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CONCLUSION:
HISTORY REPEATS ITSELF

'And thus, the tale was preserved, and did not perish; and it may also preserve
us, if we will listen to its warnings,; in which case we shall pass prosperously
across the river ... and during the journey of a thousand years
which we have described, we may never cease to prosper.’

Plato: 370

1. INTRODUCTION

The world is experiencing profound changes. Closer inspection of political,
environmental and social events (for example, the restructuring of Eastern
Europe and South Africa, global warming and AIDS) suggests that stability is rare
and promises to become even more so in the future. It is possible — no likely -
that the only thing that will not change is change itself. The impact of the
successive waves and the resultant eras, cause a ripple effect of discontinuity
(possibly more so, from the Second to the Third Waves) and make these changes
substantial in magnitude and force, and sustainable in that there is no possibility
for returning to pre-equilibrium. Technology is dramatically and significantly
altering the ways in which society is conducting its affairs and the way in which
the world is preparing for the future. Consequently, changes bring about their
own challenges and opportunities. Moreover, these new dimensions bring about
dramatic business transformation - the object of this, being to control the

challenges and take advantages of new opportunities.

Success in an increasingly competitive global environment is constantly being
explored by leadership and their organisations. Traditional barriers such as
national boundaries, currencies, regulation, a strong workforce and economies of
scale that once sheltered businesses are crumbling and will, in all probability,
disappear. This increases challenges and opportunities for businesses. Leaders
making critical business decisions by applying traditional (‘old") methods will not
achieve the successes that they aspire to. Competition within this new paradigm
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requires new rules, policies, structures, roles, leadership and organisation. It
demands a radical transformation of business itself, of its processes, its
leadership and its resources. The significance of business change is expanded
and related to the evolution and growth in the fields of technology and,
specifically, information technology. There is a significant need for businesses to
align their business strategies and business processes with their (information)
technology strategies as the latter (IT) is probably the most significant driving

force behind change and, more importantly, the enabler of change.
2. FINDINGS FROM THE THESIS

This thesis addressed the issues pertaining to the strategic use of information,
with regard to the organisation’s IS and IT and how these could be used to effect
change (or indeed to induce it). In the first Module the need for change was
addressed by identifying the new incentives for change. Use was made of
Toffler’'s waves and Imperato and Harari's epochs [1994a] thereby identifying the
business world of today in terms of Handy’s ‘age of unreason’ [1995a] in that the

current status quo no longer serves the challenges of the new world.

Two concerns should be pointed out here, the first being that in an evolutionary
world where technology is creating newer and more challenging opportunities,
there is a notion of cyclicality (of repetition) - that, though the needs of society
and the environment have shifted into a new paradigm (as a result of technology)
these needs are in a way repetitive, with only the level of the solution to the
specific problem and need, switching, similar to the K-waves in Module I.
Moreover, these cycles occur at an accelerated pace (in accordance with society’s
needs and technology’s ability to fulfil them) as can be seen from Toffler’'s waves
(the first having lasted from about 8000BC to the mid-18" century, and the
second from the 18™ century to the late 20" century). There are really very few
things new. The axioms on which most of what has been written in this thesis
are based, have been postulated by Toffler [1970, 1980], Handy [1985, 1995a,
1995b and 1995c] and by Drucker [1970, 1983, 1990, 1991, 1994] to name but

a few.

-312-



EPILOGUE
HISTORY REPEATS ITSELF

It is conceded that research in this field should be modern and contain modern
references, but it is postulated that the repetitive nature of society (even one that
will be largely dominated by technology, the content and usage of most of which
cannot be forecast as its evolution is too fast) is such that there is relevance in

the teachings of the grand masters of business.

With reference to the above, the question is whether it is then still possible to
identify (or rather, predict) future patterns and trends and in any way identify
possible changes in behaviour for businesses and leadership to lead them into the
digital age. This becomes more pressing with the issues in Module II at hand,
namely those of chaos and catastrophe. That there thus be some point (in time)
at which organisations should jump the curve and radically redesign their thinking
about their businesses, the processes, the resources and even leadership. An
attempt was made to identify this (bifurcation) point — known in the literature on
the subject, as the ‘cusp’. Furthermore, a distinction was made between pro-

active, pre-active and reactive behaviours in the identification of that moment of

inertia.

The strange and exciting phenomenon of self-organisation is explored and largely
became the focus of this thesis. The point was made that chaos theory stresses
ultimately reaching some (new) point of equilibrium, this following on the self-
organising ability of the chaotic system. Subsequently, the Module identifies the
notion of the self-organisation as a form of organisational structure and continues
to explore the characteristics of this organisational form - that of the chaordic
enterprise - in Module III. Several (not all new) organisational forms are
studied all of which are geared towards the new resources of organisations,
namely knowledge (this author prefers the term business intelligence) and the so-
called ‘knowledge worker’. Around these new resources ‘old’ organisational
structures and policies will fail and businesses find themselves in the situation

where they should re-engineer the ways in which they have been conducting their

businesses.
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Module IV consists of research into the organisational leverage provided by
knowledge and business intelligence. It explores the distinguishing line between
‘business data’, ‘business information’ and ‘business intelligence’ and justifies the
choice of the term business intelligence over other, in many ways better known
terms of reference within the field of knowledge management. The fine line
between IT and IS, allows one to formulate strategic and operational issues (refer
to Figures 11-14) pertaining to both and links the organisation’s IS to its business
processes through the re-engineering diamond. In this context, the Module
defines IT, traces its evolution and discusses the problematic area of
technological forecasting. It proposes moving IT from back-room to strategic tool
in the businesses of tomorrow. In this, it discusses the Continuous Strategic
Alignment Model as management tool to align the organisation’s business
strategy with the appropriate IT strategy. A classification of information
technologies is proposed and discussed, the terms of reference being the ROIT,

TCO and scope of these information delivery systems.

With the simultaneous (but not contradictory) diversification and convergence of
technology, the IT-enabled business re-engineering proposed by Hammer and
Champy [1990], has not delivered on all its promises and Module V sees the
development of a Technology Change Model according to which the scope of
change (radical/incremental) may be weighed against the IT investment
(existing/new). With re-engineering reporting many (and costly failures) it is
proper to finally suggest a case for ‘de-engineering’ the corporation (or cleaning
up after re-engineering), perhaps more so when the re-engineering is intertwined
with investing and implementing ERP systems. The importance of the self-
organising phenomenon becomes more relevant insofar as de-engineering is
proposed to counter the re-engineering failures and misconceptions. The uses of
chaos and its role in the self-organisation principle become necessary and evident
to enhance the performance of organisations. The principle of self-organisation
directs organisations to become more focused on letting information take its own
course rather than developing new models or frameworks or employing existing
ones. The principle of self-organisation presupposes no organised starting point,

it lets the organisation move into confusion after which the information or
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organisation will, of its own accord, crystallise into new and exciting forms and

ideas. Matthew Fox wrote that:

‘Wisdom is about living harmoniously in the universe,
which is itself a place of order and justice
that triumphs over chaos and
employs chance for its ultimate purpose.’

In keeping within the scope of Tichy’s model for change (Figure 1), which has
been used as a road map for this thesis, the research finally turns to the most
important issue of new and changing leadership in Module VI. Tichy himself has
been actively involved in the field of transformational leadership [Tichy and
Devannna, 1990], which focuses around change, innovation and
entrepreneurship, the vehicle of all of these being technology. Organisational

learning and the Competing Values Framework are studied within the framework

of chaordic leadership.

3. A REAL PARADIGM SHIFT

The value gained from information, the use of knowledge and the application of
(business) intelligence has been debated throughout this thesis. That this will
result in a paradigm shift is evident. When a paradigm does shift, it affects the
way that people look at the world and the way they understand it, so that
patterns and logic are totally new and the existing pattern and logic are no longer
valid. The shift in paradigm (through the Quantum Era to the Third Wave) is not
only due to the advent of new technology. It also follows from the emergence of
new questions. For instance, Instead of ‘What type of factory should we build?’,

one would ask: ‘What business should we be in?’
This provides a new perspective, with totally new views of what the world is like

and how and why things seem as they are, and also what work they do. Kenneth

Clark provides an excellent example of this in his treatise on the development of
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Western civilisation [1969]. He focused on the year 1100 when radical changes
occurred in European culture, architecture, sculpture and the people themselves.
Clark notes that these changes occurred within one lifetime - not as a result of
some technological breakthrough, but rather through a fortuitous release of
energy and a leap to a higher plane (or new (third) wave). Real shifts in scientific
paradigms appear as the whirlwind activity of some great scientist/revolutionary

(like Newton) who redesigns the world in his head and leads it in a new direction.

Thus, radical change in management occurs as a happenstance combination of a
leap in technology and a (possibly subsequent) shift in management technology,
outlook and perspective. Such changes may be due to environmental turbulence
in a manner similar to the great discontinuities in biological evolution attributable
to major changes in the earth’s environment (like the end of the Ice Age). The
merging of the technology leap with changes in management philosophy changes
do not generally occur all at once. There is generally a gap between the
occurrence of these two dimensions of the radical shift in management paradigm.
Shifts in management paradigm are complex and lengthy and seldom attributable
to a single innovator. They are incremental rather than sudden. On the other
hand, the triggering dimensions of technology and change in management
philosophy come from outside the organisation and its leadership. Management
scientists digest potential changes and transmogrify them into a long-term
indoctrination effort which results in shifts in paradigm. There are Gurus in
management [like Deming, Champy and Hammer, Drucker and Toffler], there are
no Newtons, Einsteins or Mandelbrots. Knowledge in management and
organisations is still merely a fragile assortment of methodologies and findings
borrowed from other disciplines like the sciences. The integrated framework is
still in its infancy, made more complex by the array of questions that have arisen
and management’s inability to field or formulate simplistic yet encompassing
models of how organisations exist. Moreover, at any given time, there is not only
one, but several paradigms prevailing in the management and organisational

discipline - some of which are completely divergent or paradoxical.

The notion of BPR and its links with technology were studied in this thesis.
Geisler [1997] contends that BPR is not so much a paradigm shift as an obsolete
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promise of a solution to a set of questions, that was sold to management as a
manifesto for change [Hammer and Champy, 1990] - perhaps ahead of its time
on the evolutionary scale of management knowledge, since it had few knowledge
tools available to tackle these problems. The figure below is an attempt to
provide some clarification of the above notion of current knowledge and a future
solution. The evolutionary development of management knowledge is not only
incremental, but progresses in saturation stages. As in the evolution of science,
contributions to the existing knowledge pool (state-of-the-art), have undergone
some leveling-off after which only radical movement can elevate this pool to a
higher plane. Real shifts in the management paradigm are rare occurrences,
generally resulting from leaps on an evolutionary scale. This movement into a

new paradigm and the driving forces behind it are depicted by the following

scheme:

Current knowledge,
methods, techniques, — Cumulative effects such
philosophies, as: Inward understanding of
concepts, phenomena and recognition
programmes of gaps between what we
know and what we need
9

Pressures to
generate new
knowledge

— New knowledge
applicable to new
questions

Figure 43: Current knowledge and future solutions
After Geisler: 1997: 57

It is doubtful whether research in this evolving field of radical change, information

and technology, can ever be complete; whether a conclusive answer can ever be
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reached. The answer is arguably no. However, this thesis cannot be complete
without introducing a macroperspective. This will be dealt with below as the final

conclusion of this thesis.

4. CONCLUSIONS

In an attempt to be pro-active in business decision-making, the following
guidelines are formulated here for organisations to compete in the new
paradigms. These are all based on the premise that the re-engineered
organisation will be knowledge-based, chaordic in structure and pro-active in

strategies.

o Organisations can no longer operate under the existing paradigms and notions
that have made them successful in the past. Leaders have to be innovative in

reinventing the business processes or even the businesses they are serving.

a Inactivity (or the inability to change the business) will lead to doom and to
failure, whereas reaction to environmental changes will result in a ‘keeping up

with the Jones’s effect’ and these organisations will always find themselves

lagging behind.

O There is strategic advantage in appropriate IT/IS investments - provided that
these are properly aligned with the business strategy and that the

organisation follows the principles of self-organisation and chaordic

leadership.

o Knowledge and business intelligence are the new competitive weapons and
together with the knowledge worker, are the only meaningful resources for
the business. How businesses may find ways and means to optimally use

information is for them to decide.

o (Information) technology has opened up new avenues for business ventures.

Business-to-business and business-to-customers using IT (for example, the
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Internet) are two examples of the emerging digital commerce. Trading
through this medium opens new markets to businesses, especially on a global
level, and crosses all organisational, national and international boundaries.
Moreover, strategic alliances and partnerships support businesses through
transformations (via joint ventures, minority holdings, syndicates and
intelligence exchanges). These arrangements may also make large
organisations feel smaller and closer, enabling them to target and service
custom markets. New partnerships are increasing, in part to support
organisations moving into global markets. Globalisation of the organisation
and its business, reflects the view that businesses will compete in a borderless
environment. One consequence of this is that rivalry among businesses is

accelerating as global boundaries are blurring.

With the advent of new technologies, there are continuous threats posed by
new entrants and substitutes (in terms of both products and services) and the
bargaining power of suppliers and buyers is strengthening. Success in global

markets requires more flexible and agile organisational structures.

With a shift in the work force from blue collar to white collar, to knowledge
workers, a highly skilled, customer-focused and self-directed workforce is
emerging, performing highly specialised and complex tasks that capitalise on
their intellectual abilities. They require increased learning support together
with the ability to share information, knowledge and wisdom to get leverage
out of their intellectual capital. This leverage includes creating and obtaining
new knowledge, disseminating it, embodying it in the development of new
products and services, and fostering collaborative team learning and systems

thinking throughout the organisation.

Leadership roles and skills are altering the traditional role of the manager
from controller to coach who inspires, guides and develops employees. There
is a movement away from Taylorism towards flexibility, empowerment and
integration, with fewer managerial levels and the replacement of vertical

hierarchies by horizontal networks.
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o The new strategy transforms the Second Wave legacy of mass production into
the new imperative of mass customisation. The latter supports the ability to
rapidly redesign, produce, price and deliver tailor-made products and services
to meet the changing customer needs at optimum price. Consequently, mass
customisation forces flexibility and quick response rates from organisations.
They generally use evolutionary process change to attain revolutionary
change in products and services. This anomaly presupposes the need for de-

engineering the business and its processes.

o Developments in technology are increasing exponentially and this results in a
demand for state-of-the-art strategic use of technology, which leads to
innovation. Moreover, the pace of technology will continue to increase and be
magnified by the new network of communication opportunities. In this
context, traditional financial approaches to evaluate the value of the IT
investments (for example, forecasting costs, revenues, NPVs ROIs and break-
even analysis) are no longer appropriate to handle the complexities of the
internal and external environment of the modern business world - the reason
being that customer satisfaction, quality, flexibility, cycle time reduction and
employee morale can no longer be measured according to the old yardsticks.
In this, IT’s ability to measure capability for product variety, time to market
reduction, error reduction rates, transaction volumes and the reporting
thereof, are examples of business value that should be considered. It is
suggested by this author that concerns regarding ROIT should be less
important than the concern for the value of the information as an economic
asset, and the competitive and strategic advantage gained from the leverage

provided by information, business knowledge assets and business intelligence.

It has been shown how systems, technologies and knowledge move across the
indefinable lines that divide organisations. Boundaries seem to disappear
because technology removes them or makes them redundant. Sometimes
boundaries appear where there have been none, because technology puts them
there. Knowledge diffusion encourages the development of new and existing

competition locally and globally. Increases in knowledge (particularly in the form
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of technologies that embody new knowledge or uses for new knowledge) disrupt

the stable patterns of investment, of employment and of organisation structures.

The new platform of knowledge for competitive advantage and the explosion of
technology re-engineers modern-day organisations and their structures in ways
that are unimaginable at first. Organisations as physical entities serving the
community in which they are located, are fading. Organisations of the
Information Wave are virtual, they compete in the new paradigm of service, and
they do so using the most competitive weapon of all - that of knowledge and
intellectual capital. The latter may be the only asset they own. Employees
become partners and are specialists in their fields. They generally work from
their own environment and do their business across the globe, using (and
creating) new technologies. This is the age of re-engineering and re-inventing

the ways in which the world is conducting its business.

This thesis to a large extent focused on re-engineering, re-architecting or
revolution. It captured the core challenge of Act III of Tichy's model, and in this,
it explored the notions of rule breaking and of boundarylessness in unfreezing

from the current state (even wave) and refreezing into a new state (even wave).
The organisational boundaries may include:

(i) Vertical boundaries: Delayering the hierarchies.

(i) Horizontal boundaries: Breaking down of walls, for instance using cross-
functional teams, project teams and partnerships.

(i)  External boundaries: Breaking down of the barriers between a business
and its suppliers, customers, competitors and other external stakeholders,

for example, creation of alliances, measuring customer satisfaction and

relationship marketing.

The key to all of the above, lies in the social architecture - the people (who?),

timing (when?), activities (what?) and space (where?). Thereafter, the issue

becomes one of continuous revolution.
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As the modern management structures rose out of the ashes of the Great
Depression at the same time as the modern map of nations did, so shall this new
order enterprise also see its analogy on a macrolevel. Chaos has pervaded the
realms of the twentieth-century nations. Control over space, geographic borders
and structures has slowly but surely declined. Within this seemingly chaotic and
terrifying system, global disintermediation is more and more predominant.
Supranational states like NAFTA or the European Union will increasingly have
more power than will the countries themselves. An overall erosion of the

traditional state is taking place.

5. A FIXED SOLUTION?

This situation poses new questions and few answers. For instance, how can the
idea of the nation state and its service role in the community and business
environment be protected if the very foundations of its existence are in question
as a result of the disappearance of boundaries? Indeed, what new forms of
international collaboration and state-like institutions will be required to serve the
challenges and opportunities of the Information Wave? Will the growth and reach
of knowledge throughout the giobe change the nations of the earth and take the

world into the Fourth Wave?

Solutions, according to Wheatley [1994], are temporary events, specific to a
context, developed through the relationship of people and circumstances. Niels

Bohr, in conjunction with Heisenberg, believe that [Wilbur, 1985: 20]:

‘.. great innovations, when they appear, seem muddled and strange. They are
only half understood by their discoverer and remain a mystery to everyone élse.

But, if an idea does not appear bizarre, there is no hope for it.”

Finally, let us consider Ralph Waldo Emerson’s [Eiseley, 1978: 214] image of

society (one application of which is business) as an ongoing encounter with the

unknown:
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‘We wake and find ourselves on a stair; there are stairs below us which we seem

to have ascended, there are stairs above us .. which go out of sight.”

These will be the questions and discoveries to be found in the new millenium. Did

Ptato envision this future?

'What sudden onslaught, I replied, you have made upon my argument!

You have no compassion upon my uneasy foitering. Perhaps you do not know
that after I have barely surmounted the first two waves, you are now bringing
down upon me the third breaker; which is the most mountainous and formidable
of the three; but when you have seen or rather heard it,
you will think my conduct quite excusable, and you will allow
that I had good reasons for hesitating and trembling to broach a theory so

startling and to undertake the investigation of it.’

Plato: 185
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2. DISCUSSIONS

Conversations and in-depth discussions with (IT) directors, managers and

professionals in South African organisations — especially with respect to

» The implementation and use of the information delivery systems and their
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» The technology Change Model presented in Module V and validated through

discussions with change agents and consultants in various industries.
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