
CHAPTER 8:CONCLUSIONS AND CURIOSITIES

8.0  Introduction

The study managed to achieve the following:

• Examine the challenges of organisational transformation in emerging   
 economies with special reference to Zimbabwe;

• Develop a theory/model (and elaborated it) to resolve the sixteen  identified  
 challenges.
 
This was done through:

• Examining the experiences of four Zimbabwean companies regarding   
 organisational transformation;
• Identifying points of convergence of experiences of the chosen companies 
 regarding organisational transformation;
• Identifying points of divergence of experiences of organisational    
 transformation;
• Spotting those issues that trigger organisational transformation;
• Exploring the best practices in organisational transformation; and
• Ultimately developing a theory/model (and elaborating it) to resolve the 
 transformation challenges of companies in emerging economies using   
 the four Zimbabwean companies as anchors.

This Chapter summarises the major findings and conclusions as well as provides some 

curiosities, caveats and prospects for future research.

8.1  Summary of Major Findings and Conclusions

8.1.1  Constructs

Twelve tentative constructs were the basis of this case-based theory building study. After an 

initial entry into the field and analysis of resultant data, the tentative constructs increased 

to fourteen. Each of these was tentatively defined after within-case data analysis. The 

cross-case data analysis yielded the refined definitions. The fourteen contructs, tentative 

definitions and refined definitions are reflected in Figure 8.1. 
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CONSTRUCT

Triggers of transformation

Best practices of transforma-
tion 

Key players

Time

Help

Relevance

Walking the talk

Fear & anxiety

Assessment & measurement

Belief

Governance

Diffusion

Strategy & purpose

Success

DEFINITION

Critical incidents that the organization 
has to respond to for its survival.
Tried & tested ideas & ways of con-
ducting business that can be migrated 
within & across organizations & envi-
ronments.
Those actors influencing others 
through their credibility, capability & 
commitment.
Pilot group’s flexibility & control over 
its own energy & priorities.

Coherent, consistent, knowledgeable 
coaching, guidance & support.

Presence of a clear, compelling busi-
ness case for learning.

The match between espoused values 
& actions.

Concerns about exposure, vulnerabil-
ity & inadequacy triggered by the 
conflict between increasing levels of 
candor & openness among members 
of the pilot group.

Establishing the degree of success of 
the transformation effort.

The extent of polarization in belief 
about the transformation effort.

The legitimate autonomy of a pilot 
group to act in tune with existing 
power & accountability structures.

The ability to transfer knowledge 
across organizational boundaries, 
making it possible for people around 
the system to build upon each other’s 
success.
Where the business is going & what 
the business is there for.

The achievement of desired results/
outcomes.

 REFINED DEFINITION

Clusters of forces that create motion in & 
around an organization.
Tried & tested ideas & ways of conducting 
business that can be benchmarked against.

Any stakeholders operating as the ‘seed carri-
ers’ of new ideas & new practices.

Enough flexibility & control of events allowing 
people involved in change to devote energy 
towards reflection & practice.

Coherent, consistent, knowledgeable coach-
ing, guidance & support to develop internal 
resources needed to build capacity for ongo-
ing transformation.

Making a case for transformation, articulating 
an appropriate business focus & showing why 
new efforts, such as developing learning capa-
bilities, are important for individuals & busi-
ness.
Fully living up to the new values espoused by 
the transformation.

Concerns about exposure, vulnerability & inad-
equacy triggered by the conflict between 
increasing levels of candor & openness and 
low levels of trust among people involved in 
transformation.

Establishing whether the transformation effort 
has achieved the desired results/outcomes.

The extent to which the convictions of organ-
izational members over the transformation 
effort are polarized.

Power & accountability structures set up to 
focus the transformation effort.

The process by  which an entire organization 
& its external partners learn from the experi-
ences of the transformation. 

Revitalizing & rethinking the organization’s 
intended business focus, its contribution to 
the community & its identity.
Meeting, and better still, exceeding stake-
holder needs & expectations.

I recommend that these fourteen constructs be a basis for replicating this study in other 

companies in Zimbabwe and other emerging economies.

Figure 8.1: The Fourteen Constructs 
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CHALLENGE

1.  Role of national culture in 

transformation

2.  Use of relevant national 

languages 

3.  Land redistribution

4.  Economic reform and 

poverty reduction

5.  Employment creation and 

entrepreneurship.

6.  Ecological harmony

7.  Boosting investor confi-

dence

EMERGING CHALLENGE

Organisations that transform in Zim-

babwe have to anchor such change on 

national culture.

Organisations that transform in Zim-

babwe have to use relevant national 

languages to convey and embed the 

new different ways of doing business 

to all relevant stakeholders.

Organisations that transform in Zim-

babwe will have to promote an equita-

ble pattern of land redistribution.

Organisations that transform in Zim-

babwe have to conduct business 

aimed at sustaining long-term high 

rates of economic growth driven by 

agriculture in order to alleviate pov-

erty.

Organisations that transform in Zim-

babwe have to create employment 

and upscale entrepreneurship to 

enable the state restructure its econ-

omy and compete globally.

Organisations that transform in Zim-

babwe have to engage in safety, health 

and environmental programmes to 

enhance the quality-of-life of employ-

ees and communities.

Organisations that transform in Zim-

babwe have to contribute towards the 

reduction/elimination of 

(trans)national conflicts, crime, includ-

ing corruption, in order to boost inves-

tor confidence.

 REFINED CHALLENGE

Organisations that transform in emerging 

nations have to anchor such change on 

national culture to narrow global inequities 

between developed and emerging nations.

Organisations that transform in emerging 

nations have to use relevant national lan-

guages to convey and embed the new dif-

ferent ways of doing business to all relevant 

stakeholders.

Organisations that transform in emerging 

nations will have to promote an equitable pat-

tern of land redistribution.

Organisations that transform in emerging 

nations have to conduct business aimed at 

sustaining long-term high rates of economic 

growth driven by agriculture in order to allevi-

ate poverty.

Organisations that transform in emerging 

nations have to create employment and 

upscale entrepreneurship to enable the states 

restructure their economies and compete glo-

bally.

Organisations that transform in emerging 

nations have to engage in safety, health and 

environmental programmes to enhance the 

quality-of-life of employees and communities.

Organisations that transform in emerging 

nations have to contribute towards the 

reduction/elimination of (trans)national con-

flicts, crime (including corruption) in order to 

boost investor confidence.

8.1.2 The Sixteen Challenges

The use of fourteen constructs resulted in the unearthing of sixteen challenges faced by 

each of, some of or all the four companies in the study. The challenge areas, emerging 

challenges and refined challenges are reflected in Figure 8.2

Figure 8.2: The Sixteen Challenges (continued on next page)
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8.  Value-enhanced products 

and services.

9. Consensus building 

amongst stakeholders.

10. Institutional capacity 

building.

11. Gender consciousness

12. Role of international 

lending institutions.

13. Privatisation

14. Culture of non-perform-

ance

15. Consensus based sys-

tems.

16. Transfer of positive les-

sons from political to eco-

nomic liberation.

Organisations that transform in Zim-

babwe have to (re)brand value-

enhanced products and services for 

the global market.

To succeed in leading change in their 

companies in Zimbabwe, managers 

need to forge an institutional frame-

work and process for consultation and 

consensus building amongst stake-

holders on the make up of reform pro-

grammes.

Organisations in Zimbabwe need to 

build institutional capacity to 

minimise/eliminate the gap between 

designed plans and their implementa-

tion.

Organisations in Zimbabwe need to 

move to a higher level of con-

sciousness in gender relations by 

engaging in gender analysis in order 

to empower women.

In the design and implementation 

of reform programmes in Zimbabwe, 

non-state actors will have to assist 

government assess the role of interna-

tional lending institutions.

Managers of companies to be priva-

tised in Zimbabwe are to undertake 

the privatisation process transparently, 

informed by a stakeholder driven 

team. Such privatisation is to be an 

effective role for the indigenisation of 

the economy.

There is need to attract and retain 

capable staff to arrest the movement 

of non-performing staff across Zimba-

bwean companies.

The cultivation of trust and credibility 

between key stakeholders in the con-

stitution making process is critical. 

Business leaders in Zimbabwe have to 

play a critical role.

Companies in Zimbabwe have to 

harness positive methodologies used 

during the struggle for political libera-

tion to foster economic liberation. 

Organisations that transform in emerging 

nations have to (re)brand value-enhanced 

products and services for the global market.

To succeed in leading change in their com-

panies in emerging nations, managers need 

to forge an institutional framework and proc-

ess for consultation and consensus building 

amongst stakeholders on the make up of 

reform programmes.

Organisations in emerging nations need to 

build institutional capacity to minimise/

eliminate the gap between designed plans 

and their implementation.

Organisations in emerging nations need to 

move to a higher level of consciousness in 

gender relations by engaging in gender analy-

sis in order to empower women.

In the design and implementation of reform 

programmes in emerging nations, non-state 

actors will have to assist governments assess 

the role of international lending institutions. 

Business leaders will have to play a pivotal 

role.

Managers of companies to be privatised in 

emerging economies are to undertake the pri-

vatisation process transparently, informed by a 

stakeholder driven team. Such privatisation is 

to be an effective role for the indigenisation of 

the economies.

There is need to attract and retain capable 

staff to arrest the movement of non-perform-

ing staff across the public sector, non-govern-

mental organisations and the private sector in 

emerging nations.

The cultivation of trust and credibility 

between key stakeholders in the constitution 

making process is critical. Business leaders in 

emerging nations have to play a critical role.

Companies in emerging nations have to har-

ness positive methodologies used during the 

struggles for political liberation to foster eco-

nomic liberation.

Figure 8.2: The SixteenChallenges (continued from previous page)
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ELABORATED THEME

1.    Staff.

2.     Business 
        stakeholders.

3.    Needs & 
       expectations.

4.    Promises.

5.     Value Streams.

6.    Structures & 
        systems. 

7.  Capacity & 
      capability

ELABORATED THEME STATEMENTS

Holding collaborative promise delivery forums with staff.
 
Collaborative listening to business stakeholders.

Collaborative expression of stakeholder needs and expectations.

Collaborative development of distinctive promises.
 
Collaborative designing of distinctive Value Streams.

Collaborative setting up of distinctive structures & systems.

Collaborative capacity & capability enhancement.

The sixteen challenges were confirmed through an intensive literature search of what 

obtained in Zimbabwe, regionally and globally that was relevant to organisational 

transformation.  

I recommend that in the replication studies recommended in 8.1.1 above, checks for the 

recurrence of these challenges be made.

8.1.3  The Seven Themes

From the within-case and cross-case analysis, nine emerging themes were synthesized to 

seven. The seven themes and elaborated theme statements appear in Figure 8.3.

Figure 8.3: Elaborated Themes
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Hold Informal & Formal Promise Delivery Forums 
with Internal Business Stakeholders

Listen Actively to External Business Stakeholders in 
Informal & Formal Settings

Express all Internal & External Business Stakeholders' 
Needs & Expectations

Develop Unique Promises to Meet Internal & External 
Business Stakeholders' Needs & Expectations

Design Unique Processes to Deliver the Unique 
Promises to Internal & External Business 

Stakeholders 

Set Up Unique Organizational Structures & Systems 
to Align with Unique Delivery Processes

Build Unique Organizational Capacity & Capability to 
Sustain the Changes

STEP 1:

STEP 2:

STEP 3:

STEP 4:

STEP 5:

STEP 6:

STEP 7:

8.1.4  The Emerging Model: The Madzivire Transformation (MaTra) Model 

The seven themes were used to come up with an emerging theory/model - the Madzivire 

Transformation Model  (the MaTra model). 

The MaTra model reflects that organisational transformation revolves around changing 

needs and expectations of (internal and external stakeholders), changing promises, 

changing delivery processes, changing structures and systems and changing capacity 

and capability to sustain the change. Two other critical elements of the emerging theory/

model are capturing the changing needs and expectations of internal and external 

stakeholders.

Grippingly, none of the four cases in the study reflected an effort that catered for all the 

seven MaTra elements. The closest was the home-grown FINANCE process model.

Figure 8.4: The Madzivire Transformation (MaTra) Model
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This MaTra model has more elements to change, compared to Newman &                                         

Nollen’s (1998:207) findings based on a study of 6 Czechoslovak (one country only) 

companies from one industry (manufacturing). The two also came up with an elaborated 

model of radical change and say: 

We were able to develop a testable model that includes facilitators of radical change 
(starting resources and capabilities, competitive conditions, and leadership), the most 
important things to change (strategy and systems), and the effect of national culture 
on the change process.

Thus, Newman & Nollen only found two elements (strategy and systems) to change. 

Insights from Newman & Nollen’s (1998:206) include:

We have also observed in the Czech Republic that changes in strategy and supporting 
systems are prerequisites for radical change. In particular, system change appears to 
play a larger role in these firms than previously hypothesized in Western firms. We 
suggest that this is so because new systems are necessary for new core values, which 
themselves are necessary for radical change.   

Thus, there are more intricacies in the MaTra Model as compared to Newman & Nollen’s.
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Chorus 1:
Holding  Collaborative 

Promise  Delivery   
Forums    with     Staff

Chorus 2:  
 Collaborative  Listening    

to  Business Stakeholders

Chorus 4: 
Collaborative Development 

of Distinctive Promises

Chorus 5: 
Collaborative Designing 

of Distinctive Value Streams

Chorus 6: 
Collaborative Setting Up 

of Distinctive Structures & Systems

Chorus 7: 
Collaborative 

Capacity & Capability Enhancement 

Chorus 3: 
Collaborative Expression 

of  Stakeholder  Needs &  Expectations

8.1.5 The Elaborated Model: The Madzivire Collaborative Transformation 

  (MaCoTra) Model

The MaTra model in this study was elaborated to include the common thread 

of ‘collaboration’ from an African perspective. The elaborated model (the Madzivire 

Collaborative Transformation model - MaCoTra) is shown in Figure 8.5.

Figure 8.5: The Madzivire Collaborative Transformation (MaCoTra) Model 
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The MaCoTra model integrates relevant Western and non-Western ideas producing a 

different and unique theory/model of organisational transformation that celebrates 

similarities and differences between cultures.

This is consonant with the pointers from Booysen & Beaty (1997) in connection with 

the South African context, Harvey, Carter & Mudimu (2000) comparing work values and 

motives among Zimbabwean and British managers, and Tidjani & Noorderhaven (2001) in 

an exploratory study with a special focus on Africa.

Booysen & Beaty (1997:15) say:

The South African workplace reflects many diverse cultures including European, 
African, Asian, Middle Eastern, and others, and people from the same cultures in South 
Africa frequently differ along regional and ethnic lines, reflecting a workplace that 
Beaty describes as a cultural cocktail. 

Whereas Harvey, Carter & Mudimu (2000:723) argue:

There is increasing evidence showing that Western management theories, of 
motivation and work values in particular, need to be adapted to the local cultural 
features of independent African countries. 

And Tidjani & Noorderhaven (2001) suggest:

Existing studies show that national cultures influence governance and economic 
performance. Sub-Saharan Africa, however, is sparsely covered in international 
comparative culture studies, and the existing studies suffer from a Western bias.  

With the opening up of the national borders, there is much mobility of workers from 

diverse groups to the extent that this statement may be applied to the whole of Southern 

Africa.
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The MaCoTra model is based on the metaphor of choruses, reflecting both non-linear 

and linear linkages. The metaphor of a chorus is used to depict the significance of songs 

in African bonding. Indeed, a personal commitment to transform an organisation with 

others calls for bonding around values, visions, missions and strategies. This is a remarkable 

departure from the steps, phases, and stages espoused in most of the cited Western change 

literature. This also emphasizes the need to appreciate that the MaCoTra philosophical base 

has emerged to be Ubuntu - ‘I am because we are’ - focusing on both independence and 

interdependence.

Hence change interventions may be through individual or multiple MaCoTra choruses, 

with the organisational song connecting all organisational members in a choir of 

transformation. 

Change leaders have to bear in mind that although extant change literature is mostly 

around steps, stages, acts and phases; change does not necessarily occur and cannot be 

implemented in a neat, clear-cut fashion. Booysen and Beaty (1997:12), for example point 

out:

Instead of a controllable process, more often than not, change occurs rather 
haphazardly and chaotically, in spurts and not event by event. 

What was startling to find was that leadership and/or the quality of leadership was 

more of a given. It was a significant issue only in PLEASURE where the death of PL1 

(considered a servant leader) resulted in a variety of crises, including leadership crises 

and mass resignations. This necessitated the need to integrate servant leadership and 

African leadership in the MaCoTra model through the inclusion of relevant work from 

Secretan(1997;1999) and Mbigi (1997;2000). As indicated in Chapters 2 and 6, both these 

futurists have the spirit as a basis of transformation.
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8.2  Curiosities, caveats and future research

8.2.1 Curiosities and caveats

I argue that case-based theory building research from Eisenhardt’s (1989) ‘Process Of 

Building Theory From Case Study Research’ is ideal for situations like the ones faced by 

companies in Zimbabwe from 1980 to 2000. 

In connection with case-based, theory building research in their study in the Czech 

Republic, Newman & Nollen (1998) assert: 

Events that had potentially tremendous effects on firms unfolded in unpredictable, 
and uncontrollable ways. Firms grappled with change in very unfamiliar territory 
with few guideposts and even fewer good role models. The exogenous changes that 
triggered company-level change were extraordinary and pervasive. These were ideal 
circumstances for case-based, theory-building on the process by which radical change 
was undertaken. 

I also assert that these sentiments are applicable to my study in Zimbabwe.

From the cited literature, it is interesting to note that no researcher has applied Eisenhardt’s 

process in the African context, which is a limitation in itself. There was therefore no 

enfolding literature on the Eisenhardt process to compare against, other than that available 

from the west and Eisenhardt herself. 

An interesting feature around the African perspective of collaboration is that it is 

characterized by intense background lobbying. Opinion leaders play a critical role in the 

process. A quick assessment of the power and politics dynamics in the Zimbabwean 

companies studied reflected that, on the surface, power and politics reside in concentric 

circles from the top leadership down the hierarchies to the shop floor as shown in 

Figure 8.6
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SHOP FLOOR

CENTRE

CENTRE

Figure 8.6:  The Madzivire Concentric Circles of Power and Politics in Organisations

Deeper analysis given the issue of background lobbying and the three sectors discussed 

above, however, revealed that a shop floor worker may be in the centre of power circles in 

either national politics or civic society. Other shop floor workers in similar positions may be 

connected to the top leadership and wield a lot of power through such relationships. Such 

shop floor workers, for example, may influence the direction of transformation efforts. 

The unanswered question is: How may organisational leaders harness the energy of opinion 

leaders in different concentric circles to spearhead transformation?
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POSSIBLE AREA

1. 
Contextualisation of 
business issues.

2.
Natural disasters.

3.
Interface between Govern-
ment, business and civic 
society

4.
Managing the Interface
between key power 
blocks.

5.
Effective management of 
conversations.

6.
 Key stakeholder blocks.

7.
Lack of consultation and 
polarisation. 

PROPOSITION

Contextualisation of business issues is a prerequisite for success of transforma-
tion efforts.

Natural disasters like drought trigger major change. There appears to be a 
10-year drought cycle for Zimbabwe.

Transformational business leaders need to thoroughly understand the interface 
between business, government and civic society.

Success in business transformation is dependent on the ability to manage the 
interface between key power blocks.

Successful organisational transformation is a function of the effective manage-
ment of conversations.

The role of state institutions, political parties and civic society is a major deter-
mining factor in the shaping of organized business in a society.

The lack of consultation on major economic issues and governance often leads to 
polarisation of positions between states, civil society and the private sector.

8.2.2 Future research

The propositions put forward are representative of unanswered questions. The challenge is 

for other researchers to test the propositions.

Figure 8.7 captures possible areas for further study from the within case analysis.

Figure 8.7: Possible Areas of Further Study as Propositions
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8.3 Overall Conclusion

The Eisenhardt (1989) eight step process used in this study guaranteed both internal and 

external validity. This is because steps 3, 6 and 7 (selecting cases, shaping hypothesis and 

enfolding literature) have built-in features to ensure such validity.

The sample of companies is representative of four business sectors in Zimbabwe. I assert 

that the results of the study may be generalizable to theory and other companies in 

Zimbabwe.

Generalisability to African companies outside Zimbabwe may be lower given the diverse 

nature of cultures. Hence there is need to replicate the study in other sectors not covered 

in Zimbabwe, other African countries and emerging economies outside Africa.

 

As pointed out under findings and conclusions above, there is need to systematically test 

the elaborated theory in a larger sample of companies and to extend the research to other 

emerging economies outside Zimbabwe.

I am prescribing the MaCoTra model to those organisations in emerging economies that 

intend to embark on transformation.
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APPENDIX 1: Semi-structured Interview and Focus Group Discussion Guide

Punctuated Equilibrium Paradigm

1. Describe the changes that have taken place in your company as from 1980 to 2000.

Initiation

2. What prompted the changes?

3. Who were the key players?

4. Indicate the time available for the initial stages of the change(s) in this company.

5. Highlight the kind and quality of help that was needed for the change.

6. Describe whether the change initiative was relevant for people’s personal goals and 

    business objectives. 

7. Indicate whether those advocating the change were ‘walking the talk’.

Sustenance

8. Highlight whether fear and anxiety were acknowledged as part of the change process.

9. Describe how progress was assessed.
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10. Indicate whether the company was split into groups of those who believed in the 

      change and those who did not believe in it.

 Redesigning

11. Describe the power and accountability structures that were set up during the change.

12. Highlight how the entire organisation learnt from the experiences of the change

      initiative.

13. Describe how new ideas about purpose and strategy influenced thinking in the 

      company. 

14. How successful were the changes?
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APPENDIX 2: Request to Study a Company

I am conducting a study on the challenges of organisational transformation in emerging 

economies with special reference to Zimbabwe. The purpose of the study is to come up 

with a theory/model of transformation that is suitable for Zimbabwean companies, in 

particular, and emerging nations in general.

Based on the experiences that your company has gone through since 1980, I have identified 

your company as one of the four that may contribute significantly to this study.  

The study involves collecting data through interviews, focus group discussions, observations, 

and from company documentation as well as media reports.

All records relating to your company will be strictly confidential. Participants and the 

company will be referred to by pseudonyms.

At the end of the study, I will present the findings and recommendations to your leadership 

team and provide you with a copy of these findings and recommendations.

Your assistance is greatly appreciated in advance 

Yours faithfully

Alex Benjamin Madzivire
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APPENDIX 3: The “Case Method” Research Project 

Interview/Focus Group Discussion Consent Form

In order to study organisational transformation in Zimbabwe, it is important to listen 

to employees’ thoughts and feelings regarding changes that have taken place in their 

company. 

Based on your invaluable experiences in your company, I have identified you as an 

individual who can add value to this study. I am inviting you to participate in a 

one-on-one interview or focus group discussion that I will conduct.

The interview or discussion should take approximately one and a half hours and will be 

scheduled at a place and time convenient to you this month.

Your decision to participate is completely voluntary.

All the records relating to the interview/discussion will be strictly confidential. Even 

though I am requesting that I tape record the sessions, participants will be referred to by 

pseudonyms. 

I will hold all the raw data (tapes and transcripts) and will not distribute that data to any 

unauthorised person(s).

Further information on this study is obtainable from me on 

Mobile number 263 - 11 606 433. 

-------------------------------------------   ---------------------------------------

Researcher’s signature     Participant’s signature

Date------------------------------------        Date-------------------------------- 370



APPENDIX 4: Request to be a Research Assistant

I am conducting a study on the challenges of organisational transformation in emerging 

economies with special reference to Zimbabwe. The purpose of the study is to come up 

with a theory/model of transformation that is suitable for Zimbabwean companies, in 

particular, and emerging nations in general.

The study involves collecting data through interviews, focus group discussions, observations, 

and from company documentation as well as media reports.

All records relating to the four companies will be strictly confidential. Participants and the 

company will be referred to by pseudonyms.

At the end of the study, I will present the relevant findings and recommendations to the 

leadership team of each company and provide them with a copy of these findings and 

recommendations.

Based on your experiences and your objectivity, I am requesting that you contribute 

significantly to this study as a research assistant.  

Your role will be to bring a very different and possibly more objective eye to the evidence.

I will acknowledge your contribution in the final document.

Looking forward to your support

Yours sincerely

Alex Benjamin Madzivire 371
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