aencomprehensive view of the CEO
role, as perceived by CEOSs, enabled the developafiensubstantive theory of the role

more suited to a small business economy, for exanjgw Zealand.
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Limitations of the research

Throughout the thesis, the researcher has prowidiéchl commentary on aspects of the
research design and the objectivist and modifieth$oof grounded theory that have
placed limitations on various aspects of the stullyis commentary has included a
discussion of the use of the literature provideRamt I. For example, if the literature is
not used appropriately then it is possible tharédsearcher may be unable to attain the
required level otheoretical sensitivity In addition, an outline of the strengths and
weaknesses of the grounded theory method is cedt@nChapter Three, drawing
attention to the role of the researcher in dateectoibn, analysis and interpretation. For
example, the limitations that may be placed onaietethat involves in-depth interviews
if interviewer skills are not of the highest starttfa Limitations relating to analysis and
the nature of findings have also been discussedeXample in Part I, a particular
comeback them@laser (1998) was identified, ‘the CEO as a mohoral construct’.
This, in turn, is judged to be a limitation resudfiarising from the sampling procedures
that are discussed in Chapter Four and again heddition to such prior commentary,

the following limitations have been identified.

The researcher acknowledges that time constraavis lmited the opportunity to follow
up on some of the emergent findings of the stuety. example, thiatitude of discretion
exercised by CEOs, that is, the seeming lack afceseeof discretion — thus limiting the
opportunities to research and understand why Cpsaa to be passive or accepting of
situations that they perceive to be constrainimegth Another such theme is the
perceived role of egalitarianism in constraining @EO’s actions and the part that

narratives contained with the CEO’s context plagiefining the role, and in influencing
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the subsequent enactment of the role. These $aateralso identified a®meback
themesGlaser (1992), where there is also an opportdoitjurther research in these

areas.

The role of the researcher

In qualitative research, the researcher playstagial and personal role throughout the
study (Denzin & Lincoln, 1994; Rose & Webb, 1998he researcher’'s own

background, gender, social class, ethnicity, vatuesbeliefs can affect the participants’
construction of reality and vice versa (Sword, 192270). This is in contrast to the
positivist paradigm where the perspective of tlseaecher remains covert within a study
rather than being acknowledged and an open-minagdw@ious attitude being
recognised (Chenail, 2000). An over familiaritytlwthe study area can create a threat to
the researchertheoretical sensitivityBackman & Kyngas, 1999; Skodol-Wilson &
Ambler-Hutchinson, 1996). (See Chapter Threejs ithportant that the researcher

maintain an appropriate level of theoretical sensit

As a qualitative study, it was essential the redesarbe aware of his/her own biases,
values, experiences and judgements (Locke, SpirduSdverman, 1987). At the start
of the project, numerous conversations were hetll ealleagues and those involved in
the CEO role and executive leadership in ordetawfg the directions the research could
take. My prior business experiences, businessankénand my involvement with
executive development programmes might have pratlieses and they needed to be

identified prior to my commencing the researchhe Tesearcher was aware that there
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was a danger that that undue influence could leegdlan the outcomes of the interviews,
or attributed to her background in influencing tle@structions of the participants with
regard to their perceptions. This awareness l¢igetoesearcher spending time with
colleagues working in this area to ensure thismiammised throughout the research
process. The interviews were checked immediatedy they were completed for any
questions that may have influenced the natureeofg¢bponses. Interpretations of the
interviews were checked throughout the analysisgs® by paraphrasing the
interviewees’ responses back to them to confirmritegpretation of responses and by

discussing issues that arose with colleagues.

The researcher’s interest in the CEO role and Gta@Qdrship has always been grounded
in her desire to be able to work with people irpaifive manner enhancing growth
opportunities for all those involved. My own expeaces in a variety of leadership roles
have instilled in me a desire to understand mdhe thie processes involved in the
leadership act. The researcher’'s awareness oblean the research process was a
critical component of the study. This awareness mexessary if the required level

theoretical sensitivityfor the successful completion of the study, waseved.

The following comments are typical of those receitr@oughout the study and was made
by a senior CEO during one of the first interviesesducted:“You are making me very
reflective and it is good to be able to sit anchkhaibout such things” Similar comments
were made throughout the research; for exampldotlogving was received during one

of the final interviews’It was good to stop and think about these kindssdies ... it
doesn’t happen very often'These comments were made in direct responggeto o

ended questions such agvhy do you think that isr, “What do you think caused that
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to happen?” It was statements such as these that made me aftaeesignificance of

my presence and my role in the interview process.

Limitations imposed by the methodology

The grounded theory approach utilised in this stualy/recognised methodological
strengths and weaknesses that impose limitatioiseoresearch conducted. For
example, Charmaz (1990) states that if the reseaddes not adhere to the grounded
theory processes then there is a danger thatgbansher can become more descriptive
than theoretical, and an overarching social proocessnot be identified or derived. A
discussion of the strengths and weaknesses isicedta Chapter Three. In addition

the following limitations have been identified.

There is a limitation in that the findings of tlesearch are applicable only to the
substantive setting under investigation. Furtherkws required before the transferability
of the findings to other settings or environmeraiis be demonstrated. An example of
such work could include examining the relevanctheffindings for owner-operator
organisations, or CEOs operating in the not-foffipsector. In the same way, an
international comparative study may highlight croskural differences or similarities.
Foddy (1993) asserts that the conversational ictieres that occur in semi-structured
interviewing is problematic. This is because lbthinterviewer and interviewee are
processing and coding each other’s questions apodmees on their own presumptions
about each other. This can influence the natiiieearesponses to questions that were

asked. In research of this type, the researchgsa key role in the interactions that
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occur and the interpretations of those interactiand their experience impacts on the
effectiveness of that interaction. For examplseaechers with limited experience may
not have the same degree of comfort in interviev@igs, or other researchers may

have differing perceptions of the CEO role, thersdwealing different constructions.

An additional limitation of this study was that &s/not able to fully capture the nature,
and therefore analyse the effect of social cuéisdrdata analysis. The interviews were
not videotaped because of privacy concerns ondheopthe participants. Therefore, the
researcher was not able to capture all such ddesiever, it was considered that the
verbal data and the memos and notes capturedicaieniffevel of data that would ensure

robust findings.

There is a limitation resulting from the use ofbaenience (non-probability) sampling
strategy. Sample members were approached aslaafehie personal networks of both
the researcher and her colleagues. While effogte wade to ensure an appropriate
cross-section of people based on gender and dthniee sample was mono-cultural.
Such representation may be a result of the sampfimgess or it could be a true reflection
of the demographics of the target population. Amlarger sample would be required to
cater for smaller minority groupings. Any attempeitend the results of this study to

other groups in society may be problematic, urdegported by further research.

In addition, a limitation results from much of tharly research conducted in New
Zealand has been informed by “western” models asdarchers; and some of that

research has been described as perceiving “indigémeodels as second class (Smith,
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2005). Furthermore, Pfeifer (2005) contends tHare studies have been conducted in
NZ, for example, Hines (1973), Kennedy (2000) aadyand Proctor-Thomson (2000),
they have categorised or incorporated all membeitseecsample into one cultural
grouping. An attempt to gain an ethnic represanmtan the sample of this study was not
successful. In addition, no participants in thiglyg identified themselves as non-
European. While an awareness of the applicalmty/applicability of North American
and European theories to other parts of the weridareasing (Adler, 1982, 2002;
Hessling, 1971; Hofstede, 1980; Hofstede & KassEI80; Maruyama, 1974; Muczyk &
Adler, 2002), there is still a need for researchh@nleadership dimensions of the CEO
role to be placed within the specific, institutireatuational and societal contexts
applicable to the role being studied (Alvesson,Gl®ggart & Hamilton, 1987; Bryman

& Stephens, 1996; Muczyk & Adler, 2002).

Glaser (1998, p.199) argues there is a limit to Feovany one researcher can go with a
study. Often, it is resource constraints thatadiecthe boundaries of the substantive
research environment, for example, the exteth@dretical samplingThis was the case
in this research. However, such limitations, phesexploratory elements of the study,
have provided further opportunities for researdthlor the method and for the topic,

which will be outlined in the following section.

The New Zealand CEO



Chapter 8: Recapitulation, reflections & futureedifons 314

The implications of the research for practitioners

Because the results of any grounded theory arenditam or emerge from the
experience of the research participants, the cermia of any grounded theory study
must provide a discussion of the implications aftstheory for those we may describe as
practitioners (Glaser, 1978), and for others. €hgreups may include those involved in
the governance function, policy-makers, and tha@senly responsibility for the
development of individuals to fill the CEO rolehi$ study identifies the following areas

of possible interest and concern for practitioners.

This study identified implications for a wide seotd New Zealand society who come
into contact with the CEO role. Some of these feeopuld be deemed to bale
observersaand others ale senders.The literature review (Chapter Two) discusses the
presence ofole senderss part of role episodes involving CEOs, and seddhe

concern expressed by Bauer & Simmon’s (2000) alaitieof empirical research
focussing upon this group. It is important to idgtish between thogele sendersvho
provide feedback to thele incumben{the CEO) and have a stake in the organisation,
and those groups who do not. This study identifdel sendergstakeholders) as those
individuals or groups of individuals who have anfiatised role as part of the
organisation, for example, employees, board memblezats and shareholders. The
termrole observers used to refer to a group of people who do neélzstake in an
organisation, such as the media, politicians abhbyi@roups. An example of the
difference betweenmale sendelandrole observers where theole sendeis the

Minister of the Crown with responsibility for a piaular department, ministry or industry

sector as part of their portfolio, and tiode observeis a member of parliament from an
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opposition party or a person who represents a lgiobyp and who is providing
commentary on a particular organisation, industrmpndividual. Within the private

sector, role observer groups could include enviremtad lobby groups, educationalists or
academics. These groups were identified as haangiderable influence in shaping the
expectations and requirements of the CEO roleydnel establishing a set of
expectations about the characteristics of the iddat who acquires the role and how the
role is subsequently enacted. There are imphicatior these individuals as their
perceptions, commentary and expectations have lkeeghanpact on the ability of the

CEO to balance the tensions, paradoxes or duatiesonting them in their role.

As discussed earlier, a recurring theme througtimustudy was that CEOs perceive they
have greater potential to contribute to the econ@nd social well-being of the country
than is currently expressed in practice. Thismaewas considered by the respondents
to be repressed by the social processes thatvaiigh the substantive research context.
This study does not offer a means for addressisggbue; however, it does identify the
underlying challenges and causes of the challeidgesified by the CEOs taking part in
this study. Knowing the reasons for, and consecpgeof these issues, can act as a

catalyst for further discussion regarding the fatiarm the role may take.

However, the lack of clarity about the nature @ thlationships impacting the CEO role
has implications for all groups. For example, ¢hisra need for greater clarity of
expectations for all those involved in, say, mangpand coaching chief executive
officers. Further work is recommended to esthlili® most appropriate means by
which to develop such clarity and expectationsetdtionships the CEO is involved in,

especially those between the CEO and the Board.
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There are implications for those practitioners wh®involved in the recruitment and
selection of CEOs. The preference for expectedwetrs enacted or emphasised within
theinstitutionalised interpretative schenm#luences decisions made about CEO
selection. While there may be reported preferefaresharisma, long-term strategic
thinking and visionary behaviour, as evidence brgolvertisements and competency

profiles, the perceptions of the CEO role in thislg are very different.

There are implications for those involved in exe®iteadership development. These
include identifying prospective CEO candidatesyeiartheir career and ensuring they
receive the appropriate developmental experiericesxample, recognising the nature
and importance personal qualities such as matamityself-awareness as well as business
and strategic skills. There needs to be a mosgdigesand innovative approach to the
delivery of executive leadership to overcome thest@ints imposed by scarce resources
and a small business environment. This includesgration of the value of situated,
informal and incidental learning experiences tmindividual experiences. Providing

opportunities for critical reflection will enhantige value of such learning interactions.

There are implications for policy-makers and ad@soFor example, whilst changes in
policy direction may be politically expedient iretshort-term, in the long-term these
changes may compromise the long-term viabilityrobeganisation. The short-term
political cycle and its constraining forces weresidered by the participants to be the
primary contributor to a one-dimensional view of @ Eadership as opposed to a

acknowledging it as a multi-dimensional construct.
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Future opportunities for research

Arising from the prior discussions, research opputies have been identified that related

to both the method and the CEO role itself.

There are methodological implications that arisenfthe use of a modified grounded
theory. At the start of this project, the workGliarmaz (2000, 2003) and the responses
of Glaser (2002) and Bryant (2003) were the majorke available in this area. An
examination of the literature conducted by Mill8@Ba) identified few peer-reviewed
studies or papers of a theoretical nature. Lgitdre work of Mills et al., (2006a, 2006b)
has led to further discussion on the processesvedan a modified grounded theory
approach. Additional benefit would be achievedrfr@search aimed at clarifying still
further the key philosophical and methodologicéfedences between the objectivist and
modified grounded theory methods. At a practeat!, guidelines founded on a solid
philosophical and methodological base would beiq4darly useful for researchers

entering this field of inquiry for the first time.

As discussed earlier in this thesis, there is ajoimy methodological debate about how
literature should be used within grounded thediyrther research and discussion in this
area would be useful, not only for the groundedthenethod, also for other forms of
qualitative inquiry. As the various domains ofuig and the information made
available via computerised and information techgplimcreases, it is becoming less
likely that a researcher would be able remain lipthorced from the literature in a

particular field of inquiry. Further research istigating the role and use of the literature
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in such studies would enhance the understandiitg afle in both objective and

modified grounded studies.

As mentioned previously, the objectivist approaxigrounded theory can be described as
hierarchical, where those involved in the researehsubordinate to the researcher
(Charmaz, 2005), the researcher needing to renhgdctove and removed from the
research process (Glaser & Strauss, 1967). Ty sby breaking out of the traditional
hierarchical power-based relationship (Mills, et 2006a), has acknowledged the active
role of the researcher in the research processhdfiwork examining the role of the
researcher and the interactions that result framriter-relationships between the
researcher and the researched would contribuketlitérature, especially in providing
guidelines for naming those relationships, for éhimsolved similar context-specific and

context-bound studies.

Glaser (1978) believes that one of the key impbeat for future research in substantive
studies is elevation to formal theory status. Fadrimeory is defined as having a broader
application beyond the boundaries of a single af@aquiry and depends on carrying out
further comparisons, developing theories from d#ifé contexts and studies. There are

three areas of research that could support thategdevrom substantive to formal theory:

e The first is where CEO research could move stithier from the quantitative and
wha what whereleanings (as outlined in Chapter One and Two)tihaty much
of the existing body of knowledge. In doing s tise of a variety of
approaches, for example, discourse analysis, ethpbg and action research,

would provide alternative perspectives on the C&@. rin making this
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recommendation, the researcher echoes the cdllspha and Schall (2001) for
more executive leadership research to be condacteds a wider range of

ontologies, epistemologies and methodologies.

The second is the recommendation for researchergotore the presence and
efficacy of diverse forms of executive leadershithin the corporate
environment, specifically, research that examindgyenous and ethnic
influences on the enactment of the CEO role. H@nat/is important to note
that conducting high quality research in this aneg not necessarily involve
testing theapplicability of western mode(3'sui, 2004), nor does it necessarily
require western-trained researchers (Bishop, 2808th, 2005). Rather, this
form of research may require researchers who deg@move beyond the
boundaries existing between business, society atwral groups that use
theory-generating research methods (Tsui, 200dijurgé to approach the study of
executive leadership from this broader perspectiag lead to the invisibility of
different forms of executive leadership and ledaiprbehaviour. An example of
such a study could involve a comparison of theltesfithis study with those of
a similar independent study undertaken i#okorganisations, or one comparing
the styles of Mori and Pakeha CEOs, within and acros®iMand “European”

organisations.

Third, there is the opportunity for internationahgparisons to be conducted of
the CEO role. Such a study would provide anotimeedsion to the CEO
construct. Conducting similar comparative worlkaimother country would add to
the body of knowledge in the discipline, for exaeyhcilitating a comparison

between two formal colonial and island states siscNew Zealand and
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Singapore. Singapore is an island nation withigricolonial experiences
occurring at a similar point in history to New Zaadl's. This suggestion is a
response to the challenge laid down by Ospina ahdllS2001) for researchers

to expand the range of voices commenting on exexigadership.

Further research is required to explore more tilkyconceptualisation of the CEO role
as a social institution and the frameworks ancctires of the interpretative schema that
inform this definition. It is also recommendedtthather exploration of the actions of
the CEOs, as they attempt to mediate or balancetiséons and paradoxes confronting
them in the day-to-day enactment of their roleindertaken. This recommendation also
includes the possibility of research examining &tither the consequences of the failure

to achieve a balance which leads to the indivitRaling the role.

As discussed in Chapter Five and Six, comments reertved relating to the validity of
the view that if an individual had been an effeet®EO in one context then they could be
an equally effective CEO in another. This beliefswejected by the majority of the
participants. Examples were provided of situatwhsre individuals were not successful
in moving from one context to another. Self-awassnand the ability to sense and adapt
to the new context were identified by the intenaew as critical success factors. Future
research could include a study of those factonsitihébit or enhance the successful

transference of a CEO between different contexts.

As discussed previously in this chapter and in @rapne and Three, the context-
specific nature of the study allowed the socidkucal, legal and economic themes

existing within this environment to be used asdexin building knowledge about the
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phenomena of the CEO role (Cheng, 1994). Theremertunities for further
explanatory research examining these predictaeselly adding to the body of
knowledge. One example, where further study cprdgte of value, relates to those
norms which have become embedded in New Zealatarews aphorisms or metaphors
such agall poppy syndromeNo 8 fencing wir@andshe’ll be rightin describing “the New
Zealand way”. The identified lack of empirical@asch in this field, one that is
perceived to have such a high impact on CEO bebesis disquieting. There is an
urgent need for more research into what could bedctolkloric stories, customs and

practices that are deemed to have an influenckeo@EO role.

This study identified the part played e sendes, in contexts external to that of the
CEO, as being perceived to have considerable imflien the CEO role, for example,
the media and politicians and the general pulitesearch designed to achieve a deeper
and more holistic understanding of the influenceotéd-senders embedded in the external
context is critical. This will answer the callB&uer and Simmons (2001) for a greater

understanding of the influence of the role-sendeu|gs.
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Some last words ...

In the last two chapters, | have summarised tharfgs of the study and discussed the
implications and future directions arising fromrtheThe search for an understanding of
thehowandwhyresearch questions were instrumental in this ghudyiding a more
comprehensive view of the CEO role in New Zealahhis study identified that the CEO
role is multi-dimensional, encompassingagial influencerocess, as well as an assigned
strategic function. CEO perceptions suggest thaddmental to the role was the quality
and form of the contextual relationships that waesent. These relationships led to the
identification of the social structural procesd thefines the CEO role associal
institutionand a social psychological procé&s#lvedin balancing the tensions and
paradoxes By situating the study within the qualitativergdigm, the researcher was
able to attend to the complexities, subtletiesrarahces that were identified from the

study of a dynamic construct such as CEO role.

There was a recurring belief among the particip@s CEOs have a greater potential to
contribute to the economic and social well-bein§letv Zealand society than they do at

present. Realising the personal desire to leadang-term visionary manner, to have a

greater influence and to create more wealth, tlyamedking an even greater contribution

to society, was deemed to be inhibited on manysigcoa by the identified social

processes contained within the CEOs context.

The research has allowed the voices of the paatitgto be brought forward and be
heard Traditionally, the conceptwaficehas been ascribed to the weak, minorities, and

disadvantaged (Baez, 2002). The paradoxical stuatentified by this research was
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that CEOs perceive themselves as having littleeyalespite a more widespread
perception, both within society and within orgatimas, that CEOs have considerable
power and status and therefore have the abilitypice their ‘true feelings’. This
research identified that that in reality, silencargl constraints are manifest with regard

to certain aspects of the CEO role.

In reflecting on the research process in whichvelaeen enmeshed, | recognise that it is
the people | have met who have taught me so machgnising their passion and
commitment and their importance to all aspects pfifa. As I look forward, | realise
there is still much work to do; the ending of thisject is only the beginning of a longer
research journey. There are still more storidsettold, more people to meet and more
lenses to look through. With this in mind, | ledkie last words to one of the participants:
Being a CEO is one of the loneliest jobs that ya ltave. Because you're put
up there on a pedestal, because you are a CEO|Jg#opk you should behave
and act in certain ways and therefore there isramediate distance. And it's
tough because at the end of the day we are justidamormal people who are

trying to our job.
A CEO reflection
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VICTORIA UNIVERSITY OF WELLINGTON

Te Whare Wananga. o te Upoko o te lka a Maui

Dr Sally Davenport Telephone:  (04) 463 5144
Associate Dean, Graduate Studies & Research féplg): (04) 463 5943
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global environment on the acquisition of executwsiness leadership and the
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Appendix B: Information sheet for participants

VICTORIA UNIVERSITY OF WELLINGTON
Te Whare Wananga o te Upoko o te Ika a Maui

AFs

RESEARCH PROJECT:
CEO Research Project

INFORMATION SHEET

This aim of this research project is to exploraeimber of issues impacting on
Boards, CEOs and Senior Executives relating to tteielopment in the New Zealand
context. | am aiming to explore the existence aatdne of these issues, and identify any
interrelationships that may exist, in particulag tinpact and relevance of the global
business environment on business leadership. niéeiew will cover issues regarding
the competencies required of board members and @aDthe development of the
knowledge, skills and abilities that are requimeteadership roles now and in the future.

For this project, | will conduct a semi-structuraterview with you that will last no
longer than two hours. | may also require a marinafione hour with you some weeks
later to ask clarifying and outstanding questiofis.ensure accuracy in our data
collection, | would like to be able to tape theemviews. However, you will have the
opportunity to decline the taping. | will provigeu with an opportunity to review
correct and edit the transcript of the interviews.

With respect to matters of confidentiality, | wiélke the following steps to
ensure that the information will not be disclosediged in any way except to
complete this research project. Your name willlmotisclosed at any time. Names
of people and organisations discussed in the ist@rwill not be disclosed to anyone.
All write-ups will be anonymous with regard to tldentity of all people and
organisations. The findings will be written in Buzway that no links can be made
between people and organisations. All informatidhbe stored securely so that it
cannot be accessed by anyone other than the tearcbers named below. Once the
project has been completed, all drafts, notes, deats, recordings and computer
files containing interview data will be destroyed.
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This project is being conducted as part of my Péd2arch project. The project
being conducted under the auspices of the CenttbddStudy of Leadership at
Victoria University of Wellington and is supervisby Dr Ken Parry.

The intent of the attached consent form is to nsake that you have been
adequately informed about the purpose of this stwtiat it means for you, and the
steps that will be taken to ensure confidentialitformed consent is a standard
requirement of the Victoria University of Wellingté¢duman Ethics Committee,
which reviews the procedures being used whenederiduals are interviewed in a
research study.

CONTACT INFORMATION

Dr. Ken Parry Beverley McNally

Director of the Centre for the Study of Leadership Doctoral Researcher

Victoria University of Wellington Victoria University of Wellington
P.O Box 600 P.O. Box 600

Wellington Wellington

Tel: +64-4-463-5126 Tel +64-4-5730
e-mail:ken.parry@vuw.ac.nz e-maibeverley.mcnally@vuw.ac.nz
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Appendix C: Informed consent form

VICTORIA UNIVERSITY OF WELLINGTON
Te Whare Wananga o te Upoko o te Ika a Maui

AT

RESEARCH PROJECT:
CEO Project

INFORMED CONSENT FORM

The purpose of this form is to make sure that yaetbeen adequately informed about the purpogesof t
study, what it means for you, and the steps thhbeitaken to ensure confidentiality.

| have been given a copy of the information shdetlvdescribes the research project
and | have had an opportunity to ask questionhand them answered to my
satisfaction.

| understand that my participation is voluntary &mat | may withdraw myself (or any
information that | have provided) from this studigheut having to give reasons of any
sort. | can decide if | want the interview to bpéd or have the researcher take notes. |
can see the transcripts if | want to. No one otih@n the researchers will have access to
the tapes or notes. These will be securely stameiddestroyed once the project is
completed.l understand that no remarks made in the intervigivbe attributed to me.

The researcher will supply preliminary general infation about the research project, and any
further information about the research project tha¢quest, as long as this does not breach
confidentiality for other participants.

Any other specific conditions for agreement:

| agree to take part in this research. | agree to have the interview taped

Participant:

Name:........coeoiiiiiie e, Titlero o Organization:......ce.coeeeeinenennn
SIgNature: . ..o e v D=1 (-

Researcher:

SIgNature: . ..o veee v e e D=1 (-
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Appendix D: Preliminary research questions

CEO Project

Preliminary INTERVIEW SCHEDULE*

These are indicative questions only. They were as¢he start of the project, the consequent
direction of the interview and the responses @rineéwees determine the exact wording of these
questions, and the wording of intervening and sepphtary questions. No matter how the
interview progressed there was always an effdrittoduce a ‘counter question’ - that is a
question designed to cause the participant toctedie the difference or opposite to their response

What are the major challenges confronting you iryole at the current time?
How are you responding to these challenges?

What is working well?

What is working not so well?

What challenges do your foresee in the future?

Why are these deemed to be challenges?

What could you do to meet these challenges?

What are the key experiences a successful exedéntixaur organisation would have had to
operate effectively until 10 years ago?

Are there any key experiences that are neededmaiwvere not needed 10 years ago?
What about in 10 years time?

Why is this good or bad?

Think of CEOs (talented people) you know - what esathem effective?
What makes them less than effective?

What makes them stand out from the crowd?

What causes someone not to be perceived as a @H&Pe

Reflect on a challenging situation you have beeriroated with recently - why did this occur?
How effective do you believe your response is?

What worked well?

What did not work so well?

* Note: In addition to these generic questiongdoordance with the process of theoretical
sampling, the researchers plan to answer subsidiasg-specific questions that emerge from the
interview and from the analysis of the interviewiada

| asked the interviewee to reflect on a CEO whoay ttonsidered to be effective in his or
her role. | then asked them to reflect on whatattaristics of an individual contributed
to their effectiveness. | then asked them to thip&ut a less than successful CEO. Then
to identify the characteristics that contributedheir lack of success.

The New Zealand CEO



