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Abstract

Orientation: Leadership and its development continue to be an urgent and critical priority for firms. As a field of practice and research, one observes that leadership development continues to be characterised by the failure to achieve its outcomes in spite of the scale of firms’ investment in it and the availability of a rich repertoire of developmental methods. Therefore, there is a need to understand how leadership development is configured and managed within firms as a bounded function, as programmes and as learning and development processes.

Research purpose: The study explored how leadership development is articulated, configured and managed within the retail banking sector in South Africa; in particular, the retail banks and the Banking Sector Education and Training Authority (BANKSETA).

Motivation for the study: There is a dearth of research on how the purpose of leadership development is defined by and within firms and, relatedly, how the management of leadership development has evolved within these organisations.

Research approach/design and method: The research comprised a multi-site, qualitative case study that utilised semi-structured interviews at five retail banks, the BANKSETA and the local business school that hosted the BANKSETA International Executive Development Programme (IEDP). Thematic analysis was used for the within and cross-case analysis of the data.

Main findings: The study illustrated how the institutional dynamics, contingencies and compromises inform the evolving management of leadership development within organisations. It traced the evolving purposes and the internal and external differentiation of the Leadership Development Centres (LDCs) of the retail banks and the BANKSETA IEDP. These illustrate how leadership development as a function, centre, programme and process is shaped over time. This includes the sampled stakeholders’ developing capabilities, their internal and external partnerships, their different positions, and the contestations and integration challenges they contend with.

Practical/managerial implications: The study provides insights on the evolving management of leadership development, in particular the capabilities, roles, partnerships and identity work that needs to be grappled with.

Contribution/value-add: The research can help practitioners diagnose and manage their firm’s evolving capabilities and detail a road map for managing and innovating leadership development.
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Introduction

Leadership and its development appear to be a recurrent, pressing issue for firms in relation to their capabilities to set strategic direction and ensure sustainability (Dongrie et al., 2015; Volini et al., 2019). Global surveys by multinational consultancies have stated that leadership development will remain a future priority for firms given the speed and scope of technological, economic, political, social and demographic changes and the impact thereof on the business landscape (Bersin, 2014; Dongrie et al., 2015; Gurdjian, Halbeisen, & Lane, 2014; Loew, 2015; Volini et al., 2019). This means the pattern of increasing investment in leadership development interventions over time by firms will be sustained, and thus, the concomitant ‘proliferation of leadership development methods’ (italics added, Hernez-Broome & Hughes, 2004, p. 25) will continue.

In spite of the scale of investment by firms in leadership development interventions over time and the rich repertoire of methods that has developed, there is the persistent theme of the failure of these developmental interventions and of the crisis of leadership and firms in the literature (Gurdjian et al., 2014; Mabey & Morrell, 2011). For example, failure is a prominent theme in the above cited global consultancy surveys and other reviews with C-Suite executives, human resource (HR) executives and staff and other stakeholders (Ready & Conger, 2003). In relation to the crisis, references are made to large-scale firms such as Enron, WorldCom and Lehmann Brothers (Mabey, Egri, & Parry, 2015).

There is the paradox then of the increasing investment in leadership development and an expanding repertoire of developmental methods along with the failure and crisis of leadership and firms. This paradox can lead one to question how leadership development is articulated, configured and managed within firms, and of the related day-to-day organisational and lived realities. It poses the question of how leadership development has evolved and is made manageable within individual firms; that is, how it is made organisable, designable and deliverable. This requires a shift from the prevalent development methods-centred focus in the literature, which opens up spaces to explore how the management of leadership development has evolved within firms. For example, exploring how leadership development has evolved and is made manageable within firms as a bounded function, as programmes and as learning and development processes.

Research purpose and objectives

The study explores the evolving configuration and management of leadership development in the South African context by focussing on a single sector, that is, the banks, and the Banking Sector Education and Training Authority (BANKSETA) within the retail banking sector. Through this, it explores how the tasks and work of managing, designing and delivering leadership development are taken up and managed by these various stakeholders.

Literature review

The discussion places the debates on methods, contextualisation and customisation within the context of the supply-side and demand-side dynamics, that is, the logic and ‘push’ from the providers of development programmes and methods as well as the client, demand-side dynamics and ‘pull’.

Method centricity and proliferation (supply-side dynamics)

Over the more than four decades of investment in leadership development in modern firms, a range of methods have evolved, taking on generic, customised and proprietary forms (Dongrie et al., 2015; Henley Business School, 2015; Loew, 2015). This repertoire of methods includes formal curriculum or learning programmes; simulations; coaching, mentoring and 360° feedback; the emergence of corporate universities or in-house facilities; and the introduction of action learning, immersions and on-the-job learning (Day & Halpin, 2001; Hernez-Broome & Hughes, 2004; Yukl, 2010).

Although each method appears to command its own body of literature and set of best practices and practitioners, there is the ‘increasing use and recognition of the potency of a variety of developmental experiences’ (italics added, Hernez-Broome & Hughes, 2004, p. 25). The advantage of variegated experiences could be that the leader-as-learner is presented with different forms of learning and opportunities in a variety of settings and formats. However, variety in itself may not provide the learning, consolidation and application required for the leader. One may need to ask what informs the design of these experiences and the leadership development programmes these are embedded within; and how integrated are the learning process and developmental experiences (Billett, 2014; Day, Fleenor, Atwater, Sturm, & McKee, 2014; Merriam, 2001b; Mulcahy, Cleveland, & Aberton, 2015; Tynjälä, 2008). These are questions of pedagogy, design and the nature and forms of integration.1 One could suggest that where these and contextualisation are not deliberately addressed then the variegated experiences could be at a disadvantage to the learner.

Although there is a rich repertoire of methods, in practice, it seems that there is the predominance of certain methods and learning delivery systems at certain times (Loew, 2015). For example, coaching and on-the-job learning and development has emerged as the preferred method as well as digitalised learning and its management, such as e-learning, webinars, mobile learning formats and other technology-based mechanisms (Henley Business School, 2015). However, these changing preferences for certain methods and forms of delivery do not address the failure of leadership. This follows from observations that a significant proportion of leaders in firms are either not ready to lead, not leading effectively or failing to lead (Loew, 2015; Gurdjian et al., 2014). This is attributed to the lack of effective contextualisation of leadership development. In contrast, those pointing to a crisis of leadership and organisations argue that leadership and its development are not adequately conceptualised, as it continues to promote acontextual, leader- or individual-centred conceptions of leadership (Mabey & Morrell, 2011).

Contextualisation and customisation (demand-side dynamics)

The lack of contextualisation refers to ‘the assumption that one size fits all and that the same group of skills or style of leadership is appropriate regardless of strategy, organizational culture, or CEO mandate’ (italics added, Gurdjian et al., 2014, p. 121). The argument is that the same set of leadership methods, themes and programmes cannot be applied uniformly to a given organisation and its strategy, culture and different management layers. It requires customisation to fit the purposes and mandates of the firm. Nor is there a uniform set of leadership skills, styles or competencies that these leadership methods and programmes can address (Hollenbeck, McCall, & Silzer, 2006; Probert & James, 2011).

The focus though remains on customisation for the individual manager–leader’s competencies. This focus on leader competencies and styles can be noted in research undertaken with South African samples as well (Baicher, 2005; Botha & Classens, 2010; Pillay, Viviers, & Mayer, 2013). Although the authors variously point out the need to broaden perspective and critically explore the South African context, the focus remains on individual leader competencies and styles. Botha et al. (2010), for example, in their research on management and leadership development in a South African retail bank suggest the need for ‘unique and diverse competencies’ (p. 80) for globalisation, cultural diversity and post-apartheid transformation challenges the banks face. However, they also note that ‘key values of African management [such as ‘Ubuntu’] have several similarities to generic leadership competencies such as teamwork, supporting and cooperating and impact and influence’ (italics added, p. 80).

There appears to be a tension in Botha et al.’s (2010) framing of competencies as being both unique or context-bound and generic or universal. Here, one could heed the concluding caution of Baicher’s (2005) study to critically explore the different meanings and enactments of competencies by the various actors or stakeholders. A step further, one could critically interrogate the individualistic, decontextualised and universalistic assumptions of leadership and its development that the competency construct leads to; and also ask how the South African context evolves and is socially constructed (Caroll, Levy, & Richmond, 2008; Probert & James, 2011). This then opens the space to explore how the different stakeholders in the various banks attend to and give meaning to their sector and firm’s challenges and context in relation to leadership development. That is, how they make sense and give form to the challenges banks face such as post-apartheid transformation, financial inclusion, equity and socio-economic development as well as the changing basis of competitiveness, business model disruptions and regional and global positioning (BANKSETA, 2006, 2007, 2013; Botha et al., 2010; Coetzee, 2009; Kostov, Arun, & Annim, 2014).

The lack of contextualisation could also be understood as the disconnect between the learning and development within leadership development programmes and the contexts of the workplace. It repeats the historical criticism of business schools for their focus on academic rigour at the expense of business relevance (Khurana, 2010; Paton, Chia, & Burt, 2014). It poses the question of the relationship between business schools and firms as clients. Relatedly, it asks of the process of customisation within firms and between these firms and the business schools. Thus, it points to the need to explore the supply- and demand-side dynamics beyond the confines of the competency construct and methods-centred focus; and ask how leadership development is made manageable, designable and deliverable.

Conceptualising and locating leadership and its development

The contextualisation and customisation of programmes and methods as well as the focus on manager–leader competencies do not address the criticisms of the crisis of leadership and organisations. These continue to promote acontextual, individual- or leader-centred conceptions of leadership. Thus, there is a lack of deliberation on the contestations on the loci of leadership and, relatedly, how one delimits the conceptual domain of leadership (Avolio, Walumbwa, & Weber, 2009; Fairhurst et al., 2010; Uhl-Bien, Riggio, Lowe, & Carsten, 2014).

Yukl (2010) described the contrasting definitions and accounts of leadership as ‘reflect[ing] deep disagreements about the identification of leaders and leadership processes’ (p. 3), which are informed by different philosophical and theoretical assumptions and lenses. Day and Harrison (2007; Day et al., 2014) suggested that leadership as a concept is continually evolving and will continue to do so. This follows from its complexity as well as multidimensionality, and the theoretical and empirical observation that leadership constructs can present differently at different levels of analysis and firms. It opens up the question of how leadership development evolves, manifests, is given meaning and is made manageable within firms and in their relationship with business schools and other providers.

Research design

Research approach

The generic qualitative methodology (Bergman, 2008; Denzin & Lincoln, 2008; Merriam, 2001a; Patton, 2002) and the case study design (Merriam, 2001a; Yin, 2003) are appropriate for the purpose of the study, as they help explore the varying meanings and perspectives of the sampled stakeholders. It draws out in detail the stakeholder’s perspectives to develop ‘thick descriptions’ of the phenomena being studied.

Research strategy and method

The research comprises a multi-site, qualitative case study within the South African retail banking sector, which includes five retail banks, the BANKSETA and the local business school that hosted the BANKSETA International Executive Development Programme (IEDP). The research followed Merriam’s (2001) and Yin’s (2003) argument that case study is a research design or strategy in its own right. Merriam (2001) defines case study as ‘intensive descriptions and analysis of a single unit or bounded system [the case]’ (p. 21). The purpose of a case study is to elucidate and understand the bounded system. The study utilised semi-structured, qualitative interviews for this purpose.

Research setting

The research setting comprises the retail banks and the BANKSETA within the post-apartheid retail banking sector. The sector comprises a number of large and smaller banks. This is in terms of their relative weight of banking assets, retail banking market share and client base (Maredza & Ikhide, 2013). The large ‘big-four banks’ (p. 1362) are Standard Bank, Nedbank, First National Bank (which is part of the First Rand group) and the ABSA Bank. The smaller banks include African Bank, Capitec Bank, PostBank and UBANK Limited.

The above banks host their own leadership development programmes. Along with these banks’ programmes, the BANKSETA funds a sector-wide executive development programme, which aims to focus on historically disadvantaged individuals. The BANKSETA IEDP is hosted at a local business school. It presents a stable, long-standing programme iterated over several years.

The access to the BANKSETA programme hosted at a local business school and to the participating banks provided the researcher an opportunity to conduct an exploratory, sectoral case study. The business school programme managers provided the researcher an introduction by email to the BANKSETA staff and two cohorts of BANKSETA IEDP delegates. The researcher then followed up with the respective persons by email and scheduled interviews with persons agreeing to participate in the research. The researcher also approached and made contact with the heads of the respective banks’ leadership development function through email, and telephonically followed up and scheduled interviews with those agreeing to participate in the research.

Research participants and sampling methods

The research is a multi-site, embedded case study design rather than a single or holistic design; that is, it comprises multiple embedded units of analysis (Yin, 2003). This means specific, embedded sites were selected within the retail banking sector. The case study utilised purposeful sampling within the sector. The sample consisted of the following 31 participants: three senior management from the BANKSETA management responsible for the BANKSETA IEDP; seven senior managers of leadership development at the retail banks participating in the BANKSETA IEDP (comprising the four large banks and one of the smaller banks); 12 delegates from the two cohorts from these respective banks attending the IEDP; two programme managers and six faculty and coaches at the local business school where the IEDP was hosted; and one senior programme manager at the South African subsidiary of an international business school that one of the banks utilised.

Data collection methods

Semi-structured, qualitative interviews were completed with all the participants from the various embedded units utilising interview schedules. The study initially aimed to utilise mixed-methods research at the different sites. However, the pilot study illustrated, for example, how the quantitative methods would narrow the exploration of the voices and perspectives of the research participants, especially given the time constraints of the participants and their limited availability to engage in surveys, journaling and/or interviews. More importantly, it highlighted the need to consider the banks’ concerns regarding the intellectual property of their customised leadership development and the sharing of proprietary and sensitive information on their leadership and its development to competitors through the research publication.

Data recording

The researcher recorded the interviews utilising an audio recorder and took notes following a formal consent from the participant. Audio recording helps with the quality of the transcription process and construction of the transcripts (Evers, 2011) given the limitations of the researcher’s recollection and notes.

Strategies employed to ensure data quality and integrity

To attain trustworthiness for qualitative research, the study utilised the triangulation of sources of data, sampling of contrasting and multi-sites and an audit trail and chain of evidence. On transcription, many authors suggested that there is no single standard or convention for it (Evers, 2011; Lapadat, 2000). The transcription strategy utilised depends on the purpose of the research and analysis within the context of time, funding and resource constraints. The transcription of the interviews was done in three phases of quality checks over the period of 12 months to ensure its quality. The third phase also served as a reflective process as per the method of data analysis.

Data analysis

Merriam’s (2001) description of the constant comparative method informed the building of an ‘interview log’ during the third phase of transcription; the researcher’s immersion in the data; the surfacing of ‘potentially relevant’ (p. 181) segments; the development of an ‘outline or classification system’ (p. 181) of categories or themes; and noting of emergent patterns with and across themes. The subsequent thematic analysis of the individual transcripts within the embedded units and then across these units provided the within and between case analysis to develop the required thick descriptions.

Ethical considerations

The research participants were informed that their participation is both voluntary and anonymous, and they formally consented to their participation and recording. The names of the participants and the organisations are not included to maintain anonymity. For this reason, codes and pseudonyms are used. The limits of anonymity for the BANKSETA and business school were discussed with the relevant participants, who consented to their continuing participation within these limits.

Results

The discussion explores the themes of institutional and individual journeys. These provide insights into how the articulation, configuration and management of leadership development evolved within the retail banks’ Leadership Development Centres (LDCs) and the BANKSETA IEDP. The section begins with the institutional journeys and explores the relevant subthemes as illustrated in Table 1. Then, it explores the individual journey and the subtheme of positions the individual stakeholders take up.
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Leadership Development Centres of the banks

Competing purposes and the journey of formalisation

The heads of the LDCs (henceforth shortened to HOLDCs) appear to be confronted with competing purposes that arise from contending demands and timeframes within their respective banks. They are meant to address the development of ‘future capability’ for the nascent changes and disruptions of the ‘volatile, uncertain, complex and ambiguous (VUCA)’ world while also addressing the present organisational leaders for the tasks of organisational ‘alignment’ and achievement of ‘business results’. They are required to develop pressing organisational ‘competency’ to help manage the immediate ‘business challenges’, and at the same time individualise development to address each manager–leader’s specific ‘gaps’ and needs as defined and framed by the bank’s competency framework and the leadership pipeline model (Charan, Drotter, & Noel, 2011). These competing and shifting purposes confront them with the question: what does it mean for ‘leaders’ within the banks to ‘liv[e] the values’, ‘live the culture’, ‘instil the culture’ of the bank and ‘lead [within the particular bank’s] way’ as part of realising ‘business results’, while they also meant to challenge the present and future proof the bank for the VUCA world.

The below extracts provide a sense of the tensions and paradoxes within the HOLDCs’ engagement with the above question. They attempt to draw causal relations between leadership, culture and performance with ‘leaders’ as their lever and leverage:


‘[…]we believe that leadership drives culture that drives performance, if you want to change the culture of an organisation you’ve got to change the leadership. If you want to change the performance of an organisation it’s dependent on the culture you create which is dependent on the leadership.’ (HOLDC-1, male, Head of Leadership Development Centre at alarge retail bank)

‘[…] if we get these leaders to start changing and they truly become change agents, we will change the leadership culture in the group.’ (HOLDC-2, female, Head of Leadership Development Centre at a large retail bank)

‘We’re trying to define a culture. We’re striving for that. Don’t really have it now. We are battling to package it correctly.’ (HOLDC-3, female, Head of Leadership Development Centre at a large retail bank)

‘[…] bringing about a change in how leadership is constituted, so that’s on the one hand and on the other hand transformation, so thinking more longer term for example.’ (HOLDC-4, female, Head of Leadership Development Centre at a large retail bank)

‘To bring all the other pieces together, it’s alignment to strategy, again that’s important. It is meeting people where they are at. It is not the one size fits all. There’s so many levers that you have to pull to put all these pieces together. I don’t think we’ve got one answer for it. We are busy working on a leadership strategy, development strategy for the next 3 years […] it’s not an easy concept to grapple with.’ (HOLDC-5, female, Head of Leadership Development Centre at a large retail bank)



In the HOLDCs’ engagement with the above question, there seems to be the continual negotiation between them trying to find ‘space’ for ‘best practice’ in leadership development and their own aspirations, ‘stamp’ and critical ‘perspective’ thereof. More importantly, they are constantly navigating and negotiating their bank’s ‘level of maturity’ and ‘appetite’ in relation to leadership and its development. They need to consider what is ‘palatable’ to their bank and might bring about possible ‘resistance’. This forms part of the formalisation dynamics within their respective banks. This includes the ‘challenge[s]’ of ‘mainstreaming leadership’ within the organisation as a whole and the dynamics of formalising leadership development as a function and as the centre for leadership strategy, design and interventions within the banks. There appears to be continual tension between centralisation and decentralisation of leadership development.

The above dynamics play out within the ‘hybrid’ HR structure that most of the banks appear to subscribe to and wherein the leadership function is located. The structure follows what is commonly (though erroneously) termed the ‘Ulrich model’ (Ulrich, 2015, p. 25) and comprises ‘centre(s) of expertise’ or ‘centres of excellence’, centralised shared services and decentralised HR business partners and services. Some of the HOLDCs point to the tensions within the ‘hybrid’ structure; for example, the tensions with the business partners or performance management sub-function. While the other HOLDCs caution against leadership development being seen as an ‘HR thing’ and warns of the ‘silos’ in the HR structure and functions:


‘[…] The culture, the values, everything draws from the leadership point of view. So where does it sit? Very interesting and we try and navigate through those complexities all the time. […] No there’s not an easy answer. Who owns it? And that’s why I said if you’ve got a mandated office with the CEO maybe it – simpler. But again then it will be given to training and development to handle. It will be given to OD to handle that piece so it all just sits all over the place.’ (HOLDC-5, female, Head of Leadership Development Centre at a large retail bank)



Journey of internal and external differentiation

As the HOLDCs grapple with the implications of the competing purposes for the design and management of leadership development, these managers also wrestle with internal organisational dynamics and the evolving capabilities of the LDCs. They appear to define these capabilities through external and internal differentiation. They externally differentiate themselves from the business schools given their very location and perspective within the banks and attendant focus on the ‘alignment’, ‘standardisation’ and ‘customisation’ of leadership development to their banks’ purposes. This includes the opportunity to use digital and experiential modalities and various development methods and techniques outside of the traditional classroom or seminar. They frame the business school as being ‘academic’, ‘cognitive’, ‘classroom-based’ and focussed on ‘South African Qualifications Authority (SAQA) compliance’. Thus, they seem to invoke the traditional binary between academic rigour and business relevance (Furlonger, 2015a, 2015b; Khurana, 2010) that plagues discussions on business schools locally and internationally.

The LDCs’ alignment, standardisation and customisation evolve as their internal capabilities and the differentiation of these develops over time. The internal differentiation can be distinguished as lines of development that the HOLDCs describe as ‘operational’, ‘programme’, ‘strategic’ and ‘design’. These suggest changes in the configuration of the LDCs. The operational line means the consolidation of a ‘project office’; a ‘well-oiled machine’, which has ‘battened down’ an efficient ‘administration’, ‘logistics’ and ‘infrastructure’ for procurement, scheduling and management of programmes. The programmatic line entails the formalisation of a ‘centre of expertise’ or ‘centre of excellence’ that ‘tie[s] everything together end to end’ to create an ‘overall journey’ and ‘learning integration’. The strategic line concerns the development of internal consultancy capabilities, and consequently, the ‘alignment’ of leadership development and its ‘link back to’ the business ‘strategy’. This also means engaging with the question of the ‘meaning’ of ‘leadership’ and the ‘future of leadership development’ within the bank. In the design line, there is the deliberate aspiration for a more open, relational, collaborative and dynamic forms of designing, developing and delivering leadership development. The whole leadership strategy and function and the intended nature of programmes and interventions are reimagined. Different forms of partnerships for ‘co-design[ing]’ and ‘co-creat[ing]’ leadership development emerge as a core theme here.

However, these are neither clear-cut phases or transitions from one line of development to the next nor do they imply a unidirectional evolution or singular trajectory in a vacuum. For example, one of the heads of an LDC states that, although one may conceptually differentiate these lines of development or ‘point of view[s]’, one needs to take a holistic perspective of the operational, programmatic, strategic and design facets of the leadership development function. The ‘success of your programme lies in how well you’ve rolled it out, and how well it’s landed, how well it’s been implemented’ and how well it speaks to the different ‘business demands’. Along with this holistic perspective of the function, we need to also attend to how leadership development is presented to, and enacted within, the organisation. For example, one of the HOLDCs describes how ‘leadership development’ is made ‘palatable’ to the bank as pieces of ‘talent development’, ‘succession’ and ‘sustainability’ rather than as broad-based ‘transformative work’.

Furthermore, one needs to consider how, as these different lines of development unfold, the internal reconfiguration of the LDC transforms in tandem. For example, in one of the banks, the programme ‘facilitators’ are now serving as ‘learning integrators’ within and across programmes as the LDC’s strategic and design capabilities develop. This and the discussion on the evolving LDC opens up the question of how leadership development is integrated and the locus thereof. This locus is in part influenced by how the LDC and banks delimit the locus of leadership. Most prevalent is individualistic, leader-centred conceptions of leadership. However, the HOLDCs do speak about broadening their own and their organisation’s conceptualisation of leadership, shifting to decentred, distributed and networked understandings and development of it.

The above internal dynamics do not occur in a vacuum. There is a dynamic relation between their external and internal differentiation. Thus, one finds the shift from seeing the business school as too ‘academic’ and focussed on ‘SAQA compliance’ to being a space and means to challenge insular, organisational mindsets and assumptions. This includes challenging their respective bank leaders’ sole focus on, and solution-seeking for, their immediate ‘business challenges’ and financial performance. They call for a change in the partnerships with the business schools to ‘create a different model and a different level of thinking’.

The below excerpts give a sense of the day-to-day negotiation of the competing purposes, different demands from the many line-functional management, the many emergent contingencies and constraints, and the LDCs’ internally developed capabilities from external and internal differentiation. For the first quoted HOLDC, it means ‘compromising’ on the positioning and practice of leadership development:


‘And sometimes I’m under time pressure, you know I’ve got to design a programme in 3 months, actually don’t have the time to design to the extent that I would like to. […] I’d really like to do some really, really intense transformative stuff, but it invariably ends up being moderated down […] it ends up looking like a mini MBA which is really, really not what I want to do and I feel like I compromised myself in producing something like that.’ (HOLDC-4, female, Head of Leadership Development Centre at a large retail bank)

‘And I only exist to the extent that there’s demand for the programmes that I create.’ (HOLDC-4, female, Head of Leadership Development Centre at a large retail bank)

‘[…] biggest challenge always is that what I’m putting in place, does it have the right impact. Will it help the business move forward? Will it help the development of that individual? Those are always the big strategic challenges that we face. And the underlining challenges that go with that is stuff like are we using the right vendors? Do we have sufficient budget? Are we involved in the right programmes? Are we getting the return on the investment that we are looking for? Are we getting the output that we require? And what is that output?’ (HOLDC-5, female, Head of Leadership Development Centre at a large retail bank)



Banking Sector Education and Training Authority International Executive Development Programme

The BANKSETA IEDP, launched in 2005, illustrates a similar pattern of external and internal differentiation as with the banks’ LDCs. However, in the case of the BANKSETA, they differentiated their IEDP from that of the leadership development programmes of the local banks. In addition, their internal programme capabilities developed as their framing of their purpose evolved together with their partnerships with international, local and then continental business schools and their international and later continental networks in Africa. These capabilities involved the selection of delegates to the IEDP, the logistics of onboarding the delegates to the programme from the respective banks and its design and delivery in collaboration with the various business schools.

Table 2 provides a chronological and thematic summary of the pattern of external and internal differentiation for the BANKSETA IEDP. It illustrates how the BANKSETA’s purposes, capabilities, networks, partnerships and programme evolved together over the years.



[image: SAJHRM-18-1155-T2.jpg]

Partnerships and positions

One of the thematic threads through the discussions on the design, delivery and management of leadership development is partnerships. This is clearly seen in the discussion on the banks’ LDCs and the BANKSETA IEDP, which illustrates how partnerships evolve with their external and internal differentiation. This includes how they frame and see their organisational boundaries. For example, with their evolving capabilities, in particular along the strategic and design lines of development, one finds the heads of the banks’ LDCs calling for a reconfiguration to ‘create a different model and a different level of thinking’. They now seek to ‘co-design’ and ‘co-create’ leadership development with the business schools and other providers. This reconfiguration and the call to ‘co-design’ and ‘co-create’ require the stakeholders to understand the different positions that they take up with regard to leadership development. Understanding these positions may help them clarify implicit assumptions, expectations, role conflicts, competing task demands and consequently identity issues that they bring into, and that emerge within, the partnerships. Table 3 provides a summary of the positions the HOLDCs (as managers of the LDCs) and business school programme managers and faculty take up and the related aspects of the leadership journey of the delegates. The themes are drawn from those that emerged from the interviews with the HOLDCs, business school programme managers and BANKSETA IEDP delegates.
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Discussion

The primary aim of the study was to explore how the articulation, configuration and management of leadership development have evolved within the retail banking sector. This provides insight into the day-to-day realities of leadership and its development within organisations, as there is a dearth of research on the many purposes and actual management of leadership development within firms and within the South African context.

Evolving leadership development and human resource journeys

The study illustrates that leadership development is shaped by competing and shifting purposes, and that its management as a programme, function and LDC, and the firms it is undertaken within, are not static. They are continuously evolving and entail dynamic internal and external relations (with push and pull dynamics) and attempts at the alignment of leadership, culture, performance and business strategy. These layered institutional and individual journeys, at different levels of analysis, include the formalisation and institutionalisation of leadership development. An aspect of this is the location and embedding of leadership development within the HR management and development function.

There are two possible avenues for exploring the journeys of leadership development and HR. The first concerns the question of how leadership development and the HR sub-functions evolve, separately and together, and the ways they may align or not. Here, we could draw on the debates on the best fit and coherence of HR practices and sub-functions (Becker, Huselid, Pickus, & Spratt, 1997; Choi, 2014; Garavan, Watson, Carbery, & O’Brien, 2015; Huselid & Becker, 2011). Their argument is that fit and coherence is necessary both internally as a bundle of HR practices or HR system and externally with the firm and its business strategy. In this regard, the case study helps illustrate the dynamics, tensions and paradoxes in the attempts by the LDC management to achieve internal fit within their ‘hybrid’ HR structure as well as organisational and strategic fit.

This brings us to the second avenue. We can locate the above question and the discussion on the LDC journey within the debates on the strategic value, roles and organisation of the HR function. In particular, David Ulrich’s proposal for HR given the global prevalence of the ‘Ulrich model’ (Ulrich, 2015, p. 25) and the banks’ instantiation of it in its ‘hybrid’ HR structure (Hird, Marsh, & Sparrow, 2009; Pritchard, 2010; Keegan, Bitterling, Sylva, & Hoeksema, 2018; Ulrich, 2015; Ulrich, Younger, & Brockbank, 2008). It raises two issues. Firstly, following Hird et al. (2009), we need to weigh up the level of readiness and competence of the HR teams and function to implement Ulrich’s proposals. Secondly, we need to attend to how consulting companies interpreted and translated Ulrich’s research and proposals into structural plans for firms. That is, how they translated the ways HR can deliver strategic value into a fixed structural design that is commonly though erroneously referred to as the ‘Ulrich model’ (Ulrich, 2015, p. 25). This opens up the possibility of reimaging the dynamic configuration of the HR function and the LDC as their capabilities mature, including how the tensions and paradoxes within this configuration and between various HR practices are enacted and worked through across organisational spaces and time. Here, one could also consider how the continual tensions and paradoxes of centralisation and decentralisation are played out and negotiated.

Forms of leadership and learning and creating space

As the programme, function, LDC and managers thereof evolve, they shape how formal, informal and non-formal learning takes shape and is facilitated and prioritised. In this way, they delimit the learning content, process and spaces as well as open up these as they develop and mature in their configuration and internal capabilities. The notion of learning spaces helps locate this understanding of leadership development within the broader debate on pedagogic space (see Jivan & Paile, 2019) and the inter-disciplinary debates on the ‘spatial turn’ (Soja quoted in Kostogriz, 2006, p. 176) in the various fields of the social sciences. It leads to an appreciation of space as socio-material realities, which are multi-faceted and comprise the material, structural, institutional, relational, discursive and experiential.

This allows for the critical examination of contexts as the effects of socio-material realities and practices, rather than assuming that it is ‘pre-existing’ (Edwards & Miller, 2007, p. 269). Together with the above understanding of leadership development as continuously evolving and dynamic, it suggests the need to interrogate how organisations frame, undertake and manage the ‘contextualisation’ of leadership develospment. It also opens up for exploration the locus of learning and learning spaces, as leadership and its development matures. For example, consider the shifting locus in the use of teacher and learner-centred modalities; the practices of pedagogy, andragogy and heutagogy (and the attendant conceptions of individual autonomy and dependent, guided and self-directed learning); and the incorporation of the workplace in the formal learning within programmes (Merriam, 2001b; Sandlin, Wright, & Clark, 2013).

As one explores the locus of learning and spaces thereof, one could also explore the contestations on the locus of leadership as it and its development matures – from being leader-centred to being more decentred, distributed, shared and network-based. Day (2001) and Day and Halpin (2001) have argued for the differentiation of leader and leadership development; and Day and Harrison (2007; Day et al., 2011) later provided a model of ‘levels of complexity’ (2007, p. 361) of leadership and an attendant multilevel approach to leadership development. Petrie (2011) similarly suggested that there is global ‘transition occurring from the old paradigm in which leadership resided in a person or role’ (p. 6) to a ‘new [paradigm] in which leadership is a collective process that is spread throughout networks of people’ (p. 6) within organisations.

Reimagining capabilities – Partnerships, intermediation and disintermediation

The call by the HOLDCs to ‘create a different model and a different level of thinking’, and ‘co-design’ and ‘co-create’ leadership development, suggests the need to reimagine partnerships, organisational boundaries and the capabilities these require. To help reimagine these, one could draw analogies to the current debates on technology platforms and platform strategies. The first analogy one could draw is to the present debates on proprietary, commercial platforms that serve the role of intermediation. For example, one can cite Facebook, Uber and Airbnb as examples of intermediaries (Van Alstyne, Parker, & Choudary, 2016). In this case, the platform serves as an intermediary within an ecosystem comprising a network of consultants, facilitators and other providers of leadership development serving as ‘intellectual free agents [as well as their] corporate clients’ (World We Work In, 2015, p. 2). It is argued that this helps ‘integrate divergent management disciplines, research areas, and learning methodologies’ (Anderson & Van Wijk, 2010, p. 550) to address client needs and ‘customize and innovate beyond the boundaries of a single institution’ (Anderson & Van Wijk, 2010, p. 550). Thus, the locus of integration here is the client needs and the expertise that needs to be brought together to answer these needs.

The second analogy one could draw, at the other end of the spectrum to intermediation, is disintermediation and decentralisation. Here, one could cite the emergence of distributed ledger and associated technologies (such as block chains) that obviate the need for intermediation. These are meant to enable unmediated peer-to-peer interaction and token-based value exchange and economies, as well as the possibility of decentralised forms of organisation and self-sovereign or decentralised digital identities (Rauchs et al., 2018). Those leading disintermediation and decentralisation point out the dangers of centralised platforms and services such as Facebook who capture and monopolise users and their data, and as intermediaries set out (overtly and covertly) the protocols or ‘rules’ for everyone and define and shape what is possible.

Centralised platforms and services will be an anathema to the decentred, distributed, shared and network-based conceptions of leadership; and for the emergent and process-based understanding and development of leadership. Disintermediation and decentralisation through distributed technologies, token-based economies, decentralised forms of organisation and self-managed, decentralised digital identities may be more amenable and enabling for these forms of leadership and their development. These could provide an alternate platform for the emerging and multifaceted partnerships between the banks and their academic and other leadership development partners; and the boundary spanning between the supply and demand sides.

However, the exact form and mechanisms this platform can take are not clear and these particular technologies and the concepts of disintermediation and decentralisation still need to mature. Presently, it appears that disintermediation and decentralisation are defined negatively as ‘not intermediation’, which means that the frame of reference is the present forms of intermediation rather than a complete reimagining of these as well as the firms and the value chains and ecosystems they are embedded within. For the moment, though, we could consider how the other established fields of technologies and innovations are presently aligning: from digitalised learning and its management (including e-learning platforms, massive open online courses and the modularisation of learning content, and learning management systems) to artificial intelligence (specifically machine learning) and the cyber-physical systems of the fourth industrial revolution.

Positions and identity work

The discussion on positions highlights the need to attend to the identity work of both the managers of leadership development and the delegates, and brings another dimension to the debates on it. It draws attention to the spatiotemporal and institutional setting of identity work. It has similarities with the findings of Pritchard (2010) on the ‘identity-work’ (p. 177) of HR practitioners, especially with HR positioning itself in a strategic partnership with line and executive management in accordance with Ulrich’s proposals. Pritchard observes that ‘HR practitioners identify with a variety of roles and claim to operate differently in relation to a range of HR issues’ (p. 176). This negotiation of roles entails an ‘active engagement’ (p. 176) with their ‘self-identity’ ‘constructions’, resulting in shifts in their view of their profession and their own professional identity. Caldwell’s (2004) research likewise found that the HR practitioners are ‘pragmatic realists’ (p. 202) rather than ‘purists’, when working with and through the ‘inner tensions of HRM’, and ‘reactive pragmatists’ (p. 203) in the ‘day-to-day’ (p. 203) operations. This distinction of practitioner pragmatism can help develop a more granular understanding of how they take up and negotiate the discussed positions.

Practical implications

The study offers insights into how leadership development evolves within firms as a bounded function, centre, programme and learning and developmental process. This can help firms and their managers of leadership development to compare, diagnose, anticipate and manage their leadership development. It could alsso help business schools and other providers of leadership development to diagnose, anticipate and manage client firm’s competing needs and demands. Table 4 provides practical suggestions in terms of the evolving management, design and delivery of leadership development.
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Limitations and recommendations

Although providing insights from the perspective of the leadership development managers, the purposeful sampling is limited as it does not include the voices and perspectives of other stakeholders, such as the banks’ HR, line and executive management, and delegates who did not attend the BANKSETA IEDP. A broader sample could provide a richer and holistic ‘picture’ of leadership development within organisations. The use of semi-structured interviews limited the study to the participants’ narrative accounts of their lived experience. The use of participant observation during actual programme design and delivery, for example, could provide richer data and thick descriptions thereof. Where time and resources are not limiting, the possibility of ethnographic studies could also be considered. This could allow the researcher the exposure to the operational and strategic aspects of the business as well as the day-to-day functioning within HR and the LDC. The constraint to be considered is the concerns of the firms regarding their intellectual property, competitive advantage and sharing of sensitive HR and talent data.

Conclusion

This study identifies the need to shift from a methods focus and centricity to explore how leadership development evolves as a bounded function, programme and learning and development process. It explores how the purpose, capabilities and configuration of leadership development evolve over time within a single sector. In this way, it opens up further avenues for research on leadership development and provides a road map for practitioners to diagnose, understand and manage their present capabilities and deliberately plot ways to innovate leadership development.

Acknowledgements

Competing interests

The author declares that he has no financial or personal relationship(s) that may have inappropriately influenced him in writing this article.

Author’s contributions

I declare that I am the sole author of this research article.

Funding information

This research received no specific grant from any funding agency in the public, commercial or not-for-profit sectors.

Data availability statement

Data sharing is not applicable to this article as no new data were created or analysed in this study.

Disclaimer

The views expressed in the submitted article are that of the author and not an official position of the institution or the funder.

References

Anderson, J., & Van Wijk, G.J. (2010). Customized executive learning: A business model for the twenty-first century. Journal of Management Development, 29(6), 545–555. https://doi.org/10.1108/02621711011046512

Avolio, B., Walumbwa, F., & Webesr, T.J. (2009). Leadership: Current theories, research, and future directions. Annual Review of Psychology, 60, 421–449. https://doi.org/10.1146/annurev.psych.60.110707.163621

Baicher, R. (2005). Leadership competencies of successful business leaders in South Africa (Phd thesis). Unisa, Pretoria.

BANKSETA. (2006). Expanding international executive horizons. BankSeta Newsletter, 7(2). Retrieved from www.bankseta.org.za/downloads/Newsletter_june06.pdf

BANKSETA. (2007). IEDP Programme moves into third year of success. Retrieved from http://www.skillsportal.co.za/content/iedp-programme-moves-third-year-success

BANKSETA. (2013). Skills programmes. Retrieved from http://www.bankseta.org.za/skills_development?section=12&page=79

Becker, B.E., Huselid, M.A., Pickus, P.S., & Spratt, M.F. (1997). HR as a source of shareholder value: Research and recommendations. Human Resource Management, 36(1), 39–47. https://doi.org/10.1002/(SICI)1099-050X(199721)36:1%3C39::AID-HRM8%3E3.0.CO;2-X

Bergman, M.M. (2008). The straw men of the qualitative-quantitative divide and their influence on mixed methods. In M.M. Bergman (Ed.), Advances in mixed methods research (pp. 11–19). London: Sage.

Bersin, J. (2014). Leadership development factbook 2014. Retrieved from http://marketing.bersin.com/leadership-development-factbook-2014.html

Billett, S. (2014). Integrating learning experiences across tertiary education and practice settings: A socio-personal account. Educational Research Review, 12, 1–13. https://doi.org/10.1016/j.edurev.2014.01.002

Botha, S., & Claassens, M. (2010). Leadership competencies: The contribution of the Bachelor in Management and Leadership (BML) to the development of Leaders at First National Bank, South Africa. International Business & Economics Research Journal, 9(10), 77–88.

Caldwell, R. (2004). Rhetoric, facts and self-fulfilling prophecies: Exploring practitioners’ perceptions of progress in implementing HRM. Industrial Relations Journal, 35(3), 196–215. https://doi.org/10.1111/j.1468-2338.2004.00309.x

Caroll, B., Levy, L., & Richmond, D. (2008). Leadership as practice: Challenging the competency paradigm. Leadership, 4(4), 363–379. https://doi.org/10.1177/1742715008095186

Charan, R., Drotter, S., & Noel, J. (2011). The leadership pipeline. How to build the leadership powered company, San Francisco, CA: Jossey Bass.

Choi, J.H. (2014). The HR–performance link using two differently measured HR practices. Asia Pacific Journal of Human Resources, 52(3), 370–387. https://doi.org/10.1111/1744-7941.12009

Coetzee, J. (2009). Personal or remote interaction? Banking the unbanked in South Africa. South African Journal of Economic and Management Sciences, 12(4), 448–461. https://doi.org/10.4102/sajems.v12i4.188

Day, D. (2001). Leadership development: A review in context. Leadership Quarterly, 11(4), 581–613. https://doi.org/10.1016/S1048-9843(00)00061-8

Day, D., & Halpin, S. (2001). Leadership development: A review of industry best practice. Retrieved from http://oai.dtic.mil/oai/oai?=getRecord&metadataPrefix=html&identifier=ADA391440

Day, D., & Harrison, M.M. (2007). A multilevel, identity-based approach to leadership development. Human Resource Management Review, 17(4), 360–373. https://doi.org/10.1016/j.hrmr.2007.08.007

Day, D., & Sin, H. (2011). Longitudinal tests of an integrative model of leader development: Charting and understanding developmental trajectories. Leadership Quarterly, 22, 545–560.

Day, D.V., Fleenor, J.W., Atwater, L.E., Sturm, R.E., & McKee, R.A. (2014). Advances in leader and leadership development: A review of 25 years of research and theory. The Leadership Quarterly, 25(1), 63–82. https://doi.org/10.1016/j.leaqua.2013.11.004

Denzin, N.K., & Lincoln, Y.S. (2008). Introduction: The discipline and practice of qualitative research. In N.K. Denzin & Y.S. Lincoln (Eds.), The Sage handbook of qualitative research (pp. 1–32). London: Sage.

Dongrie, V., Haims, J., Lamoureux, K., Tauber, T., Van Loon, R., & Wang, A. (2015). Leadership: Why a perennial issue? In J. Bersin, D. Agarwal, B. Pelster, & J. Schwartz (Eds.), Global human capital trends 2015. Leading in the new world of work (pp. 17–24). Westlake, TX: Deliotte University Press.

Edwards, R., & Miller, K. (2007). Putting the context into learning. Pedagogy, Culture & Society, 15(3), 263–274.

Evers, J.C. (2011). From the past into the future. How technological developments change our ways of data collection, transcription and analysis. Forum: Qualitative Social Science Research, 12(1), 2–32.

Fairhurst, G.T., & Grant, D. (2010). The social construction of leadership: A sailing guide. Management Communication Quarterly, 24(2), 171–210. https://doi.org/10.1177/0893318909359697

Financial Sector Charter Council. (2003). Financial sector charter. Retrieved from http://www.fscharter.co.za/page.php?p_id=149

Furlonger, D. (2015a, September). Treading carefully. African management education. Financial Mail, pp. 22–32.

Furlonger, D. (2015b). Business schools: Roles under fire. Retrieved from http://www.financialmail.co.za/coverstory/2015/07/23/business-schools-roles-under-fire

Garavan, T.N., Watson, S., Carbery, R., & O’Brien, F. (2015). The antecedents of leadership development practices in SMEs: The influence of HRM strategy and practice. International Small Business Journal, 34(6), 870–890. https://doi.org/10.1177/0266242615594215

Gurdjian, P., Halbeisen, T., & Lane, K. (2014). Why leadership development programs fail. McKinsey Quarterly, 1, 121–126.

Henley Business School. (2015). Corporate learning priorities 2015. Using learning and development to achieve strategic business aims. Retrieved from http://www.henley.ac.uk/files/pdf/exec-ed/2015_Corporate_Learning_Survery.pdf

Hernez-Broome, G., & Hughes, R. (2004). Leadership development: Past, present and future. Human Resource Planning, 24(1), 24–32. https://doi.org/10.1002/lia.1075

Hird, M., Marsh, C., & Sparrow, P. (2009). HR delivery systems: Re-engineered or over engineered? Lancaster: Centre for Performance-led HR, Lancaster University Management School. Retrieved from https://www.lancaster.ac.uk/media/lancaster-university/…/hrdeliverysystems.pdf

Hollenbeck, G.P., McCall, M.W., & Silzer, R.F. (2006). Leadership competency models. Leadership Quarterly, 17(4), 398–413. https://doi.org/10.1016/j.leaqua.2006.04.003

Huselid, M.A., & Becker, B.E. (2010). Bridging micro and macro domains: Workforce differentiation and strategic human resource management. Journal of Management, 37(2), 421–428. https://doi.org/10.1177/0149206310373400

Jivan, A., & Paile, M. (2019). Pedagogic and learning spaces of leadership development: A sectoral case study. South African Journal of Higher Education, 33(4), 137–155. https://doi.org/10.20853/33-4-3150

Keegan, A., Bitterling, I., Sylva, H., & Hoeksema, L. (2018). Organizing the HRM function: Responses to paradoxes, variety, and dynamism. Human Resource Management, 57(5), 1111–1126. https://doi.org/10.1002/hrm.21893

Khurana, R. (2010). From higher aims to hired hands: The social transformation of American business schools and the unfulfilled promise of management as a profession. Princeton, NJ: Princeton University Press.

Kostogriz, A. (2006). Putting ‘space’ on the agenda of sociocultural research. Mind, Culture, and Activity, 13(3), 176–190. https://doi.org/10.1207/s15327884mca1303_2

Kostov, P., Arun, T.G., & Annim, S. (2014). Financial services to the unbanked: The case of the Mzansi intervention in South Africa. Contemporary Economics, 8(2), 191–206. https://doi.org/10.5709/ce.1897-9254.140

Lapadat, J.C. (2000). Problematizing transcription: Purpose, paradigm and quality. International Journal of Social Research Methodology, 3(3), 203–219. https://doi.org/10.1080/13645570050083698

Loew, L. (2015). State of leadership development 2015: The time to act is now. Retrieved from http://www.ddiworld.com/DDI/media/trend-research/state-of-leadership-development_tr_brandon-hall.pdf?ext=.pdf

Mabey, C., & Morrell, K. (2011). Leadership in crisis: ‘Events, my dear boy, events’. Leadership, 7(2), 105–117. https://doi.org/10.1177/1742715010394732

Mabey, C., Egri, C.P., & Parry, K. (2015). From the special section editors: Questions business schools don’t ask. Academy of Management Learning & Education, 14(4), 535–538. https://doi.org/10.5465/amle.2015.0302

Maredza, A., & Ikhide, S. (2013). Dealing with the challenge of generating employment in South Africa: Does banking sector efficiency matter? The International Business & Economics Research Journal, 12(11), 1361–1372. https://doi.org/10.19030/iber.v12i11.8173

Merriam, S.B. (2001a). Qualitative research and case study applications in education. San Francisco, CA: Jossey-Bass Publishers.

Merriam, S.B. (2001b). Andragogy and self-directed learning: Pillars of adult learning theory. New Directions for Adult and Continuing Education, 2001(89), 3–14. https://doi.org/10.1002/ace.3

Mulcahy, D., Cleveland, B., & Aberton, H. (2015). Learning spaces and pedagogic change: Envisioned, enacted and experienced. Pedagogy, Culture & Society, 23(4), 575–595. https://doi.org/10.1080/14681366.2015.1055128

Paton, S., Chia, R., & Burt, G. (2014). Relevance or ‘relevate’? How university business schools can add value through reflexively learning from strategic partnerships with business. Management Learning, 45(3), 267–288. https://doi.org/10.1177/1350507613479541

Patton, M.Q. (2002). Qualitative research and evaluation methods. London: Sage.

Petrie, N. (2011). Future trends in leadership development. Center for Creative Leadership white paper. Retrieved from http://www.ccl.org/leadership/pdf/landing/FutureTrends.pdf

Pillay, M., Viviers, R., & Mayer, C.H. (2013). The relationship between emotional intelligence and leadership styles in the South African petrochemical industry. SA Journal of Industrial Psychology, 39(1), 1–12.

Pritchard, K. (2010). Becoming an HR strategic partner: Tales of transition. Human Resource Management Journal, 20(2), 175–188. https://doi.org/10.1111/j.1748-8583.2009.00107.x

Probert, J., & James, K.T. (2011). Leadership development: Crisis, opportunities and the leadership concept. Leadership, 7(2), 137–150. https://doi.org/10.1177/1742715010394810

Rauchs, M., Glidden, A., Gordon, B., Pieters, G., Recanatini, M., Rostand, F., … Zhang, B. (2018). Distributed ledger technology systems. A conceptual framework. Cambridge: Cambridge Centre for Alternative Finance.

Ready, D.A., & Conger, J.A. (2003). Why leadership development efforts fail. MIT Sloan Management Review, 44(3), 83–90.

Sandlin, J.A., Wright, R.R., & Clark, C. (2013). Reexamining theories of adult learning and adult development through the lenses of public pedagogy. Adult Education Quarterly, 63(1), 3–23. https://doi.org/10.1177/0741713611415836

TFSA. (2007). South African banking executives choose Toronto for prestigious training programme. Retrieved from November 16, 2015, http://archive.newswire.ca/fr/story/33505/media-advisory-south-african-banking-executives-choose-toronto-for-prestigious-training-program

Tynjälä, P. (2008). Perspectives into learning at the workplace. Educational Research Review, 3(2), 130–154. https://doi.org/10.1016/j.edurev.2007.12.001

Uhl-Bien, M., Riggio, R.E., Lowe, K.B., & Carsten, M.K. (2014). Followership theory: A review and research agenda. Leadership Quarterly, 25(1), 83–104. https://doi.org/10.1016/j.leaqua.2013.11.007

Ulrich, D. (2015). Reflecting on the past and looking to the future: The importance of business structure. In P. Cheese (Ed.), Changing HR operating models (pp. 23–26). London: CIPD.

Ulrich, D., Younger, J., & Brockbank, W. (2008). The twenty-first-century HR organization. Human Resource Management, 47(4), 829–850. https://doi.org/10.1002/hrm.20247

Van Alstyne, M.W., Parker, G.G., & Choudary, S.P. (2016). Pipelines, platforms, and the new rules of strategy. Harvard Business Review, 94(4), 54–62.

Volini, E., Schwartz, J., Roy, I., Hauptmann, M., Van Durme, Y., Denny, B., & Bersin, J. (2019). Leadership for the 21st century: The intersection of the traditional and the new. Retrieved from https://www2.deloitte.com/us/en/insights/focus/human-capital-trends/2019/21st-century-leadership-challenges-and-development.html

World We Work In. (2015). The platform model for executive learning. Retrieved from http://www.theworldweworkisn.com/pdfs/Articles/The_Platform_Model_for_Executive_Learning_short_version.pdf

Yin, R. (2003). Case study research. Design and methods. London: Sage.

Yukl, G. (2010). Leadership in organizations (7th edn.). New York: Pearson Prentice Hall.

Footnote

1.The case study explores the question of the design and integration of leadership development, wherein instructional and curriculum designs are discussed. However, a detailed discussion on design and integration is beyond the scope of the present article.
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TABLE 4: Practical suggestions for Leadership Development Centres and their partners.

Development Centre

Bu:

ess schools and other providers

Evolving
management

Design

Delivery

Managing the mandate and formalisation of leadership development:

« Establishing or entering and repositioning an existing LDC are both a process. They require ongoing, (re)defining

and (re)formalising of the mandate and configuration of leadership development. This means navigating and

negotiating:

= the structural, cultural and political landscape of the firm

= dynamics such as centralisation-decentralisation and standardisation—customisation, which play out within the
HR structure and broader firm

= dynamics regarding alignment, standardisation and customisation

= maturity and internal capabilities of the LDC as well as that of the firm

Day-to-day management is a continual negotiation of institutional and practical realities and contingencies. Identify

and manage the tensions and paradoxes resulting from competing and shifting purposes of leadership development.

Understand how the firm espouses and enacts the caussal relations between leadership, culture and performance;

and manage the continual negotiation between the firm’s purposes, best practices and one’s own critical

perspective as a manager of leadership development

Journey of internal and external differentiation:

« Deliberately identify the value of the LDC and its role by plotting the current LDC on the various lines of
development identified in the study. Prepare for a journey with trials, tribulations and many trade-offs with no
clear-cut linear formula that one can follow.

« Clearly differentiate the current and future value and capabilities of the LDC from the business schools and other
partners. Plot how the LDC's internal capabilities and partnerships should evolve over time.

« Plan and execute the shift in roles and identities of the LDC staff as the LDC capabilities evolve and transform.

« The bottom line measurement by the firm is how well the LDC rolls out and lands the various developmental
interventions. Ensure fit to the firm’s level of maturity, appetite and funding.

Innovating leadership development:

« Using the identified lines of development identify how partnerships, organisational boundaries and capabilities are
evolving and how these can be reimagined. Consider the analogies of intermediation and disintermediation to help
reimagine these, espsecially given references to the VUCA world, to which one could add disruptive innovation of
business models and from the fourth industrial revolution.

« Identify how learning and learning spaces are currently provided and deliberately design and create learning spaces
in line with changing LDC capabilities and shifting competitive landscape, business models and forms of organisation.

Evolving design:

« Identify the firm and one’s personal approach to design.

« Consider that the approach to design in firms can evolve over time from being a static, solitary or cognitive activity
to being an embedded and collaborative process. As the capabilities of the LDC evolve, the way design is approached
can shift. For example, shifting to co-creating and co-designing leadership development with partners internally and
externally.

« Consider how the purposes, capabilities, networks, partnerships and programme design evolve together over time.
The BANKSETA IEDP can serve as an illustrative example.

Designing and the creation of spaces:
Understand the various positions one takes as a manager of the LDC and whether one takes a purist, realist or
pragmatic approach in these positions.

Understand how these positions influence the negotiation of the different roles the LDC plays, the trade-offs thereof
and the spaces these can create or not.

« The delivery of leadership development does not occur in a vacuum. Understand and prepare for the continual
negotiation of competing purposes and how the capabilities of the LDC and partners influence delivery.

Map out the different positions taken as the LDC manager and the related position of the delegates of development
programmes to help clarify the implicit assumptions, expectations, role conflicts and identity issues that play out in
the design and delivery of leadership development.

Use these in customisation and contextualisation considerations in the design and delivery, and for thinking about
the integration challenges in relation to the varied developmental experiences within programmes.

Provide forums for clients to identify
and share emergent trends and provide
frameworks to understand and manage
future forms of firms, organisations,
business models and competition
Provide sectoral-level and cross firm
insights on institutional and practical
issues, including leadership, culture and
performance

Serve as a sounding board and challenge
organisational mindsets, insular
perspectives and comfort zones of clients
Develop partnership models and best-fit
leadership development in relation to
LDC’s capabilities and firm'’s competing
demands

Provide insights on platform strategies,
intermediation and disintermediation
Research further to build scenarios on
future forms of partnerships, capabilities
and boundary spanning

Provide a platform for debates on
pedagogy, curriculum and learning spaces
Challenge functional and organisational
mindsets of delegates as well as their
comfort zones

Research and provide insights on design
and integration, including instructional
and curriculum design

Map and unpack differences in approach to
design to provide client—firms insights and
the value that can be provided to them
Map and unpack the positions the HOLDCs
take up and that the partners take up and
how these can provide variegated
experiences that are enriching and
developmental for delegates and their
respective firms

Collaborate with clients and help
articulate the delivery and learning spaces
that need to be created with the evolving
partnership models, capabilities and
boundary spanning.

Provide insights on role conflicts and
identity issues and managing these.
Collaborate with managing the tensions
between customisation and
contextualisation, and challenging
organisational assumptions and mindsets.

BANKSETA, Banking Sector Education and Training Authority; IEDP, International Executive Development Programme; HOLDC, heads of the Leadership Development Centre; LDC, Leadership
Development Centre.
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TABLE 3: Evolving positions.

Heads of the Leadership Development Centre and business school programme

managers

Banking Sector Education and Training Authority International Executive

Development Programme delegates

Developmental guide
In this position, the bank and business
school managers work with the
delegates and navigate with them
their ‘developmental journey’

Critical-reflective professional
The managers attempt to maintain
professional ‘critical distance’ while
working from within organisational
‘spacels]’

Pragmatic practitioner
In this position, the managers
‘articulate’, and give form and
structure to their organisation’s formal
purposes, ‘needs’ and requirements.
For the business school managers, it is
their client organisations’ needs and
that of the school

LDC, Leadership Development Centre.

The work with the delegates in the
here-and-now of their leadership
development programmes entails:
distilling the complexity and breadth of
leadership

navigating, shepherding and
“springboard[ing]’ the delegates
creating ‘space’ for the delegates rather
than using a ‘cookie-cutter approach’
to leadership and its development or
‘one size fits all’ programmes

The managers grapple with creating ‘critical
distance’ and space for themselves and the
LDC. In this space:

« they try to foreground ethics of
leadership and leadership development
their focus is on developing a ‘fully
integrated human being’, thereby
challenging the idealised ‘hero leader’
model of leadership

they force the delegates out of their
‘comfort zones’ by ‘dislodgment’

and ‘uprooting’ them

they argue for broadening both leader
and leadership development to include
wider access, collaborative and team
learning and organisational development

The managers as intermediaries give

voice to their organisations’ needs and

requirements:

« they articulate and speak the ‘language’
of “business’ as a ‘strategic partner’

« they contextualise and align leadership
and its development

« they attempt to ‘balance’ (in their
leadership development design) the
institution’s history, ‘culture’, language’
and practices with beginning afresh and
designing on a ‘blank page’ and with
‘best practices’ in mind

Developmental journey .
The delegates’ experience of their
developmental journey and distilling

and ‘connectling]’ with leadership

Navigating organisational realities ~ *
The delegates navigate and negotiate
leadership within their respective
organisations

Negotiating identities and place
The delegates negotiate their identity
work within the bank’s strategy,
culture, talent management and
leadership pipeline

They realise that leadership development
is a ‘process’. At first, they are not ‘seeling]
the wood for the trees’ and wandering or
‘lost at sea’

They distil, ‘boil down’ and ‘connect’ with
‘leadership’

For some, they experience an ‘inflection point’
or pivot in their understanding, practice and
identification with ‘leadership’

The delegates wrestle with the ‘gritty’ realities
of ‘managing’ and ‘leading’

These trials and tribulations ‘humble’ them
and unravel the idealised ‘hero’ myth they held
They shift in seeing leadership as relational
and grapple with personal ‘boundaries’ as
they negotiate their agency as ‘leaders’ and
develop the agency of their teams and within
the organisation

The delegates struggle with not ‘being bound
by the organisation’ in their leadership
journey and the identity-work entailed
therein.

One delegate states: ‘I need to define

who | am above the organisation”
Post-programme the delegates also seek out a
‘platform’ or space within the organisation for
their continuing developmental journey
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TABLE 2: Evolving Banking Sector Education and Training Authority International Executive Development Programme.

Year

Milestones in the BANKSETA IEDP evolution

2000
2004

2005/2006

2007/2008

2010

2011-2016

Formal launch of the BANKSETA and other Sector Education and Training Authorities (SETAs).

Formal launch of the Financial Sector Charter (FSC); a voluntary agreement that the finance and banking sector stakeholders signed in 2003 on a post-apartheid
transformation framework and principles for the banking industry (Financial Sector Charter Council [FSCC], 2003).

To support the FSC, and as part of the transformation agenda of the BANKSETA, an IEDP ‘fact-finding mission’ is conducted to help address equity in the
development for, and employment in, senior and executive management levels at the banks (BANKSETA, 2006; TFSA, 2007). Following the fact-finding mission, a
pilot and then a formal IEDP programme is launched in a partnership between the BANKSETA, the Toronto Financial Services Alliance (TFSA) and Immersion Lab
(a consultancy in Canada).

The IEDP is firstly hosted in Canada where the delegates attend a set curriculum at the Rotman Business School and Schulich Business School. In their international
visits and immersions, the delegates engage with key stakeholders at The Bank of Montreal Leadership Centre, Canadian Imperial Bank of Commerce (CIBC),
Canadian Bankers Association and the TFSA. Delegates attended preparatory workshops on action learning, at a South African Business School, ‘for working on
the three research topics set for them by the sector’ (BANKSETA, 2006).

A new BANKSETA CEO is appointed whose tenure continues to 2016/2017

In the ‘midst of [post-Apartheid] transformation’, there is the continued evolution of the BANKSETA programmes in a quantitative and qualitative manner. This
included: (1) expanding of partnerships locally, regionally, continent-wide and globally; (2) expanding and diversifying the international exposure, visits and
‘immersions’; and (3) ‘customisling]’ the content of the IEDP. These were informed in part by what was seen as ‘relevant’ at the time and through the engagements
with many stakeholders through conferences, meetings, formal visits and formal engagements afforded to them as an SETA.

The above quantitative and qualitative changes then included: (1) expansion of the base of the IEDP beyond Canada with the introduction of a second IEPD hosted
in the United Kingdom at the Cass Business School; (2) the substitution of Canada for a European base thereafter at the Rotterdam Business School; and (3) joint
ventures and partnerships with South African Business Schools for anchoring the IEDP UK and Europe. The BANKSETA positions the IEDP as achieving ‘synergies’ and
‘economies of scale’ for the sector. This follows from its access. As the BANKSETA CEO states, ‘we are not competitors with any bank, we have access to Citi Bank,

JP Morgan[,] Freddie Mac and Fannie Mae and people like those in the [United] States’ (italics added).

There is the formal differentiation of the IEDP into two programmes ‘anchor[ed]’ at different South African business schools, one focussed on retail banking and the
other on investment banking. This leads to the refinement of the content of the two differentiated IEDPs and attendant change in the institutions for the
international visits.

The customisation continues into the present with the refinement of the IEDPs’ content and process. The programme managers at Delta Business School
(pseudonym for the local business school hosting the retail-banking-focussed IEDP) redesigned and reshaped the IEDP they ‘inherited". They positioned it as a
‘personal development programme’ and reimagined the international leg of the programme as ‘field challenges’ that would enable ‘experiential learning’. This was
informed by the business school’s ‘relational’ ‘philosophy of learning’.

The building and formalisation of partnerships and immersions with African business schools and institutions in support of the African Agenda.

The ‘blend[ing)’ of both banking and non-banking institutions for the international visits. For example, Google, Sony, Apple and Blackberry are seen as relevant for
strategic positioning and potential disruption of banks.

BANKSETA, Banking Sector Education and Training Authority; IEDP, International Executive Development Programme.
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TABLE 1: Themes and subthemes.

Themes Subthemes
Institutional journey Purposes and formalisation
D e Internal and external differentiation

Partnerships

Individual journey Positions

« Leadership development managers

« Leadership development delegates or
participants

BANKSETA, Banking Sector Education and Trai





