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Introduction 
n the global economy, competition is 

multifaceted, challenging and fraught with 

competitive opportunities and threats. 

Therefore, strategic leadership is increasingly 

becoming the foremost emphasis for business and 

academics alike and is the crucial issue facing 

contemporary organisations. Without effective 

strategic leadership, the capability of an organisation 

to achieve or sustain a competitive advantage is 

significantly constrained.  Effective strategic 

leadership can thus help organisations enhance 

performance while competing in turbulent and 

random environments. However, there has been 

little empirical evidence of the effects of strategic 

leadership on organisational processes that have 

distinctive strategic significance. A greater 

understanding of the criteria that influence success in  

I 

I 

 
TIMBOU-AFRICA ACADEMIC PUBLICATIONS 
INTERNATIONAL JOURNAL, FEBRUARY, 2022 EDITIONS 

VOL. 8 NO. 6 ISSN: 2977-5745 

 
 

INTERNATIONAL 
JOUNAL OF: 
SOCIAL SCIENCE 
RESEARCH AND 
ANTHROPOLOGY 

ABSTRACT 
The study of 

strategic 

leadership 

focuses on 

executives with 

the overall 

responsibility for 

an organisation, 

includes not only 

the titular head 

of the 

organisation but 

also members of 

what is referred 

to as the top 

management 

team. Through 

their leaders, 

organisations 

make strategic 

choices about the 

strategies they 

implement to 

enhance their  
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organisations will enable organisations to take positive action to become 

more successful. 
 

Background of the Study 

Strategic leadership means the ability to anticipate and envision the future, 

maintain flexibility, reason strategically and initiate changes that will create a 

competitive advantage for the organisation in the future. (Daft, 2011). Despite 

the long history of research on leadership, only recently have the organisation 

behaviour scholars started to single out strategic leadership as a focus of 

attention (Narayanan & Zane, 2009). Leadership at strategic level is one of the 

principal issues facing organisations in the 21st century – nevertheless, little 

empirical evidence has emerged on the effects of leadership at strategic level 

on organisational processes with distinct strategic importance (Elenkov, 2008). 

Leadership is the ability to encourage others to try eagerly in order to obtain 

certain purposes (Davis, 2010). It  is  a  process  in  which  management  of  the  

organization  tries  to  facilitate  his  tasks  to  fulfil  organizational purposes by 

creating motivation and an effective relation and encourages employees to 

conduct their tasks eagerly and enthusiastically (Alvani,1996). Organizational 

performance is obtaining organizational and social purposes or successful 

beyond them and conducting duties undertaken by people (Heresy and 

Blanchard, 1996). Leadership is further challenged by the ability to motivate 

others, often over a long period of time, and guide others effectively. Peter 

Drucker stated, “Management is doing things right; leadership is doing the 

right things.” The “right” in management terms comes from the interaction 

with others.  Leadership is never an individual’s directing, it’s a cooperative 

competitive advantage. From a strategic management standpoint, 

organisational effectiveness is the degree to which the composite outputs an 

organisation produces align with the demands of its environment in order to 

achieve a competitive advantage, and strategic leadership is a primary 

determinant of this set of outputs. Identifying these outputs and the process 

through which they contribute to effectiveness is the key to understanding 

the organisational effectiveness construct. 
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effort fostered by listening, gathering a variety of opinions, considering 

effective strategies and effectively generating a clear vision. Today’s leaders 

face unprecedented challenges as organisations struggle to adjust to the ever-

accelerating rates of change both internally and in the external environment in 

which they are embedded. Such change challenges not only the knowledge, 

skills and abilities of leaders, but also perhaps even more important, the self-

conceptualisations of their leadership capabilities and psychological resources 

to meet the ever-increasing demands of their lives (Hooijberg, Hunt & Dodge, 

1997; Avolio & Luthans, 2006). Given such complex challenges, it would be hard 

to imagine anyone being positively influenced by leaders who do not welcome 

or accept such challenges. Sanders and Davey (2011: 41) identify strategic 

leadership that links leadership effectiveness and organisational effectiveness 

in a new paradigm of strategic leadership. The dynamic cognitive and 

behavioural complexity of the causal chain of mediators and moderators 

suggests the reason for the difficulty in attaining and maintaining leadership 

effectiveness (Sanders & Davey, 2011: 45).  

 

Definition of Strategic Leadership  

Defining strategic leadership poses a challenge because the scope of strategic 

leadership is broad and complex. The strategy is the plan, while strategic 

leadership is the thinking and decision making required to develop and effect 

the plan. Supervisory leadership is about leaders “in” organisations, whereas 

strategic leadership is concerned with leadership “of” organisations (Boal & 

Hooijberg, 2001). 

  

Role of Leader in Organisation 

The role of the leader appears to be fundamental to the success of 

organisations. Hence identifying the criteria that leaders require to make their 

organisations successful will greatly enhance the possibility of leadership 

achieving this goal in organisations. Strategic leadership is the ability to 

influence others to voluntarily make day-to-day decisions that enhance the 

organisation’s long-term viability, while at the same time maintaining its short-

term financial viability (Rowe, 2001).  Elenkov’s (2008: 46) empirical study on 

strategic leadership concludes that top managers who wish to influence 
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innovations should not rely on their hierarchical position alone, but that they 

also need to possess relevant strategic leadership skills that appear critical to 

their power base.According to Waldman, Ramírez, House and Puranam (2001: 

134), strategic management theory has become increasingly concerned with 

top-level managers and their effects on strategy formulation and organisation 

performance. Furthermore, House and Aditya (1997: 441) argue that since the 

study of effective organisational policies and strategies has been one of the 

most prominent foci of business school education since the founding of the 

earliest business schools, the relative neglect of strategic leadership as a 

subject of empirical investigation is ironic.  Over the past few years, 

considerably more attention has been paid to the significance of strategic 

leadership in organisations. Some studies have focused on what strategic 

leaders actually do in their day-to-day environment (Nyabdza, 2008; Kotter, 

2001). According to Fiedler (1996: 243, 246), the most important lesson we have 

learnt over the past 40 years is probably that the leadership of groups is a 

highly complex interaction between an individual and the social and task 

environment.  He further postulates that it seems safe to predict that 

managers who can capitalise on their cognitive resources will substantially 

improve their organisation’s performance. Elenkov (2008: 37) maintains that 

there is little empirical evidence of the effects of leadership at strategic level 

on organisational processes that have distinctive strategic significance that can 

help companies achieve sustainable competitive superiority.  Other research 

has examined critical leadership components (Hagen, Hassan & Amin, 1998; 

Ireland & Hitt, 1999; Hitt, Ireland & Hoskisson, 2001), and the results of such 

studies would indicate the contribution of these components to organisational 

success. However, few studies have examined the relationship between 

strategic leadership and the organisation’s performance (Kathuria & Partovi, 

2000: 215; Raymond & Croteau, 2009: 192, Serfontein, 2009).   

According to Labovitz (2004: 30), research has shown that aligned and 

integrated companies outperform their nearest competitors on every major 

financial measure and that the organisational effectiveness that derives from 

this alignment is a significant competitive advantage. Alignment may be 

defined as that optimal state in which strategy, employees, customers and key 

processes work in concert to propel growth and profits. Hence aligned 
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organisations enjoy greater customer and employee satisfaction and produce 

superior returns for shareholders. Strategic alignment has been a key focus 

area, particularly in the information technology (IT) environment. In terms of 

this environment, the majority of the studies were initially focused on aligning 

IT with strategy, but strategic alignment is now becoming increasingly the 

focus of a range of management studies (Avison, Jones, Powell & Wilson, 2004; 

Campbell, Kay & Avison, 2005; Iman & Hartono, 2007). 

 

Strengthening of Views 

According to Ireland and Hitt (1999: 43) define strategic leadership as a 

person’s ability to anticipate, envision, maintain flexibility, think strategically 

and work with others to initiate changes that will create a viable future for the 

organisation. According to Wheeler et al. (2007: 4), great management 

practices are not replicable in a recipe fashion, but companies can develop a 

design for strategic leadership. This is an integrated group of practices that 

builds a company’s capacity for change. In order to develop and maintain this 

capacity, these authors define four critical elements that necessity to be 

integrated:  (1) Commitment to the company’s purpose; (2) the make-up of the 

top management team; (3) the capabilities and motivation of people 

throughout the organisation; and (4) a sequence of focused, well-chosen 

strategic initiatives that can take the company forward. Strategic leadership is 

the ability to influence others to voluntarily make day-to-day decisions that 

enhance the long-term organisation’s viability (Rowe, 2001: 81). 

 

The critical criteria of leadership  

Hagen et al. (1998) explored the six critical criteria for strategic leadership 

identified by Hitt, Ireland and Hoskisson (1995) among American CEOs in terms 

of their perceptions and ranking of these criteria in relation to strategic 

leadership. According to Hagen et al. (1998: 41), Hitt et al. (2001: 500) and 

Jooste and Fourie (2009: 52, 53), the six critical criteria of strategic leadership 

are as follows: (1) determining strategic direction; (2) exploiting and 

maintaining core competencies; (3) developing human capital; (4) sustaining 

an effective corporate culture; (5) emphasising ethical practices; and (6) 

establishing strategic controls. 
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Strategic Alignment  

According to Khadem (2008: 29), alignment is crucial to success. Alignment is 

that optimal state in which strategy, employees, customers and key processes 

work in concert to propel growth and profits. Aligned organisations enjoy 

greater customer and employee satisfaction and produce superior returns for 

shareholders (Labovitz, 2004: 30).  Alignment matters and produces dramatic 

benefits for organisations. It is therefore critical if enterprises are to achieve 

synergies through their business and support units (Kaplan & Norton, 2006: 3, 

26–27). An enterprise’s main focus is therefore on aligning strategy with the 

business, but it should also align its employees and management processes 

with the strategy. However, even if the organisation’s strategies are aligned 

and integrated in all organisational units, little will be gained unless employees 

are motivated to help their organisational unit implement these strategies. 

According to Fonvielle and Carr (2001: 5), alignment involves common 

agreement about goals and means, and these two authors concur with 

Labovitz’s (2004) statement that alignment is a necessary condition for 

organisational effectiveness.  

Strategic alignment provides a means for measuring the effectiveness of 

organisations (Labovitz & Rosansky, 1997; Labovitz, 2004). These authors 

maintain that alignment gives managers at every level of the organisation the 

ability to rapidly deploy a coherent business strategy, be totally customer 

focused, develop world-class people and continuously improve business 

processes – all at the same time. Fonvielle and Carr (2001) underscore the view 

that alignment is a necessary condition for organisational effectiveness. 

Khadem (2008) and Kim and Mauborgne (2009) concur with these views and 

cite alignment as the critical factor in successful strategy implementation. In 

light of the previous definition of alignment, economic performance may be 

enhanced by alignment, by finding the right fit between external positioning 

and internal arrangements (Ciborra, 1997: 68).  

 

Leadership Theories: a Traditional Perspective 

Supervisory theories of leadership are about leadership “in” organisations, 

while strategic theories of leadership are concerned with leadership “of” 

organisations and are focused on the organisation as a whole (Boal & 
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Hooijberg, 2001: 516). Leadership theory has evolved from the original upper 

echelons theory developed by Hambrick and Mason (1984) to focus on new 

leadership theories.  These include charismatic theories of leadership, 

transformational theories of leadership and visionary theories of leadership to 

strategic leadership. Strategic leadership focuses on the people who have 

overall responsibility for the organisation, which includes not only the titular 

head of the organisation but also its top leadership, referred to as the TMT or 

dominant coalition (Boal & Hooijberg, 2001: 516). 

 

Leadership and Strategy 

 In recent years, the attention of leadership scholars has shifted to top 

executives who are in a position to exert a strong influence on the strategy and 

performance of organisations (Sosik, Jung, Berson, Dionne & Jaussi, 2005 :).  

Strategic leadership is the leader’s ability to anticipate, envision and maintain 

flexibility and empower others to create strategic change as necessary (Hitt et 

al., 2001: 500; Serfontein, 2009; Jooste & Fourie, 2009: 52, 53).  The phrase 

“strategic leadership” emerged from work on strategic management and 

involves the following: (1) determining strategic direction; (2) exploring and 

maintaining unique core competencies; (3) developing human capital; (4) 

sustaining an effective organisational culture; (5) emphasising ethical 

practices; and (6) establishing balanced organisational controls (Hitt, et al., 

1995; Hagen et al., 1998; Hitt et al., 2001: 500; Jooste & Fourie, 2009). According 

to Sosik et al. (2005: 47), outstanding strategic leaders are those executives 

who display key behaviours that enable the organisation to execute its strategy 

effectively. In essence, they are “strategy-focused leaders”. This view confirms 

the criteria identified in previous studies (Hitt et al., 1995; Hagen et al., 1998). 

Understanding strategic leadership involves spotlighting what effective top 

leaders actually do to produce a strategy-focused organisation (Sosik et al., 

2005:). 

 

Background to the Development of Strategic Leadership 

The topics of leadership and strategy have attracted a great deal of interest 

over the years, with a substantial body of literature on each subject generating 

confidence in the existence and study of these subjects. Both strategy and 
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leadership are being redefined by change, and both concepts are therefore 

looking increasingly the same. Hence the continued pressure to focus on 

change has resulted in the merging of both leadership and strategy (Abell, 

2006: 310). In future, change will drive increasing congruence of strategy and 

leadership in practice, as well as merge the two fields in academia. Increasing 

attention is being paid to the role fulfilled by top leaders and their impact on 

organisations. There is thus a shift away from focusing on the leader/follower 

to looking at the leader and TMTs.  

The focus on strategic leadership is gaining momentum as the subject gains 

recognition. Studies has confirmed that leader behaviour influences group and 

organisational behaviour (O’Reilly, Caldwell, Chatman, Lapiz & Self, 2010: 

104,112), but less is known about how top leadership ensures that group and 

organisational members implement their decisions.  It is the alignment across 

hierarchical levels that really matters. This segment deals with the problem 

statement for this study. The positive relationship between strategic 

leadership and strategic alignment in high performing companies has not been 

empirically investigated in South Africa. More specifically, the focus of this 

study was to establish the importance of the strategic leadership criteria and 

the extent of the relationship between the strategic leadership criteria and 

strategic alignment in high-performing companies. 

 

Significance of the Study 

Organisational performance is a key concern for business executives. In this 

regard, the focus on strategic alignment was ranked as one of the principal 

issues faced by executives (Avison et al., 2004: 223, 224). Over the past few 

years, there has been a significant increase in the focus on strategic alignment 

in organisations. Organisations cannot be competitive if their business and 

strategies are not aligned. However, achieving strategic alignment continues 

to be a major concern for business executives. Accordingly, identifying the 

criteria that leaders should meet in order to make their organisations 

successful would greatly enhance leadership’s ability to be more successful, as 

well as making it possible to select the right leaders for organisations.  Some 

of the studies that are related to this study include that of Van Schalkwyk 

(1989), entitled “Leadership and strategic management in organisational 
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development”; a study by Serfontein (2009) entitled “The impact of strategic 

leadership on operational strategy and performance of business organisations. 

The role of strategic leadership in effective strategy implementation: 

perceptions of strategic leaders” by Jooste and Fourie (2009).  Freedman 

(Serfontein, 2009) postulates that no organisation can hope to succeed in 

today’s hostile world without a strong leadership team in place and a clear 

strategy process that enables them to set, implement and update their 

strategy.  

According to Drucker (2002), organisations need to innovate and improve their 

existing practices in order to cope with the challenges of the knowledge 

economy. With reference to the importance of strategic leadership in this 

regard, in a study on the effect of CEOs on organisational performance, Mackey 

(2008: 1362) concludes that CEO effects on corporate performance are fairly 

substantial (29.2%) – almost four times larger than the corporate effect (7.9%) 

and almost five times larger than the industry effect (6.2%). The need for 

further research on strategic leadership in the context has been clearly 

specified. This study focused on building on the body of knowledge to enhance 

understanding of strategic leadership whereby leaders impact on their 

organisations. As an exploratory study, this research attempted to measure 

the relationship between the two variables of strategic leadership and 

strategic alignment in high performance organisations. The knowledge gained 

should therefore help organisations to improve their effectiveness. The 

contribution of this study is to expand on existing search on strategic 

leadership by measuring the significance of critical leadership criteria and 

strategic alignment in high-performing organisations in Situations and then to 

provide insight into the relationship in order to advance organisational 

performance. The results of this study should lead to further research in the 

field of strategic leadership and organisational performance, which would 

undoubtedly contribute to the further development of knowledge of strategic 

leadership. Organisations are by definition composed of people involved in 

dynamic social relationships. It is through these relationships between leaders 

and followers, superiors and subordinates, managers and workers, that the 

work and thus the fundamental purposes of organisations are achieved.  
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The effectiveness of these relationships undoubtedly influences the 

effectiveness of organisations. However, the effectiveness of these 

relationships depends largely on the effectiveness of the behavioural inputs 

supplied by the participants in these relationships relative to organisational 

goals. Hence leader effectiveness must be an input to and determinant of 

organisational effectiveness and leadership effectiveness is likewise a function 

of organisational effectiveness (Sanders & Davey, 2011). A synthesis of the 

leadership theories indicates at least three elements that are essential to the 

construct of leadership effectiveness, namely task focus, people focus and 

development focus (Sanders & Davey, 2011: 42). Task focus involves those 

processes that are aimed at the accomplishment of the basic purpose of the 

group (e.g. goals, objectives and results). Leadership inputs that are people 

focused include the following: consideration; participative decision making; 

concern for followers' needs; matching personal and group needs; fairness; 

respect; trust; and rewards.   

Development focus includes the periodic need to establish new patterns that 

take cognisance of altered conditions in which the organisation operates. 

Organisational effectiveness is viewed as the primary means of linking 

leadership theories to the strategic leadership construct, and leadership 

effectiveness needs to be defined in terms of organisational effectiveness if it 

is to be considered strategic. Through their organisations, leaders make 

strategic choices about the strategies they adopt to enhance their competitive 

advantage. From a strategic management standpoint, organisational 

effectiveness is the degree to which the composite outputs an organisation 

produces align with the demands of its environment in order to achieve a 

competitive advantage – and strategic leadership is a primary determinant of 

this set of outputs. Identifying these outputs and the processes whereby they 

contribute to effectiveness is the key to understanding organisational 

effectiveness.  Sanders and Davey (2011:43-44) use the term “meta-model” of 

strategic leadership because this framework draws on the numerous theories 

of strategic leadership and seeks to incorporate them into an overall paradigm 

that aligns their interrelationships and their relationships with the leadership 

effectiveness and organisational effectiveness constructs via the concept of 

strategic leadership.  
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In the meta-model, organisational effectiveness is viewed as the ultimate 

measure of leader effectiveness. To optimally align with their environment, 

effective leaders have to assess a diverse agreed of dynamic environmental 

forces and identify performance demands on the organisation in terms of the 

specific outputs the organisation needs to produce (Sanders & Davey, 2011: 45).  

The challenge of leadership is to envision how to change the organisation in 

order to achieve the set of organisational results that best fits with 

environmental demands, while maintaining the organisation as a functioning 

social system. Such change challenges not only the knowledge, skills and 

abilities of leaders, but also perhaps even more important, the self-

conceptualisations of their leadership capabilities and psychological resources 

to meet the ever-increasing demands of their lives (Hooijberg, Hunt & Dodge, 

1997; Avolio & Luthans, 2006). Given such complex challenges, it would be hard 

to imagine anyone being positively influenced by leaders who do not welcome 

or accept such challenges.Leadership efficacy is a specific form of efficacy 

associated with the level of confidence in the knowledge, skills and abilities 

required to lead others. Leadership efficacy can thus be clearly differentiated 

from confidence in the knowledge, skills and abilities associated with other 

social roles, such as teacher (i.e. teacher efficacy) or statesman (i.e. political 

efficacy), one fulfils.  Hannah et al. (2008) argue that the current conditions 

require leaders to continually “step up” to meet complex challenges and to 

have the requisite agency to positively influence their followers and the 

organisation’s culture, climate and performance. In order to mobilise groups 

towards collective performance, leaders have to exercise high levels of 

personal agency and create similar levels of agency in those individuals they 

are leading by proxy (Bandura, 2000). 

In addition to these skills, and central to leadership and its development, 

efficacy is the most pervasive of the mechanisms of agency which may 

deliberately or intentionally exert a positive influence and provide a foundation 

for all other facets of agency in order to operate (Bandura, 1997).  Efficacy’s 

relevant and comprehensive nature in meeting today’s leadership challenges is 

captured by Bandura and Locke’s statement (Hannah, et al., 2008: 669) that 

“efficacy beliefs affect whether individuals think in self-enhancing or self-

debilitating ways, how well they motivate themselves and persevere in the face 
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of difficulties, the quality of their well-being and their vulnerability to stress and 

depression, and the choices they make at important decision points”. The 

leadership theories focus on charismatic, transformational and visionary 

leadership. In contrast to upper levels and strategic leadership, these theories 

emphasise the interpersonal processes between leader and followers (Boal & 

Hooijberg, 2001: 525). Theories of charismatic leadership emphasise the 

personal identification of the followers with their leader. Charismatic theories 

tend to focus on individual level outcomes such as effect, loyalty, identity, 

commitment, motivation and performance. Personal identification with the 

leader is the key variable in charismatic theories of leadership (Boal & 

Hooijberg, 2001: 526). 

According to Boal and Hooijberg (2001: 526), transformational theories 

emphasise such factors as intellectual stimulation, individual consideration and 

inspiration. All organisations possess an identity that describes what is central, 

distinctive and enduring about the organisation. These identities have a 

temporal orientation of past (who the organisation used to be), present (who 

the organisation is) and future (who the organisation wants to become). It is 

in the vision of the leader and the articulation for change that the past, present 

and future come together.  Without effective leadership, the probability of an 

organisation achieving superior or even satisfactory performance when 

confronting the challenges of the global economy will be greatly reduced 

(Ireland & Hitt: 1999). Strategic leadership is the ability to influence others to 

voluntarily make day-to-day decisions that enhance the long-term viability of 

the organisation, at the same time maintaining its short-term financial stability 

(Rowe: 2001).Strategic leadership is the ability to influence others to 

voluntarily make day-to-day decisions that enhance the long-term viability of 

the organisation, at the same time maintaining its short-term financial stability. 

Visionary leadership is future oriented and involves risk taking, and visionary 

leaders are not dependent on their organisations for their sense of who they 

are.  Under visionary leaders, organisational control is maintained through 

socialisation and the sharing of and compliance with a commonly held set of 

norms, values and beliefs. Managerial leadership involves stability and order, 

and the preservation of the existing order. According to Rowe (2001), 

managerial leaders are more comfortable handling day-to-day activities and are 
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short-term oriented. The continued destruction of shareholder wealth by 

organisations suggests a lack of strategic leadership. This prevalence of 

managerial leadership and the lack of strategic leadership is one of the primary 

issues facing modern organisations. Unless board members, CEOs and top 

management teams understand this issue, and the difference between 

managerial, visionary and strategic leaders, the problem will persist (Rowe, 

2001).Rowe (2001) examines the role of strategic leadership in creating wealth 

in organisations He cites Ireland and Hitt, who state that, without effective 

strategic leadership, the probability of an organisation achieving superior or 

even satisfactory performance when confronting the challenges of the global 

economy 36 will be greatly reduced.  Strategic leadership influences others to 

voluntarily make day-to-day decisions that enhance the long-term viability of 

the organisation, while at the same time maintaining its short-term financial 

stability. Sustained wealth creation, continuous growth and expansion, and a 

healthy financial status in the short term are more likely to occur under 

strategic leadership. 

According to Rowe and Nejad (2009: 7), the demise of companies such as GM 

and K-Mart and the constant decline in shareholder value at these companies 

is in fact a result of a leader being too focused on day-to-day activities, to the 

detriment of other facets of sound business practice – in other words, failure 

because of managerial leadership. If we accept the widely held assumption 

that leadership does matter, and that the function of a business leader is to 

increase shareholder value, Rowe and Nejad’s (2009) belief is that strategic 

leadership is the best alternative for creating shareholder value. Rowe (2001: 

82, 86) examines several successful companies and compares their strategic 

leadership capability and their organisational success. He maintains that he is 

not arguing that because they had stunning market value-added ratios (MVA) 

that they are strategic leaders, but instead, sets out to demonstrate that they 

had stunning MVAs because they were strategic leaders. MVA is defined as the 

difference between the organisation’s market value and the capital 

contributed by investors. Rowe (2001) examines these categories and 

maintains that a strategic leader will create more wealth than a combination of 

visionary leader and managerial leader. Managerial leaders emphasise the 

organisation’s short-term financial stability, whereas strategic leaders are 
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visionary and emphasise the long-term viability of the organisation. Their aim 

is to change and be innovative in creating long-term wealth. Visionary leaders 

exert influence in a way that determines the direction an organisation will take 

by evoking images and expectations, altering moods and establishing specific 

desires and objectives. Their influence changes the way people think about 

what is possible, desirable and necessary. Visionary leaders strive to devise 

choices and fresh approaches to long-standing problems and create 

excitement in their work. They work from high-risk positions and seek out risky 

ventures, especially when the rewards are high.  

They are concerned with ideas and relate to people in intuitive and empathetic 

ways. Their attention is on what events and decisions mean to people. With 

visionaries in charge, human relations are more turbulent, intense and 

sometimes even disorganised. This may intensify individual motivation and 

produce positive or negative unanticipated 38 outcomes. Visionary leaders feel 

separate from their environment, and sometimes from other people. They 

work in but do not belong to organisations (Zaleznik, 1977). Their sense of who 

they are does not depend on their work, roles or membership, but on their 

created sense of identity. This identity may result from major events in their 

lives. According to Hosmer (1982), visionary leaders influence the opinions and 

attitudes of others in the organisation. They are concerned with ensuring the 

future of an organisation through the development and management of 

people.  Visionaries embed themselves in complexity, ambiguity and 

information overload. Their task is multifunctional and they have a far more 

complex integrative task. Because of this, they come to know less than their 

functional area experts about each of the several areas for which they are 

responsible. Visionaries are more likely to make decisions based on values and 

are more willing to invest in innovation, human capital and creating and 

maintaining an effective culture to ensure long-term viability. Visionary leaders 

focus on tacit knowledge and develop strategies as communal forms of tacit 

knowledge that promote the enactment of a vision. They make use of 

nonlinear thinking and believe in strategic choice, their choices make a 

difference in what their organisations do and these differences affect their 

organisations’ environment (Kotter, 2001). However, Zaleznik (1977) argues 
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that leaders and managers are different, and that no one person can exercise 

both types of leadership simultaneously.  

 

Conclusions 

He suggests that visionary leaders and management leaders are at opposite 

ends of a continuum, and that trying to be both causes the individual to end up 

in the centre and able to exercise neither style of leadership. Visionary 

leadership has gradually emerged as a crucially important but relatively 

underemphasised aspect of leadership research (Elenkov et al., 2005) and 

emphasises its effects on organisational processes and outcomes. Visionary 

leadership is future oriented and concerned with risk taking, and visionary 

leaders are not dependent on their organisations for their sense of who they 

are.  Under these leaders, organisational control is maintained through 

socialisation and the sharing of and compliance with a commonly held set of 

norms, values and shared beliefs. In some senses, visionary leadership is similar 

to the inspirational component of transformational leadership (Bass, 1985). 

Kotter (2001) suggests that a combination of managerial leaders and 

visionaries is a solution for organisations.  
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