
The Organisational Context 

Introduction  

 In organisations just as in families, each new generation does not start from scratch 

but inherits properties belonging to their predecessors. New top-mangers may arrive 

on the scene, but they inherit a great deal from the previous generation. They inherit 

traditions and myths in the form of an organisational culture. Habits are passed 

along in the form of established organisational processes, while internal and external 

relationships and rivalries shape the political constellation in which new managers 

must function. They are also handed the family jewels - brands, competences and 

other key resources. Inheritance however is a source of organisational rigidity and 

inertia, as it limits the capacity of the organisation to change shape. In order for 

strategic renewal to take place, some inherited characteristics could be preserved, 

but others needed to be changed, by either evolutionary or revolutionary means.  

Leadership 

 If an organisation is to truly realise organisational development or change, it needs 

the support, vision,  guidance and leadership of management  

 Leadership refers to the act of influencing the views and behaviours of organisational 

members with the intention of accomplishing a particular organisational aim. In the 

modern org leadership is no longer purely about ‘command and control’ but does 

involve more participative or democratic leadership - many functional roles have 

been devolved and middle managers have somewhat reduced allowing for creativity 

and innovation  

 From this definition it can be concluded that not all managers are necessarily 

leaders, and not all leaders are necessarily managers. Leaders are individuals who 

have the ability to sway other people in the org to get something done.   

Sources of leadership influence - ‘French & Raven’  

 To lead means to use power to influence others. Leaders can derive their potential 

influence from two general sources - their position and their person. ‘Position 

power’ comes from a leader’s formal function in the org. ‘Personal power’ is rooted 

in the specific character, knowledge, skills and relationships of the leader. Managers 

always have some level of position power, but they do not necessarily have the 

personal power needed to get organisational members to follow them. These two 

main types of power can be further subdivided into the following categories:  

1. Legitimate power- exists when a person has the formal authority to determine 

certain organisational behaviours and other employees agree to comply with this 



situation. Examples of legitimate power are the authority to assign work, spend 

money and demand information.   

2. Coercive power- people have coercive power when they have the capability to 

punish or withhold rewards to achieve compliance. Examples of coercive power 

include giving a poor performance review, withholding a bonus and dismissing 

employees.  

3. Reward power- is derived from the ability to offer something of value to a person 

in return for compliance. Examples of reward power include giving praise, awarding 

wage rises and promoting employees.  

4. Expert power- exists when organisational members are willing to comply because 

of a person’s superior knowledge or skills in an important area. Such expert power 

can be based on particular knowledge of functional areas (e.g marketing, finance), 

technologies (e.g. pharmaceuticals, information technology), geographic areas (e.g 

South-East Asia, Florida) or businesses (e.g. mining, automotive). 

 5. Referent power- When organisational members let themselves be influenced by a 

person’s charismatic appeal, this is called referent power. This personal attraction 

can be based on many attributes, such as likeableness, forcefulness, persuasiveness, 

visionary qualities and image of success.  

Levers of leadership influence  

 Throughput control - Leaders can focus their attention directly at the actions being 

taken by others in the organisation. Throughput control implies getting involved 

hands-on in the activities of others, either by suggesting ways of working, engaging 

in a discussion on how things should be done, leading by example or simply by telling 

others what to do. This form of direct influence does require sufficiently detailed 

knowledge about the activities of others to be able to point out what should be 

done.    

 Output control- implies reaching agreement on certain performance targets and then 

monitoring how well they are being lived up to. The targets can be quantitative or 

qualitative, financial or strategic, simple or complex, realistic or stretch-oriented. 

They can be arrived at by mutual consent or imposed by the leader. The very act of 

setting objectives can have an important influence on people in the org, but the 

ability to check ongoing performance and to link results with punishment and 

rewards can further improve a person’s impact.   

Input control- implies shaping the circumstances preceding and surrounding the actual 

work. Before activities start a leader can influence who is assigned to a task, which teams 

are formed, who is hired, where they will work and in what type of 


