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CHAPTER ONE 

ORIENT A TION TO THE STUDY 

1.1 INTRODUCTION 

"South Africa is a country in transition. our workplaces are in transition, and to a 

large extent all the social identity groups are out of their comfort zones and are trying 

to re-establish their own identities relative to all the other social identities in the new 

South Africa" (Booysen, 2005:32). The expansion of markets, which has been 

brought about by the introduction of a democratic government in 1994, has led to 

drastic changes in the way companies do business. Technological advances coupled 

with globalisation and new labour laws have had a tremendous influence on business. 

The changes in the way of conducting business in particular and the country in 

general have left some leaders confused and unable to cope with this change. Some 

organisations change because of obstacles experienced in the course of running 

business without having put proper plans in place. Some companies change strategies 

too often without reaping rewards from any single strategy. Higgins (2005:3) argues 

that, " ... with significant changes occurring so frequently in the business environment, 

strategies are changed more often now than they have been in the past, and thus the 

alignment process has become an even greater challenge." 

A change strategy aligned to corporate strategy can lead to the achievement of 

strategic goals set by the company. The purpose of this research is to examine 

whether South African leaders are able to develop change management capabilities 
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that are in line with corporate strategy in order to carry the company to higher levels 

as required by the new market forces in the new South Africa. 

This part of the research will cover background/rationale to the study as summarised 

above. That will include preliminary literatw-e review, statement of the research 

problem and sub-problems, research design and the research methodology. 

1.2 RESEARCH CONTEXT 

According to Mouton (2001) there are two worlds in which a research can talce place. 

They are world 1 and world 2. World 1 is comprised of studies in objects such as 

human behaviow, historical events or social programmes and world 2 comprises 

studies in trends in scientific literatw-e and ideas and writings of other scholars. 

This study will occur in world I and it is an empirical study because it will focus on 

human actions such as South African leaders and organisations in a South African 

context. The research will be carried out in a South African organisation that is 

facing or has faced changing environmental conditions, suggesting a possible need for 

strategic change. Within these changing environmental conditions there should be 

differences in organisational attributes and local environmental conditions which the 

researcher should be able to identify. There should also be controversy surrounding 

the appropriateness of changing core strategies. Lastly, the researcher would be able 

to observe empirically both changes in core strategies and performance implication of 

that change. The change in the organisation must have taken place after 1994. 



9 

1.3 STATEMENT OF THE PROBLEM 

Th.is research project explores the extent to which South African Leaders align change 

management efforts to corporate strategy in South African organisations. There 

seems to be a chaJlenge in aJigning changing environmental factors to organisationaJ 

factors in order to maintain a strategic fit m1d subsequently organisational 

performance. 

As a speaker at the Americm1 Society for Training and Development Global 

Conference held in Cape Town on February 2005 Nkomo' (2005:11) argues that "the 

push of fast changing global forces resulting from the end of a protected competitive 

environment; m1d the need to transform from white dominated management to a 

profile representative of the demographics of South African society. The values, 

cultural identity m1d life experiences of South African leaders will influence how they 

lead change" are forces driving change in South African organisations. 

Nkomo (2005b) further argues !hat challenges facing Soulh Africa Leadership include 

retiring "old" thinking systems and business practises rooted in an apartheid context, 

while also creating new ones against the reality of high speed globalisation, 

infonnationalism and networking. 

1.3.1 Statement of sub-problems 

In light of the main problem one would have to study whether South African leaders 

examine closely the necessity to change the organisational strategy to fit changing 

environmental conditions or change for the sake of it. Secondly the impact of this 
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change will have to be benchmarked against perfonnance of the organisation to really 

establish whether the change has brought about good organisational perfonnance. 

1.4 IMPORTANCE OF THE STUDY AND POTENTIAL BENEFITS 

The research problem is important because it may change the way South African 

leaders approach change in their respective organisations. This research will help 

South African leaders to predict which. when, in what direction, and how much 

organisations should change their strategies. Leaders will be able to predict the 

consequences of the change they are intending to engage (Zajac, Kraatz & Bresser, 

2000). This research will help managers to recognise the tension that exists between 

the organisation and the changing environmentaJ conditions and be able to detennine 

whether any proposed change will result in a dynamic strategy fit or misfit. 

1.5 OBJECTIVES AND PURPOSE OF THE RESEARCH 

South Africa as a country is undergoing transformation from an era of apartheid 

towards a non-racial nation. South African organisations as well as South African 

leaders are not immune to this transformation as the transformation of the bigger 

environment affects and changes the way leaders in organisations do business. "We 

have travelled so far on our journey of transformation that we are another nation, 

however we still have so much learning and unlearning to do that the journey has just 

begun" (Booysen, 2005). 

The pwpose of this srudy is to establish whether change that South African leaders 

carry out in organisations is aligned to strategy. Put simply one can say that, the 
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purpose of this study is to assess the degree to which the tension between 

organisationaJ and environmentaJ factors necessitates change and whether the actuaJ 

change that takes place leads to a dynamic strategic fit or misfit and the nature of the 

subsequent organisational performance. 

The case study written by Mangaliso and Nkomo (2001) about Eskom reflects most of 

the components of the purpose of the study and it has been found appropriate to use 

Eskom as an organisation in which this research has been carried out. The 

preliminary anaJysis will be done under the model section. The researcher has 

proceeded to verify some of the CEO's claims through relevant questionnaires and 

sampling. 

1.6 DELIMITATION OF THE STUDY 

This study has been carried in one South African organisation of which the leaders are 

South African and to be specific Eskom has been found to be an appropriate 

company. The environmentaJ and organisationaJ factors mentioned in the purpose of 

the study are those relevant to Eskom. This study has been limited to a month 

because of time constraints. 

1.7 LIMITATIONS 

The limitations of the study was access to aJI relevant information and the 

unavailability of aJl targeted executive management inteiviews and return of 

questionnaires within relevant time limits. The researcher acted proactively by 

approaching the company well in advance and followed up to solicit a response by 
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numerous telephone calls and e-mails. "[be researcher also had to rely on staff for the 

circulation of questionnaires because senior managers delegated the duty to some staff 

members to circulate to their colleagues. Due to tight work schedules as some 

indicated, staff were not prepared to send more that ten questionnaires each. 

1.8 RESEARCH PHENOMENON AND QUESTIONS 

The phenomenon under investigation in this research is the alignment of change to 

strategy. Pamel (2003) has utilised the work of Andrews (1971); Hofer and Schendel 

( 1979) to emphasise that, most widely shared and enduring assumptions in the 

strategy formulation literature is that the appropriateness of a firm's strategy can be 

defined in terms of its fit, match, or congruence with the environmental or 

organisational contingencies facing the firm. 

In order to understand this phenomenon one has to understand and recognise the 

tension that exists between organisational and environmental factors that 

consequently informs change in an organisation and the impact of the change thereof. 

This impact will be understood better if it is categorically ex.plained and analysed in 

terms of the following propositions. 

1.8.1 Research propositions 

In order to be able to analyse the problems above the researcher formulated the 

following propositions: 

Proposition 1: Change in strategy of an organisation is associated with change in the 

environment of the organisation in order to maintain fit. "Within a given population 
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of organisations the likely existence of significant cross-sectional and longitudinal 

differences in organisational resources and environmentaJ conditions will create very 

different situations for firms anempting to maintain strategic fit over time" (Zajac et 

aJ, 2000:430). The change that a company Wldenakes may result in a strategic fit or 

misfit. The researcher has analysed whether the change in an organisation has taken 

place as a result of the differences between organisational resources and 

environmental conditions in an effort to maintain fit. The anaJysis is based on the 

company's primary and secondary data. 

Proposition 2: The match between desirability of strategic change and actual 

strategic change relative to magnitude, timing and direction of change is expected to 

be positively associated with dynamic strategic fit. Through the interaction between 

the environment and the organisation a desirability for strategic change may occur. 

Once this occurs, it is nonnally followed by the actual strategic change. The actual 

strategic change should reflect a desired strategic change in order to achieve fit. An 

organisation should look at aJI its processes and establish if each process is aligned 

with the environmentaJ demands or whether strategic change is needed to establish a 

dynamic strategic fit. Not all change in the environment necessitates change in the 

organisation (Zajac et aJ, 2000). The researcher has to examine the extent of the 

achievement of dynamic strategic fit, or whether the company W1dergone insufficient 

strategic change that led to a dynamic misfit. The researcher has also established 

whether the change was excessive thereby leading to a dynamic misfit and lastly 

whether the company faced no need to change, beneficial inertia, and did not change 

and thereby achieved a dynamic fit. 
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Proposition 3: The match between desirability of strategic change and actual 

strategic change relative to magnitude, timing and direction of change is expected to 

be positively associated beneficial strategic performance. Zajac et a1 (2000) reflects 

on the work of Selznick (I 957) whereby a warning is issued against adapting too 

readily to environmentaJ changes as that may negatively affect organisational 

performance and damage organisational competencies. Historica1 competencies and 

commitments to customers can be lost and that can prove costly to the company as its 

reputation couJd be lost. The researcher will ana]yse the strategic performance of the 

company by assessing whether the company has met all its set goals coupled with 

positive financiaJ statements. 

The questions below have helped to clarify this phenomenon: 

Do South African leaders align change management efforts to strategy? 

ls there a correlation between strategic fit and organisational perfonnance? 

Do changing environmental factors versus organisational circumstances 

necessitate change? 

This research phenomenon and questions has been proven through choosing a good 

and relevant sample and use of data collection methods which have been discussed 

briefly below. 

1.9 SAMPLING DESIGN 

1.9.1 Overview ofa sampling design 

"The basic idea of sampling is that by selecting some of the elements in a population, 

we may draw conclusions about the entire popuJation" (Cooper & Schindler. 
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2003: 179). In this study a sample has been selected as opposed to a census, which 

implies a count of all elements in a population as suggested by Cooper and Schindler 

(2003). An element of the population or unit of study for the purpose of our study is 

employees and leaders of a company. According to Cooper and Schindler (2003), a 

sample is good if it represents the characteristics of the population it purports to 

represent. 

Advantages of sampling: According to Cooper and Schindler (2003) it is better to 

choose a sample over a census because of its lower costs, greater accuracy of results, 

greater speed of data collection, and availability of population elements. 

Types of sampling: According to Cooper and Schindler (2003), there are two types 

of samples which are probability and non probability sampling. In probability 

sampling each element has a known zero chance of being selected while in non­

probability sampling is subjective and is the opposite of probability sampling in that 

each element does not have a known zero chance of being selected. Stratified 

Probability sampling has been chosen for the purpose of this study. 

In order for one to understand both probability and non-probability sampling one has 

to understand the different designs which one can choose from as follows: 

Probability sampling has six types, namely; simply random, complex random, 

systematic, cluster, stratified and double sample. Non-probability sample has four 

types namely: convenience, pW]X)sive,judgement quota and snowball sampling. 
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Steps in sampling: Cooper and Schindler (2003) propose six steps that should be 

followed in order to have proper sampling design, namely: 

• The definition of the relevant population 

• The definition of parameters of interest 

• The definition of sampling frame 

• Type of sample 

• Size of the sample 

• Cost of the sample 

While the development of a good sample is good it is also equally good to choose the 

correct method of collecting data in order to ensure a good answer to the research 

questions and phenomenon. 

1.10 DATA COLLECTION 

According to Cooper and Schindler (2003) there are three main primary sources of 

data namely, primary sources, secondary sources and tertiary sources. 

Primary sources are regarded as original works that have not been interpreted or any 

officia1 pronouncements representing a position and are a1ways the most authoritative. 

Secondary sources refer to the interpretation· of primary data and most references fall 

into this category. 

Tertiary sources may be regarded as and interpretation of secondary data and can be 

represented by bibliographies, indexes and any other finding aids including internet 

sources. 

Information can re gathered through observation. experiments and survey methods. 

Survey methods include personal interviews, telephone, mail, computer and a 
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combination of these. These can be administered in a fonn of questionnaires. 

Information has been gathered telephone and personal interviews; questionnaires that 

have been administered electronically, through e-mail and fax. 

I.II DEFINITION OF KEY TERMS 

Corporate strategy: "Concerns how a diversified company intends to establish 

business positions in different industries and the actions and approaches employed to 

improve the performance of the group of businesses the company has diversified into" 

(Thompson & Strickland, 2003:50). According to Burgelman and Grove (19%:15) 

"Corporate strategy reflects top management's beliefs about the basis of success of 

the firm." This brings across a slightly different view from the above because not 

only diversified companies possess corporate strategy. The basis of success of the 

company can be within the same industry and with a single product. 

Change management: According to Bateman and Snell (2002) effective change 

management occurs when a company moves from its current status to the future 

without much cost to the company. 

Alignment: According to the Oxford Advanced Learner's dictionary (1991), 

alignment means putting items in a correct position in relation to each other. In this 

writing, an assessment of the position in which change management and corporate 

strategy stand in relation to each other. Alignment can also be better understood as the 

fit or congruence that exit between environmentaJ and organisational factors, 

however, this congruency Proposition should be understood in terms of the 

company's sufficient condition to survive (Tosi & Slocwn, 1984). 
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1.12 CONTRIBUTION OF THE STUDY TO THE EXISTING BODY OF 

KNOWLEDGE 

"Despite the concept's historicaJ centrality and intuitive appeal, one finds relatively 

linle attention to strategic fit in the most recent strategy literature" (Zajac, et aJ: 

2000:429). Some researchers prefer to do research on behavioural barriers to strategic 

change, instead of having to deal with the challenges of a research on strategic fit 

(Zajac, et al: 2000). Having considered the above statements, this research will add 

value especially in the South African context. South Africa is a country undergoing 

transfonnation and therefore it is very important that ongoing research is performed in 

order to keep abreast with the magnitude and speed with which change takes place. 

Literature on alignment of change to corporate strategy in South African organisations 

and also South Africail authors is very limited. 

1.13 OUTLINE OF THE RESEARCH REPORT 

This report is in chapter fonnat. Chapter one is orientation to the study. Chapter two 

of this report is composed of the literature review on strategy. Chapter three entails 

literature review on change management; chapter fow encompasses the discussion 

Alignment of strategy to change of an organisation. Chapter five focuses application of 

model of strategic fit to Eskom on research methodology. Chapter six focuses oh 

research design. Chapter seven focuses on research results excluding the researcher's 

interpretation. Chapter eight has its focus on the discussion of research results, 

conclusions and recommendations. The last section of this report will include references 

and appendices. As outlined above the following part of the report will entail 

literature review. 
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CHAPTER2 

REVIEW OF THEORY ON STRATEGY 

2.1 INTRODUCTION 

In order to comprehend the context of this writing it is crucial that relevant concepts 

are explained as a first step. This chapter comprises a theory review relating to 

strategy. The types of strategy, formulation, implementation and control of strategy 

forms the gist ofthis chapter. 

2.2 REVIEW OF THEORY ON STRATEGY 

E.ach company should have a strategy from which the corporate strategy is derived or 

the company will loose focus easily. Thompson and Strickland (2003) refer to the 

five tasks of strategic management. These five tasks include the first task of the 

development of vision and mission which sometimes shades into the second task 

setting of objectives as they are all concerned with setting direction. The third task is 

creating the strategy to achieve the set objectives and that leads to a fourth task of 

implementing and executing the strategy. The last and fifth task is evaluating 

performance, monitoring new developments, and initiating conective adjustments. 

The five tasks are discussed in depth below. These five tasks will serve as a guide for 

coherent structlite of the disciJSsion. Some relevant arguments from other write-rs will 

be incorporated in this section. 
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2.2.1 Vision 

Thompson and Strickland (2003) define a vision as providing a panoramic view of the 

future of the company. "A strategic vision points a company to a particular direction 

and charts a strategic path for it to follow" (Thompson & Strickland, 2003'7). 

Therefore, a vision helps to set direction and is a continuous motivator for the 

managemei1t of a company. It is important fot a vision to be put in all places where it 

cah be seen by many so as to en.able management and staff not to loose focus and to 

reinforce the vision in the minds of staff. Batemen and Snell (2002) find a 

relation.ship between a Vision and a strategic intent by stating that, the vision 

statement clarifies the long-term direction of the company and its strategic intent. On 

the other hand, Thompson arid Strickland (2003) associate the strategic intent with the 

strategic objectives. The associatio-n will be discussed under strategic objectives. 

2.2.2 Mission 

A mission is about here and now. Although the vision is about the future, there 

cannot be a future without the present. A mission helps to spell olit the identity of the 

company and What the company does or produces. Put simply a mission is art 

organisatioi1's basic purpose and scope of operations (Batemen & Snell, 2003). 

2.2.3 Strategic objectives 

Aft.et the Vision and mission are in place the cotrfpaily needs to set out objectives. 

"The purpose of setting objectives is to convert manageriaJ statements such as 

strategic Vision artd business •mission into specific petfom'lance targets" (Thohl"j>sori & 
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Strickland, 2003:9). Managers cannot be able to set performance targets for 

employees in a vacuwn. The performance targets of employees should be crafted 

from the organisational objectives. An organisation. should form both financial 

objectives and strategic objectives. Trade offs between the two can be made 

depending on the demands of the industry. Thompson and Strickland (2003) and 

Batemen and Snell (2002) differ ih their interpretation of the strategic intent as 

mentioned iii the vision section above. Thompson and Strickland (2003) relate a 

strategic intent to a "big, hairy audacious goal, ot BHAG." This reflects an 

organisation that will relentlessly pursue a strategic objective and concentrates its 

energies on achieving that goal. Batemen and Si1ell (2002: 119) argue that the 

strategic iii.tent is spelt out in the vision, ''the Vision statement ideally clarifies the long 

term direction of the company and its strategic intent." 

Profit making companies exist in ordet for shareholders to earn dividends and non­

profit making organisations exist to fulfil their mandate and stay financially Viable 

and therefore both financial and strategic objectives are crucial fot the company to 

survive. "l'be company needs to devise means in which to achieve set goals ot 

objectives. This is none other than the strategy itself. 

2.2.4 Stralegy 

"A strategy is a fundamental pattern of present and planned objectives, resource 

deployments, and interactions of an organisation with markets, competitors, and other 

environmental factors" (Boyd, Walker & Larreche, 1998:29). This definition is three 

fold because it encompasses objectives to be achieved, on which markets and how 

resources will be allocated to meet environmental needs and competition (Boyd, 
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Walker & Larreche, 1998). Thofnpson and Strickland (2003:10) define a strategy as 

''a reflection of managerial Choices amoY1g altefiiatives and signals organisational 

commitment to particular piodi.Jcts, markets, coiffpetitiVe apJ,-roaches and ways of 

opera.Ling the enterprise." A strategy can be like"t1ed to a drug designed to treat a 

pa:tticulai health condition associated with a Vitus. With time the Virus changes its 

ilatlire aitd becofliCS "resistant to a cC"rtaifi drug. Scientists the'refore have to add m1d 

take off ce·rtaill components of the drug. Strategists often change the strategy in orde"r 

to tesJ><illd to changing market forces. As an exatnJ>le a co"rnpany caiifiot continue to 

build office space While the market is contracting because of technology. A company 

has to link its strategy to the changing market needs. 

Thompso"r1 and Strickland (2003:49) states that, "ill diversified C"r1teipdses, strategies 

are initiated ill four distinct organisation levels." These levels are corporate, business, 

functional and opetatiollal le'vels. The corporate level reflects a strategy fot the 

company and aJI its businesses. Business level strategy rere-rs t6 the strategy of each 

separate business the enterprise has diversified into. Thete is also a strategy for each 

functional unit which is known as the function.al strategy. oe-partme·nts within 

functional units ha've their own operating strategies. In a single btisiness there is 'r10 

corporate strategy. Bateme·n aitd Snell (2002) has left out the operatio'r1al strategy as a 

separate type of a strategy and is in agtee'rlle"r1t \vith Boyd, Walker and Larreche 

(1998). Following is a discussion. of these types of strategies 
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2.2.4.I Corporate strategy 

The changing "market iieeds "may requite a compaify t6 diVet-sify hence the corporate 

strategy concept. The corporate strategy coii.ce·pt is about decisions that the company 

adopts Which pertain to the otganisatioJ1's scope and resource deployments across the 

company's divisio'fts (Boyd, Walker & Latreche, 1998). According to Thompson and 

Strickland (2003), these dedsio"r1s ate adopted by an otganisatiofl's top managei'ne'r1t 

because cofpo'i"ate strategy is c-rafted by the CEO and his executives and is subject to 

approval by the board. Lower leVel "rnanagets can only help to infh.iefice the corporate 

strategy. 

Thompson aild Strickland (2003), argue that, one has to take into considetatioil the 

following important initiatives when crafting a cotporate strategy: 

• In otder to achieve diVCJ'Sificatioii. a co"rnpany Sh0Uld COflsidet making JfuYves 

to establish positions in different businesses by identifying the kinds Of 

business and industries in which to invest. 

• Once the businesses and industries in which to invest have been identified, 

initiatio·n of actions to boost the long-terin performance and OOill"petitiVe 

positioiis of the identified businesses a frrin has diversified iii.to sh6illd be of 

paramount importance. 

• A co"mpany should pursue ways to capture Vah.i.able cross business strategic 

fits and turn them into co·mpetitiVe advantage. A co·mpany has to establish 

i'n.vestm.e·nt priorities by steering corporate resources iiito ·more attractive 

business. In this situation cash cows should subsidise cash hogs. "A cash hog 

business is one Whose iiltemal cash flows are iii.adequate to fully ti.ind its 
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·needs for wo"rking capital and ·new capital investineil.t; while a cash cow 

busi·□ess is a valuable ·part pf a diversified co"rllpaiiy's business portfolio 

because it generates cash for fiilailci'r1g ·new acquisitions, funding the capital 

tequiiefuefits of cash hogs, and paying divide"r1ds" (fho'ri1J)so'r1 & Strickland, 

2003:343). Cash hogs are !\oimally in fast paced growing industries where 

huge capital iilVestineilts have to be made if a business aims to be a market 

leade·r. Cash cows ate normally iii. slow-growth industries and profit made is 

over aild above the "requirements ofre-investm.C'r1t i"ll its operations. 

On the other hand Boyd, Walker and Larreche (1998) coilside"r five components ofa 

coipo"rate strategy as follows: 

Scope: fn this component one has to co"nside·r Which businesses the company should 

be ill, ili.cludi'llg expailsio"r1 into uruetated businesses, verticaJ illtegtation, acquisition 

and divestiture JX>lices. 

Goals and objectives: These will refer to overall corporate objectives aggregated 

across businesses, namely, revenue growth, profitability, return on investment, 

earnings per share and contributions to other stakeholders. 

Allocation of resources: refers to the allocation of resources among businesses in 

corporate portfolio and functions shared by businesses. 

Sources of competitive advantage: refers to the examination of market opportunities 

in each business and product market and strengths relative to the company's 

competitors across industries. 

Sources of synergy: implies sharing of resources across businesses within the firm. 
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The two arguments above are an indication of the fact that corporate strategy has the 

same components regardless of the writers. Both arguments are composed of the 

corporate domain or business in which the company should be; goaJs and objectives; 

fair allocation of resources to boost the businesses; competitive advantage and sharing 

of resources by businesses within the company in the fonn of synergies. As 

mentioned above business units within the company operate within their individual 

industries with unique business-level strategies hence the discussion of the business 

level strategy that follows. 

2.2.4.2 Business level strategy 

Batemen and Snell (2002: 127) argue that, "'business strategy defines the major actions 

by which an organisation builds and strengthens its competitive advantage in the 

market place." Boyd, Walker and Larreche (I 998:31) explain the business level 

strategy by asking questions such as, "What distinctive competencies can g,ive the 

business unit a competitive advantage? And which of those competencies best match 

the needs and wants of the customers in the business's target segment(s)?" The 

corporate goaJs aJways constrain the business level strategy goaJs. Ghemawat 

(1999:54) reflects on the work of Porter and Hall (1980) as they are the first 

strategists to write about both costs and differentiation and states that, "successful 

companies had to choose between competing either on basis of low cost or by 

differentiating products and these strategies were referred to as "generic" strategies of 

low cost and differentiation." Companies that compete on a low cost strategy try to 

be efficient and offer a standard no frills product. 
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The one that prefers differentiation strategy tends to be unique in its market segment 

along some dimensions valued by customers. There is also a "focus" option, which 

cuts across generic strategies. "ln some industries, there are no opportunities for 

focus or differentiation- it's solely a cost game - and this is true in a number of bulk 

commodities. It is argued in the work of Porter and Hall (1980:18) as renected in 

Ghemawat (1999:55) that, .. In other industries. cost is relatively unimportant because 

of buyer and product characteristics" The success of any of the strategies depends on 

the target market because profit-making companies exist to satisfy customers because 

some customers will not mind paying for expensive item because of a belief of higher 

risk and higher returns. A business is nothing without its functional areas hence the 

formulation of functional strategies 

2.2.4.3 Functional strategy 

According to Batemen and Snell (2002) each functional area should formulate a 

functional strategy that helps to support the organisation's business strategy. The 

functional areas in a strategy include production, human resources, marketing, 

research and development., finance, and distribution. Thompson and Strickland 

(2003) describes a functional strategy as a managerial game plan for a particular 

activity or department with.in the business. How a department will achieve its 

functional strategy in order to fulfil the goals of the organisation becomes the function 

of the operating strategy. 
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2.2.4.4 Operating strategy 

According to Thompson and Strickland (2003), this is a prerogative of the front line 

managers because they create strategy.critical performance targets and need to have 

strategic action plans to achieve them. Operating strategies add further detail and 

completeness to functional strategies and business plan in general and in that way 

they provide support to higher level strategies. According to Parnell, (2003) there is 

an argument of whether strategy should be a public or a private strategy. 

The levels of strategy discussed above dictate that it is impossible for a company's top 

management to hide its strategy from lower level managers and staff. Hiding the 

strategy from them can only lead to poor implementation of the strategy because of a 

lack of reason for the implementation. One can only argue for "at least some degree 

of privacy" (Parnell, 2003: 16). Strategists who believe in private strategy argue that, 

"the best strategy must be one that competitors cannot Wlderstand" (Parnell, 2003: 16). 

However, if one is working in an environment where managers or employees move 

from one company to another, it becomes impossible to hide the strategy from the 

competitors. That is the basis for the continuous ana1ysis of the company's strengths 

and weaknesses; extemaJ opportunities and threats of competitors in the market place. 

2.2.5 SWOT analysis 

Before any implementation of strategy one has to consider matching the company's 

strengths and weaknesses, it's distinctive competence with opportunities and threats 

that it faces in the market place. According to Ghemawat (I 999) a distinctive 

competence is enduring and W1changing over relatively long periods. Opportunities 
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are defined as those that are more responsive to market place changes and pressures of 

the environment and if they outrun the distinctive competence, companies should be 

willing to gamble in trying to run away from Levitt's "Marketing Myopia." 

Marketing Myopia exists when companies focus too narrowly on specific products. 

Companies should realise that their failure is as a result of failure of the products they 

deliver to meet customer needs. Therefore, it is very important that companies should 

always benchmark the organisational competences with the changing environmental 

conditions, such as customer needs when crafting a strategy. One should analyse the 

environment in which the company operates in particular the industry. Porter (1985) 

in Ghemawat (1999) argues that there are "five forces" that fonn the framework of 

industry analysis which are discussed below. 

2.2.6 Porter's frve forces framework for industry analysis 

Porter, (1985) in Ghemawat (l 999) argues that in order for a company to gain 

competitive advantage it should analyse the environment in which it operates, the 

company's industry in panicular before implementing a strategy. Annexure C, 

reflects a summarised version of the five forces. These five forces are discussed 

below as follows: 

• Level of rivalry among competitors 

• Threat of new entrants 

• Threat of substitutes and 

• Bargaining power of buyers 

• Bargaining power of suppliers 
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2.2.6.1 Level of rivalry among competitors 

The level of rivalry among competitors 1s influenced by industry growth, 

concentration and baJance of players in the industry. Once the industry becomes 

concentrated competitors rea1ise mutua.1 interdependence and restrain rivalry. Many 

small competitors in the market at the same level may try to outdo one another to gain 

an advantage and disrupt the market while the presence of a dominant player may 

lesson rivaJry. Competitors may introduce switching costs which make it difficult for 

their customers to switch over to the opposite. Also if competitors are diverse and 

may even face exit barriers they are likely to compete aggressively. While the 

struggle continues amongst competitors that occupy the market, the threat of new 

entrants is likely to affect them. 

2.2.6.2 Threat of new entrants 

New entrants into the industry experience obstacles which take various fonns. These 

barriers exist whenever an outsider is unable to replicate the position of an existing 

company. Some barriers are bigger than others depending on the industry type in 

question. Old companies capitalise on the economies of scale while the new entrant 

is still struggling to beat the learning curve. Brand identity is one of the major 

barriers which is an advantage for early movers because it becomes difficult for new 

companies to establish their name in the market. Capital requirements is also among 

barriers as it becomes difficult for small new ent:rwlts to raise capital that will enable 

them to penetrate the new entrants. Legal requirements become a major barrier 

especially if the company is a multinational. 
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2.2.6.3 Tbreat of substitutes 

Substitutes JX>se a real threat to existing business considering the costs of research that 

have been incurred in the original product. The price of substitutes tends to be lower 

than the price of the original product and this tends to lure customers into using the 

substitutes. An established brand nwne may help as a deterrent to customers to switch 

over to the new brand. Switching costs present a problem to the original product as 

the company may have to retrain, retool or redesign when a customer switches over. 

2.2.6.4 Bargaining power of buyers 

Buyers can determine the price of products and service. This depends on the 

concentration of buyers compared to suppliers and vice versa. Differentiation and 

brand identity of suppliers can help to protect them against manipulation by buyers. 

Information available to buyers influence their decisions on whether to switch over on 

not. 

2.2.6.5 Bargaining power of suppliers 

The JX>wer of suppliers is a mirror image of the JX>Wer of buyers. The lesser the 

number of suppliers in an area the more JX>wer the buyers will have and vice versa. 

Supplier's JX>wer may be increased by their brand identity, differentiation of input and 

volumes they supply. 

Years later Porter's five forces were criticised by Brandenburger and Nalebuff, (1996) 

in Ghemawat (1999) for the non-inclusion of complimentors in the forces of 

competitive advantage. The writing of Ghemawat is reflected in Brandenburger and 
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Nalebuff, (I 996) whereby an introduction of a value net model was made and that 

highlighted the critical role of complementors. "Complimentors are defined as being 

mirror image of competitors (including new entrants and substitutes as well as 

existing rivals). On the demand side, they increase buyer's willingness to pay for 

products; on the supply side, they decrease the price that suppliers require for their 

inputs" (Ghemawat, 1999:32). As an example doctors play a role of complimentors 

because they influence success of the pharmaceutical industry by prescribing 

medicine that customers buy without them being direct customers. Complimentors 

can threaten to invade the competitor's turf which may be difficult for competitors to 

do. 

Once the vision, mission, type of strategy, SWOT analysis, Porter's five forces and 

the value net have been dealt with one should look at linking the above approaches 

into strategic planning to achieve competitive advantage. This can only be performed 

by mapping the business landscapes. 

2.2.7 The process or mapping the business landscape 

According to Ghemawat, (1999) a business landscape refers to the industry or 

environment in which the company operates. This process involves the drawing of 

boundaries by identifying the types of players to be considered, forming relationships 

among the players considered and finally one should consider finding ways of 

adapting to or shaping those relationships among the players considered to maximise 

the profitability of the business. 
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2.2.8 Drawing the boundaries 

One has to decide how broadly or narrowly the environment will be considered. A 

strategist should consider existing and potential players, delailed subcategories as 

compared to detailed categories. Players need to be consistently labelled from the 

perspective of the business which motivated the analysis. It becomes very important 

to consider the dimensions of scope such as horizontal, vertical and geographic 

dimensions. 

Horizontal scope: This scope is defined in narrow and broad categories. A narrow 

category focuses on analysis and the broad one guard against being blindfolded like 

the concept of marketing myopia which is explained in the SWOT analysis. As an 

example one has to consider whether the business is the taxi business, narrow view or 

transport business, broad view. A narrow view should always be considered if the 

broader view presents problems. 

Vertical scope: In this scope one should consider the number of linked stages of the 

supplier n buyer chain. If a competitive market for third party sales exists between 

vertical stages or could be created the stages should be uncoupled. 

Geographic scope: One has to consider looking at business opportunities m 

geographic tenns. nwnely, local, regional, national, international. 
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2.2.9 Mapping key relatiooships 

Porter emphasises rivalry and threats and does not consider co-operative relationships. 

Ghemawat (1999) highlights two kinds of relationships which are categorical and 

mental models. The categorical relationship is based on high versus low JXJWer for 

one's side. The mental models emphasises the understanding of key relationships to 

some depth. Both models require one to have infonnation about the extemaJ 

environment in order to assess relationships on an ongoing basis to make future 

relationship forecasts. Therefore one needs to add the sixth force to Porter's five 

forces, namely, availability of compliments in order to be able to assess the 

environment thoroughly. This leads us to the last process in mapping the business 

landscape which is, adapting to or shaping the business landscape. 

2.2.10 Adapting to or shaping the business landscape 

Once boundaries have been drawn and relationships fonned a business should 

consider adapting or shaping its environment to its own advantage. "Thinking about 

who the relevant players are and how might relationships among them evolve - is 

more helpful in identifying successful '"shaper" strategies than injunctions to be 

insightful" (Ghemawat, 1999:44). This process is a cycle, it should happen 

throughout the strategy formulation and implementation process. All the above 

should be considered before the implementation of the strategy. 
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2.2.11 Implementation of strategy 

A strategy has to be implemented carefully. Each manager has to check the relevance 

of the corporate strategy to his department and carry out the necessary part. This is 

more of an administrative part. Although strategists have to delegate this duty to 

managers, open communication is the key in this part coupled with developing 

competencies, capabilities, budgeting, policy making, motivating, culture building 

and leadership. 

While implementing the strategy, evaluation of performance, monitoring of new 

developments and initiating corrective adjustments is key. Both the performance of 

staff and the organisation should be measured in accordance with the set objectives. 

The Chief Executive Officer (CEO) of a company is the custodian of a strategy 

including the making, implementation and responsibility for the success or downfall 

of a company (Thompson & Strickland, 2003). Parnell, (2003:19) is in agreement 

with the statement above because he argues that, "strategies should be formulated by 

top management, with assistance from others in the organisation to the extent they are 

able to contribute." On the contrary Burgelman and Grove (1996:21) view strategic 

plans as "abstract, far away, and give managers a lot of chances to reconsider as they 

go along... Clearly, the wisdom necessary to guide a company through 

transformational changes cannot, as a practicaJ matter resides only in the head of the 

CEO". 

Although the CEO is the custodian of the strategy he needs to continuously encourage 

intellectual debate amongst managers because strategic leadership means encouraging 

debate and bringing debate to a meaningful conclusion (Burgelman & Grove, 1996). 
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Bwgelman and Grove ( 1996) believe that strategy is born through the strategic action 

of managers. 

Batemen and Snell (2002) emphasise the following steps in the implementation of a 

strategy: 

• Definition of strategic tasks. Tasks should be defined in simple terms so that 

all employees can easily understand them. " ... Research has found that white 

collar employees who understand their company's strategy and their 

corresponding strategically aligned job behaviours have higher perfonnance 

and employer desired work attitudes, versus employees who do not 

understand their company's strategies or understand corresponding aligned 

job behaviours" (Gagnon & Micheal, 2003:25) 

• Assessment of organisation capabilities. At this stage the entire task force is 

interviewed to identify tasks that hinder or help the strategy implementation 

and reports back to top management. 

• Development of the implementation agenda. Staff interviews inform changes 

that need to be made in the management pattern including how critical 

dependencies will be managed what skills, structures, measures, information, 

and rewards might ultimately support required behaviow. Communication 

through a philosophy statement is paramount at this stage. 

• Implementation plan. A plan to implement the strategy should be crafted by 

top management, employee task force and other relevant stakeholders. 

The steps above offer a clear direction on how one should execute a strategy although 

basically stating the same ideas as in Thompson and Strickland (2003). 
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2.2.12 Strategic control 

This is a critical stage as it determines the success or failure of a strategy. A strategy 

has to be controlled by continuous monitoring of new developments, evaluating 

performance and initiating corrective adjustments. This can be done through budgets 

and performance indicators for both employees and the company (Thompson & 

Strickland, 2003). 

Strategy as discussed above undergoes change because of factors external and intemaJ 

to the organisation, hence the review of literature on change management in the 

following section. 

2.2.13 Summary and integration 

Literature review on strategy has been the focus of this chapter. Argwnents by 

various authors regarding the components of the strategy have been explained, 

namely, vision, mission, strategic objectives, types of strategy, SWOT, Porter's five 

forces and the value net. These form part of the formulation of strategy. Strategy is 

not complete without the implementation plan and control or evaluation plan which 

have been discussed above. These components of strategy formulation are the 

backbone of strategy formulation. Therefore, South African managers are assessed on 

the basis of this background. However, that will not be enough without the inclusion 

of theory review on change management because the writing is about assessing 

whether South African managers align change efforts to strategy. The following 

chapter will focus on theory review on change management. 
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CHAPTERJ 

THEORY REVIEW ON CHANGE MANAGEMENT 

J.l INTRODUCTION 

This chapter will focus on change mwrngement. The point of departure will be the 

discussion of the organisation and the environment of the organisation in which 

change occurs. Change is fuelled by specific reasons that in tum lead to the 

emergence of the types of change. Arguments regarding the change process models 

will be discussed in order to obtain an insight of steps one should follow when 

executing change and reasons thereof. This following discussion will help to analyse 

change in tenns of the South African context. 

In order to comprehend chW1ge, one should understand the context in which it occurs. 

As a point of departure we will look at organisational change. It is therefore 

important to understand the concept of an organisation and the environment in which 

it operates. The environment in which change occurs is a system and therefore, 

change in one pan of the system necessitates change in another pan of the system in 

order to achieve equilibrium. Organisational change manifests itself in various ways 

which therefore require various models in order to respond to it. 

J.2 ORGANISATION 

Various theorists portray the theory surrounding the concept of an organisation in 

different ways. ln order to understand the nature of an organisation one has to look at 

the four paradigms in which groups of theorists have been grouped together in 
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accordance with their views of the nature of an organisation (Van Tonder, 2004a). 

These paradigms explain the nature of the organisation as follows: 

Radical humanists explain an organisation "as consisting of activity and shared 

meaning structures; managed through the management of meaning; symbolic in 

nature; a socially constructed reality; more a result of members own actions than they 

recognise" (Van Tonder, 2004a:22). 

Radical structuralist theories view an organisation "as consisting of structures with 

inherent tensions; emphasising self-generated change; and empirical facet of an 

underlying organisational form embodied in the larger societal context, and being part 

of a larger context, only to be understood in terms of its role in this context" (Van 

Tonder, 2004a:22). 

Interpretive theories have a view of the organisation as "consisting of activity and 

shared meaning; symbolic in nature; a socially constructed reality; more a result of 

members own actions than they recognise" (Van Tonder, 2004a:22). 

Functionalist theories view the organisation as a formal, empirical entity; a 

phenomenon plagued by problems of effectiveness and efficiency; being structured 

and controlled to the point of efficiency and effectiveness; an entity that can be 

reduced to general principles which managers and practitioners can assess current 

practice; capable of minimising disruptive change by creating adaptability and 

organised change; being focused on the here and now; a web of ordered relationships, 
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which is predictable and controllable; preoccupied with stability and certainty, 

viewing people as tools or resources" (Van Tonder, 2004a:22). 

According to Nkomo (2005a) the system's perspective emphasises the 

interdependences m organisations because of the constant interactions of 

organisations with their environments in order to produce outputs through the inputs 

and thereby preventing death. The post modernist perspective on the other hand 

rejects anempts to build systematic explanations of history and human activity and 

which instead, concentrates on the ways in which human beings invent their world 

through language and cultural innovations and is by its very nature complex and 

fragmentary. 

The paradigms explained above are reflective of the diverse views of an organisation 

and hence the diversity of organisations and diverse nature of management and 

leadership. 

3.2.1 Environment of the organisation 

Organisations do not operate in isolation. In their quest for swvival they affect and in 

return are affected by their environments in a number of ways. Therefore, change is 

not independent of the environments in which organisations operate because in most 

occasions change is triggered by the environment. 

It is important to understand the components of the environment in order to 

understand the environment of organisations and their effects on change. The 

environment of the organisation is composed of the external and internal components. 
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According to Nkomo (2005a) the external environment is composed of socio-cultural, 

technology, political-legal, economic and ecological influence. 

environment is composed of informal and formal subsystem. 

The internal 

The informal subsystem is composed of politics, leadership and culture. The formal 

subsystem is composed of management, goals, strategy, structure, operations and 

technology. 

3.2.1.1 External environment 

Change in an organisation is influenced by various factors such as technology, culture 

of communities around the organisation, economy of the country in which the 

organisation operates and ecologieal issues. These factors can better be understood as 

triggers of change. Van Tonder, (2004b:21) states that, " ... a wide array of change 

triggers have been identified, with external triggers typically including changes in the 

broader environment such as socio-political shifts, technological developments, 

changes in the economic and legal frameworks as well as industry specific trends and 

competitive initiatives by other organisations." Once one mentions industry specific 

conditions and competitive initiatives by other organisations, it is wise to revisit 

Porter's five forces of competitive advantage in this part of writing without leaving 

complements as discussed in strategy above. When change occurs there are normally 

actors recipients and roles that certain structures adopt and those will form pan of the 

discussion in th.is section. 
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Nkomo (2005a) cites drivers of change as discovered in a recent African Change 

Leadership Research Project conducted by Professors Kriek and Nkomo, the drivers 

of change in South Africa have been found to be the following: 

• New dispensation and social transfonnation 

• Globalisation (i.e. to be world class business) 

• Efficiency and streamlining demands which falls rather on the internal 

environment according to Van Tonder, (2004b) 

The drivers of change determine the type of change required to address problems. 

These drivers of change are discussed below. 

J.2.1.2 Drivers of change 

Technology: The external environment influences the organisation because of the 

technological advances that occur globally. No organisation can resist the effects of 

technology. The amazon.com started selling books through the internet and the 

bookstores that thought were not going to be affected have now reduced their store 

sizes and are trying to catch up with it. Amazon.com is now selling music through the 

internet (Nkomo, 2005a). Van Tonder, (2004b:22) identifies major drivers of change 

that could prompt a revolutionary change which include, "an increasing amount of 

information, an expanding ability to communicate, the role and impact of technology, 

globalisation and global competition." Van Tonder, (2004b) refers to volumes of 

information processed through infonnation technology which can traverse the globe 

in seconds reaching multitude of audiences. Information technology therefore has an 

ability of triggering a large scale change because it influences competition at a global 
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scaJe through transmission of information quickly thereby expanding the ability to 

communicate. 

Culture: This means values that have been learnt by people overtime. An 

organisation's survivaJ also depends on understanding the culture of the people in an 

area where it operates. According to Hill (2003) McDonaJds lost a lucrative deal in 

Beijing because with its origins in America it's management could not understand the 

culture of guanxi. "Guanxi literally means relationships, although in business setting 

it can be better understood as "connections" (Hill, 2003:87). When they lost the deal 

they went to coun and did not win because their legal system also depends on guanxi 

whereby one should be well connected with the authorities and be able to win them 

through conversations without resorting to force. "China's lega1 framework lacks 

well defined property rights, which are critical in developing a market-based system" 

(Luo and Ho Park, 2001:142). This is an illustration of the manner in which culture 

and political system as external factors can influence the success of a business in a 

country, in particular if the country is a foreign country. 

Economy: Organisations are influenced by the economy of the country in which they 

operate. A textile company operating in a country with a poor economy will have to 

decide whether it should export its products and offer jobs to the local people or 

manufacture cheap products in order to serve the local market. 

Socio-Political shifts: South Africa in particular is characterised by a new 

dispensation and social transformation (Nkomo 2004a). This is a definite determinant 

of change characterised by a need to embrace diversity and unlearning the past belief 
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systems in order to make a transition from an apartheid era to the democratic era 

(Booysen, 2005). This notion W1doubtedly influences the way companies do business 

because companies in South Africa have to contend with issues like Black Economic 

Em)X)wennent, Employment Equity Policies, Affirmative Action and Skills 

development to mention just a few initiatives of the new dispensation that affect the 

way companies do business in South Africa. 

Ecological matters: Ecological influence cannot be ruled out. Bateman and Snell 

(2002) argue that we live in a risk society. That is, the creation of wealth and 

distribution of wealth generate by-products that can cause injury, loss or danger to 

people and the environment. The fundamentaJ sow-ce of risk in industrialised world 

according to Bateman and Snell are the excessive production of hazards and 

ecologicaJly W1sustainable consumption of natural resources. Risk has proliferated 

through population explosion, industrial JX>llution and environmental degradation. 

The industrial JX)llution risks as argued above include but not limited to air JX>llution, 

smog, global wanning, ozone depletion, acid rain, toxic waste sites, nuclear hazards, 

obsolete weaJX>ns arsenaJs, industrial accidents and hazardous products. These 

polluting activities by companies lead to various Jaws being introduced to protect 

nature hence the introduction of environmental laws that in tum prescribe how 

companies should ethically conduct business. This is a change trigger in that 

companies can choose to be proactive and not be subjected to forced aJigrunent with 

the natural environment or reactive and be forced to align its production with natw"al 

environment resulting in heavy fines. 
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These external triggers cannot be complete without Porter's "Five forces" of industry 

analysis to achieve competitive advantage discussed above in the strategy section. 

3.2.1.3 Porter's "Five forces" of industry analysis as trigger of change 

Industry growth and dynamics of competitors do influence the competition and 

change in an industry. The threat of substitutes keeps businesses at their toes because 

of their relative price perfonnance, buyer propensity and switching costs. The threat 

of new entrants encourages companies to strengthen their brand identities. Lastly, the 

bargaining power of suppliers and buyer necessitates change in companies because 

customers of today detennine what businesses should supply. The external 

environment affects how business should be run and in such a way affects the internal 

environment of the organisation (Ghemawat, 1999). 

In addition to Porter's five forces, there is value net which highlights the critical role 

of complimentors. This is rather a positive trigger of change as it sensitises 

companies to establish strategic relationships in order to survive. Brandenburger and 

Nabeluf(l996) in Ghemawat (1999:33) argue Iha~ "Thinking [about] compliments is 

a different way of thinking about business. It's about finding ways to make the pie 

bigger rather than fighting with competitors over a fixed pie. To benefit from this 

insight, think about how to expand the pie by developing new compliments or making 

existing complements more affordable." This can be regarded as another change 

trigger. 
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3.2.1.4 Internal environment 

The internal environment deals with the strategy as discussed above in the strategy 

section. This fonns part of the fonnal subsystem. The infonnal part of the internal 

environment is crucial in the execution of the strategy. The culture of the 

organisation will detennine whether change efforts will be successful or not. Change 

agents are nonnaJly faced with a task of changing culture fust. Culture, leadership 

and politics cannot be separated in the way they influence business. Of all the 

change initiatives undenaken by organisations culture change is the least successful 

because of its complexity. 

In a case study, in the 1PM magazine Paddy Norton is quoted as saying, "We found 

the biggest challenge in the process of change was to change the culture of 

management" (Norton, 2003:16). "Several studies indicate resistance to change as the 

most important factor 70% failure rate of large organisational change projects; other 

reasons range from insufficient executive sponsoring to unreaJistic expectations and 

ineffective leadership" (Norton, 2003:28). Based on the statements given above it 

becomes clear that fonnaJ sub-system is influenced in a big way by the infonnaJ sub­

system. An organisation can have a good strategy in place but can also fail dismally if 

it cannot take into consideration the influence that leadership, culture and internal 

politics can have in an organisation. Therefore, the context of organisational change 

becomes an organisation's internal environment which takes its cues from the external 

environment. 
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3.2.1.S Internal triggers of change 

Van Tonder (2004b) mentions the most frequent internal triggers of change as 

uncovered by an empirical study of I 87 companies located in the UK, Europe and the 

US as follows; changes in the competitive situation of the company which refers to an 

increase in the number of competitors, repositioning of competitors, a loss of market 

share; financial loss or lowered profitability; proactive change initiatives in response 

to anticipated opportwtities or events such as restructuring, downsizing re-organising, 

re-engineering, relocating, buy-outs/takeovers, mergers and acquisitions; the 

replacement or arrival of a new CEO or managing director. In the midst of these 

intema1 triggers of change there are role players within an organisation who respond 

to the precipitating effects of the triggers in various ways. The internal triggers of 

change will be explained in terms of these players. 

These internal players in an organisation are the workforce, leadership and 

organisation culture and are discussed below. 

3.2.1.6 The value and experience of the change by the workforce 

The workforce is composed of individual employees including lower level managers 

and supervisors. Van Tonder (2004: 163a) says, "in order to come into grips with the 

experience of change at the individual level, we consider "personal transition" as a 

framework for viewing individual change and will use it more or less as a synonym 

for individual or personal change." Van Tonder (2004a) argues that people's different 

responses to change in organisations can be attributed to multitudes of schemata 

which are formed from schema. "A schema is a cognitive structure of substantial 
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scale that is constructed from abstract and generic knowledge that will remam 

applic.able or relevant across different situations and contexts. and is typically 

concerned with a specific object or concept" Van Tonder (2004a:l 18). Therefore a 

schemata serves to "draw on existing knowledge as an interpretive framework from 

within which new stimuli can be organised, analysed and interpreted and inferences 

made" Van Tonder (2004a:119). It is upon this basis that people respond differently to 

change. 

'"Organisational change shouJd centre on how individuals are experiencing their 

current world of organisational change" Van Tonder (2004a:163). Depending on the 

change type change can evoke different types of transition associated with 

experiences that couJd range from anxiety, despair, resignation and despondency to 

hope, anticipation, emancipation, joy and excitement Van Tonder (2004a). According 

to Van Tonder (2004a) change can either be experienced as a risk or transition 

depending on the individual's previous experiences. If viewed as a risk the reactions 

of individual employees are likely to be characterised by the following: 

• Shock which means will perceive change as a threat, immobilising, avoid and 

deny it is happening 

• Defensive retreat which is characterised by anger, holding on still unsafe to 

risk 

• Acknowledgement which is characterised by mourning, letting go, eventually 

with an increasing potential for risk taking 

• Adaptation and change which is characterised by experiencing comfort with 

change, with increasing energy available for risk taking. 
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Those employees who respond to change as a transition will portray reactions similar 

to Lewins's change process theory: 

• Ending phase which refers to letting go of the previous situation which is 

characterised by disengagement and disenchantment. 

• Neutra1 zone which refers to completing endings and building energy for 

beginnings characterised by disorientation, disintegration and discovery and 

• New beginnings which refers to new possibilities or alignment with a vision 

In addition to the alx>ve, depending on how change has been carried out people are 

likely to resist or accept it and a distinction is made between immediate acceptors and 

immediate rejecters. In-between them one wouJd find rational supporters or 

professional supporters who are likely to support the change on the basis of merit and 

rational resistors or honest opponents who disagree on rational grounds. Conformists 

pay a lip service to change while hiders and refugees maintain a low profile hoping 

that change will not succeed. The last one is the underground resistance which will 

covertly resist change to an extent of sabotage. At any point in time employees are 

likely to experience resistance which may be of a temporary nature. 

i. Management role and experience 

Management excluding senior management has a responsibility to scan, interpret and 

act on environmental information to maintain fit or a relationship between the 

environment and the organisation which necessitates an adaptation by the organisation 

and its employees. These managers, being employees themselves can be resistant to 

change especially if they have been through a bad one before. Van Tonder 
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(2004a:191) reflects in the work of Vaill (1989) by stating that, "managers face 

constant change that borders on chaos. and are consequently forced to engage in 

unpredictable organisational change endeavours, for which guiding parameters are 

only established as the change initiative progresses". Uncertainty may increase while 

the scope of change demands also increase on the manager which contributes to 

feelings of inadequacy and helplessness (Gersohn, 1989 in Van Tonder 2004a). 

Although lower level managers and general employees constitute the workforce they 

experience change differently if management is well informed. about change as they 

tend to have control of the change process. They tend to have the same experience if 

change is happening in the boardroom (Van Tonder 2004a). 

ii. The role of change by leadership 

"Leadership, namely the CEO or other senior executives, sustain the manner in which 

change is brokered, experienced and dealt with, as well as the process of change at the 

employee level" (Van Tonder 2004a:189). While leaders usually leave it to the ill 

informed managers, the task of looking after employees well being during the process 

of change as discussed above, Smith and Carstens (2003) argue that the leader's 

ability to deal with the discomfort of individuals and resistance is a key role. Smith 

and Carstens (2003) developed an integrated role competence cluster model whereby 

they identify key four leadership roles, namely, initiator, shaper, monitor and assessor 

with the following associated competencies: 

Initiator: setting a vision, communicating the vision and obtaining support for it. 

Shaper: focuses on inducing and reinforcing the change initiative, the development of 

employees' competence and the empowerment of employees to meet the change 

requirements. 
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Monitor: encompass employee consultation, the handling of emotionaJ reactions and 

the elimination of resistance and conflict. 

Assessor: focuses on measuring and assessing change outcomes and the provision of 

focus areas for future change initiatives. "Undue emphasis on cost in the financiaJ 

sense (a primary performance measure generally at managerial levels) drives 

manageriaJ focus during change initiatives, which consequently leads to a neglect of 

the hwnan and sociaJ costs of the change ... Change impact negatively on the 

organisational system regardless of whether the change outcomes are deemed 

successful or otherwise" (Van Tonder 2004a: 189). 

Garvin and Roberto (2005) propose two major phases in a turnaround process namely 

the persuasion process and turnaround process. The persuasion process is owned by 

leadership, the CEO of the company in particular and therefore becomes the 

responsibility of leadership. The persuasion process is composed of the following 

stages: 

Setting the stage: after the announcement of the plan, leadership should convince 

employees that radical change is imperative. 

Creating the frame: leadership should position and frame preliminary plan, gather 

feedback and announce final plan. 

Managing the mood: leadership should manage the mood through constant 

communication. 

Reinforcing good habits: leadership should reinforce behavioural guidelines to avoid 

backsliding because the toughest challenge faced by leaders during a turnaround is to 

avoid backsliding into dysfunctional routines. 
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Van Tonder (2004a) argues that, change is experienced differently by leadership than 

the rest of the workforce as they normally have control of the change process. 

Therefore, leadership drives change while the workforce experience change in various 

ways. The culture of the organisation plays a significant role in the process of 

change. 

3.2.1.7 Organisational culture 

"Culture is what a group learns over a period of time as that group solves its problems 

of survivaJ in an external environment and its problems of internal integration ... if the 

organisation as a whole has had shared experiences, there will also be a total 

organisational cu1ture" (Schein, 1990:111). "Organisational cu1ture refers to the 

dominant beliefs, values and norms of the members of the group that form the 

organisation" (Struwig & Smith, 2002:2 I). 

Schein (I 990) proposes that, in order for one to analyse the cu1twe of a particular 

organisation it is desirable to distinguish between three fundamental levels at which 

cultwe manifests itself, which are observable artefacts, values, and basic underlying 

assumptions. 

Observable artefacts: These includes physicaJ layout, the dress code, the manner in 

which people address each other, the smell and feel of the place, it's emotional 

intensity to records, products, statements of philosophy and annual reports. One 

should try and understand the underlying assumptions in order to understand the true 

meaning of the observable artefacts. 
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Values: These can be obtained through interviews and questionnaires or survey 

instruments. This will bring to the surface the inconsistencies between what is 

claimed and what is observed. 

Underlying assumptions: These determine perceptions, thought processes, 

behaviour and feelings. Working with dedicated insiders can help bring to the surface 

how they perceive the world around them. 

Struwig and Smith (2002:22) propose that "any changes in strategy should be 

accompanied by changes in organisational culture". Struwig and Smith (2002) used 

four types of organisational culture in their analysis of alignment of strategy change to 

organisational cu1ture namely, JX>Wer culture, role cu1ture, task cu1ture and person 

culture. They are explained as follows: 

Power culture: In this type of cu1ture power rests with the central figure. More faith 

is put on the central figure and size of the club might be a problem for the central 

figure. 

Role Culture: This type is built around defined jobs, rules and procedures and is 

normally labelled as bureaucratic and slow to change even if the need arise. Its 

strength rests on specialities with little management span by management. 

Task culture: This type is project oriented characterised by a matrix structure and 

easily adaptable. Influence within the firm is based on expertise rather than on 

personal authority. 
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Person Culture: This type is centred on a person. These organisations exist to help 

the individual rather than the individual helping out the organisation. Doctors, 

dentists and architects are types of this culture. 

They argue that management can make the best strategy but these strategies are 

doomed to fail if implemented in an organisational culture that does not support the 

strategy coupled with individual aptitudes in the organisation to execute the strategy. 

The internal triggers of change drive management to respond by adapting the business 

to its environment. The role of leadership, in executing the change cannot be taken 

lightly as the way of executing the change affects people and the organisational 

culture. 

3.2.1.8 Types of change 

Ackennan in Nkomo (2005a) identifies three types of change. These are 

developmentaJ, transitional and transformational. 

DevelopmentaJ change is incremental in nature and focuses on the continuous 

improvement of what is. Transitional change is concerned with the implementation of 

a known new state. Ackerman believes that the interim state can be managed over a 

controlled period. On the other hand the transformational stage is not easy to control 

because it takes place upon the emergence of a new state that cannot be predicated 

until it takes place. 

According to Nkomo (2005a) in the recent research conducted by Nkomo and Kriek, 

the types of change have been found to be the following: 
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• Strategic repositioning (industry, market, position, vision and organisational 

identity 

• Restructuring and downsizing 

• Culture change (values, mindsets) 

• Staff transformation 

• Skills and knowledge development 

• Black Economic Empowerment 

• Becoming customer focused 

• Movement of emphasis from labour relations to Human Resources 

Management 

• Globalisation 

Van Tonder (2004a:149) categorises change into two major types namely type I and 

type II and defines type I change as, " A steady state, incrementaJ or step-by-step, 

sequential change which generally evolves over extended periods of time, does not 

have a disruptive influence on the system and is generally within the control of the 

system." This change is synonymous with first order change, aJpha, formal logic, 

frame bending, nonnaJ, evolutionary, incremental, morphostasis and continuous 

change. Type II change is defined as, "A major, disruptive, unpredictable, paradigm­

altering and system-wide change which has a very sudden onset and escalates rapidly 

to a point where it is perceive as being beyond the control of the system." This 

change is similar to change concepts like, transformation, second-order, gamma, 

trialectics, frame-breaking, paradigmatic, revolutionary, radical morphogenesis 

discontinuous and chaotic. Van Tonder (2004b) raises a concern over the reduction of 
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the nature of change to a few discrete and absolute types that leave little room for 

hybrid forms of change. He contends that continuous or incremental change may 

have break points or be discontinuous because of environmental triggers and result in 

radical change. Research conducted by Brown and Eisenhardt (1997) in the computer 

industry in six companies between 1993 and 1995 has proven that the scale of 

continuous innovation that exists in those finns could not be adequately describe as 

incremental or radical because they seemed to overlap. Therefore, one should guard 

against inadequate distinction between these types of changes. 

The change process models which are discussed below help to guide the change 

leader into developing one best change process model to adhere to while engaging 

change. 

J.2.1.9 Change process models 

The change process models will be limited to three because of their relevance and 

wide scope to the research, namely, Kotter's Eight Stage Model, Spiral Model of 

Change Process and Lewin's Process Model of change. 

i. Kotter's eight stage model 

Kotter (1995) highlights eight steps that should be followed as well as eight errors that 

should be avoided during the process of change. The Eight Steps that should be 

followed and mistakes that should be avoided are swnmarisecl in the following 

diagram for ease of reference in the discussion: 



Step I 
Establishing a Sense or Urgency 

Step 2 

Forming • Powerful Guiding 

Coalition 

Step3 
Creating a Vision 

Step4 
Communicating the vision 

Step 5 
Empowering Other.i to Act on 
the Vision 

Step6 
Planning '"' ... Creating 
Short-Term Wins 

l 
Step 7 
Consolidating Improvements 
and Producing Still More 
Change 

l 
Step 8 
Institutionalising New 
Approaches 

Error I 
Not establishing Enough Sense of 
Urgency 

Error 2 
Not Creating a Powerful Guiding 

coalition 

Error 3 
L.acking a Vision 

l 
Error 4 
Undercommunicating the Vision 
by a Factor ofTen 

1 
Error 5 
Not removing obstacles to the 
nPw vi,;inn 

l 
Error 6 
Not Systematically Planning and 
Cr-eating Short -Term Wins 

l 
Error 7 
Declaring Victory too soon 

Error 8 
Not Anchoring changes in the 
corporation's Culture 

Diagram 1: Summary of Kotte r's Eight steps to transforming an organisation 
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Establishing a Sense of Urgency: Although Kotter (1995) argues that this stage 

needs leaders not paralysed senior management. Paralysed Senior leadership is 
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described as executives who become worried about downside possibilities such as, 

morale will drop. events will spill out of control and fear of potential chaos. It is good 

that people should be taken out of their comfort zones and make the status quo more 

dangerous than launching into the unknown and change leaders are reminded that 

there is also a risk in playing it too safe. The risk is that the transformation process 

cannot succeed and the long term future of the organisation can be in jeopardy. 

Therefore, a change leader should examine the market, competitive realities, identify 

crises, potential crises even if it is created and identify major opportunities if 

transformation is to succeed. One should make strides in this step in order to move to 

the next step. 

Forming a Powerful Guiding Coalition: This is a group of people who help to guide 

the change efforts. They should be people who have powerful titles, information and 

expertise and portray a good reputation and relationship in an organisation. These 

people together with the CEO should assess their company's problems and 

opportunities and create a minimum level of trust and communication. These may 

even involve a key customer and a union leader where necessary. "A self renewing 

organisation can be built only on the bedrock of people who are willing to take 

personal initiative and to cooperate with one another, who have self-confidence and a 

commibnent to the company, and who are able to execute relatively routine tasks with 

the same proficiency as they are willing to learn new skills and ways to take the 

company to the nest stages of its ambition." (Barden and Ghoshal, 1995:11). The 

CEO should at all times show support to the team by bringing the team together at all 

times. This is a team that will develop a strategy for the organisation by going of 

strategic sessions for a few days. A picture of the future starts with a vision. 
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Creating a vision: The guiding coalition should first and foremost develop a 

relatively easy to communicate vision that appeals to the organisation's customers, 

stockholders and employees. The vision helps to set direction for the company. 

Strategies to realise the vision can be formulated afterwards. Kotter's rule of thumb is 

that: A good vision should be communicated in five minutes or less and should be 

clear. Plenty of plans without a vision can never succeed. A vision should be 

thoroughly communicated as discussed in the following section. 

Communicating the vision: Leadership shou.Jd use every tool available to 

communicate the new vision that drives the new strategy. Integrity by the coalition 

members is paramount because messages carry more weight when the carrier walks 

the talk. Leadership should try and communicate the vision hour-by-hour to the 

employees, convince employees on how the proposed solutions fit into the bigger 

picture. These communication channels will include training, quarterly meetings, 

electronic communication, mail, company magazines, memos, media, using the 

guiding coalition to spread the news and any other fonTJ of communication available 

to the company. These measures will prevent under-communication of the vision and 

instead empower others to act on the vision. 

Empowering others to act on the vision: The first step is to get rid of obstacles to 

change. The obstacles present themselves in various ways which may include, 

organisational structure, perfonnance appraisal systems, bosses who refuse to change 

by paying lip service to change efforts. Encouraging risk taking, adoption of non-



59 

traditiona1 ideas activities and actions can help to change the organisation. These 

ideas should be celebrated if they result in solutions. 

Planning for and Creating Short Term wins: In the strategic planning of change, 

there should be room for short tenn wins. Some people will continue to downplay 

management efforts to engage change and some may continue to think it will fail like 

the previous ones. However, creating annuaJ gaols leading to bigger goals which are 

recognised through celebrations, rewards or promotions once achieved sends a clear 

message to those who do not believe change will succeed and motivates those who 

have already bought into change. 

Consolidating improvements and Producing Still More Change: Leadership 

should be cautious not to declare victory too soon because that can yield catastrophic 

consequences associated with killing the momentum already gathered. 

Transformation can take up to five to ten years in order to be consolidated into the 

corporate culture and short term wins should never be confused with overall victory. 

Instead, short term wins should be used as a vehicle to monitor the success and 

consistency of systems put in place and to improve on those systems if there is a need. 

Institutionalising New Approaches: Leadership should use communication to 

articulate connections between the new behaviours and corporate success in its efforts 

to ensure that transformation is incorporated into the social norms and va1ues of the 

organisation because it can never be complete until it is internalised. Change leaders 

should ensure that leadership development and succession planning are in place in 
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order to avoid elevation of people into senior positions without any appreciation for 

change. 

Leadership should be weary of committing mistakes by ignoring the eight steps 

discussed above. A properly communicated vision by the guiding coalition is 

paramount in order to ensure the success of a transformation effort. No one model 

can guarantee the success of change effons by leadership hence the discussion of the 

next two models to help complement each other. 

ii. Spiral model of change process 

According to Nkomo (2005a), the spiral model emphasises three phases that look 

simple if everything is kept constant. These phases are as follows: 

Initiating change: Once change is initiated it must be channelled towards the desired 

new state without doing everything at once. The initiation of transformation in this 

model is characterised by deep rooted incremental changes which take a spiral form in 

moving towards creating positive energy towards the desired new state. It is in this 

stage that leadersh.ip should determine the amount of change that the organisation can 

sustain. Nkomo (2005:19a) reflects on the work of Bridges (2002) by citing a 

suggestion that, leaders should ask themselves the following questions: 

• .. What is actually going to change? 

• How will the change affect other areas of the organisation? What are the 

secondary changes that the change will probably cause? 

• Who is going to have to let go of something? 

• What is over for everyone? 
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• What crucial conversations are we not holding that are keeping us stuck in old 

patterns? 

• How are we as leaders maintaining the status quo?" 

The transition to a new state: During the transition one should be weary of 

unforeseen consequences that may seek to undennine the smooth transition into new 

state and seek to disturb them in a manner that approximates the desired outcome. 

This is an indication that, this theory is built around type I change whereby little 

incremental interventions can lead a bigger change outcome. 

Momentum should be sustained: In order to sustain momentum, leadership must 

engage in crucial feedback conversations in order to ensure that momentum is 

sustained {Nkomo, 2005a) 

iii, Lewin's process model of change 

In this model there are three phases that entail unfreezing the status quo, movement 

into by building new attitudes refreezing once the target has been reached (Nkomo, 

2005a). The three phases are made possible at the individual level through effective 

communication strategies because this will help employees to unfreeze the status quo 

by understanding the need for change and personal effects of the proposed change 

(Goodman & Truss, 2004). Persuasive communication is critical at the first stage. 

According to Nkomo (2005a) these stages unfold in the following way: 

Unfreeze: refers to reducing forces for the status quo by encouraging individuals to 

discard old behaviours. In this way equilibriwn would shake up. "Working with 
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people to neutraJise or reverse forces that cause them to resist change is the way to 

unfreeze a situation" (Levasseur I 992: 116). The desired changes will stick if 

leadership would get people involved from the identification, planning and 

implementation of decisions that have been mutually agreed (Levasseur 1992). 

Movement: refers to the development of new attitudes, behaviours and values. Active 

communication is critical at the moving stage because the strategy is applied at this 

stage. 

Refreeze: Lastly, when the change goals have been achieved leadership has to 

manage infonnation about the change in order to avoid backsliding. Establishment 

and reinforcement of new attitudes, values and behaviours are core in this stage. This 

would include rewarding and reinforcing new behaviours and provision of consistent 

leadership, support and resources (Levasseur, I 992). Goodman and Truss (2004:225) 

propose the change communication model reflected in figure I in the following page. 



Change 
Programm.L..+ 
Characteristics 

Organisational context 

Message: 
Must know 
Should koow 
Could know 

anne: 
Senior m1nagen 
Managers 
Team leaders 
Group!! 
Informal groups 

i 

l 

Media: 
Verbal 
Written 
Electronic 

pproac : 
Dirtetin/eorrcin 
Partldparin 
ConnlllBtin 

Employee response 

Figure I. The change communication wheel 
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This model implies that the message, media, channel and approach of a 

communication strategy will be determined by the purpose of communication, the 

organisational context in which the communication is taking place, change 

programme characteristics and response of employees. In this situation continuous 

feedback will be necessary internal contents of the communication wheel in order to 

avoid mis-communication and to progress coherently through Lewin's stages of 

change (Goodman & Truss, 2004). 

The three models discussed above compliment each other. Kotter (1995) emphasises 

radicaJ change or type II change with a comprehensive checklist. The spiral model 
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does not dismiss entirely the idea of radical change, however, for this transfonnation 

to occur there should be deep-rooted incrementaJ changes that would ultimately lead 

to a positive new state. Lewin's model believes that type II change can occur by 

emphasising the positive attitudes about change and positively discouraging negative 

attitudes by involving resistors in your planning and implementation and actually 

utilising their energies in thinking about solutions. 

While all the models discussed above are relevant to this research they cannot survive 

without fit to the environmental conditions. The alignment of change efforts to 

corporate strategy cannot be understood fully without the discussion of the theory 

from which it emanates. Therefore, the discussion of the contingency theory is 

relevant in this study. 

3.3 CONTINGENCY THEORY 

According to Yuki (2002: 17), "contingency theory describes some aspects of 

leadership that applies to some situations but not to others and can either be 

prescriptive or descriptive." "Common to all contingency approaches is the 

proposition that perfonnance is a consequence of the fit between several factors: 

structure, people, technology, strategy and culture" (Tosi & Slocum, 1984:9). 

According to Tosi and Slocum (1984) there is a complex relationship between 

environmental, organisational and individual group. Donaldson (1987) in his research 

proved that fit is a cause for performance. EnvironmentaJ illiberality which occurs in 

situations where business conditions are stringent and cannot tolerate sub­

perfonnance. In such situations even a small disturbance c.an result in a necessity for 
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change. This theory can best be explained by a model of StructuraJ Adjustment to 

Regain Fit (SARFID used by Donaldson (1987) in his research. 

3.3.1 SARFIT model 

"A change in the contingency variable (such as size or degree of product 

diversification) leads to a misfit between the existing structure and the new value of 

the contingency variable" Donaldson (1987:4). According to Donaldson (1987) a 

mismatch can produce a range of dysfunctional behaviours in an organisation, 

namely, slow and poor quality decision making and miscommunication which can 

result in de-motivation which ultimately leads to low economic performance 

including low returns and loss of opportunities. The low economic performance 

motivates leaders to reorganise. Such low economic performance "occurs more 

readily in situations where business conditions are sufficiently stringent to prevent the 

company having slack resources which can be used to absorb sub-optimal 

performance without the necessity for change in structure" Donaldson (1987:5). This 

is referred to as environmental illiberality. Diagram 2 helps to illustrate the 

explanation above. 

Change in 
contingency 

+ 

StructuraJ adjustment 
Misfit I+---

'--~~------

Performance 
Environmental 
illiberality 

Diagram 2, Structural Adjustment model to Regain Fit 
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The contingency theory is basically composed of four components such as: 

• A relationship between environmenlal and organisational factors 

• A tension in this relationship depending of the level of environmental 

illeberality can lead into a desirability for change 

• The desirable change that actually takes place compared to the desirable 

change can lead to a fit or a misfit 

• A misfit will be reflected through the low company performance and a fit will 

be reflected through good performance (Zajac, Kraatz & Bresser, 2000) 

The contingency theory forms the basis for organisational fit or alignment. The 

chapter that follows which constitutes a1ignment of change efforts to strategy will be 

guided principles of the contingency theory as discussed above. This chapter focused 

on theory surrounding change management. In order to be able to discuss alignment 

between change efforts and strategy one has to understand the concept of change. 

This change occurs in organisations which are surrounded by turbulent conditions 

which trigger change. The type of trigger infonns the organisation about the type of 

change to adopt. The change models that have been discussed serve as a guideline on 

how this change should be approached and implemented in an organisation in order to 

maintain or achieve alignment needed by the organisation to achieve good economic 

organisational perfonnance. Contingency theory fonns a base upon which theories of 

change and strategy alignment of an organisation is fonned. The following chapter 

focuses on the discussion of alignment of change to the strategy of an organisation. 
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CHAPTER FOUR 

ALIGNMENT OF CHANGE TO STRATEGY OF AN ORGANISATION 

4.1 INTRODUCTION 

This chapter focuses on the review of literature on alignment of change to strategy of 

an organisation. Types of strategy by Miles and Snow (1978) and their relevance to 

the relationship and alignment of the strategy to the environment of the organisation is 

discussed. Exploration of a relationship between change management and strategy 

which leads to their alignment with reasons for the alignment and reasons for the 

maintenance of the alignment that results from the relationship. A model that will be 

used in this research is also explained in this chapter. 

4.2 THEORY REVIEW ON ALIGNMENT OF CHANGE MANAGEMENT TO 

STRATEGY 

The issue of alignment of strategy with the continuously changing internal and 

external environment of the organisation raises the importance of change in an 

organisation. Change management efforts should be aligned to the company's 

corporate strategy in order for the company to survive. 

"While fit seems to imply a match at a single point in time, understanding dynamic fit 

requires that any new perspective on strategic fit must also come to grips with the 

question of strategic change." (Zajac et al, 2000:429). Miles and Snow in Zajac, et al 

(2000:431) suggests that, '"the process of achieving fit begins, conceptuaUy at least, 

by aligning the company to its market place ... this process of alignment defines the 
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company's strategy." This alignment can best be understood in the context of 

alignment of corporate strategy with changing environment of the organisation. 

4.2.1 Alignment of strategy with changing environment of the organisation 

Zajac, et al (2000) criticises the SWOT framework in strategy to achieve better fit 

with environmental conditions because a change in the environment does not 

necessarily necessitate a change in the strategy if those changes would lead to a 

misfit. According to Dona1dson (I 987) change is also determined by the level of 

illiberality of the environment to accommodate low performance. This relationship 

between the organisation's strategy and its environment is explained through Miles 

and Snow's typology. According to the Free Dictionary (2005), •~ypology literally 

means the study of types or a theory or doctrine of types, as in spiritual studies." 

4.2.1.1 A Miles and Snow typology 

It explains a strategic fit through distinctive types of strategic configurations such as 

defenders, analysers and prospectors (Luo & Ho Park, 2001 ). 

The defender: emphasises efficiency on existing operations through incremental 

improvements while ignoring to adjust internal configurations. Managers in these 

organisations tend to have a narrow focus as a result of their expert knowledge of 

their organisation's limited area of operation. These organisations seldom focus on 

making changes in their technology, structure or methods of operation and 

continuously strive to improve on efficiency (Gimenez, 2000). 
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Analyser: According to Luo and Ho Park (2001) analyser is described as fitting the 

transilionaJ environment. These organisations operate in two differing market 

domains, one stable and the other changing. In their stable domains they resemble the 

defenders because they emphasize efficiency and in their turbulent domains they 

emphasize innovation by watching competitors for new ideas and quickly adopt the 

promising ones (Gimenez, 2000). 

Prospectors: are continuously innovative in nature because these organisations 

emphasise the scanning, identifying and capitaJising emerging market opportunities 

and use change to gain an edge over their competition (Luo & Ho Park, 2001). 

Gimenez (2000) regards these organisations as not completely efficient because of 

their continuous change. The essence of these typologies is to examine the effect of 

environmentaJ conditions and change of market forces. Luo and Ho Park (2001) do 

not mention the fourth typology in their research, the reactors. 

Reactors: are described by Gimenez (2000), as organisations in which managers 

perceive change, however, because of a lack of consistent strategy-structure are 

unable to make the necessary adjustments until forced by the environment to change. 

(Miles & Snow, 1978:82) views the inconsistency of reactor strategies as stemming 

from three sources such as, "(]) management fails to articulate a viable organisationaJ 

strategy; (2) a strategy is articulated but technology, structure and process are not 

linked to it in an appropriate manner; or (3) management adheres to a particuJar 

strategy-structure relationship even though it is no longer relevant to environmentaJ 

conditions." Gimenez (2000) has reflected on the work of Snow and Hrebiniak 
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(I 980) in which it has been noted that, reactor organisations could outperform the 

other three types given a low degree of change in an environment. 

Having noted the relationship between environment and change efforts and various 

types of organisations as discussed in Miles and Snow (1978) one can conclude that, 

the actions of leadership in the internal environment of the organisation determine a 

misfit or fit between the environment and the organisation. Leadership might choose 

to follow a strategic intent and defend it despite changes trucing place around them. 

Alternatively, managers might choose to deviate from the strategic intent in their 

efforts to preserve their comfort zones. Therefore, there is a relationship between the 

strategic intent and strategic action by leadership and managers. 

4.2.2 Strategic action versus strategic intent 

The reason for failure of many strategies is that strategists prefer to delegate the 

implementation of a strategy. It is in the implementation phase that the change 

strategy might begin to loose meaning because it might be delegated to managers who 

quieUy resist change, managers who do not want to take responsibility and keep on 

hiding behind their superiors when they issue unpopular statements. In this way the 

manager might be able to deviate from the main cause to achieve his own selfish ends 

(Anderson, 2002). 

In a survey conducted by Chris Anderson of Royal Bank of Scotland to assess the gap 

between saying and doing, the results indicated a gap between formally presented 

strategy to the organisation and strategy implemented by managers (Anderson, 2002). 
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Managers did what was possible given their own working knowledge (Anderson, 

2002). Royal bank recognised that "business actions, leadership signals and 

management behaviours, in combination, send out the most powerful messages within 

a large organisation" (Anderson, 2002: 9). Therefore, important for leaders not to 

distance themselves from the complex implementation stage and adhere to set 

performance targets which should be continuously monitored all the time. 

As a consequence of the strategic action that is inconsistent with the strategic intent 

by management, strategic dissonance in the organisation may result (Burgelman & 

Grove, 1996). According to Burgelman and Grove (1996) there are three 

prerequisites for the alignment of strategic action to strategy and these are, strategic 

dissonance, strategic inflection point and strategic recognition. Jt is important to 

discuss these prerequisites in order to understand why companies need the alignment 

between their actions namely change and strategy. 

Strategic dissonance: This begins with the setting of strategic dissonance in an 

organisation which can be simply described as the "divergences between intent and 

action" (Burgelman & Grove, 1996:9). Once this sets in management must be able to 

take advantage of this conflicting infonnation by being able to sift through it to come 

up with a new aligned vision. However it should be noted that not all dissonance is 

strategic, it is strategic only when it signals the impending industry or corporate 

transfonnation (Burgelman & Grove, 1996). This can lead to the replacement of one 

winning strategy by another and that can be referred to as the strategic inflection 

point. 
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Strategic inflection point: The question one would ask is how does a company tell 

when it has reached a strategic inflection point? The answers to this question often 

come from middle management or sales people who are constantly exposed to the 

reality as dictated to them by market trends and needs of their customers. At first 

glance these ideas may seem peripheral, "but it is wise to keep in mind that when 

Spring comes, snow melts first at the periphery: That's where it is most exposed" 

(Burgelman & Grove, 1996: 11 ). Therefore, it is wise for management to appreciate 

the strategic importance of managerial initiatives after they have come about but 

before unequivocal environmental feedback is available" (Burgelman & Grove, 

1996: 11 ). This statement is a definition of strategic recognition by senior 

management. 

Strategic recognition: Top management has to recognise that the changing 

circumstances signal a strategic inflection point (SIP). This happens through the 

recognition of strategic dissonance, being able to recognise a SIP and being able to 

discern the newly emerging strategic picture while providing a framework in which 

divergence to combat divergence and fonnulation of the new strategic intent. 

Bwgelman and Grove (1996) regard this as a fundamental test of the resilience of the 

company's culture and its leadership. 

Bwgelman and Grove (1996) propose a theoretical analysis framework composed of 

five forees. The five forces are basis of competitive advantage, distinctive 

competence, the company's official corporate strategy, strategic action and internal 

selection environment. This section deals with a role of leadership and managers on 

strategic intent and strategic action and relevance to alignment of change efforts to 
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strategy. Therefore it becomes necessary that issues relating to strategy and how they 

unfold into change requirements to bring about alignment in an organisation be 

discussed in this section. These will help management determine whether the 

manifestations of dissonance are strategic or not and help to elicit relevant questions 

that help surface latent signs of strategic dissonance. 

Basis of competitive advantage: 1bis is determined by Porter's five forces of 

competitive advantage in the industry as attractiveness ofan industry. One would ask 

questions around bargaining p::,wer of customers and suppliers, the nature of rivalry 

among incumbents, threat of new entrants and of substitution and one would in 

addition to the above consider technological change and effect of legislation on the 

industry. 

Distinctive competence: These are the competences that make it possible for the 

company to create a competitive advantage to swvive. 

The company's official corporate strategy: This reflects top management beliefs 

about the basis of the firm's current success and anticipated changes in the familiar 

environment. 

Strategic action: This is what the company actually does to execute strategy and is 

normally reflected in the actions of managers. 

Internal selection environment: This helps to mediate the link between distinctive 

competence and the basis of competitive advantage. This comprises elements such as 

resource allocation policies and norms governing internal communication. 

The forces above should be seen as an instrument to help uncover and manage 

strategic dissonance with an aim of identifying strategic inflection p::,ints which 
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should be recognised in order to form new corporate strategy that is aligned to the 

actions of the organisation. The discussion that follows discusses the alignment of 

organisationaJ processes and the vision of the organisations because every effort by 

management should be directJy linked to the vision of the organisation. 

4.3 RELATIONSHIP BETWEEN ORGANISATIONAL PROCESSES, VISION 

AND ORGANISATIONAL CHANGE 

Management consulting companies have a vast experience m aligning company 

change to strategy. They have seen strategies fail and have taken companies out of 

trouble as they are not aJigned in organisations in any way and are able to analyse 

business processes and strategy in an objective manner. The Revere Group (2005) has 

developed an organisation alignment approach that emphasises streamlined processes 

clearly tied to the vision. In their model, they include, strategy, processes, 

organisational design, capabilities, technology, measures and rewards. 

Strategy: They emphasise tha~ a change agent should work with leadership to define 

strategies, mission, vision and guiding principles. Behaviour changes should be noted 

and key performance indicators to measure progress should be of paramount 

importance. 

Organisation design: This includes identifying criteria to design the optima1 

organisation structure, staffing model, key roles and responsibilities, decision making 

authority, accountability and communications channels should aJso be linked to the 

vision and strategy. 
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Capabilities: The company should develop skills, knowledge, and behaviours needed 

to align with the organisational design. Ongoing development of staff that is aligned 

to strategy is necessary through the ongoing determination of training and slafting 

needs. 

Technology: The company should develop technologies that maximise the benefits of 

organisation and drive processes and capabilities. 

Measurement and rewards: A performance management strategy that enables 

employees to understand key expectations coupled with key measures and re1xnting 

strategy should be developed. 

This approach makes every attempt to link all change efforts to the strategy of the 

organisation. Management should guard against being fixated on achieving quick 

results leaving out certain crucial phases that might cause it to regress to earlier stages 

at a later stage in the process. "Skipping steps creates only the illusion of speed and 

seldom produces a desired result" (Kotter, 1995:87). All processes should be linked 

to the strategy in order to see every piece to completion. 

The Revere group (2005: I) maintains tha~ if all the processes discussed above are in 

synergy, they result in an aligned organisation that provides the following benefits: 

• Streamlined processes clearly tied to the vision 

• A "change ready culture" with the ability to quickly and effectively integrate 

changes with disruption 

• Clearly defined accountabilities, roles and res)Xlnsibilities 
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• Consistent-perfonnance management processes that drive key organisational 

and individual competencies 

• Improved communication 

• Definition of decision-making authority across the organisation 

• Knowledge transfer of organisation alignment concepts and application to the 

organisation 

• Training gap m1aJysis and curriculum development that aJigns with and 

develops key organisational and individual competencies. 

The Revere group claims to have implemented its model with success to a couple of 

organisations. Ackennan-Anderson and Anderson (No date) warn against overuse of 

external consultants to the extent of letting them handle human and cultural issues 

associated with the change. Consultants are not motivated to handle those matters as 

that would take their work away from them if they pass it on. They advise that, as the 

organisation is going to continue to change in years to come the best advice it to use 

external experts where needed to advise on what to chm1ge but develop your internal 

resources to support m1d invest in your people as they are the ones closer to real issues 

that need attention. 

According to Higgins (2005: 1) argue that, "much of successful strategy execution 

revolves around aligning key organisational factors with strategy ... At a minimwn, 

executives must align the following cross functional organisational factors, namely, 

structure, systems and processes, leadership style, staff, resources and shared values." 

The cross functional organisational factors are known as the eight 'S's of successful 

strategy execution alternatively an eight 'S' model. It is important to discuss these 



77 

'S's in this section because the 'S's deal with an a1ignment of organisational 

processes or strategy to change and have therefore been found to be relevant in this 

section and are a1so used as a tool to analyse strategy. The eight 'S' originated from 

McKinsey's Seven 'S's. The difference between two is the addition of "re§Ources" 

as a replacement for skill because of the reasoning that no organisation can 

successfuHy execute strategy without additional resources such as Money, 

information, technology and time (Higgins, 2005). These eight 'S's are briefly 

discussed as follows: 

4.4 THE EIGHT 'S'S MODEL OF STRATEGY EXECUTION 

Strategy and purposes: These include, strategic intent, vision, focus, mission, goals, 

and strategic objectives. Besides other types of strategies mentioned and discussed in 

the strategy section such as corporate, business and functional strategy, mention is 

made of process strategies that nonna1ly cut across functions with an aim of 

integrating organisationa1 processes across the organisation in order to make it more 

efficient and effective. 

Structure: This consists of five parts which are; jobs, the authority to do those jobs, 

the authority to do those jobs; the grouping of jobs in a logical fashion, such as 

departments; the manager's span of control and mechanisms of co-ordination. The 

first four are normally defined in an organisation chart and the last two are 

incorporated into p:>licies and procedures. 
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Systems and Processes: These are the systems and processes that enable an 

organisation to get things done from day to day namely, strategic planning systems, 

information systems, reward systems and processes and perfoITTiance management 

systems. 

Leadership and management style: This refers to the consistent pattern of 

behaviour exhibited by leadership when relating to subordinates and employees in 

general. 

Staff: This refers to the number and types of employees matched with the type of 

individuaJ and group competencies the company needs to meet its strategic purposes. 

Resources: The most critical resources are staff, technology and money. These may 

include software research and development projects and technology. Particular 

emphasis should be made on the way in which the organisation leverages its 

resources. 

Shared values (organisational culture): This refers to the management of cultural 

artefacts and values shared by members of the organisation that make it different from 

other organisations and also critical in the successful leading of change. 

Strategic performance: This is a derivative of the other 'S's above and can be 

measured at any level. Financial perfonnance is usually the one measured by 

organisations. 



79 

The non-aJigrunent of change strategies to the vision may be the cause of failure of 

many change efforts. Once the organisation has achieved alignment, it should be 

monitored and monitoring alignment is tantamount to maintaining alignment. The 

following section will look at how organisations shou1d maintain alignment. 

4.5 MAINTAINING ALIGNMENT 

Once strategic dissonance sets in, it leads to a strategic inflection point which should 

be recognised in order to bring about alignment. Once alignment has been obtained 

then it should be maintained until the cycle repeats itself. Michelman (2005) proposes 

the following three best practises in maintaining alignment such as: 

• Connecting each project to strategy 

• Measure and reward 

• Wage war on short term thinking 

Each practice is explained below as follows: 

Connecting each project to strategy: Any project in a company, be it small or big 

should advance the company's goals hence completion of a project in time and within 

budget does not carry much weight if the project has no relevance to the achievement 

of the company's goals (Michelman, 2005). 

Measure and reward: Well-aligned firms need to have "metric and reward systems 

custom built to support the strategy" (Michelman, 2005:1). This will help to ensure 

that any change project supports the strategy because nobody will be encouraged to 

continue with a project, which will not be rewarded. 
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Waging war on short-term thinking: "The pursuit of short-tenn gains is the 

common cold of strategic alignment efforts; no pennanent cure exists, so it keeps 

creeping back in" (Michelman, 2005:1). This can best be addressed by allowing 

employees to create or establish goals which can be broken down into action items 

that are continuously monitored on a weekly basis whereby managers will meet with 

subordinates. These meetings will help aim to coach subordinates on their progress 

(Michelman, 2005). 

4.6 Explanation of the models 

Literature review on strategy, change management and alignment of the two has been 

explored. It is therefore imponant to devise a model that will be utilised in this 

research. The models are composed of theory from the literature review above. The 

models to be used in this study are models of dynamic strategic fit: Antecedents and 

consequences which were developed by Zajac, et al (2000) and Eight 'S's model that 

originates from McK.insey 7 'S' model (Higgins 2005). The two models and their 

relevance to this research is explained below. 

4.6.1 Dynamic strategic fit: entecedentc. end consequences 

This model has been adopted from a research conducted by Zajac, et al (2000) where 

it was used to assess fit in many organisations over an extended period of time. It will 

be adapted to a cross sectiona1 study to assess an event which has occurred over a 

decade. It is argued in this model that, " ... organisations face multiple environmental 
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and these contingencies suggest a potential tension in a finn that seeks fit between 

strategy and environment versus a fit between a finn and its unique competencies. A 

problem exists when an organisation moves away from its traditional competencies 

because of change in its strategy. 

This model serves as an analytical approach that "simultaneously considers how 

multiple organisational and environmentaJ factors shouJd affect strategic fit over time, 

as well as subsequent firm performance" (Zajac, et al 2000:432). 

The following figure named figure 2 will assist in explaining the model: 

t:ovironmcotl!II Contiogcotic, 
(Varying uross organisations 
aod time) Actual Sfnleglc Change 
-General Environmcnl -MRg:Ditude 
Local F.nvironmcnt -Timing 

-Direction 

~ \ Dynamic Stl"llleglc Organisational 
Desirability of Strategic Fit/Mi,flt Performance 
Ch■ngc 

- Magnitude 
. Timing 
. Direction 

/ 
Organlsatio1111I Cootiogtotie! 
(Varying acl"OSll org, aod 
time) 
•fRpUI n::soum:s 
•Throughput competcrwxs 
-Overall competC11cies 
-Cwmit Sll1!1egy 

Figure 2. A generic model of dynamic strategic fit: Antecedents and 

consequences 
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This model can be explained in phases as follows: 

The first step entails the definition of a set of organisationaJ and environmental 

factors that should theoretically define a strategic fit 

Variation of these factors necessitates strategic change across the organisation 

and time 

The comparison of the actual and necessary strategic change detennines the 

dynamic strategic fit or misfit, which subsequently influence performance of 

an organisation. 

Once the strategic fit or misfit has been established it is necessary to identify 

whether Strategic Change is needed to establish aJignrnent and if it occurs 

what benefits can the organisation enjoy in terms of performance. 

Table I below will make it easier to explain this last leg of the model: 

Does strategic change occur? 

Yes No 

Beneficial Insufficient 
Is Strategic Yes Strategic Strategic 

Change Change 
Change (Dynamic Fit) (Dynamic Misfit) 

Needed to 

Establish 
Excessive Change Beneficial 

Dynamic (Dynamic Misfit} Inertia 
(Dynamic Fit) 

Strategic No 

Fit? 

Table I Four possible scenarios in the pursuit of dynamic strategic fit 
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The four scenarios mentioned above are as a result of the connection between 

strategic change, dynamic strategic fit. and organisationa1 performance and can be 

explained as follows 

The first quadrant of beneficial strategic change-dynamic fit portrays a 

situation whereby an organisation faces a necessity to change as required by 

environmental and organisationa1 contingencies and does change as required 

by market forces resulting in a performance benefit 

The second quadrant of insufficient strategic change-dynamic misfit represents 

a situation in which the organisation faces the necessity to change as required 

by environmental and organisationa1 contingencies and fails to change 

adequately resulting in a performance detriment 

The third quadrant of beneficia1 inertia-dynamic fit represents a situation in 

which an organisation is not facing any need to change and does not change its 

current strategy and enjoys a performance benefit 

The fourth quadrant of excessive change-dynamic misfit represents a situation 

in which the environmental and organisationa1 contingencies of the 

organisation do not suggest a need for change and the organisation changes its 

strategy resulting in a performance detriment (Zajac, et a1 2000). 

4.6.2 The eight 'S's model 

This model is going to be adapted to incorporate the relevant areas covered by this 

research. This model is normally used to ana1yse a1ignment of business processes or 

change to strategy. 
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4.6.2.1 Strategy and purposes 

One cannot begin to explain aJigrunent of strategy to change without Porter's Five 

forces, vaJue net, triggers of change and SWOT which ultimately lead to the mapping 

of business landscape. 

i. Porter's "Five Forces" framework for industry analysis 

Industry competitors: In this force the degree of rivalry in an industry in which the 

company competes is anaJysed taking into consideration the following important 

points: 

• The more concentrated the industry, the more likely that competitors will 

recognise their mutual interdependence and rivaJry will be restrained, 

• The presence of a dominant competitor may lessen rivalry because the 

dominant competitor will set industry prices while equaJly sized competitors, 

• High fixed costs, excess capacity, slow growth and lack of product 

differentiation aJI increase the level ofrivalry, 

• Competitors are likely to compete aggressively if they are diverse, attach high 

strategic value to their positions in an industry, or face high exit barriers 

The threat to entry: The most common fonns of entry barriers are as follows: 

• The scale and the investment required to enter an industry as an efficient 

competitor. This can be influenced by the reputations built overtime by 
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existing company, fear of retaliation and differentiated products m the 

industry. 

The threat of substitutes: This depends on the price to perfonnance ratio of the 

different types of products or services to which customers can tum to satisfy the same 

need. This may include the switching costs such as retraining, retooling, or redesign 

that are incurred when a customer switches to a different type of product. 

The power of buyers: The bigger the size and concentration of buyers the more 

power they have to squeeze industry margins by compelling competitors to either 

reduce process or increase the level of seivice offered without recompense. 

The power of suppliers: The bigger the size and concentration of suppliers the more 

power they have to over buyers, in this case companies to accept higher prices. 

ii. The Value net 

The concept of vaJue net emphasises the cooperative dimension to the competitive 

forces approach and is the mirror image of competitors. On the demand side they 

increase the buyers willingness to pay for the product and on the supply side they 

decrease the price the suppliers require for their inputs 
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iii. Mapping Business Landscape 

• The company shou1d identify relevant players with a direct impact on the 

company's business model namely, Porter's five forces and the compliments 

of the value net 

• Relationships shou1d be mapped based on two approaches such as in 

quantitative or categorical terms and mental decision models. The former is 

based on power and the latter is based on the understanding of the relationship. 

Both of these approaches need large chunks of information about the external 

environment taking into account the co-operative relationship and anticipation 

of changes such as: 

o Market growth, 

o Evolution of buyer needs, 

o The rate of product and process iMovation, 

o Changes in the scale required to compete, 

o Changes in input costs and 

o Changes in exchange rates 

o Triggers of change as discussed in the change section should also be 

taken into consideration 

• Once players have been identified and relationships mapped a strategist may 

decide to adjust or adapt the strategy to the business landscape to achieve an 

externaJ fit. A business might also have an opportunity to shape the 

environment to its own advantage. 
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iv. SWOT analysis 

A company also needs to look at its intemaJ strengths and weaknesses to carry out a 

strategy. These include core competencies and capabilities. The external threats and 

opportunities cannot be ignored. Substitutes, new entrants and competitors always 

pose a threat to the business. 

Once the strategy and purpose of the organisation have been analysed the structure of 

the organisation should follow suit as it plays an instrumental role in the supJX)rt of 

strategy. 

4.6.2.2 Structure of an organisation 

The organisation chart of an organisation should include jobs, the authority to do 

those jobs, grouping of those jobs in a logical fashion, the manager's span of control. 

Mechanisms of co-ordination are described in a company's operating policies and 

procedures and they would include issues such as authority to delegate to 

organisational units and managers, product versus function or put differently one 

would think of centraJisation versus decentralisation or mechanistic versus organic. 

4.6.2.3 Systems and procrsses 

The researcher will look at information systems, performance management systems 

and reward systems that make it possible for the organisation to carry out its day to 

day functions. 
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4.6.2.4 Style of leadership and management style 

lb.is is a consistent pattern of behaviour exhibited by leaders when relating to 

subordinates and other employees. In this research the leadership style is going to be 

adopted in the context of leadership role during change in organisations. Kotter's 

eight steps to transformation model, Kurt Lewin's model and the Spiral Models will 

be incorporated in this section to establish whether the change that took place was 

first order or second order change and whether all phases in Kotter were followed if it 

was second order change and how it was done in terms of adhering to phases in the 

models. 

Kotter's phases as discussed above should all be implemented if the business needs to 

cope with a new, more challenging market environment. The spiral model is 

important if the business needs to gradually change and Lewin's model is important if 

the business would like to change by encouraging positive attitudes and discourage 

negative attitudes. These models sometimes overlap because a gradual change might 

tum into a disruptive change depending on environmental influences. 

4.6.2.S Staff 

The number and types of employees and their competencies is important and how 

they assist the company to carry out its strategy. 
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4.6.2.6 Resources 

A company needs resources like technology, money and staff to achieve it's 

objectives. These resources will help the company achieve its objectives unless the 

company uses them well to achieve competitive power. 

4.6.2.7 Culture 

These are the shared vaJues that make the company different from other companies. 

Some vaJues are embedded in policies and procedures of the company, some are 

unwritten beliefs and some reflected on cultural artefacts. The theories of Schein 

(1990) and Struwig and Smith (2002) will form the basis of this research on culture. 

The definitions of culture by Schein (1990:111) as a pattern of basic assumptions 

invented, discovered or developed by a given group, as it learns to cope with its 

problems of external adaptation and internal integration, that has worked well enough 

to be considered valid and, therefore is to be taught to new members as the correct 

way to perceive, think, and feel in relation to those problems. 

Observable artefacts: The researcher will try to establish the meaning behind the 

observable artefacts by asking participants, how the why and how it evolved. This 

will include the physical layout, dress code, the manner in which people address each 

other, the smell and feel of the place, it's emotional intensity to records, products, 

statements of philosophy and annual reports. These reports include the reports such 

as Black Economic Empowerment, Employment Equity and Skills Development and 

Human Resources policies. 
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Values: The researcher has interview the participants to bring to the surface the 

inconsistencies between what is observed in observable artefacts above and what is 

claimed. 

Underlying assumptions: Once the values are established it is very easy to establish 

the underlying assumptions, meaning the actual perceptions thought processes that 

that result in certain behaviow and thought processes. 

Struwig and Smith (2002:22) categorised culture into fow pillars and the researcher 

will use these four pillars to measure the extent to which these four pillars arc 

observed in aligning culture to changes in strategy. 

Power culture: The researcher will try and establish the extent to which the IX)Wer 

rests on the central figure and if that is in line with observable artefacts. Role Culture: 

The researcher will try and establish if the culture of an organisation is built around 

defined jobs, rules and procedures. Its strength rests on specialities with little 

management span by management. That will detennine if the company is 

bureaucratic, slow to change even if the need arise. 

Task culture: The researcher will check the extent to which the company is project 

oriented, characterised by a matrix structure and easily adaptable. Influence within 

the finn is based on expertise rather than on personal authority. 

Person Culture: The researcher will check the extent to which the organisations exist 

to help the individual rather than the individual helping out the organisation. Doctors, 

dentists and architects are types of this culture. 
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The researcher will be able to establish the type of culture of the organisation from the 

questions that will be raised and addressed. 

Strategic performance: The researcher will be able to establish whether the 

company benefits from its strategy. Alignment of change to strategy results in good 

economic performance. This will be measured by way of financial statements. 

4.6.2.8 Summary of the Eight 'S's model 

This summary incorporates all the sub models that will be utilised in order support the 

'S' model and make it complete. 

Strategy and purposes 

Slructure 

Jobs 

Potter's five forces of strntegy 

execution 
Mapping business landscape and 

triggers of change 
SWOT 

The aulhority 10 do I.hose jobs 
n,e grouping of jobs in e logical fashion 
into departmC"TIIS 
Manager's span of control and 



Systems and processes 
Stnllegic planning 
systems 

Perl'onnance 

Style or leadership and 
management 

Management role during 
change as n:llccted in 
Kotter. 1.ewin and Snirnl 

Staff 
Number or staff 
Types of staff 
Experience of -

reSources 
- Money 
-Technology 
- Staff 

Culture 
Schein's model on culture 

analysis incorporating Black 
Economic empowerment, 
Employment Equity and Skills 
Development and Policies 
Struwig and Smith's model on 
culture analysis 
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Strategic: performance 
Achievement of strategic 
goals 
Financial pcrform1111cc 

Balanced sco=rd 

Figure 3 Eight 'S's model of strategy execution 
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4.7 ALIGNMENT OF CHANGE MANAGEMENT TO STRATEGY BY 

SOUTH AFRICAN COMPANIES 

The change that has taken place in South African organisations will be the point of 

departure in this section. Some companies have recognised the change that has taken 

place in the country in general and have embraced it. According to Quinn (1996), 

when leaders recognise the need for change they have to make a choice between slow 

death or deep change. 

He describes slow death as the pervasiveness, violation of trust and ultimately burnout 

associated with ignoring the need for change and loosing internal and external 

alignment. Deep change is described as change that is not incremental in nature, 

requires one to think out of the box and is discontinuous with the past (Quinn, 1996). 

"If an incwnbent's top management is able to come up with new strategic intent that 

takes advantage of the new industry conditions, it can traverse the valley of death and 

enter a new era of profitable growth. Otherwise it continues to survive with severely 

reduced perfonnance prospects, or dies" (Burgelman and Grove, 1996: 10). 
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It is very important that companies recognise the divergence between what currently 

happens in a company and actions of managers (Burgelman and Grove, 1996). This 

will enable companies to detennine whether to opt for deep change or slow dearth. 

Some companies opted for deep change rather than slow death because the reality is 

that everyone has to deal with the fact that South Africa is a changing country that 

requires new ways of thinking. Some examples of these South African companies 

that have undergone successful change are ABSA, Telkom, and Eskom. This 

research has focused on the analysis of the alignment of change management to 

strategy at Eskom, which is one of the South African Organisations being led by 

South African leaders. 



CHAPTERS 

APPLICATION OF THE MODEL OF STRATEGIC FIT TO ESKOM 

5.1 INTRODUCTION 

In this chapter the models discussed above will be applied to Eskom. These models 

will be customised to this research and will be used respectively as follows: 

A generic model of dynamic strategic fit: Antecedents and consequences 

Eight "S" model of strategic change. 
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These two models have been explained above in detail and how they will be utilised. 

The survey questions and the interviews will be formulated in compliance with the 

models and to solicit any information that may be lacking from the secondary data 

5.2 APPLICATION OF THE GENERIC MODEL OF DYNAMIC 

STRATEGIC FIT: ANTECEDENTS AND CONSEQUENCES TO ESKOM 

In an interview with the Chairman of Eskom, Mr Khoza which was conducted by 

Mangaliso and Nkomo (2001), they state that Eskom is a South African state owned 

electricity utility which has 24 power stations with a nominal capacity of 40,585 

megawatts and is one of the lowest cost producers of electricity in the world. Eskom 

supplies 95% of the country's electricity requirements. In that interview, "Mr Khoza 

talked about Eskom's role in the transformation of South Africa Wld its Strategic 
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intent to be the pre-eminent energy and related services business of global stature" 

(Mangaliso & Nkomo 2001 :8). 

In this analysis the researcher will highlight important factors that emanated from the 

interview which will help direct the research. 

5.2.1 Environmental contingencies 

Tosi and Slocum (1984) argue that organisations that come into tenns with their 

environments survive, adapt and are effective. Environments in which organisation 

exist are differentiated into general environment and local environments and the 

research will identify components of the general local environment at Eskom. 

Mr Khoza differentiated between the Micro and the Macro environments in which 

Eskom exists. The research considers the Macro environment to be the general 

environment and the micro-environment to be the local environment. 

S.2.2 General environment 

Eskom is operating in a global environment and therefore faces competition at the 

time from Enron and EDF of France. Social delivery was also very important for the 

company and at the time had to forgo 20 to 30 % of capacity to enable independent 

competitors to enter the market. This is done with an aim to create a major 

corporation on African soil that can compete against the best in the world. This was 

coupled with offering electricity in very large measures to the African nation. 

Therefore, global competition and a challenge to meet social delivery are the two 

components identified at Eskom. 
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S.2.3 Local environment 

The components of the local environment Mr Kho7.B says that, South Africa under 

apartheid was characterised by politics of suppression of Black people. At an 

economic level it was characterised by economics of exclusion of Black people and 

the chaJlenge was to transfonn aJI that. This was necessitated by the transformation 

that is taking place in the South African environment. The transformation to meet 

changing environmental conditions can only take place inside the organisation and 

hence the identification of the organisationaJ contingencies in the following section. 

5.2.4 Organisational contingencies 

According to Zajac et a1 (2000) these consists of input resources, throughput 

competences, overall competences and current strategy. 

Input resources: Mr Khoza put in place leadership and management development of 

previously disadvantaged employees which resulted in a management structure that is 

totally changed into a diverse structure. The state never had to subsidise Eskom 

instead it had to help with hedges for foreign exchange. 

Throughput competencies: The chairman used communication and technology to 

achieve his goaJs of transforming Eskom. Mr Khoza said the formulation of a vision 

"'was a two way process with people criticising both destructively and constructively 

and thank heavens, more constructively." A company caJled Eskom enterprises helped 

to locate aJI of the non-regulated divisions from the historicaJ Eskom. Eskom 

enterprises consist of information technology, telecommunications, and engineering 

consulting activities. 
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Overall competencies: Overall competencies are the supply of electricity to the vast 

majority of the South African popuJation at the lowest cost. Being one of the lowest 

cost producers of electricity in the world and transformation of Eskom from being a 

parastatal to an independent profitable company. 

Current strategy: Eskom's vision is to provide the world's lowest cost electricity 

for South Africa, and by extension Southern Africa, and by further extension, Africa, 

for economic development and delivery of high quality of service. The slogan is to 

provide electricity for all. 

Eskom's mission is to provide these services in the most cost efficient manner. The 

driving objective is that Eskom would like to be the pre-eminent African energy and 

related services corporation of global stature. The reason for mentioning the mission 

and vision while strategy is the relevant aspect is because Eskom's strategy is to 

"harness all of the resources at our disposal, to exploit our competencies and to render 

the vision and the mission we have committed ourselves real" (Mangaliso and Nkomo 

2001: 10) Eskom has adopted Porter's cost leadership strategy. 

5.2.5 Desirability of strategic change versus actual strategic change 

"Variation in organisational and environmental contingencies implies a variation in 

the necessity for strategic change" Zajac et al (2000:432). Eskom seems to have 

recognised the divergences between organisational factors and environmental factors 

and the importance of a necessity to change. 
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The actual change that took place was important given the time in which South Africa 

was at the beginning stages of democracy and seems to provide fit with the 

environment. One hears about the African Renaissance frequently in the media and 

therefore the decision to penetrate the African continent provides dynamic strategic fit 

between the organisation and the environmental contingencies, however that is yet to 

be tested. 

5.2.6 Dynamic strategic fit and organisational performance 

According to Lee and Miller (1996:732) "Strategic contingency theorists maintain 

that an appropriate fit between environment and strategy will result in superior 

performance.'' This performance depends on company goals which might be reflected 

as profitability and growth relative to competitors, and/or by satisfied customers and 

employees (Lee & Miller 1996). 

In terms ofEskom, this was performance in terms of profitability and growth relative 

to competitors. "We are running Uganda's utility for them. They have been in 

existence for decades and had never made a dollar in profit. We seconded our 

management to go and run it, and in twelve months they turned the company around 

and declared a profit." This statement is an indication of a successful expansion into 

Africa. After 1994 international power companies like Duke Power, Enron and EDF 

were nosing around looking for opportunities and could not come into South Africa. 

One might assume that because of the low cost strategy of Eskom other companies 

experience a huge barrier to entry. 



In tenns of satisfied customers Eskom prides itself by providing light to children who 

could not read because they had to use self-improvised light and now can read under 

electrical light and people who were able to open cottage industries without much 

ado. In tenns of satisfied employees Eskom also prides itself of a diverse work team 

and an Africa-centered leadership and management style characterised by caring, 

compassion, sharing and behaviour that reflects reciprocity. 

5.3 APPLICATION OF THE EIGHT 'S'S MODEL OF STRATEGY 

EXECUTION 

The eight 'S's model is applied to Eskom in order to enable the researcher to gather 

infonnation that has led the researcher into making an infonned decision on whether 

the change efforts were aligned to strategy. 

5.3.1 Slrategy and purposes 

The strategy section includes aspects of the strategy such as vision, strategic intent, 

focus, mission, gaols, strategic choice, analysis of the industry through Porter, triggers 

of change, SWOT and mapping business landscape as discussed above and as they 

apply to Eskom. 

Vision: The vision of Eskom is to provide the world's lowest cost electricity for 

South Afric~ and by extension Southern Africa and by further extension, Afri~ for 

economic development and delivery of high quality of service. 

Mission: The mission ofEskom is to provide the world's lowest cost electricity to all 

in the most cost efficient manner. 
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Strategic intent: Eskom would like to be the pre-eminent African energy and related 

services corporation of global stature. 

Industry competitors: The industry competitors of Eskom according to the case 

study are international competitors namely, Duke Power, Enron and EDF of France 

New entrants: The industry is very difficult to penetrate because of barriers to entry 

that are pretty high. Eskom would have to forgo 20% to 30% of current capacity and 

make it available to any would be competitor. 

The relative threat of substitutes: There are not substitutes at the moment. 

The bargaining power of buyers: The bargaining power of buyers is weakened by 

the fact that Eskom is the only supplier of electricity. All South Africans who use 

electricity use Eskom. 

Bargaining power of suppliers: The bargaining power of suppliers has been 

established through interviews and has been discussed in the research results section. 

Compliments: All companies producing electrical appliances and the nature of 

relationship with those companies will be established. 

Mapping business landscape and triggers of change: The researcher has 

established that Eskom is in the energy industry and relevant role players have been 

identified through interviews. Eskom has formed partnerships with companies such as 

Ariel technologies of Oenel, Dalavia of Transnet and Dimension Data and therefore 

beeomes impossible for one to call Eskom an electricity supplier without considering 

all these angles. Alternatively the supplier - buyer chain can help identify these role 

players. In terms of geographic scope, Eskom has identified business opportunities in 

Africa in general. Triggers of change that have played a role at Eskom include, 

globalisation, politics, technology advancement and economy of the country. 



5.3.1.1 SWOT analysis 

Strengths 

South Africa's sole supplier of 

electricity 

Highest barrier to entry 

Involvement of the entire 

management structure on strategic 

matters 

- Employment equity progress 

Skills development progress 

Formation of strategic 

partnerships with Denel, Transnet 

and Dimension data to create an 

information technology 

competence. 

Weaknesses 

Being the sole supplier of 

electricity. 
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Opportunities 

- To forgo 20 to 30 pen;ent of 

current capacity where generation 

is concerned m order to stay 

competitive 

Creation of opportunities for 

black companies through Black 

Economic Empowerment 

Potential to become a continental 

player and a globaJ player 

PotentiaJ for the formation of 

more partnerships 

Threats 

Global environment namely 

players such as Duck Power, 

Enron and EDF of France 
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5.3.2 Structure of the organisation 

The researcher has established whether various types of jobs required by the company 

strategy are all reflected in the organisation chan.. The authority to do those jobs, 

grouping of the jobs into departments and the manager's span of control has also been 

established from the organisational chart. It is not enough to put on paper manager's 

authority to do the job without indicating how the manager should exercise that 

authority and how employees should behave towards that authority. Therefore, the 

researcher established the presence of the mechanisms of co-ordination, which should 

be reflected in policies and procedures and whether those mechanisms support the 

strategy. 

5.3.3 Systems and processes 

The researcher has established the existence of systems and processes to support the 

strategy and whether they do support the strategy. The systems to be established are 

as follows: 

• Strategic planning systems 

• Perfonnance management systems 

• Eskom has fonned Eskom enterprises, which include infonnation technology 

and telecommunications and engineering consulting activities. 

5.3.4 Style of leadership and management: This includes the management and 

leadership role during change. The models of Kurt Lewin, Spiral and Koner's models 
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will be applied in this section to establish if the strategy change process reflects all 

phases of change as prescribed by the models above. In order to accommodate all the 

models above the researcher has created main headings which are able to include all 

stages of all the models. These main headings are adopted from Smith and Carstens 

(2003) whereby an integrated role competence cluster model which includes the 

identification of four key leadership roles, namely, initiator, shaper, monitor and 

assessor as discussed above. 

Initiator: This includes setting the vision communicating the vision and obtaining 

support for it. This encompasses third and fourth phases ofKotter's eight stages. The 

researcher has incorporateed all the relevant phases at this role in order to produce a 

complete checklist for the change process that supports the strategy. 

• The researcher should establish whether a sense of urgency was created at any 

stage in the process of change. 

• A powerful guiding coalition which comprised of the entire management 

formed at Eskom because Mr Khoza believed that, "You cannot develop a 

vision, or even a mission or strategic intent in limbo; you actually have to 

work with a team... In essence the entire management structure was 

involved." The top 200 were involved including managers who run Eskom 

throughout the country. 

• The vision of Eskom is "to provide the world's lowest cost electricity for 

South Africa, and by extension Southern Africa and by further extension, 

Africa for economic development and delivery of high quality of service." 

This vision was created by the entire management structure. 
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• According to Kotter (1995) in the communication of the vision, the researcher 

will establish whether every tool available to communicate the strategy was 

used including but not limited to training, quarterly meetings, electronic 

communication, mail, company magazines, memos, media, using the guiding 

coalition to spread the news and any other fonn of communication available to 

the company hour by hour. It is stated in the case that a written strategic intent 

was circulated to the top 200 managers who were more involved in the 

formulation of it and it was a two way process with little resistance. 

This has led the researcher to establish whether this was an incremental change 

according to the spiral model's first stage of initiating change (Bridges 2002) in 

(Nkomo, 2005a). 

Alternatively, the researcher must establish whether the minimwn resistance was due 

to the application of Kurt Lewin's unfreezing stage of encouraging people to discard 

old behaviours by reducing forces that drive the status quo. Alternatively, whether 

leadership involved people from the identification, planning and implementation of 

decisions that have been mutually agreed (Levasseur, 1992). 

Shaper: focuses on inducing and reinforcing the change initiative, the development of 

employees' competence and the empowennent of employees to meet the change 

requirements. The researcher has incorporated in this role Korter's fifth and the sixth 

phases, the transition to a new state of the spiral model and the movement stage of 

Kurt Lewin. 
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Eskom empowered others to act on the vision by targeting an obstacle or 

organisationa1 structure amongst others through setting a target of 18% to 20% of top 

management structure to be women. Performance appraisa.1 systems were aimed at 

evaJuating supervisors on the training and development of Female managers to 

executive levels and supervisors or managers who fail to deliver are punished and 

held accountable and the ones that meet the target are rewarded both at individual 

level and at team level. Women with science degrees in engineering were recruited 

for training in the United Kingdom in order to explode the myth that women cannot 

be in an engineering industry and do well. Resistance is dealt with by engaging the 

resistors intellectually and at every turn. The researcher has established whether 

short-tenn wins are celebrated through promotions and recognised celebrations 

through interviews which are discussed in the fo11owing sections. The inculcation of 

these new attitudes is possible through ongoing communication and the researcher has 

established if ongoing communication has happened. 

Monitor: encompass employee consultation, the handling of emotional reactions and 

the elimination of resistance and conflict. This includes consolidating improvements 

while producing still more change and institutionalising new approaches (Kotter, 

1999). The spiral model advocates sustaining of momentum. The Lewin model 

advocates a refreezing stage once all goals have been reached as discussed above. 

The researcher has established whether monitoring stage was reached and how Eskom 

engaged this stage. This is reflected in the discussion of research results chapter. 
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Assessor: focuses on measuring and assessing change outcomes and the provision of 

focus areas for future change initiatives. The researcher has established whether the 

change outcomes were measured. 

5.3.5 Resources 

This is the extent to which the company has adequate resources to meet its strategic 

goals. These include, technology, money and staff. 

Technology: Through Eskom enterprises Eskom was able to locate all non-regulated 

business from the historical Eskom. This included infonnation technology, 

communication and engineering consulting activities. Eskom IT, Ariel Technologies, 

Dalavia merged to fonn a competitive IT company. Eskom has got the technology to 

tum the company around. 

Money: The organisation has been profitable from year one and for the full 

seventy-seven years. It contributed to the fiscal well being through the social tax, 

meaning the electrification of the outlying areas, which could not afford 

electrification. Eskom has the money to meet its strategic goals. 

Staff: This is the extent to which Eskom has adequate staff to engage in research and 

development and software part of technology and systems such as knowledge 

management and organisational learning. The effectiveness of the resources above 

also depends on how the company leverages its resources. 
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5.3.6 Staff 

The researcher has established the number, types of individuals and group 

competences needed to achieve organisational goals against the actual number and 

competencies that exist in the company and whether the latter supports the strategy. 

This cannot be separated to the manner in which managers and employees experience 

this change. The latter includes the concept of personal transition meaning how 

employees view this change including feelings of anxiety, despair, resignation and 

despondency to hope, anticipation, emancipation, joy and excitement as discussed 

above (Van Tonder, 2004a). 

5.3.7 Shared values or organisational culture 

The researcher has established through interviews and questionnaires the values and 

underlying perceptions behaviours and feelings which emanate from the observable 

artefacts to establish inconsistencies between what is observed and how employees 

feel in order to try and identify the actual culture that exist in the organisation as 

discussed in the culture section. The Black Economic Empowennent, Employment 

Equity, and Skills development policies will form part of the observable artefacts that 

will be analysed. 
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5.3.8 Strategic Performance 

In this section the strategic financial performance of the whole organisation has been 

analysed. Analysis of the financial statements and whether the organisation's strategy 

goals have been achieved and aligned with change efforts has been conducted. 

The two models that form the basis of an analysis of the nominated company have 

been applied. The following chapter focuses on the discussion of research design and 

methodology whereby the researcher explains the manner in which data has been 

collected. 
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CHAPTER6 

RESEARCH DESIGN AND METHODOLOGY 

6.1 INTRODUCTION 

This is empiricaJ research has been carried out by means of a survey administered by 

e-mail. There are two ways of collecting research infonnation. They are interviews 

and questionnaires. An explanation of the interviews and questionnaires is made 

under the measurement section, refer to table E. Advantages and disadvantages of 

interviews and questionnaires have aJso been outlined. Interviews have been 

conducted in order to supplement information received through questionnaires. In 

this study the secondary data obtained from the case study has been compared to 

existing practises and organisational policies through questionnaires and interviews as 

suggested by (Cooper & Schindler, 2003). 

The research is cross sectional, descriptive and qualitative in nature as reflected by the 

research questions. Although questionnaires have been used, their analysis has been 

done qualitatively. The research design in question has enabled the researcher to 

obtain most of the required infont1ation in one organisation without having to use 

many companies. 

It is important to appreciate the following characteristics of quaJitative research in 

order to understand the process and outcome of this research. Cassel and Symon 

(1994:7) list the following characteristics of quaJitative research: 
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6.1.1 Characteristics of qualitative research 

The focus of qualitative research 1s on interpretation of data rather than 

quantification; 

Emphasis is on subjectivity rather than objectivity; 

There is flexibility in the process of conducting research; 

There is an orientation towards process rather that outcome; 

There is a concern with context regarding the behaviour and situation as 

inextricably linked in forming experience; 

There is an explicit recognition of the impact of the research process on the 

research situation; 

6.2 RESEARCH METHODOLOGY 

This section focuses on the selection of the relevant sample, measurement, data 

collection, data analysis and interpretation. The unit of study is Eskom. 

6.2.1 Sampling Design 

The sample was restricted to senior managers, managers and staff of Eskom. A 

stratified simple random sampling has been used considering that the population has 

been divided into subpopulations of senior managers, the general staff. The results 

have been weighted and combined (Cooper & Schindler, 2003). Staff is inclusive of 

employee relations staff, union, supervisors and general staff based at head office in 

Megawatt Park, Eastern or Southern Region and Western Cape Region. Sixty 
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questionnaires were sent to the sample of general staff. The researcher could not 

send to more than sixty as envisaged because of reliance on employees of the 

company to forward questionnaires. Direct access to the e~mails of all staff proved to 

be a cha11enge as the researcher was not working for the company. More discussion 

of the questionnaires will follow in the data collection section. 

Initia11y the researcher targeted senior managers in particular branch managers who 

were involved or are involved in strategy formulation, however, the researcher later 

decided to interview seven senior managers from various divisions because of the 

busy schedules of branch managers and time constraints on the pan of the researcher. 

These senior managers are inclusive of change managers, human resources managers, 

division managers and operational managers. All these managers are influential in 

strategy formulation including change at Eskom. "Many quaJitative methods a11ow 

the researcher to change the nature of his or her intervention as the research develops 

in response to the changing nature of the context. .. " (Cassel & Symon, 1994:4). As 

reflected above the researcher has included Organisational Behaviour Managers as 

they arc both advisors and implementers of strategy. Division managers were targeted 

because of their involvement in strategy formulation and implementation. Senior 

managers in divisions a]so have a similar function as the division managers but at a 

slightly lower level. 

6.2.2 Data collection 

In this study both primary and secondary data has been used where applicable and has 

been collected by means of interviews and questionnaires administered by e-mail 
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(Cooper & Schindler, 2003). Secondary data refers to information which can be 

obtained from Eskom such as memos, letters, interviews or speeches, laws, financial 

statements and labow data. Any information such as relevant newspaper articles and 

cases has been utilised in this study. The collection of data and method of doing so is 

very important in qualitative research. The researcher followed the following process 

in the colleetion of data. 

6.2.2.1 Process of collectiog date 

As a JX)int of departure the researcher analysed secondary data, to be specific, a case 

study prepared by Mangaliso and Nkomo (2001). Because of the informative nature 

of the case study and its relevance to the chosen topic, the researcher selected Eskom 

as the organisation in which the academic research will be conducted. Permission to 

conduct an academic research at Eskom was solicited. in writing from Corporate Head 

Office, Megawatt Park in the office of the Human Resource Director. This was 

followed. up by further e-mails and telephone calls for a period not less that a month 

and a half until a positive response was received. 

The unavailability associated with tight schedules of targeted. top management posed 

a serious challenge for the researcher. This made the researcher appreciate the 

realities of the context in which one operates and the flexibility of qualitative 

research. " ... with respect to organisational research - where we always have to be 

responsive to the organisational circumstances - this is crucial: not just in terms of 

what we are allowed to do, but also because the fact that we are working in complex 

situations means we cannot define exactly what we are interested in or how to explore 
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the issue at the outset" (Cassel & Symon, 1994:4). The researcher still proceeded 

with collecting data through interviews, questionnaires and relevant primary and 

secondary data, however, the target population had to be revisited as has been 

explained in the discussion of the sampling design. 

Interviews were conducted telephonically with participants in the Southern Region 

and Gauteng due to time constraints on the part of the interviewees and interviewer. 

Personal interviews with participants in the Western Cape were conducted. 

Questionnaires were sent electronically and delivered by hand to the company with 

the assistance of the interviewed participants. The instructions were made clear that 

the target audience was general staff below the level of senior managers. Some were 

returned electronically and some were faxed through. The faxed questionnaires were 

captured into the excel spreadsheet with an aim of organising the data in such a 

manner that it can be easy to wtderstand and interpret. 

According to Cooper and Schindler (2003:324) the researcher can choose to do either 

personal interviews or telephone interviews. Personal interviews are whereby a 

selected sample is interviewed in person by a trained interviewer whereas in telephone 

interviews the selected sample is interviewed on the telephone by a trained 

interviewer. A questionnaire is whereby a sample is intercepted or studied via paper 

or computerised instrument in central location without the interviewer assistance; 

questions may be mailed, faxed, or couriered to be self administered with retwn 

mechanism generally include and or questions may be computer-delivered via 

intranet, internet and online services whereby the computer will store and forward 

automatically. Interviews are divided into personal and telephone interviews. The 
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following advantages and disadvantages of data collection techniques such as 

questionnaires and interviews were considered before they were utilised: 

6.2.2.2 Advantages and disadvantages of questionnaires and interviews: 

Table 2 below, gives a deta.Hed explanation of the advantages and disadvantages of 

questionnaires, personal interviews and direct interviews. 

Table 2, Advantages and advantages of interviews and questionnaires 

Table 2 
Advantages 

Personal interviews 
Good co-operation 
from respondents 

Interviewer can answer 
questions about the 
survey, probe for 
answers, use follow up 
questions, and gather 
infonnation by 
observation. 

Special visual aids and 
scoring devices can be 
used. 

Illiterate 
functionally 
respondents 
reached. 

and 
illiterate 

can be 

Interviewer can pre­
screen respondent to 
ensure he/she fits the 
population profile 

With computer-assisted 
personal interviewing 
responses can be entered 
into a portable 
microcomputer to reduce 
error and COSL 

Telephone interviews 

Lower cost than personal 
interview. 

Expanded geographic 
coverage without dramatic 
incn:ase in costs. 

Uses fewer, more highly 
skilled interviewers. 

Reduced inle!'Viewcr bias 

Fastest completion time 

Better access to hard to 
hard-to reach respondents 
through rq,eated call­
bocks 

Can use computerised 
random-digit dialling 

With compuler-nssisted 
telephone interviewing. 
responses can be entered 
directly into a computer 
file to n:duce error and 

'°"· 

Questionnaires 

Allows contact with 
otherwise inaccessible 
respondenlS such as 
CEOs 

Incentives may be used 
to increase response rate 

Often-lowest cost option 

Expanded geographic 
coverage without 
increase in cost 

Requires minimal staff 

Perceived as more 
anonymous 

Allows respondenlS 
time to think about 
questions 

More complex 
instruments can be used 
such as electronic 
communication 

Fast access to the 
computer literate 

Rapid data collection 

Respondents who 
cannot be reached by 
phone may be accessible 

Sample frame lists 
viable locations rather 
than nros--ctive 
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respondenlS 

Visuals may be used. 

High costs Response rate is lower Low response rate in 
lhllII for personal some modes 

Need for highly trained 
interviewers 

Longer period needed in 
the field collecting data 

interview 

Higher costs if 
interviewing 
geogrephica.lly dispersed 
group, 

May be wide geographic Interview length must be 
dispersion limited 

Follow-up is labour 
intensive 

Not all respondents are 
available or accessible 
Some respondents are 
unwilling to talk to 
strang~ in their homes 

Some neighbourhoods 
are difficult to visit 

Questions may be 
altered or respondents 
coached by interviewers. 

Mnny phone numbers are 
unlisted or not working 
nnd directory listings are 
unreliable 

Some mrget groups ure 
not available by phone 

Responses mDy be less 
complete 

lllustrotions cannot be 
used 

No interviewer 
intervention available 
for probing or 
explanation 

Cannot be long or 
complex 

Accurate mailing lists 
needed 

Often respondents 
returning survey 
represent extremes of 
the population 
Anxiety among some 
respondents 

Directions or software 
instructions needed for 
progression through the 
instrument 

Computer security 
might prevent some 
messages going through 

Need for low distraction 
environment for survey 
completion 

The researcher swnmarised the contingencies and eight 'S's according to the chosen 

models in order to form a true perspective of the contingencies and processes 

involved at Eskom. Refer to tables A and B. The first set of questions are aimed at 

confirm whether the change that occurred at Eskom was as a resuJt of a tension 

between the environment and the organisation contingencies which are listed on 
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annexure A or the change occurred as a result of willingness of Eskom to change. 

These questions will be directed to managers and are listed in annexure B in 

appendices. 

Proposition 1, which states that, change in strategy of an organisation is associated 

with change in the environment of the organisation in order to maintain fit has been 

measured by analysing information obtained through standardised set of questions for 

interviews. The eight •s•s model which seeks to explain the contribution of the 

organisation's elements to its effectiveness has been applied and is complemented by 

a generic model of dynamic strategic fit. Table B in appendices supports this 

discussion. 

Proposition 2, states that, the match between desirability of strategic change and 

actuaJ strategic change relative to magnitude, timing and direction of change is 

expected to be positively associated with dynamic strategic fit. This has been 

analysed by exploring the gap between desirability of strategic change and the actual 

change that has taken place. The models mentioned in the first proposition above 

have been applied. 

Proposition 3, states that, the match between desirability of strategic change and 

actuaJ strategic change relative to magnitude, timing and direction of change is 

expected to be positively associated beneficial strategic performance. The above 

Proposition was tested by means of questions of profitability which were asked to 

participants in order to fill the gaps left by secondary data. Analysing balance sheets, 

cash flows and income statements of the organisation for the last five years 

supplemented these questions. The two models mentioned above are also applicable 

to this model. 
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One of the key competencies claimed by Eskom is introduction of a diverse 

workforce through recruiting and developing staff from the previously disadvantaged 

groups. There are interview questions that are asked in this regard and that 

information will be supplemented by requesting access to Employment Equity Plan 

and Skills Development Plan on the onset of transformation and reports following five 

years of transformation. Refer to annexure 8 in appendices. As proof that this 

alignment has worked the organisational performance should display an improvement 

. . 
m successive years. 

Slaff swvey has been conducted in order to confirm whether staff is aware of the 

changes and competencies claimed by management and whether their experiences are 

congruent to the claims of management. 

Once data has been collected through the swvey methods as discussed above, the 

researcher looked at data analysis methods. According to Cooper and Schindler 

(2003), there are various techniques in which data can be analysed, namely, 

exploratory data analysis, improvement and control analysis and geographic 

infonnation systems. lbe researcher has focused on exploratory data analysis, 

confinnation data analysis methods and histograms because of their relevance to the 

study that is being conducted and the methods are discussed below discussed below. 

6.2.4 Exploratory data analysis 

Cooper and Schindler (2003) state that the exploratory data analysis is both a data 

analysis perspective and a set of techniques. The data itself guides the choice of 
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analysis or a revision of the planned analysis rather than the analysis presuming to 

overlay its structure on data without the scrutiny of the analyst or researcher. There 

various types of the exploratory data analysis techniques, namely, confirmatory data 

analysis; frequency tables; Bar Charts; Pie Charts; Histograms; Stem and Leaf 

Displays; Boxplots; and transformation data analysis. The relevant techniques to this 

study are discussed individually below. 

Confirmatory data analysis: In order to understand this form of analysis one has to 

compare it with the exploratory data analysis whereby the exploratory data analysis 

takes any form and can be likened to police detectives and the confirmatory data 

analysis can be likened to the judges. Therefore without information having been 

gathered the confirmatory data analysis cannot be used as it explores the validity of 

existing information. 

Histograms: Th.is is a conventional solution for the display of interval ratio data. 

Histograms are constructed with bars that represent data values where each value 

occupies an equal amount of area within the enclosed area. This is found to be useful 

by various analysts for two reasons namely; histograms display all intervals in a 

distribution, even those without observed values. Secondly, histograms examine the 

shape of the distribution for skewness, kurtosis and the modal pattern. 

This chapter has helped to clarify methods for the interpretation of data which has 

been collected. As mentioned previously, in exploratory studies the data sets the 

method in which data will be interpreted. This data is in the form of research results 

in the following chapter has been outlined in order to enable a good interpretation. 
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CHAPTER 7 

RESEARCH RESULTS 

7.1 INTRODUCTION 

This chapter focuses on rerx:irting the research results. The researcher rerxnts the 

actual nature of the results. In order to give perspective of the research it is important 

to give biographicaJ profile of the resrx:indents because of its relevance to the research. 

Following that, a description of the profile of a sample representing general staff. The 

researcher has given an outline of relevant information elicited from the participants 

through interviews questions and questionnaires. 

7.2 BRIEF BIOGRAPHICAL PROFILE OF THE PARTICIPANTS 

Participants in this research are senior managers, managers, supervisors and staff in 

general including the lowest rank at Eskom. Survey with senior managers was 

conducted through persona] interviews and managers, supervisors and staff in general 

had to answer a questionnaire. The profile of the participants is relevant in that it 

shows their level of exposure, involvement and experience in strategy formulation 

including change that has taken place in the organisation. The reasons for conducting 

a survey through interviews and questionnaires were to fill out the gaps from 

secondary information and to verify some of the claims from the secondary 

information. A brief profile of the panicipants is discussed below. 
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7.2.1 Senior Managers 

There were seven participants who were involved in the interview survey. Five out of 

seven of these senior managers have been involved with the change process from the 

beginning and two joined while the change was in process. This sample is 

complementary because the ones who staned before 1994 were able to give an outline 

of the process as it unfolded and the others were able to give an outline as they 

observed from the time in which they arrived and are able to constructively criticise 

current processes. 

The interview questions that were asked were organised in such a way that they can 

provide the gaps and were organised according to the pro)X)sitions in the research. 

Rep:nting has started with the questions and answers as a JX)int of departure followed 

by reJX)rting in accordance with the models used. 

7.3 INTERVIEW QUESTIONS AND ANSWERS 

The researcher has arranged the answers in tenns of the nature and number of 

responses. There were seven participants in total and the researcher has mentioned 

the number of participants per resp:mse. 

With the following questions the researcher has tried to establish whether the 

alignment has been brought about by tension between environment and 

organisational contingencies or the company's willingness to align environmental 

and organisational contingencies. 
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1. When did Eskom start to supply electricity to the vast majority of South 

Africans? 

Six participants said that supply of electricity to the poor started prior 1994. 

The other participants even believe that electricity was supplied to the 

majority since 1944. One participant was not aware. 

2. When did Eskom start developing people from the previously 

disadvantaged? Was it prior or post 1994? 

All participants agreed that Eskom started developing employees from the 

previously disadvantaged prior 1994. 

3. In your opinion, did Eskom change as required by market forces in terms 

of development of the disadvantaged, penetration of the African region 

and supply of electricity to the poor? Why? 

Three participants believe that the market forces in terms of development of 

the previously disadvantaged influenced Eskom. In terms of penetration of the 

African countries, four participants believe that the market forces influenced 

Eskom while the other two believe the contrary. Two participants believe that 

in terms of supply of electricity to the poor and development of the previously 

disadvantaged Eskom took the lead. "Eskom started even before the African 

National Congress government took control." said one participant. One 

participant believes that although Eskom was not forced to change by any law 

market forces did play a role. One participant said yes in all facets and could 

not qualify her answer. 
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4. What ionuence did the new labour relations requirements like 

employment equity, and skills development have on your development of 

your staff? 

Five participants believe that the new labour relations act had a positive 

influence because they complemented their strategies and made their vision 

quite easy to implement. One participant believed that the new labour relations 

in terms of employment equity is tantamount to reverse discrimination. He 

stated that, «ever since 1994, only people from the previously disadvantaged 

were appointed, my son has finished his studies and he will have to go 

overseas to find work." 

5. Whal motivated Eskom to supply electricity to the poor? 

Six participants believed that Eskom was motivated by profit and in order to 

do that Eskom had to collaborate with the government at a political level and 

contribute at a social level in order to uplift the economy of the whole country. 

One participant believes that the sole shareholder motivated Eskom. "In order 

to uplift the economy of the country you have to uplift the poor majority by 

providing electricity to small business enterprises for them to grow. If the 

poor majority of the country is enabled to grow economica1Iy, the economy of 

the country is likely to prosper" said one participant. He stood up with 

passion and energy to illustrate his answer to the interviewer as follows: 

Few ·lite 

Middle Class 

Poor Majority 

The pyramid will widen at the top as 
the poor majority of the country 
moves from the bottom layer to the 
middle and from the middle to the top 
and so is the economy of the country. 
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6. What value did the transformation from being a panstatal to being a 

profitable company add to the economically disadvantaged customers and 

previously disadvantaged employees? 

Six participants believe that being a profitable company has positive benefits 

to the economically disadvantaged customers in terms of social investment 

projects to the communities, education and training of employees, low cost of 

electricity and future plans of being a direct supplier of electricity. One 

participant was not aware of any value added by the privatisation of the 

company. 

7. Eskom bas been a major supplier of electricity for a long time with huge 

barriers to entry by potential new entrants. Have you managed to forgo 

any percentage of current capacity to a small player or a Black Economic 

Empowerment company? 

Six participants are in agreement of the fact that no percentage has been 

forgone to a small player. One participant said that, "the industry demands 

huge investments in billions of rands but returns are very slow and no 

emerging power company has been able to meet the financiaJ requirements." 

And one participant is not aware of any percentage of the company that has 

been forgone to a small player. 

8. So fer have you experienced any threat of substitutes? 

All participants said that Eskom does not have any threat of substitutes. 

9. Since you ere the major supplier of electricity you must have major 

suppliers. To whet extent hes your decision to force some suppliers to 

form partnerships or forgo e certain percentage to Bleck Economic 

companies has been influenced by their bargaining power? 
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Six participants agree that suppliers do not have a bargaining power. There is 

a clear policy on Black Economic Empowerment. One participant believes 

that some do but not aJl of them. 

10. Are there any cooperative alliances you have formed with any of the 

companies that influence the use of your electricity or role players in the 

industry whether national or international? 

Five out of seven panicipants believe there are alliances of a co-operative 

nature. One cited an example of research partnerships, the other participant 

cited alliances with overseas companies. Two participants could not answer 

the question. 

11. Besides being a continental player, have you explored any opportunities 

of becoming a global player as an exampl~ penetration of the United 

States of America or other countries? 

Five participants said the focus is on Africa at the moment and with other first 

world countries Eskom only offers power related services. Two participants 

could not answer the questions. 

12. The purpose of the following questions was to establish whether there was 

en actual match between desirable change end actual change which bes 

resulted in a dynamic strategic fit or misfit 
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Magnitude 

1. If you were to rate the effectiveness of communication by leadersbip 

during the transformation out of ten from 1994 to 2005, how would you 

rate it? 

Three out of seven participants said the communication at Eskom is excellent, 

giving eight and nine out of ten. Three participants gave seven out of ten 

citing a room for improvement, not preparing people and not being too vocal. 

One participant said not more than five because communication is not as 

rigorous as it was when the vision was first communicated. 

2. Has your communication strategy changed over the years? If yes, to what 

extent? 

Five out of seven participants said that Eskom's communication strategy has 

changed for the better because of continuous communication. one believed it 

has deteriorated and one believed that the strategy has changed only 

methodology has changed but not the strategy. 

3. Have you encountered any resistance during your transformation? If yes, 

what was the nature of resistance and how does leadership deal with staff 

whether in senior management or union members or staff in general that 

resist change? 

Five participants said there was some resistance which management has been 

able to deal with through the processes and procedures put in place and 

communication in the form of negotiation. Two participants do not think there 

was any resistance. One participant even said, ''the process of transformation 

has been conducted with dignity, thanks to Mr K.hoza, people were told that 



127 

the process is going to take about ten years and was planned and properly 

implemented unlike other companies, like the City if Cape Town where 

employees are simply told to leave sometimes." 

4. To what exteot is the structure of Eskom centralised and to what extent is 

the centralisation a barrier or enabler to the way of doing business in 

terms of your experience and feedback you receive from the branches? 

Overa.11 participants believe that Eskom is not centralised, however, corporate 

head office sets the tone and divisions need to align their policies with 

corporate head office. Sometimes this can serve as a barrier in doing business. 

5. Are there any policies governing the mechanisms of co--ordinatioo in place 

and are they strictly adhered to? 

Six participants said that there is mechanisms of co-ordination in place and are 

adhered to. There are ongoing audits to check adherence. One participant said 

only few policies are strictly adhered to. 

6. To what extent are your strategic planning systems and performance 

management systems adding value to your strategic goals? 

Participants believe that the strategic goals are enhanced by the strategic 

planning systems and performance management systems. 

7. To what extent did the Eskom IT company that was formed as a result of 

the merger of Eskom IT, Ariel Technologies, Dalavia contributed to the 

ease of transformation and achievement with relative ease the set strategic 

goals of Eskom? 

Four participants believe that Aravia.con has stifled the achievement of 

strategic goals with relative ease. 2 participants said Aravia.com is effective 

and one participant could not comment 



128 

Timiog 

1. In your opinion was the timing of change at Eskom informed by 

transformation of the country? 

Fow participants said Eskom was a leader in transformation and therefore was 

not influenced by the transformation of the country instead it is the other way 

round. lbree participants believe that Eskom was influenced by the 

transformation of the country. 

2. Do you think the time in which change took place was good? 

Participants said the timing was good. 

3. Is transformation at Eskom a continuous process or a process informed 

by projects with a starting and finishing time? 

Participants said change at Eskom is continuous, also informed by projects and 

sometimes tiresome because of its continuous nature. 

Direction 

1. Has Eskom managed to form strategic alliances with emerging power 

companies? 

Five participants said that there are no partnerships because there are no 

emerging power companies in South Africa. One was not sure and one 

mentioned countries in Africa. 

2. In your opinion is the direction of the company well communicated to 

staff? How? 
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All participants said the direction of the company is well communicated to 

staff. 

3. Is that form of communication still ongoing in order to maintain 

alignment of strategy to the future? 

All participants indicate that communication at Eskom 1s ongoing for 

maintenance of change that has taken place. 

4. Is Eskom considering any future possibilities of penetrating the global 

market? 

Most participants said Eskom only focuses on Africa as per the strategic intent 

except for one participant who does not know. 

S. What is your staff complement? 

OveraJI staff complement at Eskom is+ _30 000. 

6. What types of skills do you need from individuals in order to achieve your 

organisational goals? In your opinion do you have all the types of 

individuals? 

Five participants indicated the shonage of skills as a result of trained staff 

being poached by outside companies who want people that are trained already. 

Two participants believe that there are enough individuals who meet the 

required skills. 

7. Do you have enough staff in the following fields? 

Research and development 

Most participants could not comment or because research and development is 

based at corporate head office. Two indicated not, with one saying that, " 
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technical staff are conducting research and development, that is how bad the 

situation can be" One participant said yes. 

Software part of technology 

Three participants indicated that there is enough staff. One said not 

enough staff in this category and the rest could not comment or were not 

aware. 

Knowledge management and 

There are mixed experiences in this field because three participants said 

yes, three said no and one does not know. 

Organisational learning 

Three participants said yes. One said staff in this field is outsourced and 

two said there in not enough staff and one said is not aware. 

8. Was there any form of consolidation to change that has taken place in 

terms of evaluating the achievement of your goals before any new change 

came about? 

All participants indicated that consolidation does happen and one participant 

said not enough consolidation was done. "You see change does not stop here 

and sometimes people get tired of change." 

9. What is leadership doing to maintain the culture that has emerged as a 

result of change efforts? 

One participant mentioned bonuses when targets are achieved. Another 

participant mentioned monthly regionaJ performance targets to measure 

progress on set targets. Most participants mentioned training and 

development, good employment relationships, communication, transparency 

and motivation of staff. 
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The following questions are meant to evaluate whether the dynamic 

strategic fit to be proven above bas resulted in a beneficial organisational 

performance. 

1. Has Eskom's profitability improved as a result of this transformation? 

Four participants said Eskom's profitability has improved. Three participants 

believe Eskom's profitability has improved but cannot say profitability is as a 

result of transformation. 

2. Has Eskom grown in terms of increasing its market share in other 

countries other than South Africa? 

Four participants said Eskom's market share has increased in African countries 

and three participants said growth in market share in terms of other countries 

is minimal. 

3. To what extent bas Eskom realised the strategic intent of being the 

pre-eminent African energy and related services corporation of global 

stature? 

Six participants believe that Eskom has achieved its strategic intent, while 

one participant believes that a lot has been achieved however a lot has 

been achieved but still Eskom still has a long way to go. 

4. To what e:1teot bas Black Economic Empowerment goals been 

realised? 

Five participants said Black Economic Empowerment targets have been 

achieved. Two participants believe that in the shot term targets have been 

achieved, there is still a lot of room for improvement specifically in terms 

of the men on the street. 
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7.4 SURVEY RESULTS FROM QUESTIONNAIRES, 

The target sample to whom questionnaires were sent comprised of jwtior 

managers and staff at a level lower than that of jwtior managers. The aim of the 

questionnaire was to establish the experiences of staff with regard to change. The 

questionnaires were utilised with an aim of validating the claims of management 

and to fill out the gaps as required by the models used. According to Anderson 

(2002) the company's words and actions is a criticaJ measurement exercise if a 

company wants to achieve alignment. The researcher sent out questionnaires to a 

sample of sixty staff. 

A response was received from thirty-four participants after several reminders and 

extensions for some participants. Nine of the questionnaires could not be used 

because some were not fully completed and others were sent back without being 

saved and therefore were blank. The researcher decided to take out the gender as 

demographic criteria because only a few participants completed that part. In total 

the researcher utilised twenty-five questionnaires. Participants were required to 

select a letter the best suited the statement by placing an X in the relevant block 

from the following categories: Strongly agree, Agree, Neither Agree nor 

Disagree, Disagree and Strongly Disagree. Each question of the questionnaire 

will be discussed separately below. The question will be stated followed by the 

nature ofresJX>nses received. 
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7.4.1 Detailed results of the questionnaire 

Table 3 below reflects summarised research results which are discussed in detail after 

the table. The accompanying graphs help to reflect the nature of the results which are 

reported in detail below. The researcher has divided the questionnaire into two parts. 

The first part is composed of questions one to four and the second part is composed of 

questions five to twenty two. The researcher has reported the results of the 

questionnaire in that sequence. 

Table 3 is the first part of the questionnaire as explained above. The results of this 

first part have been explained below with the help of graphs for each question. 

ABLE 3 STAFF nuESTIONNAIRE SUMMARY ' I I 

Your assistance is hereby requested in this academic exercise of ascertaining whether change efforts a 
Eskom are aligned to strategy. Please choose a letter that best suits the statement by encircling the 
relevant letter. 

Q.No. Question Category Strongly Agree Neither Disagree Strongly 
disagree agree nor disagree 

disagree 

1 he company's medium of communication when undergoing transfonnatlon can 
be characterised as: 

1.1 Verbal 13 8 4 0 0 

1.2 Written 14 10 1 0 0 

1.3 Electronic 14 9 2 0 0 

1.4 ;verbal & Electronic 1, 7 4 0 0 

2 The company's communication approach Is usually: 

2.1 Coercive 2 2 2 19 0 

'.2 Participative 4 14 2 3 0 

.3 Consultative 10 10 5 0 0 

3 Management usually channels infonnatlon through: 

3.1 Senior Manager 7 16 2 0 0 

3.2 Managers 8 13 2 2 0 

3.3 earn leaders 6 13 4 2 0 

3.4 Grouos 5 10 5 5 0 
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3.5 hntormal aroups I 21 01 171 5I 
14 lnfonnatlon communicated by management is infonnation in the following 

ca•..,.ortes: 
4. 1 Should be known 11 7 5 
4.2 Must be known 8 12 3 2 
4.3 Could be known 3 4 15 3 
Sub-Totals 112 139 75 45 
of questions 1..od 

1. The graph below helps to illustrate the responses received on the nature of the 

company's medium of communication when undergoing transformation. The 

discussion of this question follows immediately after the graph. 

Nature of communication 
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Figure 4, graphic illustration of responses on nature of communication during 

transformation 

Thirteen participants strongly agreed and eight agreed while four participants neither 

agreed nor disagreed that the nature of communication is verbal during transformation 

at Eskom. The use of written communication during oansfonnation has been 

11 

0 
0 
0 
0 
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confinned by fourteen participants who strongly agreed, ten participants who agreed 

while one participant neither agreed nor disagreed. 

The use of electronic communication during transfonnation has been confinned by 

fourteen participants who strongly agreed, nine participants who agreed while two 

participants neither agreed nor disagreed. Lastly, the use of verbal and electronic 

communication during transfonnation has been confinned by fourteen participants 

who strongly agreed, seven participants who agreed while four participants neither 

agreed nor disagreed. 

The use of all the fonns of communication mentioned above has been confinned by 

the majority of participants. Figure 4 reflects a clear illustration of the statements 

mentioned above. Only a few participants could not decide and none of the 

participants rejected the use of the fonns of communication mentioned above. Folio 

wing is a discussion of the company's communication approach. 

2. Figure 5, below helps to illustrate responses on the communication approach during 

transfonnation at Eskom. The responses are reported immediately after the graph. 



Communication approach 
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Figure S, graphic illustration of responses on communication approach during 

transformation at Eskom 

Following are the responses to question two as reflected in the staff questionnaire 

summary in table 3 and illustrated in figure 5. Two participants strongly agreed that 

the nature of communication during transformation is coercive, two agreed and two 

neither agreed nor disagreed while nineteen participants disagreed that the nature of 

communication when undergoing change is coercive. With regard to the participative 

nature of communication four participants strongly agreed, fourteen agreed, two 

neither agreed nor disagreed while three participants disagreed. Lastly, with regard to 

the consultative approach, ten participants strongly agreed that the communication 

approach is consultative, ten agreed, five neither agreed nor disagreed and nineteen 

disagreed that the communication approach is coercive and three disagreed that it is 

participative. 
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Only a few participants agreed that the nature of communication is coercive. The 

majority agreed that the nature of communication is participative and consultative and 

disagreed that it is coercive. Following is a repon of responses on the manner in 

which management channels communication to staff. 

3. Figure 6, below helps to illustrate responses on the manner in which infonnation is 

channelled to staff during transformation at Eskom. The responses are reported 

immediately after the graph below. 

Methods of chanelling infonnantion to staff 
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Figure 6, graphic illustration of responses on methods communicating 

information to staff 

Seven participants strongly agreed that infonnation is channelled through senior 

managers, sixteen agreed while two neither agreed nor disagreed. With regard to 

communication through managers, eight participants strongly agreed that they receive 

information about change from managers, thirteen agreed, two neither agreed nor 
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disagreed while two participants disagreed. Six participants strongly agreed that 

information is channelled through team leaders, thirteen agreed, four neither 

agreed nor disagreed while two participants disagreed. Five participants strongly 

agreed that information is channelled through groups, ten agreed, five neither agreed 

nor disagreed five while participants disagreed. The use of informal groups to 

channel information is confirmed by two participants who strongly agreed, seventeen 

participants who neither agreed nor disagreed, five participants who disagreed and 

one participant who strongly disagreed. 

As it is illustrated in figure 6, Most participants agreed that information about change 

at Eskom is channelled through senior managers, managers and few participants 

indicated agreed with team leaders, groups and informal groups. The majority of 

participants neither agreed nor disagreed when it comes to channelling of information 

to them through informal groups 

4. Figure 7. below helps to illustrate responses on the categories in which information 

is channelled to staff during transformation at Eskom as per the questions reflected in 

table 3 above. The responses are reported immediately after the graph below. 
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Information categories 
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Figure 7, graphic illustn1tion of responses on categories of information 

channeled to staff 

The communication of information that should be known is confirmed by two 

participants who strongly agreed, eleven who agreed while seven neither agreed nor 

disagreed, five participants disagreed. Communication of infonnation that must be 

known is confmned by eight participants who strongly agreed, twelve who agreed 

while three neither agreed nor disagreed, two participants disagreed and none strongly 

disagreed. Lastly, three participants strongly agreed that infonnation that could be 

known is channelled to staff, four agreed, while fifteen neither agreed nor disagreed 

and three participants disagreed. 

From the illustration above it is clear that information that should be known and must 

be known is communicated to staff while infonnation that could be known is less 

channelled to staff because the majority of participants could neither agree nor 

disagree. 
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The next section is the second and rema.mrng part of the questionnaire which is 

discussed below. This part of the questionnaire is reported with the help of the second 

part of the table 3 and the accompanying graphical illustration labelled figure 8. 

Results from question five to twenty two are reported and discussed in this part. 

Responses for each question have been reported. 

rTABLE3 CONTINUATION OF STAFF"UESTIONNAIRE SUMMARY 

Q. No. Question Category Strongly Agree ~either Disagree Strongly 
agree \gree disagree 

nor 
disagree 

5 lnfonnation about any potential 9 10 4 1 
change in the company is 
communicated to all slaff on a 
continuous basis. 

6 Reasons for change are clearly 12 5 6 2 
explained to staff. 

7 Management style at Eskom can 8 6 4 4 
!be characterised as caring. 

8 Management style at Eskom can 5 8 8 3 
,e characterised as compassionate. 

9 Management style at Eskom can 0 18 2 2 
,e characterised by sharing of 
ideas. 

10 Management acknowledges and 5 11 3 5 
rewards an extra mile taken by 
employees in doing their work in 
ome way. 

11 Employees acknowledge and 5 10 3 7 
reward an extra mile taken by 
management in meeting their 
needs in some way. 

12 The company's work teams are 13 5 3 4 
characterised by diversity in terms 
!of gender. 

13 the company's work teams are 12 7 3 2 
characterised by diversity in terms 
of race. 

1 

0 

3 

1 

3 

1 

0 

0 

0 
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14 lllte company encourages 19 3 3 0 0 
development of staff from 
reviously disadvantaged groups. 

15 Eskom has put Black Economic 17 6 2 0 0 
Empowerment policies in place. 

16 Eskom adheres to its Black 1 0 5 3 0 
Economic Empowerment policies 
hrough its procurement practises. 

17 Eskom rewards good performance 7 12 4 2 0 
y staff. 

18 Eskom discourages poor 9 9 7 0 0 
:ierformance by staff. 

19 Leadership at Eskom encourages 4 10 5 4 2 
celebration of the achievement of 
set departmental goals. 

0 Leadership at Eskom encourages 6 13 4 0 2 
celebration ofthe achievements of 
lset company goals. 

~1 Managers support the developmen 9 10 3 3 0 
of female employees into senior 
tpositions. 

2 Eskom leadership encourages the 11 5 7 2 0 
development of all its employees. 

Sub-Totats 179 148 76 "' ' 
of 
questions 
5-22 
rotals 291 287 151 89 14 

kio/o of l36%of 60,4% of llo/o of %of 
res..,.,nses rcs...,.,nses res"""'nses resnnnses resnnnses 

Figure 8, below helped to illustrate the nature of responses to the statements reflected 

in the second section of table 3 above. The aim of this questionnaire is to confirm the 

claims of leaders on chru1ge as indicated in the interview section ru1d secondary data 
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□ Strongly .... -

□ Neither ---OD~ 

5. Information about any potential change in the company is communicated to 

all staff on a continuous basis. 

Nine participants strongly agreed, ten agreed, four neither agreed nor disagreed 

one participants disagreed and one strongly disagreed. 

6. Reasons for change are clearly explained to staff. 

Twelve participants strongly agreed, five agreed, six neither agreed nor disagreed 

two participants disagreed and none of the participants strongly disagreed. 

7. Management style at Eskom can be characterised as caring. 

Eight participants strongly agreed, six agreed, four neither agreed nor disagreed 

four participants disagreed and three of the participants strongly disagreed. 
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8. Management style at Eskom can be characterised as compassionate. 

Five participants strongly agreed, eight agreed, eight neither agreed nor disagreed 

three participants disagreed and one of the participants strongly disagreed. 

9. Management style at Eskom can be characterised by sharing of ideas. 

None of the participants strongly agreed, eighteen agreed, two neither agreed nor 

disagreed two participants disagreed and three of the participants strongly 

disagreed. 

10. Management acknowledges and rewards an extra mile taken by employees in 

doing their work in some way. 

Five participants strong]y agreed, eleven agreed, three neither agreed nor 

disagreed five participants disagreed and one of the participants strong]y 

disagreed. 

11. Employees acknowledge and reward an extra mile taken by management in 

meeting their needs in some way. 

Five participants strongly agreed, ten agreed, three neither agreed nor disagreed 

seven participants disagreed and none of the participants strong]y disagreed. 

12. The company's work teams are characterised by diversity in terms of gender. 

Thirteen participants strongly agreed, five agreed, three neither agreed nor 

disagreed four participants disagreed and none of the participants strongly 

disagreed. 

13. The company's work teams are characterised by diversity in terms of race. 
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Twelve participants strongly agreed, seven agreed, three neither agreed nor 

disagreed two participants disagreed and none of the participants strongly 

disagreed. 

14. The company encourages development of staff from previously 

disadvantaged groups. 

Nineteen participants strongly agreed, three agreed, three neither agreed nor 

disagreed no participants disagreed and none of the participants strongly 

disagreed. 

15. Eskom has put Black Economic Empowerment policies in place. 

Seventeen participants strongly agreed, six agreed, two neither agreed nor 

disagreed no participants disagreed and none of the participants strongly 

disagreed. 

16. Eskom adheres to its Black Economic Empowerment policies through its 

procurement practises. 

Seventeen participants strongly agreed, none agreed, five neither agreed nor 

disagreed three participants disagreed and none of the participants strongly 

disagreed. 

17. Eskom rewards good performance by staff. 

Seven participants strongly agreed, twelve agreed, four neither agreed nor 

disagreed two participants disagreed and none of the participants strongly 

disagreed. 

18. Eskom discourages poor performance by staff. 

Nine participants strongly agreed, nine agreed, seven neither agreed nor disagreed 

no participants disagreed and none of the participants strongly disagreed. 
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19. Leadership at Eskom encourages celebration or the achievement of set 

departmental goals. 

Four participants strongly agreed, ten agreed, five neither agreed nor disagreed 

four participants disagreed and two participants strongly disagreed. 

20. Leadership at Eskom encourages celebration of the achievements of set 

company goals. 

Six participants strongly agreed, thirteen agreed, four neither agreed nor disagreed 

no participants disagreed and two participants strongly disagreed. 

21. Managers support the development of female employees into senior positions. 

Nine participants strongly agreed, ten agreed, three neither agreed nor disagreed 

three participants disagreed and none of the participants strongly disagreed. 

22. Eskom leadership encourages the development of all its employees. 

Eleven participants strongly agreed, five agreed, seven neither agreed nor 

disagreed two participants disagreed and none of the participants strongly 

disagreed. 

As stated in the begiMing of this section, the aim of sending out questionnaires was to 

validate the claims of management and establish the experiences of staff at large 

about change in the organisation. There was one negative category whereby two 

participants strongly agreed, two agreed and there are two who neither agreed nor 

disagreed that the company's communication approach is coercive. Nineteen 

participants disagreed with the category. Most participants in the second part of the 

questionnaire confirmed the claims of management and few disagreed as renected in 

figure 8. Some information has been gathered through the secondary sources as 

required by the models used and has been discussed in the following chapter. For a 
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summary of interview responses and questionnaire responses, refer to table C and D 

in the appendices respectively. 

Interviews, both personal and telephonic interviews coupled with questionnaires 

provided the researcher with infonnation that enables the researcher to validate the 

data through the discussion that follows in the following chapter. Limitations on this 

chapter have been noted in the limitation section. The following chapter will focus on 

the interpretation of data, conclusions and recommendations. 
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CHAPTERS 

DISCUSSION OF RESEARCH RESULTS 

8.1 INTRODUCTION 

The data that has been collected has been reduced into manageable size. The 

researcher will interpret any data in relation to the extent of alignment of change 

efforts to an organisation's corporate strategy (Cooper & Schindler, 2003). 

The point of departure when analysing data will be the discussion of the research 

results with particular emphasis to the models of research, interviews, questionnaires, 

secondary data and literature review discussed alxive. The models utilised 

complement each other and have been used interchangeably in the collection of data 

The results will be critically discussed according to the models used and information 

that has been gathered through secondary sources will also be incorporated. 

8.2 CONTINGENCY MODEL OF DYNAMIC STRATEGIC FIT/MISFIT 

As discussed in the explanation of the model alxive, the model of strategic fit seeks to 

analyse whether there is a fit or misfit between environmental and organisational 

contingencies (Zajac, et al, 2000). These environmental and organisational 

contingencies have been identified at Eskom as follows: 

General environmental contingencies: Global competition and social delivery. The 

transformation of South Africa as a country has opened many opportunities for the 
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business. Globa1 power companies have been able to look for potential investments in 

South Africa and a1so Eskom has a challenge of competing globally. As an example 

EDF of France, a power company from France, was nosing in South Africa in the late 

1990s. 

Transfonnation at Eskom and in South African in general is inclusive of Social 

delivery to uplift the standard of the poor majority of South African citizens. This is 

one of the mandates a1located to Eskom by its major stakeholder, the government. 

Local environmental contingencies: At the local environment Eskom had to deaJ 

with the legacy left by the Apartheid government characterised by politics of 

suppression and economics of suppression. Eskom leadership was faced with a 

challenge of making staff unlearn the past behavio~ and nonns enforced by the 

previous government such as, "West is best, to West is just but one way, there are a1so 

North, South and F.ast to choose from" (Booysen, 2005:33). This situation presented 

a challenge for Eskom leadership to create strategies, which would embrace diversity. 

Organisational contingencies: These are factors within the organisation that are in 

continuous interaction with the environment. These include, input resources, 

throughput competencies, overall competence and current strategy. 

In tenns of input resources, Eskom had to gather resources for the development of 

previously disadvantaged and staff in general. According to Higgins (2005) resources 

means the extent to which an organisation has adequate resources to achieve its 

strategy. The most critical resources are staff, technology and money. Hedges for 
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foreign exchange can be regarded as another input resource from the government 

a1though it is no longer necessary. 

In order to see its projects to fruition the company needs a catalyst, which in this case, 

communication, technology and staff are the major catalysts with which to carry 

Eskom to the next level. Three out of seven participants in the interviews said the 

communication at Eskom is excellent, giving eight and nine out of ten. Three 

participants gave seven out of ten citing a room for improvement, not preparing 

people and not being too vocal. One participant said not more than five because 

communication is not as rigorous as it was when the vision was first communicated. 

These results can be interpreted as good for Eskom, however, some improvement is 

necessary if all change initiatives are to succeed. 

According to the first section of the questionnaire the majority of responses indicate 

that, verbal, written and electronic communication is utilised; the communication 

approach is usuaJly participative and consultative; management usually channels 

infonnation through senior managers, managers, team leaders and groups. It is 

infonnation that must be known and should be known that is nonna11y conveyed to 

general staff. The majority of questionnaire respondents also indicated that 

management style at Eskom could be characterised by sharing of ideas. According 

to Goodman and Truss (2004) an appropriate method of communication coupled with 

timing, content and media are important. Persuasive, active communication and 

sharing infonnation about change is important to generate readiness for change. 
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Goodman and Truss (2004:218) reflect on the work of Klein, (1996); Johnson and 

Scholes (2002) by arguing that, '"theories of communication make it clear that 

effective communication depends on the receiver hearing the message as intended by 

the sender, and the feedback loop enables both sender and receiver to check 

understanding ... the role of line managers and opinion leaders as lynchpins in the 

communieation chain has also been recognised." Eskom has carried ow most of these 

suggestions, however, some of the intended recipients either have stopped hearing the 

message or the message is no longer clear. These can be regarded as throughput 

competences (Zajac, et al, 2000). 

Eskom's overa.JI competence is being a major supplier of electticity in South Afriea at 

a lowest cost. Eskom competes on the basis of low cost strategy with its international 

counterparts (Ghemawat, 1999). Transfonnation from being a public enterprise into a 

public organisation having a share capital early in 2002 has led Eskom to become a 

profitable company. 

The current strategy at Eskom is focusing on their core business of electricity to 

maximize shareholder value in economic, social and environmental returns ... Keeping 

the lights burning" through optimal utiliz.ation and operation of their asset, resource 

and skills base. Ensuring the sustainability of the business through balanced financial, 

social and environmental decision making. Managing their assets and future capital 

investments to ensure adequate electricity supply to meet the needs of the South 

African electricity market. Making focused and viable investments elsewhere in 

Africa to further the aims ofNEPAD while creating the foundation for a continental 

business in the long tenn. 
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The organisational and environmental contingencies have been defined and the next 

stage is to verify whether the interaction between the environmental contingencies 

and organisational contingencies vary to such an extent that there is a desirability of 

strategic change. 

8.2.1 Desirability for strategic change 

8.2.1.1 General environment 

GlobaJ competition was never a serious challenge in the past, however, in the recent 

past Mr Kho?.a says, " ... the world has become a neighbourhood." Van Tonder 

(2004b) refers to volumes of information processed through information technology 

which can traverse the globe in seconds reaching multitude of audiences. Coupled 

with that challenge Eskom had to look in the transformation of South Africa as a 

country. With that came the chaJlenge of providing electricity to the majority of 

South Africans which was never the case before. 

Nkomo (2005a) reflects on the research conducted by Kriek and Nkomo whereby the 

drivers of change in South Africa have been discovered to be the new dispensation 

and sociaJ transformation and globalisation amongst others. Most participants in the 

research believe that Eskom was proactive in doing this because Eskom started 

exploring that possibility prior 1994. This was a good business opportunity which 

Eskom identified as one participant indicated. Had Eskom failed to identify the 

opportunity other power companies in the world would have and Eskom had to be 
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proactive. Therefore, a maJor change was desired to align changing general 

environmental conditions with organizational contingencies. 

8.2.t.2 Local environment 

Eskom aimed at being a globa] player, major supplier of electricity in Southern Africa 

and developing disadvantaged employees to create a diverse workforce at all levels. 

Interview participants indicated that Eskom has achieved its strategic intent also 

indicating that it is a process. Eskom \V8S also aiming at reducing barriers to entry in 

order to allow black empowennent partnerships. A goal to forgo 20 to 30 percent of 

current capacity to would be competitor was identified but never achieved because of 

high barriers to entry. In order for Eskom to achieve all the goals mentioned above 

there was a need to align its strategy to the local environment, rid the company of 

legacies of politics and economics of suppression. The impact of environment cannot 

be viewed in isolation from the organisational contingencies because of their 

continuous interaction. 

8.2.I.3 Organisational contingencies 

As discussed above the organisational contingencies have fow pillars which are in 

constant interaction with the environment. In order to be a global player and deliver 

to the vast majority of the South African population, the development of the 

previously disadvantaged and employees in general became necessary in order to 

increase the human capacity and remove barriers associated with politics and 

economics of suppression. Government had to stop putting in hedges for foreign 
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exchange, as capital did not seem to be a major challenge. Therefore there was a need 

to change focus on input resources in order to achieve the set goa1s. Most participants 

believe that the skills development and employment equity helped to enhance an 

initiative that did exist. 

There has to be a vehicle in which the input resources are converted into the final 

product. A variation between the methods that existed and the required methods was 

identified. In order to meet the cha1lenges above there was a need to revise 

communication methodology in a drive to Africanise it and to make use of advancing 

technology through empowered staff. 

In order for Eskom to achieve its overall competency that it has today, Eskom 

identified a need to align all the contingencies mentioned above. This need was 

identified despite criticisms as mentioned by one of the respondents tha~ there was a 

belief among some people especially, technocrats and engineers that enforcing 

affirmative action and Black Economic Empowerment would only compromise the 

quality of products. 

In order to achieve the current strategy Eskom identified a need to a1ign its business 

processes with environmental contingencies. Working towards the core strategy 

needed breaking down stereotypes entrenched by politics and economics of 

suppression in order to compete globally and meet socia1 demands was key. The 

interaction between the environmental contingencies and the organisational 

contingencies presented a need for strategic change. The following section focuses on 

the actua1 change that has taken place. 
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8.2.2 Actual strategic change 

8.2.2.lGeneral Environment 

It is good to identify a need for change or new strategy. This does not add any value 

if the need is not followed through. A major change took place in terms of penetrating 

the Southern African Region and being the sole supplier of electricity at a lowest cost 

in the African region and creation of a diverse workforce through the development of 

previously disadvantaged. 

Formation of a Section 21 company, Eskom Development Foundation that 

incorporates social investment initiatives of Eskom, which commenced operations in 

1998, was one of the achievements of these identified needs. Eskom contributes I% 

of it profits to this company for purposes of social investments. 

Eskom electrified 3.2 million homes by 2005 from 600.000 in 1994 in its strategy of 

social delivery and supply of electricity to the majority of the country. 

8.2.2.2 Local environment 

At the local environment level Eskom has liberated many South Africans by 

supplying them with electricity which they did not have prior to South African 

transformation. The company changed internally by adhering to employment equity, 

skills development and Black Economic Empowerment practices during 

transformation of South Africa as a country. Eskom has created a diverse workforce 

at all levels and has utilized communication and technology to actualise its goals. 
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So far Eskom has not managed to reduce barriers to entry to allow partnerships with 

emerging JX)Wer companies as projected. One participant explained that, that is due to 

the capital needed to start the business associated with low returns. 

8.2.2.3 Organisational contingencies 

Input resources: Eskom has made strides in terms of developing the previously 

disadvantaged. In terms of gender equity representation, women in management grew 

from 5% prior 1994 to 29% and 23% at all levels by 2005. Representation of 

previously disadvantaged in terms of race at Eskom has grown to 69% at all levels 

and 57,9% at managerial levels. Eskom has been so profitable that Government need 

not put in any hedges for foreign exchange. A sample of genera] staff has confirmed 

these claims. 

Throughput competencies: Leadership at Eskom has revised the communication 

methodology through Imbizo, meaning a meeting with leadership and management 

and staff in general with an aim of exchanging ideas and obtaining feedback. 

Feedback from the first section of the questionnaires bears testimony to this claim. It 

is also an indication of Eskom's trying to narrow the gap between saying and doing 

(Anderson, 2002). Most of the participants such as company magazines and electronic 

communication is optimally utilised although few participants do not agree with this 

claim. 

Overall competence: Eskom has managed to be a low cost electricity supplier 

globally. Transformation from being a parastatal to being a profitable company has 
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allowed Eskom to plough back the profits into development of its staff by placing 

high priority into education and training of staff in order to enable them to build the 

organization. "Eskom's people have built the organisation" (Eskom Annual report, 

2005:38). 

Current strategy: Economics and politics of suppression have been replaced by 

empowennent of staff through training and development to meet the goals of the 

organization as prescribed in the strategic intent. Eskom delivers electricity to 

millions of poor people in South Africa because of its low cost strategy. A variation 

between the desirable strategic change and the actual strategic change detennines 

whether Dynamic Strategic fit or misfit has been achieved. 

8.2.3 Dynamic strategic fit or misfit 

The dynamic strategic fit or misfit cannot be measured without establishing the cause 

of a desirable change. 

8.2.3.1 Cause for strategic change 

Although Eskom seems to have changed willingly, there was a tension between the 

environment and the organizational contingencies which resulted into a need for 

change. Eskom could sense a potential change in South Africa in terms of politics 

and had its strategy in place and was marking time. If Eskom was not constrained by 

the environment or did not take its tune from the environment the strategy that some 

of the participants c1aim was in place in the late eighties would have been 

implemented long before 1994. These strategies were implemented from 1991 which 
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is a good indication of the fact that there was a good inclination towards 

transfonnation of the country. As most participants indicated, Eskom's early change 

was enhanced by the introduction of labow laws and the implementation became 

smoother. The unburning of the liberation movements and the release of the fonner 

President Nelson Rholihlahla Mandela from jail in 1990 bears testimony to the 

statement above. A credit can only go to Eskom leaders because they responded 

earlier to the transfonnation of the country than most South African companies. 

8.2.3.2 Variation between strategic desirability of strategic change and actual 

strategic change 

The variation between the two detennines whether there is a dynamic strategic fit or 

misfit. In tenns of the general environment, Eskom has managed to match the 

desirable change to the actual change. Eskom has managed to fonn partnerships in 

the SADC region, namely being a member of the Southern African Power Pool, being 

an active participant in the union of Producers, Transmitters, and distributors of 

Electric Power in Africa. Therefore, Eskom is an active participant in Africa and 

offers energy related services in first world countries and that is testimony to the 

achievement of Eskom's strategic intent. Eskom has not managed to forgo 20% to 

30% to a would-be emerging empowennent company as envisaged. That has been 

justified by one of the participants who mentioned a huge capital involved in setting 

up the business and low returns. 

Most participants said Eskom's communication has changed for the better while some 

believe there is still a room for improvement. The latter helps the company against 
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complacency. Some participants find technology a barrier to ways of doing business 

in particular, Aravia.con. However, communication has been found to be the best tool 

in resolving Eskom's problems. There is also a match between the overall 

competence and current strategy of the organisation. 

8.2.4 Organisational performance 

The proposition that the researcher must prove is whether Eskom the change that has 

taken place at Eskom has resulted in a performance benefit. This stage can be equated 

with the strategic control stage, which detennines the success or failure of a strategy. 

A strategy has to be controlled by continuous monitoring of new developments, 

evaluating performance and initiating corrective adjusbnents. This can be done 

through budgets and performance indicators for both employees and the company 

(Thompson & Strickland, 2003). 

Most participants in the interview indicated that consolidation does happen and one 

participant said not enough consolidation was done. They did indicate that for every 

project there is a business case, which is approved by a committee and continuous 

audits are carried out during implementation and after finalisation to check the 

effectiveness of projects. 

March 2005 is regarded as the best in the financial position of Eskom. The balance 

sheet as at 31 March 2005 reflect a debt equity ratio of 0.18 (2003 - 0.30), making 

Eskom virtually debt free. The current assets are R31 747m and current liabilities are 
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R 21 799m and this is a healthy situation for a company. In 2000 it was a different 

case because the current assets were R12 050m and current liabilities were R14 505m. 

The profit has been rising in the past five years. Cash flow has a1so been good. The 

years that have reported less cash flow namely 2001 and 2003 show big investments 

and financing activities, which pay off the following year. It is also not good to have 

an abundance of cash flow. It must be invested otherwise it might end up being spent 

on non-important expenditure. Profit has been rising throughout the years. Refer to 

Annexures B, C D and E in appendices. 

Eskom has exceeded it targets on Black Economic Empowerment, Employment 

Equity and has realised its strategic intent. An organisation's performance cannot 

only be judged on financial performance only. All the goals that the company sets are 

important. 

8.3 ANALYSIS OF ALIGNMENT AT ESKOM ACCORDING THE EIGHT'S' 

MODEL 

The contingency model discussed above focuses on the interaction between the 

environment of the organisation with the organisation and the actualisation of fit 

between the two. The eight 'S' models on the other hand focuses on the analysis of 

alignment of key organisational factors with strategy (Higgins, 2005). This model 

has been explained above and table B has a summary of the analysis of alignment 

according to the eight 'S' model at Eskom. The following discussion focuses on the 

application and analysis of alignment of Eskom's organisational factors including 

change to strategy. 
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8.3.1 Strategy and Purposes 

A5 discussed above the components of the strategy are applied. 

8.3.1.I Vision 

The vision ofEskom is to provide the world's lowest cost electricity for South Africa, 

and by extension Southern Africa and by further extension Africa, for economic 

development and delivery of high quality of service. This vision is in line with 

strategic intent, a "big, hairy audacious goal, or BHAG, that is relentlessly pursued by 

the leaders of an organisation (Thompson & Strickland, 2003). 

8.3.1.2 Mission 

The mission of Eskom is to provide the world's lowest cost electricity to all in the 

most cost efficient manner. This mission has since been revised and the new mission 

reflected in 2005 Annual report states that, Eskom will grow shareholder value by 

exceeding the needs of loca1 and foreign customers with energy-related services. This 

mission is also in line with the strategic intent because the previous one restricted 

Eskom to the world's lowest cost electricity only, while Eskom also provides services 

such as engineering services associated with energy to other countries including first 

world countries in the world. Strategy cannot be complete without Porter's five 

forces of industry analysis as discussed above. 



16 I 

8.3.1.3 Porter's five forces 

Industry competitors: A company should be able to identify the industry competitors. 

There are twenty largest power companies in the world. Eskom is ranked nwnber 

eleven in the world for generating capacity and number seven by generation sa.Jes. 

Refer to annexure H for top power companies in the world and the position of Eskom. 

The following three are important because they posed a threat to Eskom, as they were 

nosing-in after 1994. 

Duke Power, 

Enron and 

EDF of France 

New entrants: Eskom has high barriers to entry. One participant indicated that it 

takes billions of rands to be in the business of energy generation and returns are very 

slow, therefore, it is not easy for Black Economic Empowerment companies to 

penetrate the company. Eskom has failed to forgo 20% to 30% of current capacity and 

make it available to any would be competitor although that was one of the goals. This 

is a convenient failure on the part of Eskom because Eskom needs to survive and 

creating competition for themselves is not a top priority. 

The relative threat of substitutes: Substitutes are not a threat at the moment because 

Eskom also produces some of the substitutes such as solar energy. Eskom is also 

experimenting with producing electricity through wind, biomass gasification 

technology, ocean energy, fuel cell, nuclear energy by establishing a safe Pebble Bed 

Modular Reactor. All interview participants indicated the lack of threat of substitutes. 



The bargaining power of buyers: Eskom is a monopoly in South Africa and all 

South Africans who use electricity use Eskom; therefore, buyers do not have any 

bargaining power, as they cannot be in a position to determine price. 
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Bargaining power of suppliers: Coal suppliers and suppliers of other required 

material and related needs exist. Suppliers do not have a bargaining power because 

Eskom has a lot of suppliers that it utilises. 70% of those suppliers are Black 

Economic Empowerment suppliers and Black Economic Empowerment targets have 

been exceeded over the years. Labour naturally has a bargaining power but because of 

continuous engagement the power is seldom used negatively. 

Compliments from the value net: There is no evidence of co-operative partnerships 

with producers of electric appliances and oodies that indirectly promote the utilisation 

of electricity. However, a relationship does exist in that producers of appliances are 

persuaded from time to time to convert to electricity because of its convenience and 

low cost as indicated by one participant as indicated by one participant. Most 

participants were not aware of any co-operative alliances. This is the case because 

Eskom is not under any pressure to form these alliances, as it is a monopoly. 

Mapping the business landscape: Role players are customers such as industrial, 

mining, commercial, agricultural, redistribution, residential customers locally and 

international customers in Southern Africa. Labour and shareholders such as 

government are role players at Eskom. Eskom formed partnerships with IT companies 

such as Dene), Dalavia of Transnet and Dimension Data to form Aravia.con. Eskom 



163 

has identified business opportunities in Africa and g]obally in its efforts to actualise 

its strategic intent. Eskom provides electricity in Africa and electricity related 

services Globally. Eskom generates, transmits and distribute electricity to consumers 

directly or through municipalities. 

Triggers of change: Triggers of change at Eskom have been discovered to be 

globalisation bee.a.use Eskom has a ranking among the energy generation companies 

of the world as indicated in Table A, Politics have been a trigger for change at Eskom 

bee.a.use of change in government and new legislation. Through technology the world 

has become a neighbourhood and Eskom cannot afford to be complacent in this 

regard. By uplifting the poor in tenns of giving them affordable electricity, Eskom is 

contributing to the growth of the economy of the country. 

8.3.1.4 SWOT analysis 

Strengths 

South Africa's sole supplier of electricity 

Highest barrier to entry by new entrants 

Involvement of the entire management structure on strategic matters 

Employment equity progress 

Skills development progress through training and development 

Fonnation of strategic partnerships with Denet, Transnet and Dimension data to 

create an infonnation technology competence. 

Fonnation of strategic partnerships African countries and NEPAD. 
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Weaknesses 

Not being able to reduce barriers to entry to support emerging black 

empowerment companies. Lack of a local competitor might create complacency 

in the long run. 

Opportunities 

To forgo 20 to 30 percent of current capacity where generation is concerned in 

order to stay competitive 

Creation of opportunities for black companies through Black Economic 

Eml,X)werment 

Potential to become a continental player and a global player 

Potential for the formation of more partnerships in Africa. 

Threats 

Threats are found in the global environment namely players such as Duke Power, 

Enron and EDF of France who once considered doing business in South Africa 
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8.3.2 Structure 

8.3.2.1 Types of jobs 

The types of jobs required by Eskom range from technicaJ, engineering, financiaJ, 

mW1ageriaJ, professional to administrative jobs all the types of jobs exist. However, 

from the interviews there were mixed views about the availability of people that meet 

the criteria becall5e of continuous poaching of Eskom employees by other companies. 

8.3.2.2 Structure of Eskom 

Structure of Eskom is neither centralised nor decentralised. Corporate head office is 

responsible for leading the organisation showing direction and formulation master 

policies. Divisions are fairly autonomous as reflected in annexure I has reference. 

Most interview participWlts also indicated that Eskom is not centralised although there 

is a head office, divisions customise their policies according to the particular needs of 

the division. 

8.3.2.3 Grouping of the jobs into departments 

Jobs are not grouped into departments instead departments dictate which jobs they 

require. A division like generation will require jobs ranging from hwnan resources, to 

engineers Wld technical expertise. 
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8.3.2.4 Manager's span of control 

Manager's span of control varies at Eskom, depending on the complexity of the area. 

One senior manager for an example has seven people reporting to her while a 

manager in information management has twenty-five people reporting to him. 

8.3.2.S Mechanisms of co-ordination 

Managers are guided by policies and procedures which the company has in place. 

Eskom has an information overload in that it has about five thousand policies which 

are applicable to all employees. These policies are situated at the corporate head 

office and divisions develop their own policies which are aligned to the goals of the 

organisation and master policies at head office and customised to the operations of the 

division. Although one participant indicated that few policies are adhered to strictly, 

audits applicable to some areas are done. 

8.3.3 Systems and processes 

Systems and processes should be aligned to the goals of the organisation and below is 

a discussion of the manner in which Eskom's systems and processes are aligned. 

8.3.3.1 Strategic planning systems 

The strategy planning at Eskom involves all the stakeholders. It is top down and vice 

versa. Leadership at corporate head office visit divisions on a regular basis to discuss 
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with managers and staff any potential change and to gather feedback, which they 

incorporate, into the final strategy. 

8.3.3.2 Performance management systems 

The system is objective, clear and automated according to the participants 

interviewed. It was also agreed with the union. The performance management 

systems support the goals of the organisation because they are in line with the 

organisation's goals. 

8.3.3.3 Information technology systems 

Eskom has formed Eskom enterprises, which includes information technology and 

telecommunications and engineering consulting activities. This is in line with the 

strategic intent of providing energy related services of global stature. 

8.3.4 Style of leadership and management 

In order to be able to ana1yse the style of leadership at Eskom this 'S' has been 

relevant theory from other models has been incorporated as reflected below. The 

leadership roles of Smith and Carstens (2003) have been incorporated in the 

discussion below. 
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8.3.4.1 Initiator 

Change at Eskom was planned for a ten year period and reasons for change were 

explained thoroughly to all involved. The change was a type O change in that it 

incorporated the feelings of the people and was not completely radical, hence no sense 

of urgency was created instead a need for change was communicated and emphasised. 

The majority of participants including general staff believe that change was well 

communicated, rating communication between seven and nine out of ten and some 

cited a room for improvement. The room for improvement cited by some will help to 

guide the company against complacency. 

Top two hundred managers from all regions served as a powerful guiding coalition. 

All stakeholders, labour and entire management structure were involved. Written 

strategic intent was circulated to the top two hundred managers. Leadership visited 

the divisions to communicate and explain strategy and gather feedback on strategy. 

Hence one responded ranked communication at Eskom not more than five out of ten 

because he says when the change started, communication was rigorous and now it has 

decreased in magnitude. 

There was minimal resistance because stakeholders were engaged and there is 

transparency and ongoing communication through group-wise e-mail, company 

magazines and ongoing communication with leadership. 
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8.3.4.2 Shaper 

Target of 18 to 20% women in management structure was set to overcome an obstacle 

of structure. The target was exceeded because the annual report of 2005 shows 29% 

of women in management positions. Responses from questionnaires bear testimony to 

this claim as nineteen out of twenty five respondents agreed that managers support the 

development of female employees into senior positions. Supervisors were held 

accountable for the training and development of females to executive management 

through performance appraisals. Resistors were engaged at every turn. Most 

interview respondents agreed that short-term wins are celebrated at Eskom through 

bonuses awarded to employees on achievement of set company goals. This response 

has the support of nineteen out of twenty five questionnaire respondents. However, in 

terms of the celebration of departmental goals only fourteen out of twenty respondents 

agreed. Departments need to take ownership of the strategy implementation because 

an organisation is as good as the department of the employee. There is ongoing 

communication through company magazines, electronic communication, verbal and 

memorandums. 

8.3.4.3 Monitor 

All change initiatives are consolidated and audited before any new initiatives are 

implemented. Most interview participants indicated that consolidation does take 

place at Eskom and is supported by the submission of a business case for each 

initiative, which is subject to approval by a relevant committee. Successful initiatives 

are monitored through ongoing audits. 
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8.3.4.4 Assessor 

Change outcomes are measured on an ongoing basis through audits. A business case 

for each project and is audited before and after change. 

8.3.5 Staff 

Staff is very important at Eskom. In the 2005 annul report Mr Khoza says, .. Eskom 

people have built the organisation." Eskom Leadership strived to make Eskom the 

best company to work for, and that had to be met in the context of full commitment to 

employment diversity and employment equity, in particular. 

8.3.5.1 Number of total staff 

Eskom has a total staff complement of about 29 845 including all its divisions. This 

is indicative of thousands of policies that the company creates. 

8.3.5.2 Types of individuals 

Eskom values integrity, excellence, customer satisfaction and innovation and hence 

the maintenance of the flow of graduates into the organisation. 

8.3.5.3 Types of skills 

Eskom has managed to attract competencies it requires, however, due to the ongoing 

training it provides people are poached and the actual competencies needed might not 
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be available all the time. This is due to the time it takes to fill the position and the 

time it takes for individuals to beat the learning curve. There were mixed reactions 

from the interview respondents in this part, some indicated yes and some indicated the 

poaching of staff by other companies as a barrier in achieving this goal. 

8.3.5.4 Personal transition 

This is the manner in which employees view change. "Employees who could not 

accept change and could not go beyond the stage of anxiety have left the company a 

long time ago." This was a view of one interview respondent. Most participants did 

indicate that there was some resistance but management dealt with it through 

negotiations and was settled. Goodman and Truss (2004:219) reflects on the work of 

Kitchen and Daly (2002) where it is argued that three types of infonnation affects 

employees during change namely, '' what employees must know, including job 

specific information; second, what employees should know, including desirable 

information aOOut the organisation and, finaJly, what employees could know, 

including relatively unimportant office gossip." The questionnaire response indicates 

that Eskom needs to improve on information that could be known to prevent 

resistance and minimise uncertainty. Only seven respondents out of twenty five 

indicated that Eskom provides infonnation that could be known. 

8.3.6 Resources 

These are the resources that the company needs to achieve its goaJs. These include 

technology, money and staff. 
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8.3.6.1 Technology 

Eskom IT, Ariel Technologies, Dalavia merged to form a competitive IT company 

known as Aravia.con. Although Mr Khoza seems to praise Aravia.con, staff has 

mixed experiences about it. Some believe it does not affect them, some believe it is 

hampering the business and some believe it has contributed to the achievement of the 

organisational goals. 

8.3.6.2 Money 

Eskom was profitable from day one, which means it does have the ability to carry out 

its initiatives. The balance sheet as at 31 march 2005 reflects a debt/equity ratio of 

0.18(2003 --0.30) making Eskom virtually debt free. Annexure B has reference in 

appendices. 

8.3.6.3 Staff 

There were mixed responses from the participants with regard the availability in the 

company of staff in the following fields: 

Research and development: One participant said the technical staff also do research 

and development. This contradicts the project management principles because 

researchers should be independent and only focus on research. 
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Software part of technology: One participant indicated that staff is outsourced in this 

field. There were mixed responses in this pan as there are mixed responses with 

Aravia.con. 

Knowledge management: Mr Khoza remarks that., '"one of the greater challenges in 

this regard was gaining the ability to discard the industrial mindset and to operate in 

the information age. This required a great deaJ of investments in creating knowledge 

workers." This challenge was achieved through training and changing business 

processes and systems. 

Organisational learning: Eskom has put in place a Vision E-leaming to train its 

leaders. Put differently one would say there is an Eskom college located at corporate 

head office with competent facilitators. However, sixteen out of twenty five 

questionnaire respondents agreed that., Eskom leadership encourages the development 

of all its employees. Although it is the majority there is some room for improvement 

in terms of greater awareness of staff on this matter. Therefore, Eskom has enough 

staff on organisational learning. 

8.3.7 Shared values or organisational culture 

8.3.7.1 Obsenrahle artdacts 

The researcher has established that Eskom continues to support small, medium and 

micro enterprises and large black businesses for the supply of goods and services 

thereby contributing to Black Economic Empowerment (BEE). Expenditure on BEE 
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has grown from R201m a year in 1997 to more that RIObn in 2005. Eskom has 

exceeded targets on employment equity and has Vision E learning to develop its 

leaders. Most interview respondents indicated that there is an overload of human 

resources policies and procedures and they are adherence is checked through 

continuous audits. 

8.3.7.2 Values 

The values of integrity, caring and sharing are held in high esteem by leadership. 

8.3.7.3 Underlying assumptions 

These are inconsistencies between what is observed and the feelings of employees. 

There were inconsistencies with regard to the Aravia.con. Some participants believed 

that the programme hampered their business processes and others believed that it 

worked well. Some participants believe that the level of communication has 

decreased since the recognition of the vision by staff while Mr Khoza claims to have 

engaged staff at all levels. 

8.3.7.4 Culture type 

Eskom leadership values: Integrity, Excellence, Customer Satisfaction and 

Innovation. These are complimented by promotion of employee participation that has 

been supported by the questionnaire. Eighty percent of responses from general staff 

agrees and strongly agree that management encourages participation of staff and is 

caring and compassionate while a few believe that communication is coercive at 

Eskom. 
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83.8 Organisational performance 

The proposition that the researcher must prove is whether the change that has taken 

place at Eskom has resulted in a performance benefit. This stage can be equated with 

the strategic control stage which determines the success or failure of a strategy. A 

strategy has to be controlled by continuous monitoring of new developments, 

evaluating performance and initiating corrective adjustments. This can be done 

through budgets and performance indicators for both employees and the company 

(Thompson & Slrickland, 2003). 

Most participants in the interview indicated that consolidation does happen and one 

participant said not enough consolidation was done. They did indicate that for every 

project there is a business case, which is approved by a committee, and continuous 

audits are carried out during implementation and after finalisation to check the 

effectiveness of projects. Refer to Table C in appendices. 

March 200S is regarded as the best in the financial position of Eskom. The balance 

sheet as at 31 March 2005 reflect a debt equity ratio of 0.18 (2003 - 0.30), making 

Eskom virtually debt free. The current assets are RJ l 747m and current liabilities arc 

R 21 799 and this is a healthy situation for a company. In 2000 it was a different case 

because the current assets were R12 0S0m and current liabilities were R14 S0Sm. The 

profit has been rising in the past five years. Cash flow has also been good. The years 

that have reported less cash flow namely 2001 and 2003 show big investments and 

financing activities which pay off the following year. It is also not good to have an 
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abundance of cash flow. It must be invested otherwise it might end up being spent on 

non•impon:ant expenditure. Profit has been rising throughout the years. 

Eskom has exceeded it targets on Black Economic Empowennent, Employment 

Equity and has realised its strategic intent. The company's perfom1ance cannot onJy 

be judged on financiaJ perfonnance only. All the goals that the company sets are 

important. 

8.3.8.1 Financial performance 

i. Cash Flow Statements 

By March 2005 Eskom had R9 96 l m in net increase in cash and cash equivalents. 

There were big invesbnents made in 2003 which resulted in negative cash flows but in 

that year and a positive cash flow in 2005. Refer to Annexure E in appendices. 

ii. Balance sheet 

In 2000, current liabilities exceeded current assets but over the years that has been 

gradually improving. In 2005 the current assets far exceeds the current liabilities and 

the latter trend has been consistent in non-current liabilities. Refer to Annexure C in 

appendices. 

iii. Income statement 

Profit has been showing a gradual increase since 2000. Refer to Annexure D. 
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8.3.8.2 Strategic performance 

The strategic intent has been realised although there is still a room for improvement as 

Eskom is aiming to dominate the African region. Eskom has far exceeded 

employment equity and Black Economic Empowennent targets. Refer to Annexure F 

and J in appendices. The Vision £-learning supports their skills development. Social 

investment has been achieved through the Eskom Development foundation, a section 

21 company. The challenge facing Eskom is to forgo some capacity to a Skills 

Development company. Eskom does not have any co-operative alliances in South 

Africa due to it being a monopoly without any threats for substitutes. 

8.4 CONCLUSION 

The researcher explored the extent to which South African Leaders a1ign change 

management efforts to corporate strategy. The organisation that has been used is 

Eskom. The researcher made use of two models to prove the propositions. The first 

proposition was to establish whether the tension between the environment and the 

organisational contingencies has led to a need for change. In order to prove this 

proposition the researcher explored secondary and primary data and supplemented 

infonnation received by questionnaires and inteiviews. The researcher concluded that 

although participants seem to think that Eskom changed willingly, a tension did exist 

between the environment and the organisational contingencies, which resulted into a 

need for change. Eskom could sense a potential change in South Africa in tenns of 

politics and had its strategy in place and was marking time. This is indicative of the 
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time in which Eskom started implementing change as per infonnation received from 

the participants, primary and secondary data. 

The researcher also analysed whether the match between desirable strategic change 

and actuaJ strategic change is associated with dynamic strategic fit or misfit. There 

was a variation in the local environment between the desirable change and actual 

change. This is as a result of failure to reduce barriers to entry. There was also a 

variation in tenns of the manner in which participants experienced the effects of 

Ara.via.con. It was not seen as contributing much to the goals of the organisation as 

claimed by Mr Khoz.a. Communication was rated fairly good, however, mention was 

made of less preparation of staff for change or not communicating enough. Most of 

the goals have been achieved as indicted in the strategic and financiaJ perfonnance of 

the organisation section above. Most activities were aligned to the desired strategic 

change and therefore created an alignment between the desirable and actual change 

that took place. 

The researcher has analysed whether Eskom changed as required by the tension 

between the environmental and organizational contingencies and as required by its 

market forces, whether that fit/misfit which resulted from the match between the 

actual and desired change has resulted in an overaJI perfonnance benefit. The match 

between change and corporate strategy reflected in the dynamic strategic fit is 

expected to be positively associated with good organizational perfonnance. The 

organisation has met most of its goals and most of its "S"s are aligned hence the 

indication of a good strategic and financial performance above. If there was no 

alignment or the alignment went terribly wrong, the financial performance would bear 
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negative testimony. If communication was seriously bad most of the goals that have 

been achieved would not have been achieved. Therefore, the researcher can conclude 

that most of the goals have been achieved and resulted in alignment of change to 

strategy although there is still a room for improvement in tenns of variations 

mentioned above. 

Some of the challenges experienced were the unavailability of target participants due 

to their busy schedules. Slow questionnaire responses also posed a challenge. A third 

challenge was to have to rely on nominated staff to distribute questionnaires to 

respondents because of a lack of access to the e-mail lists of staff members of Eskom 

considering that it was not the organisation for which the researcher works. The 

researcher followed up on several occasions with the nominated staff. The 

participants to the research arc considered to have relevant experiences to change at 

Eskom. Due to the constraints mentioned above, the researcher had to exercise 

flexibility in order to be able to conduct the research as explained in the section of 

limitations. 

8.5 RECOMMENDATIONS 

Recommendations are stated in bullet point form for sake of clarity and ease of 

understanding. 

Eskom should strive to achieve all its set goals. Reducing barriers to entry by 

encouraging emerging power companies will create some competition and 

help to prevent complacency. However, this should not be a top priority as 

being a monopoly works best for Eskom at the moment. 
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A survey on the Aravia.con effects on Senior Managers and staff in general 

should be conducted or education of staff about the value that Ara.via.con adds 

to their day-to-day experiences is necessary. There is either a lack of 

understanding on what Ara.via.con provides or whether it is really hampering 

the business. This may also be as a result of a lack of communication. 

Communication was rated fairly good however, mention was made of less 

preparation of the staff for change or not communicating much. Leadership 

must find means to prepare staff on any change lest it be seen as coercive. 

Leadership training for managers that Eskom has embarked on is supported. 

However, training should aJso concentrate on line managers because aJthough 

achievement of goals is celebrated by the organisation few questionnaire 

participants see this happening in departments. An organisation is as good or 

bad as the department in which an employee finds herself or himself. 

Leadership should focus on taJent retention strategies. Employees are not 

motivated by compensation only to stay in organisations. Ensuring that 

departmentaJ managers make life interesting and challenging by celebrating 

each little success might help to reduce employee turnover. 

Infonnation that could be known can be detrimentaJ in terms of creating 

negative perceptions, which ultimately lead to poor performance. Leadership 

should always strive to create an environment for ongoing communication. 

There should be continuous communication before, during and after the 
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change initiative in order to obtain ongoing feedback from employees about 

their experiences and feelings. 

Although Eskom does not seem to be a centralised organisation, its culture is 

characterised by several policies and procedures which apply to every single 

employee at Eskom. One interview participant even said there is an 

information overload. Leadership should attempt to look at these policies and 

streamline them according to business need and guard against a lit of policies 

which apply to no one, because employees should be aware of all these 

policies and consequences thereof in order for management to be able to 

adhere to them. 
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d"• to variation between or misfit performance 

organizational ond 
environmental chanRe 

General environment A major change was desired to A major change took place in Although Eskom seems The researcher has ana1ysed 

Global competition and align changing environmental tenns of penetrating the Southern to have changed whether Eskom changed es 
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Fonnetion of • Section 21 sense a potential change and desired change, hos 
company, Eskom Development in South Africa in tenns resulted in an overall 
Foundetion which incorporates of politics and had it perfonnance benefit. 
social investment initiatives of strategy in place and 
Eskom which commenced was lying low waiting 
operations in 1998. for the right time. 

Electrification of 3.2 million In th, general 
homes by 2005 from 600.000 in environment, there is a 
1994. match between 
Eskom is • global player by desirable change and 
through striving to actualize its actual change. 
strategic intent of being the pre-
eminent African energy and related 
services business, of o!obel stature. 

Local environment Eskom aimed et being a global Sole supplier of electricity to the The researcher also 
player, major supplier of electricity poor who did not have it prior 10 analysed whether 1he 

Politics of suppression in Southern Africa and developing South African transfonnetion. The match between 
Economics of suppression disadvantaged employees to create company changed internally by desirable strategic 

a diverse workforce Bl all levels. adhering to employment equity, change and actual 
skills development and BEE strategic change is 

Eskom was also aiminiz nt reducin° nractices durin° transfonnation of associated with 
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barriers to entry in order to allow South Africa as a country. Eskom dynamic strategic fit or 
black empowennent. A need to has created a diverse workforce at misfit. 
forgo 20 to 30 percent of current oil levels end hos effectively 
capacity to would be competitor utilized communication end There was e varietion in 
was identified. technology to actualize its goals. the local environment 

between the desirable 
So fer Eskom has not managed to change and actual 
reduce barriers to entry to allow change. This is as a 
partnerships with emerging power result of failure to 
comnanies as nroiected. reduce barriers to en--·. 

INTERACTION BETWEEN ORGANISATIONAL AND ENVIRONMENTAL CO1''TIGENCIES 

ORGANISATIONAL 
CONTINGENCIES 
Input resoun:es 
Development of previously In order to be a global player, Eskom has managed to develop the The researcher will The match between change 
disadvnntaged and staff in Eskom should deliver to the vast previously disadvantaged. In analyse whether Eskom and corporate strategy 
general. majority ofthe South African terms of gender equity changed to achieve reflected in the dynamic 
Capital to carry out projects. population. Development ofthe representation of women ;n organizational fit as a strategic fit is expected to be 
Hedges for foreign exchange. previously disadvantaged and management grew from 5% prior result of a tension positively associated with 

employees in general became 1994 to 29% and 23% at all levels between environment good organizational 
necessary in order to increase the by 2005. Representation of and organizational perfonnance. 
human capacity and remove previously disadvantaged in tenns contingencies or 
barriers associated with politics of race at Eskom has grown to willingly. 
and economics of suppression. 69% at all levels and 57 ,9% at 
Government need not put in any managerial levels. Eskom hos In terms of input 
hedges for foreign exchange as been so profitable that Government resources Eskom has 
capital did not seem to be a major need not put in any hedges for achieved a match 
challenge. foreign exchange, between lhe desirable 

change and actual 
change. 

Leadership at Eskom has revised The majority of 
Throughput competencies the communication methodology participants said 
Communication In order to meet lhe challenges through imbim, meaning • Eskom's 
Technology above there was a need to revise meeting wilh leadership, communication has 
Stoff communication methodology in a management and staff in general changed for lhe bener 

drive to Africanise it and to make with an aim of exchang ino: ideas althoUnh lhere are a 



Overall competence 
The ability to develop and manage 
the entire extended electricity 
value chain so as to deliver high 
quality, low cost electricity using 
low grade and scarce resources 
such as coal and water in e 
challenging business, social, 
natural and political environment. 
Transformation from being e 
parastetal to profitable company. 

Current strategy 
Focusing on our core business of 
electricity to maximize 
shareholder value in economic, 
social and environmental retums. 
"Keeping the lights buming" 
through optimal utilization and 
operation of our asset, resource 
and skills base. Ensuring the 
sustainability ofthe business 
through balanced financial, social 
and environmental decision 
making. Managing our assets and 
future capital investments to 
ensure adequate electricity supply 
to meet the needs of the South 
African electricity market. 

use of advancing technology. 

In order to susutin the overall 
competence there is a need to align 
all the contingencies mentioned 
above, 

There is a need to align the con: 
strategy with the environmental 
contingencies. Persuading the con: 
strategy which needs breaking 
down stereotypes entrenched by 
politics wid economics of 
suppression in order to compete 
globally and meet social demwids. 

and obtaining 
Magazines and 
communication is 

feedback. few leaders who believe 
electronic then: is a room for 
optimally improvement 

utilized. 

Eskom has managed to be a low 
cost electricity supplier globally. 
Transfonnation from being a 
parastatal to being a profitable 
company has allowed Eskom to 
plough back the profits into 
development of its staff by placing 
high priority into education and 
training of staff in order to enable 
them to build the organization. 
Reuel Khoza says, "Eskom's 
people have built the orgainsation" 
(Annual report 2005). 

Economics and politics of 
suppn:ssion have been replaced by 
empowennent of staff through 
training and development to meet 
the goals of the organization and 
strategic intent. 

Then: is a match 
between the desirable 
change and actual 
change. 

3 
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Structure I I I 

Types or jobs Authority to do those jobs Grouping or the jobs Into departments Manager's span of control Mechanisms or co-ordination 
. Snurturc of Eskom is . Jobs arc not grouped into departments . Manager's span of control . Managers arc guided by 

. The types of neither centre.lised nor instead dcpanments dictate which jobs varies at Eskom, depending policies and procedures which 
jobs required decentralised. they require. A division like on lhe complexi1y of the area. lhe company has in place. 
by Eskom Corporate head office is generation will require jobs ranging A senior manager in Eskom has an information 
range from responsible for leading from human resources, engineers and trnnsmission for an example overload in that it has about five 
technical, lhe organisa1ion technical expertise. has seven people reponing to thousand policies which arc 
engineering, showing direction and her while a manager in applicnblc to all employees. 
Financial, fonnulation master infonnation management has These policies arc situaled at 
managerial, policies. Divisions arc twenty five people n:poning the corporate bend office and 
professional fairly autonomous. to him. divisions develop their own 

""' policies which arc nligned lO 
administrative the goals of the organisation 
jobs and master policies at head 

. All the types office and customised to the 
ofjobs exist operations of the divion. 
together with 
people that 
meet the 
required 
skills. 

Systems and 
processes 

Strategic planning systems Performance management systems Information technology 
. The strategy planning at Eskom involves all . The researcher will establish the systems 

the stakeholders. It is top do\\TI and vice presence of perfonnance management Eskom has fanned Eskom 
versa. Leadership Ill corporate head office visit systems and whether they arc in line enterprises, which include 
divisions on a regular basis to discuss with with Mr Khoza's claims and whether infomtlllion technology and 
managers and staff any potential change and to suppon the Str&tegy. telecommunications and 
gather feedback which they incorpora!e into . The perl'ormance management systems engineering consulting 
the final strategy. suppon the goals of the organisation activities 

because they arc in line with the 
organisation's goals. The system is 
objective, clear and autol'TIBlCd 
according to the panicipants 
interviewed. 
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Stvle of leaden hi and mana11:ement I I I 

Initiator Shaper Monitor 
. Change at Eskom was . Target of 18 to 20% women in . All change initiatives arc consolidated Asses.,or 

planned for a ten year period management stnJcturc was sci 10 and audited before any new initiatives . Change outcomes arc measured on 
and reasons for change wen:: overcome an obsr.acle of stnJcrure, arc implemented. There should be a an ongoing basis through audits. 
explained thoroughly to ell The target was exceeded because the business case: for each initiBiive which is 
involved. The change was a annual repon of2005 shows 29% of subjecl 10 approval by a relevant 
lypC O change in that it women in management positions. committee. Successful initiatives arc 
incorporated the feelings of Supervisors held accountable for the monitored through onsoing audits. 
the people and was not crainins and development of females 
compktely radical, hence no to o:ecutivc managemenl through 
sense of urgency was created pcrfonnance appraisals. 
instead 11 need for change . Rcsis1ors were engaged al every tum 
was communicated. . Shon tenn wins~ celebrated at 

. The powerful guiding Eskom through bonuses 11wnrded to 
coelition was created by the employees on achievement of set 
top 200 manegers from ell company gollis . 
regions. All stakeholders and . There is onsoing communication 
labour were involved. through company m11gazincs, 

. Vision was created by entire electronic communication, vcrblli 
manegement structure and memorandum. 

. Wrinen strniegic intent wos 
circulated 10 the top 200 
menngers. Leadership visited 
the divisions to communicate 
and explain sU'11tegy and 
g11ther fecdback on strotegy. 

. There was minimal 
resistence because 
stakeholders were engaged 
end there is transparency and 
ongoing communication 
through groupwise e-mail, 
company magazines and 
ongoing communication with 
lcadershio. 
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Staff I I I 
Types of Individuals Group eompeteodes against the adual Personal transition or how employees 

Number oftotal staff . Eskom values integrity, Excellence, competencies needed view change 

Eskom has a !otal staff 
Customer satisracr.ion and . Eskom has managed to attm.ct 

Employees who could not accept . 
iMovation and maintains the flow of competencies it requires, however, due 

. 
complement of about 29 845 

graduates into the organisation. to the ongoing training ii provides chanse and could not go beyond the 
including all its divisions. people are poached and the actual stage of anxiety left the company a 

competencies needed might not be Ions time ago. 

available all the time. This will be due 
to the time it lakes to fill the position and 
the time it takes for indiYiduals to bcal 
the learning curve with due 
consideration that Eskom believes in 
train inc. 

reSources I 
Technology Money Staff 
. Eskom IT, Ariel Technologies., Dalavia merged . Eslcom wns profitable There were mixed responses from the participantS with regard the 

to form a competi1ive IT company known as from day one, which availability in the company of swfin the following fields: 
Ani.viacon, means it does hnve the . Research and development, one panicipant said the technical 

. Although Mr Khoza seems to praise Ani.viacon, ability to carry out itS staff also do research and development This comrndicts the 
staff have mixed experiences about it. Some initialives. The balance project management principles because rescart:hers should be 
believe it does not affect them, some believe it is sheet as et 31 march 2005 independent and only focus on research. 
hampering the business and some believe ii has reflects a debt/equty ratio . Software pan of technology; one panicipant indicated that staff 
contributed to the achievement of the of0.18(2003 --0.30} is outSourced in this field. There were mixed responses in this 
organisa1ional goals. making Eskom virtually pan as there are mixed responses with Ani.viacon. 

debt free. Refer to . Knowledge management; Mr Khot.a remarks that, "one of the 
Annexure7 greater challenges in this regard was geinins the ability to 

discard the indusuial mindset and to operate in the information 
age. This required a great deal of invesunenlS in creating 
knowledge workers." This ehallenge was achieved through 
training and changins business processes and systems. 

. Organisational learning 
Eskom has put in place a Vision E-leaming to train itS leaders. 
Put differently one would say there is an Esk.om college located 
at corporate head office with competent facilitators. Therefore, 
Eskom has enough Staff on organisational learning. 
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Shared values or 
organisational 
culture 

Underlying assumption, Culture type 

Observable arteraeu Values Th"" '"' inconsistencies between whw is Eskom leadership values: Integrity, 

The rcsenrcher will esmblish the The values of integrity, caring and sharing 
observed Md the feelings of employees. There Excellence, Customer Slllisfaction and 

existence of the fo\lowins: are held in high esteem by leadership wen:: inconsistencies .Sth "'"" to the Innovation. These are complimented by 

. Eskom continues to suppon 
Arn.vie.con. Some participants believed thai the promotion of employee p.anieipation !hill 

small, medium and micro 
progmmme hampered their business processes has been supported by the questionna.in::. 

enterprises and large black 
and others believed that it worked well. Some Eighty percent of «:sponses from 

businesses for the supply of 
participants believe thw th, level of general staff agrees and strongly agrees 

goods and services thereby communication "" decreased since the thBI management encoumges 

contributins to Black Economic recognition of the vision by staff while Mr participation of staff and is caring and 

Empowerment (BEE). Khom claims to engage staff at all levels. compassionate while !l few believe that 

Expenditure on BEE has gro\liTI. communication is coercive Bl Eskom. 

from R201m II year in 1997 to 
more that RIObn in 2005. 

. Eskom ha.s exceeded laJ'Sets on 
employment CQ,uity and has 
vision E learning 10 develop its 
leaders. 

. HR policies and procedures 
There is an overloud of HR policies 
and procedures and they are 
adherence is checked through 
continuous audits. 

. Management has enclosed 
offices and general staff stay in 
cubicles. 

Strateglt 
-rformanee 

Financial performance Strategic: performance 

Cash Flow Sl81ements The researcher will establish whether the 
. By March 2005 Eskom had R9 stratesic goals were achieved through the 

961m in net increase in cash and analysis ofthe above. 
cash equivalents.. 

. Balance sheet and 

. Income statement. 
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an important that Eskom WZIS 

slake bolder, influenced by the inartet 

-· In ierms of the forces in tcnn1 of 

TrZ111SfDT1111.tion development of the (le,Jelopme:m of!!= 

\l'Zlll raiuiml by disadvantaged previo1151y disndvan111gcd 

.,,.,..,,m, Eskom took the In lCrnl5 of penetration o 

There was a!Jo a lead. lo ttmis of the Afri'811 coumrics. 

need to cmbait the penetmtion of Fow im,ticipa!IIJ be!ic--c 

in projectS in lhc afri'811 region Yes, Esl.om chnnp th!ll.Eskom WU 

3. lnyow opinion. did Africa and Esl;om responded Ddinittly, Eskom siarted OJ requiml by the influe=d by the market 

Euom changl: BS require, Afri'811 people to l!Wtcl forces. e-.·ai brio:re lhc ANC m!lll.e1 for.es in all fon:e, while the other two 

by market forces in krms had to be brollQht lo termS of .. ~- EsM!m "'Zlli Mt really three. This "'Zlll believe lhc co11111UY. Two 

ofde,.-clopment of the in OJ lhey were $Upplyina ctmnaes- Esl.om identified ~ infill£!!Cled by II= market signillc:am in tmnJ of pmrticipanu: believe lha1 

disad> -antaged, going to eleetriciry to the market from the previculy forees. Eu:om stancd out de,;clopmen1 of black in lfflllJ of ~ly of 

penetn1tion of the Afri'811 WlderUand "11)"1 Yes. because of the poor Eskom is the disadvantngcd communities ofii., OWi! to do that and --= who u.sed to c!eetricil)' to the poor and 

region and wpply of of ,;onducting JJl'CllUl'CS brought about only COIIIPIIII}' \hat "ith a junifiea.tion of of ea.use. the nwlcet collect wood in order devc!op111Cnl of the 

clccaieity to II= poor'! busines, in other by changes in Solllh could pm,.ide starting al the folll\do.tion of forces could not be to tuwc eool.:ing energy previouly 
n~a Afriea.n Africa. clectricih•. <h,=oo the ~r. ;~ Ot fire. Y~. disadndvnn.111 • Esl.om Peae 2 

In the new labour the new llbolll' re!aliom 

relalion, lhc Because of Labour relations, It pruvidcd the act ha.de positive 
raiuimnenis ,.'CIC tlJa"e ii l'C\-Ule Labour re!aJ:iorr, fmmcworli. to appoim infl=c becmac IM)' 

=II defined. discrim.inatiot1 al Euom. requircmam il!l:lliified on potential rather tlw complemented their 

4. Wha.t inflllCIICC did thc COlt!listtnl and WU Ever sincie 1994 only people efforts th!ll. \\'CIC in place. "?Cricnce. Some Sttllttgies and made thcir 

~ labour relarl0111 It was sis:nificmtt. Eskom 1U1 COlpoWering from the disadvantqcd wen Esl;om set u. Wgcl of j()'¾ pccp!c in pmrtirular viiion quitt easy to 

requiR:rnents lilce \\~ IO do the right legislation for appointtd inio ,-aea.nt 10 have bliitb Bl wllites were Docs DD\ hllve fJZl'j implement One 

cmploymmt equity and thing quite earlier and the cmploycn in that it pmitiOIIS and also targeted managerial lc--cl and comp!nining becalllC Slaff reponing to her , participnnt believed that 

skills development have - introduction oflhe made legitimate the fOI ~otiOIIS. The provided R4j0m on IM)' felt tlmt o-,-erall in the lhc new Jabour relalions 

on your dc\-clopment of eomplimcnted regul.a.tians llll1lle thing, plans all'C8dy put in compmiticn ofE.uom education and de\-clomen de,.-c!opme:m \\'Zlll company le lwl a in tmns of employment 

-~- our m1cmcs. much easier. nlace. ;; to meet its tu closin" to lhem. si-'~'icamcffeet ..,uitv is tantlllllOUDt to 
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7. Eskom 1w been a new strona pla)-m. 
ffl.lljor JUpplicr of Now there is a cleaJ 

electricity for a long time Grid code !hat has Sill !BfUcip1111u an: in 

with huge Immen 10 bem~inplacc: f181=e!!I of the faa Iha\ 

entry by pot=ial new tlW outlines ciearl) DO p,:rcentegc has been 

cn1n1nu. Have you ""'"' 
forgoM to a small pla)ICI". 

managal IO foJ80 Ul"J ~mems for And one !BfUcipant is not 

percentage of cum:nt small players will l\ll"tie of1111y pcrcentegc 

a.pacity IO a tmall player No, but Eskom is a be. Mlly be Lbree No, because Eskom of the company that 1w 

or a Black E.:onomic socially re,po,,sible )U/1 from now Not. Small compa,,l~ do i.J a SIIIIC O"-ued been forgone to a ulllil 

Em..,..,.=ent com No. will&eeBEE not have the en-ci•". No. Nota.,.'lll'C com-nv. ·• Pene 4 
rom . 

No. The Solar 
systmJ is not a No, because "-C also 

lluu.t so far produce scme of lhe 
because besidn the subtitllleS 1a clcairc:ity 

huge IU!lllllffl of like BP-J. We an, also 
electricity we expcrimcntint v,;th Solar. No. Eskom's 

8. So far hnve you Thae is DO threat to far. ~ "'e al.Jo Nat because ps and Altcmati~~ cannot be proi!umon is All panicipMU said that 

CJ<perienccd 1111y thrcnt of The Solar system is fni- prodi:ce the Solar altcrrw.h~ cncry cannot able IO compete •sainsl No. Ou mid pamfin e!Mronmenlalty Eskom does not have 1111)' 

S\lbstitutes'/ No. from tllkin~ over. electricitv com-'• with Eskom our efficiencies. an: 111 11 $DWI scale. friendlv. t!neat of 5Ubstitutn. 

9. Since you an: the majo 
supplier of electricity )"OU 

must have ffl.lljOJ Eskom has TIOI been 
supplim. To w!w extent forced by the bargaining There is a clear policy on 

1w your decision to force po- of supplicn. B!uk Economic Six particip11111.1 agree W 

some supplle:r.i IO form Supplicn hnve to be BEE Nat. O;m,psnies Empov,em,eoi. R200bn supplicn do 001 have 11 

pr.rmmhip, or forgo a complicnt and when it have to comply IO has been plll aside fOJ barpinina power. There 

omain pm:.er,11181= to eomes to the bargaillUljj '"'' Ihm. Supplicn do not is a clear policy on Black 

Blac:k Eamomic It has not been power it is vice,-. Empowerment have n bargaining power Economic Eml'O"'=cm. 

campanies has hem inll~by meaning"'~ ha,~ more kgis!alion or they irulClld Es.kom hD.J the Supplie:r.i do not One particil)ll!I belie,,-es 

infium.ed by lheiJ their bargaining bargaining pow-et tlmn will simply go out Supplirn do not have n bargninina po-r against Yes. they do but not Ill.II have a bafsainina tllat some do but not all o 

~-'ni~D --•-er'l --·~. --lien. of business. ,. __ ,nin- -·-er. --lien. of them r. •= 
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Ye,. Resist1111ce came 
ftum white males and 

ICCbnocl'ltt!I. 

Yes, on lhc union Technoerou nre 

side have not cngincenl and teduti=l 

Ycs,beeauseofn e,i:perienccd My pccp!e who believed 

far ofloosina problems, however, ~"'"l!SIOIM Iha! Eskom Willi 

jobs and scaJina Ihm: \\"!Ill emplO)"CI =imncc 10 the wilh compromising l[Ullli!)' 

down of dis.sntislbctioo 10mc projoru like lhc and will be producing 

promotiom. which ~,,lied in employrnem cquiiy 11.11d inferior pioducts in the -~· resignations a!l.d cyelhu projoru. The fltture byemployina 

l. Hr.i:you dc,Jt wilh the immigr81ion. inuodueton of the change people from the 

cnc:ouniered llllY -by Managem"'wld mllllll8'=fflC1T office, SAP prnioUJly 

rcsisu=e durins: your explaining to the Yes. u an eumple, the deal wilh the mnttei Human Re,(1\1(1%S diudvnma>,ged.. Five partidpaolll uid 

111111Sfo!Tlllltion? If~. people that !he iuuc ofte!'Vice Jcao,c by reffering =.pl~ aclf!Cffice """"" then: "'"!Ill wine reiistancc 

\lo'hBI. "-'BJ the IIBIUfc: Of change is whncby lhc emplo)i:r employee, to !he IIIOOula, opeo commlrination helped which managcmem 1135 

resismftce and how docs planned to mkc and the union differed on EAPlll!duyto eommunica.tion, engagina bccalJ.sei\WllS been Bble to deal "'ilh 

\~p dal wilh staff place over e teo "'-hctbel it d!ould be pnid eii:plain to the miployee, 1111d explained t th~ throujjh the proccssc3 and 

wlxthcr in ,enior )'CIII' period 0111 or k.cpL Management miployer:i "'try Doe, rlOI think JO. Change ~ were 501ne people that the chnngll procedures pul in place 

~ml or union People ,.,::re denlt wilh it by chnngll i, neceswy "-"!Ill ... ,,u ao;,epu:d. Tome oflhc 1>'11)~ in which "-"llll for lhc country w and communication in lhe 

members or l1llfT in ~led in B wilh negotiation and until the employee that lilemly ~ it arc leadenhip m:a.lt WU rlOI aimed lrl fonna of negotiation. T"' 

general that min in B dignified clarifice.tion of iuuc, and ,_ . .,,, nm here. They took ~fullywilh llll)"body in lhc participanu do not think 

Chan"'"? ~- ii "'"llll settled. situation. ---•·--es. resisumce. oom No. there Willi--· rcsistanoe. Paae 7 

- " centralised in II.II TbcJtrUCtureof 
aspcclll. Regions Eskom i, 

arc fairly dec1mtmlited 

--"" operationally and is 
polieics are Elk= is nm really ml#h rnore OYen.11 panicipan.U 

4. To wtw c:o:!c:m i, mndmdilCd. ccntn.liscd. AlthoU\h uc! dlieiem than the belie,.,: lhD1 Eskom it not 

lhc f\NC\W'C of Eikom Al- divi!ion d!ould stirvc to oentralilCd ~ is c:orponilt ""1ffl!ised, however, 

cen1111lited and to what 5\lllldw'disa.lioo clign iu policic, with the =- Eskom is clcmly klliucd. head office and corpomte head office sets 

extent is lhc ecntralisalio helps the res1 or the cornpaoy but division, Diffc:m1t group, furtclion brunches. Thiit can be !he umc and divuioru 

a barrier or cnabkr to lhc --· divisiom = failry Cmtr11liunlion in alll0Dom111\y, I would 511y I do not Lhi.nlc Eikom is a burier sometimes. I Ewlm 1w an Apex Med ID align their 

"-llY of doing businm in providcwnc ll\llOIIOIIIDIII. They can lhc comm=illl opemionally "-1: liiction cenUlllilCd because lhCR fll:II bolh a p:u1icip11tor suucture. Therefore policies wilh Rl!JlOllllC 

tenm )WI' experience service it stifles formulait ov.-11 strategics IICCtiOII can act 115 a fairly mnonormnly. arc ope111tional c!UJtm. in !he formulation of would neither say it head office, Sametimn 

11.11d feedback you recei~c m,_.. .. and can conduc-1 business medium t.mer to StrlrlCgic:ally ,,.~ are pan of In that way do;isiom are strategy and sometimes is cenUllliJed or Lhis ce.n ~ 115 a burier 

from lhc bnmchcs? skill sometimes. in their own uninl# ,. ..... service dcli,,:rv, ""= ll!Bdc-·'cffl. criticise. decentralised. in doina business. 
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Yes, Lhmugh lhc 

"""' ,_..., 
mngnzin,:). 

Mlttll)', c:-lllllils 
and ffll1llqC!llenl 

bulletin e\'efY 

,c,:ortd day. 
2. In )"O\ll"opinioo is the fa~ six mol!W All patticipams ,aid the 

dim:-tion of the compllll)' Ihm: is an indaba dirMion of the company 

wo::11 com.municatcd to with .wT and is wo::11 commun.icalCd to 

'""" -····m. Yes and even i Ya. y.,_' mucbso. Ya. Ya Ya. "'"· Paoe 10 

3. ls !Ml form of Communication is All partieipaolll indica.lC 

c.ammllllicarioo nill ongoing and c,,~ lhllt rommllllicalion ot 

ongoins in oril=r to improvina and I would It is ongoing. The chairman y~ it is ongoing. Then: Eskom is onsoing f01 

main111in nlignmcnt of say Eslwm is even commllllicatcs to sm.lTIWiec is inlera,:lioo with thc top Y~ through company 1111.inmnancc of dlllngc 

suate-· to lhe future1 Ya. im-"na. Ya. ==· all the lime. ----" Ya. lhllhsstakennlm:e. =· 

Only the African Esltom'1 mategic intent is 
mmtetto fa! to be lhc ~illClll Mos! partieipams SIUd 

beeauK of lhc African enery and ~lated Eskom fo,:use:i on Aftica. Eskom only foeu.k'S on 

4. ls Elkom considerins African 91:n'iecs busineu of We have dicidal to Africa 11!1 per the mategic 

nny future pouibiliries of Rellllissonecand global SIBIIR.. EsJtom ~ Not Except the COIIJO!ida!e effort, from imcnt except for one 

pc:netming the global the yjsion of al~ady penet111tcd iPdicalion in the South Africa and Lbc:n pllllieipanl ,.-ho dOI:$ not 

""""' Eskom. countries like u strate-'e intent No. Africa. Qnlv Africa. I do not know. krow. 

At the Koebers plant it is 
1200 pemwiml 1760 in the In lhc inforrnmion 

~- Whal is your SIBlT employtt1 and 300 trlll!miuion management ,.,: have about Docs no, ha\-e any O,.·o:rol smff complement 

com• lement? 30 000 eontrllCtors. division. "· In mv deartment is 5C\'Cll. 9 in mv division staff---'•• to her. a1Eskomi1+ 3000. 



Since 1994 Elkom 1w been 
bringing 100% employees 

from the previDlllly 
dislldvnniapl grou~. In 
ordCT 10 gct the skills,..,, 

need .. ,, ha,-e 1(1 bring them 
up lhrough lhc ~ 

meo.ni11& u.,: DCCd 10 n-ain 
them. People leave lhc 

effl!l!)IID)' once tlle)' have !he . 
Wlh 10 ~pete somewhct, 
else and. W.t is not viewed 
in II bad light bceawe ..,, 

Engineering, Senio feel we 1111.-.: contnbuted w 
Tcchniciam. the upliftment of the 
FinaDcc, HR. CCOIIOl'I\Y of the country. We 

Envirc11111enllll, just bring in new people and 
Safety, Riu, tmin them. The ccmpuny Most panicipuntJ 

w,""' planning. ha.! Ill.en a rtand not to indicated the ahoriag,:: of 
1eehnic:a.l wu,. COIIIJIIWoning O\'C!"pl-Y people fot 111hat skills as II result of lnlined 

We lll'C suuggli11,1 ·- lhcydo for fcaroflbenl. Staff being poached by 

6. What types of skills do 10 get all those We do not 1111,-e all the underuamlina the being poached bcl:ause tlw We11rC11peakp(l\',1'r ollWdi: companies who 

you need from individuals individuals l)"Jl'3 ofind.hiduah 10 philosophy of \lo'Oll!d. not be corm:l g,:TtCTWion division. We Project management, Wllllt people LbaJ. lll'C 

in older 10 achie.-.: your became - n-ain achie,.-e orpnilational ICStingthe People l,:a,.oe because ,,..,, provide ~ during We need strong Engineering, Filumct lnlined o.l~lldy. Two 
orgnnislltiona.l goal,? In and rem.iii 1111d gools. We keep building electrical units. lllive empov,~ lben1 with peak houn like mornings LCChnic:a.l lllld project and. commeieinl and. puticiJJIIDlll belie.-.: thnt 
your opinion do you ha,-e people lea,·e 111\e: Went 1111d - keep on Eskomd:oeshave the skills 10 compete and. e,.-e:ningg. We need manag,:ment Wlh. We W:osc individllllls """'"""""" all the l)"JlCS of tlle)' ha,-e been loosing it. We keep on individunh that dsewl!el"C. At least that ,.,, ICClutiCIII uilh and..,, have SO% BW:k 11te DDl easily illdhidulls who meet the 

individuals? - lnliR;R~ new -Rle. meet this criteria <=I • about. have it. Female ER-ccn. a,'11.ilab!e. -uiml ilills. Peae 11 

7. Do you ha,-e 
enough slllfT in the 
followin<> fields? 

MDSI imrticipsnts could 
not COD!Dlent or because 

research and. <Je,.-elopmeDl 
Nm in my departmem is based at coipomte bend 

No. T~hniQI] stnffdo became of~ office. Two indicated not 

Researeh and d.cvclo-- research and. devclo-ent Yu conWllU1!Ults. Cannot comment Cannot comment Nota11,~. Not aware. and. one said. ,-es. 
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The rallowl1111 qaadaiu 
are me:11111 IO eval11.1te 
wbdber 1be dynamic 

Hnua:ic Ot IO be pra,,ea 
1bo\le bu re11ltcd In 1 

beneOclal orp11ba1ia11al 
-rf'orm111ce 

Pa"'a 13 

4 panicipam9 laid 
Eskom's profitabilicy has 
improved. 3 panicipanu 

Eskom's proflmbilicy believe: Eskom's 

l. Has Eskcm'1 It 1w imJIIO'-cd but Eskom's profilabilicy has lwimiw-!by profimbility has impro,,-cd 

profilllhilicy improved 11S Cllllll0l111Y IISD improved bl!I cannot say it is almost 70'M, bW blllcanm1011,11y 

• rttult of this Yes, it h.as result of becallSC ofthi1 caJWJ1111yi1isd11e profitability is a, a ~1111 

transf0rlllllion7 inc~ v ... m115f0rlllllion. transfonnation. v~. v~. to trarufonnaiion. oftrarufonna1iott 

No. Eu.om is 
lookina inwardly. Yes, fo-1 nn example 
The imcllcctiial Elkom has a 20 )'ellJ1 in 
marl,:ei slwc has Upnda 10 fflllllll8"' their 4 panicipanis laid 

im:-rc:e..sed because electricity for than. I Eskom's mmtei share has 

Eskam ii a well ba,-e alJo bad an i-,ed in Afri,;an 

2. Has Eskom grown in ""~""' opponlllUty of being COWllriC:S BIid 3 

tmm of inc:n=ina its Ya.>, respcc1ed company involved in the projcct. pankipants Ill.id gro,.th 

market share: in othe:r pmcn-atins lhe a,,~ in tenllll o Yn. a little bit. I Wllllld In lhal "'"IIY] ,.w[d lay The gro,.th of in marl,:et ~ in iemu 

countries other thlm Saud Afri,;an its inlc!cctllllll mention the wlls !haring in the marl;.et 5haR 1w marl;.dshan: is ofolhercollll!ric:!i1 

Africa? countries. Yes. caffltal. u--•· incmiscd. Not aware minillllll. minimal. 

Eu.om is tnrgctina 
E.skom still has a co11111rics which it h.as 

ID113 "llY IO (l\"I divided imo ,-arou:, zones 
bece.llSC of the ~ u Tunilia, Obana. 

wrbulent Gabon, t,·ory Coan. 6 participurtS belie,.-e that 

J. To ,."Ml e:o:e:m has eJl\ironmcnt in Zambia, Mozambique, Eslcom has achieved its 

Eskom l'e6lixd 1be Africa illcluding Smegal, Uganda and strategic immt, v,-hile one 

W111C"gic inwit ofbeina their bwlgrt Nigeria and 1111.1 pfflticipnnt be\ie,.-cs lhat 

the in-n,inent African beins subject 10 pme1111tcd most of them. a Jcrt h.as been n,;hicvcd 

e1laB)' and related the policic:s or Esli:Dm is running howe,.,:r ~ lot ha.I been 

,er.icc:i ro,-ponuion or the ln!Cnllltionnl Unganda'1 dcclritil)' for 10110 bece.11$e ofEskom's Eskom is an African 1!.Chicvcd bW Jtill Eskom 

Rlobal JtatUrc7 Moneto"' Fund. -· 100% will to lkli,-er in Arica Toa ----1ercxtent We IU'e still 011 track. com-nv, still bas a I Vlll" to --. 
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Annexure A I I 
STAFF uUESTIONNAIRE SUMMARY 

Your assistance is hereby requested in this academic exercise of ascertaining whether change efforts at 
Eskom are aligned to strategy. Please choose a letter that best suits the statement by encircling the 
relevant letter. 

I I I I 
1 The comn• nv's medium of communication when unde-oln transfonnatfon can be 
Q.No. Category Strongly Agree Neither Disagree Strongly 

disagree agree nor disagree 
disagree 

1.1 Verbal 13 8 4 0 0 
1.2 Written 14 10 1 0 0 
1.3 Electronic 14 9 2 0 0 
1.4 Verbal & Electronic 14 7 4 0 0 
2 The comru1nv's communication a ,nroach is usualN: 
Q.No. Category Strongly Agree Neither Disagree Strongly 

disagree agree nor disagree 
disagree 

2.1 Coercive 2 2 2 19 0 

2.2 Participative 4 14 2 3 0 

2.3 Consultative 10 10 5 0 0 

3 Manaaement usualN channels lnfonnation throu h: 
Q.No. Category Strongly Agree Neither Disagree Strongly 

agree agree nor disagree 
disagree 

3.1 Senior Manaaer 7 16 2 0 0 
3.2 Manaaers 8 13 2 2 0 
3.3 Team leaders 6 13 4 2 0 
3.4 Grouos 5 10 5 5 0 
3.5 lnfonnal groups 2 0 17 5 1 

4 lnfonnation communicated bv mananement Is lnfonnation in the followinn ---..... ories: 
Q.No. Category Strongly Agree Neither Disagree Strongly 

agree agree nor disagree 
disagree 

4.1 Should be known 2 11 7 5 0 
4.2 Must be known 8 12 3 2 0 
4.3 Could be known 3 4 15 3 0 
Sub-Totals 112 139 75 45 0 

Q. Ne Question Category Strongly Agree Neither Disagree Strongly 
agree Agree disagree 

nor 
disagree 

5 Information about any potential change 9 10 4 1 1 
in the company is communicated to ell 
staff on a continuous basis 



6 Reasons for change are clearly 12 5 6 2 0 
explained to staff. 

7 Management style at Eskom can be 8 6 4 4 3 
characterised as caring. 

8 Management style at Eskom can be 5 8 8 3 1 
characterised as compassionate. 

9 Management style at Eskom can be 0 18 2 2 3 
characterised by sharing of ideas. 

10 Management acknowledges and 5 11 3 5 1 
rewards an extra mile taken by 
employees in doing their work in some 
way. 

11 Employees acknowledge and reward an 5 10 3 7 0 
extra mile taken by management in 
meeting their needs in some way. 

12 The company• s work teams are 13 5 3 4 0 
characterised by diversity in tenns of 
gender. 

13 The company's work teams are 12 7 3 2 0 
characterised by diversity in tenns of 
race. 

14 The company encourages development 19 3 3 0 0 
of staff from previously disadvantaged 
groups. 

15 Eskom has put Black Economic 17 6 2 0 0 
Empowennent policies in place. 

16 Eskom adheres to its Black Economic 17 0 5 3 0 
Empowerment policies through its 
procurement practises. 

17 Eskom rewards good perfonnance by 7 12 4 2 0 
staff. 

18 Eskom discourages poor performance 9 9 7 0 0 
by staff. 

19 Leadership at Eskom encourages 4 10 5 4 2 
celebration of the achievement of set 
departmental goals. 

20 Leadership at Eskom encourages 6 13 4 0 2 
celebration ofthe achievements of set 
company goals. 



21 Managers support the development or 9 10 3 3 0 
female employees into senior positions. 

22 Eskom leadership encourages the 11 5 7 2 0 
development of all its employees. 

Su~Totals I 179 148 76 .. ' 
Tota" 291 287 151 89 14 

I J6%of 36%of 60,4% of 12% of 4%of 

res--nses res--nses resnnnses resnonses resnonses 
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Information about any potential change in the 
~ company is communicated to all staff on a 

continuous basis 

Reasons for change are clearly explained to 
~ 

staff. 

Management style at Eskom can be 
~ 

characterised as caring. 

Management style at Eskom can be 
~ 

characterised as compassionate. 

Management style at E-.kom can be 
~ 

characterised by sharing of ideas. 

Management acknowledges and rewards an - extra mile taken by employees in doing their 0 

work in some way. 
Employees acknowledge and reward an extra - mile taken by management in meeting their - needs in some wav. 

- The company's work teams are characterised 
~ by diversity in terms of gender. 

- The company's work teams arec.haracteriscd 
~ by diversity in terms of race. 

- The company encourages development of staff 
~ from previously disadvantaged groups. 

- Eskom has put Black Economic Empowerment 

"' policie. in plare. 

Eskom adheres to its Black Economic - Empowerment policies through its ~ 

nrocurcment nractises. 

-~ Eskom rewards good performance by staff. 

- Eskmn discourages poor performance by staff. ~ 

- Lcader-;hip at Eskom encourages celebration of 
~ the achievemC?RI of set dcpartrnenlal goals. 

Leadership at E-.kom encourages celebration of 
~ lhe achievements of set company goals. 

~ 
Managers support the development of female - employees into senior positions. 

E.-;kom leadership encourages the development 
ti of all ilS employees. 
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TABLE E SAMPLE STAFFOUESTIONNAIRE 

Your IIS!listancc is hc:rcby requested in this ocudcmic cxa-cise of ll.50er1nining whether~ cffcn, OI Eskam BM uligncd ~ 
stmtcgy. Plense choose a lcucr Iha! bes! s:uii, the SIDICIIICnl by placing w, X in the relcwnl block. PICIISC ulso indicnle you 

, """'"'" I in lhe boxe.'I ....,.vidcd below for ic rensons. 

Q.No. Question Category Strongly Ag= Neither agree Disagree Strongly 

.. = oar disagree diugrtt 

I Tbe rompao '• medium of commooln.tioo wbeo a ode tr11osrormatioo eao be ebar11cteristd as: 

I.I v""' 
1.2 Written 

1.3 -1.4 Vcrtllli & Elcctronic < ' 
2 Tbe compao '1 commooiaitloo a roach b ' 2.1 Cocn:ivi:: ' 
2.2 Pl!rticip:llivc 

23 """''""' ' 
3 Management l;lflUI cbaooeb information tbro ,, 
3.1 --3.2 - ' 
3.3 T=_, 
3.4 a-- ' 
3.5 [nfonnnl gn,up:s 

4 loformatioo commoaiuted by ma emeot is information in the followiM rat-oria: 

4.1 S!Qddbcm,wll 0 

4.2 MUSI be tnown 

4.3 Could bc koowo ' 
Q.No. Qarstioa Category Strongly Ag= Neither Agree Disagree Strongly 

.. = aor disagree .... = 

' lnformalioo aboul any poe,:ntial change 
in lhc company is (QOIII]lllliatted to all 
staff on a continuous basis 

6 Reasom for change an: ck:mty ' ' explmoed IO staff 

7 Managclllcn1 style III f.skom can be 
c:banidi:ris.d m czriog 

8 Managcmcm style III f.skom can be 
chanlc:laised m compassiooatc 

9 ~ style III F..skom can be ' ~ sharing of ideas 



IO 
__ ... 

' n:'"1IJds anallll mile taken by 
employ=, in doing !heir Wffl in SOOIC . ., 

11 Hmpkl)=s acknowledge and mo-md ' an an mile mtcn b')' U~llCDI in 
mcctina lhrir IIDCd! in some way. 

12 Tbe company's wort =a:m: an: 
charactcriscd by~ in imm of -13 1bc comp:my', wort tcmDs an: ' chamcicrucd by diversity ill ICrlDS of -

14 Tbe QJmJll!IIY enoouraga dcvdoprnenl ' ofstnfffrom pmiously disadwnmgcd -IS f:.skom ha, put Black Emnomic ' ErnpowMoc:ut policies in pm:c. 

16 l.skom ndbc:n:il IO ii.'! Blllck Economic ' Empowermc:m policies lhrough ii., --17 r:skom ~ flCXld pcrfotma!10C by ' ""' -
18 l'..skom disoourogcs poor pcrfonnnn,;c ' ,,,_ 
19 Lcadashipat Estom ~ ' cclcbmtion oflhc nchir:vcmcnt of set 

dcp.111111 • .,1111 goals, 

20 Lcadaship al l:stom enoouragcs 
oclcbration oflhc achie>analcs of 5CI --

21 ~ ~ !be clc:Yelopmau of ' ' female employees into senior position,. 

22 Eskom leadaship ~ the ' dcvclopmcnl ohll it, mrployecs. 
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Balance sheets 

Al JI M,n;I, 2005 
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®Eskom Income statements 
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Directors' report 

2.5 Equit)' 

Employment equlcy 

E!l<orl'I aims to dcmorrnrue V<Ctllpl;lry ~ citizemhip and hamo,y \'WM 
WOl:ly ~ lhc m-itinued focu, on ~ actio,, and ~ ~ 
~ a.nd dis3bility equity, ~ equity policies hir,e been irnpk,ml:l'1led 
!Mt are irw;luwi, of race. gender, and pclOp'e .....;m ~ IO el"'-ft lhn Eskm 
tulch an ~ that is repn;!,enla!M:1 of all !he pc,;,ple d South Afriu. 

The tr.lll<fcr of 1 370 siaff mentien hlm Esia:,,, &,tt,,-pri!,es inu, &tom. or ....+o:n 
96'1 _.-e i!l a ~,le.el.has h.ld a ncg:,WI! impact on Q01h Esw<n', race and 
~ equity .iatisiiC5 i!l ~ 1c,ve1, as !he pen:en~ ~ achi~ in 
E.!<cn, Ent~ were l{.lWer' than~ iii Eskc<n. 
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~ 'AJ/1..8 G. Black economic empowerment (BEE) 

TaaJBU~ 

As p,a11 ar it$ pnx,.,n,mcnt policiH and mar,a,genal support p,ug,a.,o,es. Eslcorn 
contiii.c; w suppon srnaJI. rnedi..., and mi<m cnter]:lri!,es and La.rvc btlck bu~ses 
fer !he ~ of goods and sc,vices !hereby contrlbvung to BEE. Tho! amou,m 

rci:vted inwde expcrdiun, on both coal ard dem.md-we rn.:ti'lagemeff refemid 
to~inthn,eport. 

In 1.-.e with Eskom', po!icy framewor1,: fer the economic empo,,emcnt of ....:JtT'leO. 

lt1e.-e is an incrused focus on I.he promotioo and ~t of blade -,ne, 

e~ to facilit,ne their panicip,m:,n in the ma.inslream eccriany. 
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