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Abstract

This is a study about institutional change and development. In the form of a 

case study, the present study investigated the circumstances under which a closed 

institution, a drug addiction treatment and rehabilitation centre in Hong Kong, 

experienced transformational change amidst adverse contextual conditions. Through 

qualitative and quantitative analyses of data obtained from three research instruments, 

including a ‘Focus Group' and ‘Individual Interviews’, and a purposely designed 

questionnaire survey on staff samples, the study aimed to generate a deep and precise 

understanding of how transformational leadership impacted on the change and 

development of an institution characterised by an entrenched culture and 

environmental constraints.

File data provided in this study gave support to past literature that institutional 

culture impacted significantly on the force of change and might give ground for status 

quo and resistance to change. The study further suggested that, depending on the 

intensity of the driving force for change, overcoming resistance was possible, with 

speed of change determined by leadership quality and contextual factors. This result 

was supportive of the ‘Force Theory’ as espoused by earlier researchers such as Lewin 

(1950), Beckard and Harris (1987).

While revealing the close inter-relationship between the leader and change 

strategy, and between change strategy and outcome, the present study observed that 

individual differences played an important part in the makeup of transformational 

leadership. The study identified some specific characteristics that were consistent with 

transformational leadership contended by Bass (1978). Empirical evidence of the 

study further indicated that any leader desiring to achieve institutional change of a 

transformational nature should possess two sets of leadership attributes - i) 

competence in professional skills and knowledge, and ii) personal qualities facilitative 

of team-work, stakeholders’ support and effective practices in a given context. The 

study in the end argued that without strong attributes of the second set, the success of 

the change programme could be severely discounted due to leadership inadequacy.

xvi



The study ended by suggesting a framework of transformational change for reference 

of change leaders in particularly institutions of similar nature.
i

Limited by the nature of case study, the present study is by no means an 

attempt to present a generalized phenomenon. It is however hoped that this empirical 

study on a site with little public attention would provoke the interest of concerned 

parties and academics to further explore the multi-faceted experience of institutional 

change and transformational leadership in different types of institutions.
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Chapter 1

INTRODUCTION

Overview

Change appears to be an unavoidable factor of modern life affecting individuals 

and organizations, often in dramatic ways. Within an organization, change can be 

defined as changes in behaviour such as job performance, and changes in individual 

characteristics like job knowledge, job attitudes, job motivation that are relevant to 

organizational functioning and effectiveness (Woodman and Dewett 2004). In modern 

societies, most changes in organizations are intentional and planned. That is, the 

change involved is consciously conceived and implemented by knowledgeable actors, 

and the effective accomplishment of change has a strong theoretical basis (Poole 2004). 

For this reason, changing the individual has become the key to effective organizational 
change.

Meanwhile, the rapid advancements in technology and communication almost 

necessitate one to acquire new knowledge every four or five years or become obsolete 

(Drucker 2003, p. 115). To cope with this phenomenon, modern commercial and 

nonprofit organizations are prioritizing the need to respond swiftly to changes in social 

and environmental policies and trends in order to maintain their competitive edge.

With the multiple factors acting on change, an organization’s success very 

often depends on its ability to predict and control change in some way. To derive 

maximum benefit from new opportunities and to avoid reactive situations, it is 

essential for leaders and managers to master the science of organizational change. 

They must respond proactively to their changing environment in order to take 

advantage of the opportunities for increasing their visibility, restructuring to meet the 

need of the users and for achieving organizational goals efficiently.

In recent years, academics have become keen to research those factors 

influencing change and develop theories to facilitate its management. The proliferation 

of change management literature and its presence in most academic libraries in recent 

years indicates that the issue is becoming increasingly important (Higuchi 1990; Lee



1993; Meyer 1997; Nozero & Vaughn 2000; Riggs 1997). With the rapid development 

of change management theories, business leaders and organizational executives have 

been provided with theoretical guidelines to chart their change courses. They have the 

opportunity to learn from past mistakes and share successful experiences. Theoretically, 

they have a better chance of success than before.

Recent research on organizational change, however, has demonstrated the 

contrary position. Experience has shown that the change process is often faced with 

setbacks and planned changes often fail. For example, Kotter (1998a) found in his 

study that tewer than 15 of 100 or more companies had successfully made fundamental 

changes in how business was conducted in order to help cope with a new, more 

challenging market environment. Similar findings were recorded in other studies. 

Maurer (1996, p. 18) suggests that a majority of organizational change efforts fail in 

their early stages due to insufficient ‘buy-in’, which involves stakeholders’ 

commitment to achieving a shared goal. Beer and Nohria (2000, p.430) estimated that 

50% of all intentional organizational change projects failed. Adams (2003) found in his 

studies that the percentage of completely successful change was extremely low. He 

asserted that a large percentage of those changes that did not fail outright came up far 

short of their original goals or visions. More recently, a McKinsey 2006 survey 

suggested that only 6 percent of change management projects were completely 

successful (Green 2007, p.4).

Clearly, there are still “black holes’" that often trap managers and executives 

wanting change. While understanding the exact nature of these ‘black holes’ requires 

further detailed research, two points should be obvious: i) there are situations and 

elements that are not covered by existing literature and past research and ii) some 

theories fail to stand up in the face of practical situations. Despite the plethora of 

literature and theories, organizational failures are not uncommon as there is no 

“one-size-for-all" change management theory that fits all organizations in all 

circumstances (Scott 1999, p.6). Given that organizations may differ widely in terms 

of both external and internal factors, the change literature should constantly be 

developed and enriched in order to prepare answers for new queries and challenges. 

This is particularly the case in institutions of unique nature whose situation is seldom 

explored by past research.
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The study presented in this thesis focuses on examining the process of change 

in one such seldom explored situation, namely, a drug addiction treatment centre in 

Hong Kong. Through in-depth exploration, the study aimed to determine those factors 

that facilitated and supported the rapid transformational change of the institution 

within a short span of about six years.

Need for the Study

For all governments, non-government or nonprofit organizations, there are 

usually performance indicators and evaluation systems that are used for assessing 

performance. These assessments provide important guidelines to justify the continued 

existence of the service or the amount of resource input from the funding bodies in the 

coming years. In a way, development of an organization in these categories depends 

very much on its capability to satisfy some fundamental performance standards. On the 

other hand, variation in the social, economic, and political priorities as evident in fast 

moving modern societies suggests that institutions must keep pace with change, or face 

the prospect of falling short of client expectations.

For the majority of institutional managers, however, managing corresponding 

changes is an enormous challenge. A process of rapid and far-reaching changes can 

prove to be too great a task for many of them. For example, in many cases, human 

resistance to change, particularly in large organizations, or institutions with 

deep-rooted culture, can be a major stumbling block to organizational transformation 

(Kumar and Kant 2006; Ford, Ford & D’Amelo 2008; Vithesonthi 2007; Weiner 2003). 

In reality, change managers today are more fortunate than their forebears as recent 

research seems to provide a wealth of guidance materials to help guide their change 

course. Major factors influencing institutional change have been clearly identified. The 

social environment is one (Joyce 1990; Scott 1999, p. 17; Smart, Kuhl & Tierney 1996), 

the working milieu and culture (Martin 1995, p. 459; Scott 1999, p. 17; Schein 2004, p. 

315), and, effective leadership is another (Clement 1994; Daft and Lengel 2000; 

Drucker 2003, p. 73; Dufour 1991, p. 27; Fielding and Schalock 1985, p. 14; Hill, Wise 

and Shapiro 1989, p.20; Rhoads and Tierney 1992; Sashkin and Sashkin 2003). Of all 

these, effective leadership appears to be the most quoted among all change factors
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(Bantu-Gomez 2007; Bolman and Deal 1984; Cochren, 1995; Fazli and Mohammed 

2008; Kotter 1995; Tekleab, et al 2008).

Nevertheless, as noted above, despite all the past research and literature, the 

number of successful planned changes remain relatively small. Most institutional 

leaders and policymakers have neither the experience in institutional transformation 

nor a solid empirical literature base upon which to draw. There is little meaningful data 

to advance an understanding of the process of large-scale or transformational change, 

particularly in the case of closed institutions like prisons, boys’ homes or drug 

treatment centres. Past literature on institutional change mostly focuses on the content 

of change, the factors relating to the change outcomes or the conditions related to 

change and seldom on its detailed process (Kezar & Eckel 2000, p.2). Of importance to 

the present study is the relationship between successful change and specific leadership 

styles and here too, the literature is fairly sparse particularly in terms of examining the 

closed environments of institutions such as drug rehabilitation centres.

Indeed, the current literature on change process is replete with problems: i) 

1 here is a lack of empirical data for support of what causes the change, planned or 

unplanned; ii) Most change strategies tend to be too generalized and provide little 

comfort to leaders faced with implementing deep and pervasive change such as 

transformational changes; iii) Much of the literature presents change strategies as 

isolated, distinct actions, rather than presenting them as systemic, concurrent, and 

interdependent, conditions which are much valued by researchers for improving 

institutional administration; and iv) Although acceptable, the study of change process 

is better realized through more detailed qualitative methods such as ethnography and 

case study, than quantitative surveys and interviews (Kezar & Eckel 2000, p.5).

In the community service sector that involves most of the non-government 

voluntary organizations in any society, the continued pursuit of the highest levels of 

service, or the attempt to meet service requirements and satisfy a value-for-money 

audit, necessitates change that often disrupts the status quo of an institution. 

Irrespective of the supposed good reasons underlying proposed change in 

organizations, resistance to change will emerge, often thwarting the entire change plan 

or retarding the change process. Improving understandings of the ways of minimizing
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or neutralizing resistance to change and winning over support from stakeholders is of 

great interest not only to practicing managers and institutional leaders but also to most 

academics working in this area.

There are a number of reasons why people working in organizations resist 

change. According to Robbins and Judge (2007, p.578), sources of resistance may be 

from the individuals who perceive change as a distortion of their habits, a threat to 

security, a source of fear of unknown and disruption of established work routines that 

brings economic fears. At the same time, suspicion of outside interests may condition 

organizational members’ perception of externally-induced changes (Watson 1972). 

Internally developed rationales for change may be discredited by members and leaders 

who endorse existing modus operandi, dominant norms, values, and assumptions.

Resistance to change in closed institutions may be reinforced by unique 

cultural and structural factors. For example, in correctional establishments, 

prisonization’ is widely observed by researchers. This is the process where an inmate 

becomes so socialized into the culture and social life of prison society to the extent that 

adjusting to the outside society becomes difficult (Gillespie 2006). A prison is an ideal 

place for the development ol culture as a “learned product of a group experience” 

(Bedore 1994). The situation in voluntary drug addiction rehabilitation centres is much 

the same, as both have a similar institutional character and serve largely the same 

clientele. For example, over 60% of one major Hong Kong drug rehabilitation centre’s 

inmates have had prison experience, and most of them are closely associated with 

under-world societies and criminal elements (SARDA 2008). But closed institutions 

like prisons and drug rehabilitation centres historically lack public attention, and little 

evidence has been reported concerning institutional change in attitudes directly 

relevant to the outside world (Tittle 1972).

Because of embedded subculture in closed institutions, change is thought to be 

an extremely difficult task for managers. In many instances, institutional cultures and 

subcultures are powerful enough to shape inmate behaviour (Bedore 1994). Strong 

organizational culture literally controls organizational behavior and any attempt to 

break the status quo must be of high risk (Shafritz and Ott 1992). And culture is 

always a strong shield against any perceived changes that may harm traditional
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interests of the existing human groups. When people are accustomed to the established 

pattern of life fuelled by culture and entrenched practices, even a minor change of the 

institutional routine could be construed by old guards as disrupting the status quo, and, 

therefore disagreeable.

Nevertheless, difficulties in terms of instituting change and innovation in 

institutions of the described nature do not exempt the need for institutional renewal 

and responsiveness to stakeholder and interested academics. As society continues to 

progress, the need for continuous change and innovation is ever present. In some cases, 

failure to respond effectively to big changes lies in active inertia when the institution 

concerned persist in established patterns of behaviours, not paralysis (Sull 2002). 

Institutional development is a critical factor in institutions expected to meet the 

ever-growing public demand on quality of service.

On the positive side, past research has demonstrated that tremendous 

institutional change can happen following a change of leadership. Institutions having 

weak performances often get turnaround improvements upon massive restructuring and 

innovations initiated by the new leaders. There are abundant examples (M) where 

capable leaders bring new hopes to collapsing companies and organizations and 

salvage them from the brink of total failure. In all these cases, the leadership factor 

played a key role in the success or failure of organizational change. There is quite 

strong evidence that people have a relatively uniform perception of what a leader 

should look like (Robbins and Judge 2007, p. 407). But what is more crucial is that 

true leadership effectiveness is a result of exhibiting the right behaviours at the right 

time. It is therefore important that a leader should match his or her leadership style 

with the contextual conditions if to produce the greatest effect.

Past literature, however, mostly focuses on conceptual hints rather than 

practical solutions regarding how this can effectively be done in real situations. While 

the trial and error search of a comfortable style is familiar to most leaders, many resort 

to the conventional wisdom of buying obedience, discipline and work through rewards. 

This old paradigm viewed leadership as a transaction, an exchange between a leader 

and the follower (subordinate). Burns (1978) defined this approach Transactional 

leadership’. As Burns notes, politicians, for example, lead by “exchanging one thing
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for another: jobs for votes, or subsidies for campaign contributions” (ibid, p.4). In the 

same way, transactional business leaders offer financial rewards for productivity or 

deny rewards for lack of productivity (Bass & Riggio 2006, p. 3).

Still there are some leaders who cause subordinates to work through their 

personality influences other than by authority or the temptations of reward. These 

leaders possess a positive and compelling quality - charisma - that makes others want 

to be led by them. Because of this, a charismatic leader may at the same time be able to 

transform followers and raise them to new heights of achievement and moral 

development. This pattern of leadership is defined by Burns (1978) as 

‘transformational leadership’.

According to past research, transformational leadership is positively related to 

the criteria of follower job satisfaction and motivation, leader job performance and 

effectiveness (Robbins and Judge 2007, p. 92). Transformational leaders do more with 

colleagues and followers than set up simple exchanges or agreements. As Bass and 

Riggio (2006) contend, these leaders behave in ways to achieve superior results 

through the display of charisma (that is, setting examples, showing determination, 

displaying extraordinary talents, taking risks, creating a sense of empowerment in 

subordinates, showing dedication to the cause, and dealing with crises using radical 

solutions (p.28), inspiring followers with challenge and persuasion, providing them 

with meaning and understanding, stimulating followers’ intellectual abilities and 

employing individual consideration as manifested through support, mentoring, and 

coaching (p.5).

Despite all theses observations, the issues concerning what constitutes good 

leader’s attributes, and how a leader’s leadership style may impact on the efficiency of 

a change programme remain inconclusive and subjects of academic debates. In 

particular, the importance of change and innovation to service organizations, and the 

difficulties associated with initiating and implementing change in closed institutions, 

suggest the need to improve understanding of variables that mediate the success of 

institutional change and development. For this reason, it is important to find out more 

empirical data about how leaders develop functional attributes and adjust their 

leadership styles to respond to the environment contexts. This means gaining a better
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understanding of those leadership qualities that may have been considered subjective 

01 non-deflnable in the past. There is evidence in the literature of an increased interest 

in such personal traits as honesty, integrity and courage. There is a need to define such 

traits in terms of their role in effective leadership (Daft and Lengel 2000; Deal & 

Peterson 1990; Feltner, Mitchell, Norris & Wolfle 2008; Kotter 1998; Robbins and 
Judge 2007).

Significance of the Study

In one sense, the present study is unique in that it is done on-site in a drug 

addiction rehabilitation centre and represents an attempt to closely examine the process 

and causes of change in a real world environment as against a laboratory setting. For 

this reason, data explored hopefully will contribute to the presently thin literature about 

institutional change in closed institutions currently available.

In exploring the factors underlining the planned changes in a drug rehabilitation 

centre, the present study will examine closely the relationships between leadership and 

cultural lesistance, institutional culture and staff performance, and between 

sense-making and continuous improvement in institutional efficiency. Whereas it is 

generally agreed that ‘leadership does matter’ (Saskin & Saskin 2003) and ‘affects 

organizational performance in general (Burke 2002, p.241), the study will also 

examine, i) the impact of leadership style on institutional change by making reference 

to the difference in the leader’s style between the old and new regimes of the research 

site, and ii) the relationship between transformational leadership and staffs 

commitment and support to institutional change.

Organizational change occurs when fundamental alterations occur in an 

organization's current tasks, structure, technology or people (Owens & Steinhoff 1976). 

Poole (2004) defined institutional change as the difference in form, quality, or state 

over time in an organizational entity. While changes in an institution can be observed 

through its stated vision, mission, organizational values, goals, strategy, and 

behaviours of its members (Cook, Macaulay, and Coldicott 2004, p.32), examining 

changes in public service institutions can often meet with difficulties. For one thing, 

there is some truth in the saying prevailing in local public services that ‘no change, no 

risk ol making a mistake'. Managers are often stuck in the modes of thinking and

8



working that brought success in the past, developing a state of ‘active inertia’ in which 

an organization s tendency to follow established patterns of behaviour even in 

response to dramatic environment shifts (Sull 2002, p.85). Subtle changes have to be 

carefully assessed through data obtained from within these institutions. The second 

reason is that setting a base for evaluation of performance in institutions offering 

unique public services, such as the research site in the present study which offers the 

largest capacity for voluntary residential drug treatment in Hong Kong, can also be a 
problem for lack of near comparison.

On the other hand, research has pointed out that successful organizational 

change depends on the effective manipulation of both organizational and individual 

characteristics (He 2006, p.2; Quirin 1993, p.ll). When people are the most basic 

quality and productivity factors in any organization, the attitudes and morale of the 

work force are important determinants of a successful institutional change. Whereas 

motivation drives people to increase effort, it is affected by a multitude of other factors 

such as quality and style of leadership, job fulfillment, personal recognition, and the 

overall support present in the working environment. In closed institutions such as a 

diug rehabilitation centre, the dynamics of these factors under the impact of strong 

sub-cultural forces further complicate the change process, making any prediction of 
outcomes more difficult.

Using methods that allow for a deep exploration of the inner circumstances of a 

closed institution, the present study will identify the perceived barriers and affordances 

that affect the implementation of planned institutional change. An analysis of the 

interacting forces between institutional leadership, organizational culture and the 

working environment for improvement of institutional performance could throw light 

on effective implementation strategies that would address the problem of resistance to 

change in institutions. Hie study will also identify factors that support the continuous 

change of institutional culture and performance progress. This analysis hopefully will 

give clues to how transformational change could take place in service institutions, in a 

normal or an unfavourable setting.
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The findings of this study will contribute to an organization’s ability to 

properly implement planned changes to improve overall efficiency and effectiveness 

and to ensure achievement of long-term institutional goals.

Problem to be studied

Across the human service industry, the challenge for organizational 

management is to facilitate the development of an organizational climate that 

encourages individual creativity and engenders individual commitment to 

implementing innovations and change. In organizations with unique characteristics, 

such as professional institutions, this depends on practitioners, rather than 

administrators and theorists, to develop process-related change and innovations that 

improve service standards, client satisfaction, or public image. Understanding how to 

make this happen successfully is always daunting to front-line managers.

In a major Hong Kong drug rehabilitation centre (hereafter called the “S 

Centre to conceal its real name), institutional performance across a range of indicators 

appeared to be lackluster despite management’s repeated attempts over two decades to 

institute improvements. With the change of leadership in 2000, however, continuous 

institutional change with a scale not seen before occurred. The aspects that underwent 

significant change included clients’ attitude and behavior, the centre environment, 

cleanliness, discipline and daily occupancy. Given the great intensity and wide scope 

of the change, the short time-span needed for results to be seen, and the complicated 

and difficult internal environment of the institution, the achievement was considered 

worthy of detailed study as a case study of change in a unique and publicly funded 

institution.

The present study attempts to explore the factors, or forces, occurring after 

2000 that drove the institutional change. By focusing on the process of change that 

took place after 2000, the present study investigated the relationship between forces of 

change and the forces/elements of resistance to change that existed within the 

institution and needed to be overcome.

To obtain an accurate picture of the change process and to minimize bias 

possibly arising from the subjective observation of the researcher, who was also the
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administrative head of the institution being studied, the present study chose to seek 

tree views from the staff who personally experienced the change in the years of their 

service. Quantitative data was also sought from all staff at the study site through a 

research assistant specially employed for the study. Both processes were carried out 

anonymously.

The research questions

Six research questions guided this investigation:

1) What changes transpired in the “S Centre”, a drug treatment & 

rehabilitation centre, following change of leadership in 2000?

2) How was the process of change initiated and managed, and how did this 

process respond to resistance to change in the “S Centre” in the years 

after 2000?

3) How does organizational culture influence the initiation of change and 

the implementation of change programmes?

4) How does leadership style impact on institutional change and what is the 

role of leadership in meeting challenges of change resistance in an 

organization?

5) How effective are the change strategies as outlined in the general 

literature, as useful drivers of change in a drug rehabilitation centre?

6) How might leadership and change strategies suggest a future framework 

for transformational change in a drug rehabilitation centre?

Background of the Study

Standard of service

To ensure the public money is effectively spent, the Hong Kong government, 

the major funding body for non-government voluntary organizations (NGOs), sets 

service standards for compliance of all subvented organizations (for example, SARDA 

2004; SWD 2006). Organizations failing to meet these standards will face 

administrative actions from the government, either in the form of advice for 

improvement, or reduction in subvention or review, or in more serious cases, cessation
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of financial support. Meeting the minimum service standard is not only a moral 

responsibility of NGO executives and managers but also a basic requirement for the 

continued survival of a publicly supported organization.

The Drug Treatment & Rehabilitation Centre (The study site)

Established in 1963, the drug treatment & rehabilitation centre (the “S Centre”) 

under study is the largest of all voluntary centres in Hong Kong providing drug 

addiction treatment and rehabilitation services to voluntary adult male drug abusers. 

For years, the center adopted an “Open Door Policy” under which the centre set no 

restrictions on people wishing to seek help to quit opiate drugs addiction (SARDA 

1998). Because of chronic relapse, the majority of the inmates in the centre were 

repeaters; most of them also had prison experiences and close association with triads 

(SARDA 2008), a local term referring to illegal underworld societies.

Fuelled by geographical isolation, limited manpower and financial resources, a 

high proportion of ex-inmate staff having poor education background and the absence 

of statutory rules for programme enforcement meant that control of discipline was 

difficult within the centre. This situation existed for a number of years and, by the 

mid-nineties, a unique culture (l"2) characterized by lack of discipline, laziness, sloppy 

turn-out and low respect to law and order within the centre was formed and reinforced. 

It was also a kind of culture much in line with the findings of a study in Hong Kong, 

which found that drug subculture was essentially marked by members’ active 

involvements in drug peer social interaction, and activities organized by criminal 

societies, particularly in drug dealings (Cheung, Cheung & Ch’ien 1999).

On the other hand, working on the philosophy of voluntary compliance, the 

center management did not have any statutory power to enforce law and order other 

than to ask the offender concerned to leave the centre for serious breach of discipline, 

or seek police assistance in case suspected crime happened. But this was necessarily 

the last resort the management would take, as any premature discharge not only 

indicated programme failure, but also a reduced retention rate and center muster.

All these reflected negatively on the institution’s performance. In effect, the 

Superintendent of the “S Centre” had a weak power base from which he could execute
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any new programmes. The situation in the study site was therefore particularly 

challenging for any leader desiring change.

While concerned authorities issued calls for correction and improvement, no 

visible performance improvement of the institution was noted prior to 2000 (SARDA 

1998, p. 11-12; SARDA 1990-2000). In fact, in 1993, a violent gang fight occurred, 

resulting in a series of injuries and one death (South China Morning Post - September 

12, 1993, p.A2). Despite this, the Board of Directors was eager to put things right 

amidst mounting pressure from the government for the improvement of programme 

effectiveness. In 1999, the Medical Superintendent retired after serving twenty-eight 

years in the Centre. In 2000, a new person was appointed to the role of superintendent 

and initiated a series of changes.

By this stage, the need for change had become obvious to all. The organization 

had been externally constrained by the government’s austerity measures implemented 

since 1999 after the Asian economic meltdown, and internally by strong change 

resistance fuelled by deep-rooted addict subculture, scarcity of manpower and financial 

resources. The increased awareness and acknowledgement of the now obvious 

problems on the part of most staff and inmates meant that change programme was 

successful in the initiation stage and established its foothold with amazing speed.

Responding to the change of circumstance, the new leadership in 2000 

introduced a new style of management. Instead of adopting a top-down management, 

relying on conventional reward and punishment for motivation, staff and inmates were 

given increased freedom for participating in management decisions, support for 

personal development, and more opportunities to share with the institutional leader a 

new vision that aim to achieve a higher level of organizational goal - building a 

harmonious drug free community. A new institutional culture gradually developed and 

continued improvement in institutional performance was noticed (SARDA 

2001-2006).

While the phenomenon appears to have become a hot topic for discussion in 

the local drug treatment and rehabilitation circle, exploring the factors underlying the 

phenomenal changes is much more than a matter of pure academic interest: enhanced 

understanding of these changes has the potential to bring about practical improvements
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for hundreds of workers and inmates in such institutions. Given the harsh conditions 

and the speed of the change, this institution’s successful transformation from its 

traditional past appears to be a very useful site for such research.

Purpose of Study

The purpose of the study is to add to the body of knowledge about 

organizational change and how environmental and human factors impact on the 

performance and continued development of an institution. Through the use of 

theoretical models of institutional change, the study examines the interaction between 

the forces of change resistance and driving change in an institution. By closely 

examining the phenomenon of change in a Hong Kong drug treatment and 

rehabilitation centre, it is hoped that the findings of this study will: i) benefit

institutional leaders in planning and implementing strategic changes, and ii) be of good 

use for training of institutional leaders.

Outline of methodology of study

The methodology of the study included both quantitative and qualitative 

investigations. The latter was done through in-depth focus group interviews of seven 

staff representatives from various sections and individual interviews with five 

randomly selected staff who had pre-2000 institutional experience of the Centre. For 

the quantitative part of the study, all staff, including volunteer staff assistants who had 

pre-2000 institutional experience, were given the opportunity to respond to the survey 

instrument. These samples included staff who joined the service after 2000 but had 

adequate knowledge of the institution due to their repeated inmate experiences in the 

“S Centre” prior to 2000.

Thesis structure

This thesis consists of five chapters. Chapter 1 introduces the overview, the 

background, the purpose and significance of the study. Chapter 2 is a review of past 

literature and research related to organizational change. In providing basis for the 

conceptual models underlying this research, the chapter discusses the elements of 

organizational culture, leadership, the various forces that impact on organizational
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change, elaborates change theories and models, the results of empirical studies on 

organizational culture and change, and provides the conceptual framework of the 
study.

Chapter 3 explains the methodology of the study. It discusses the research 

instruments used in the study, sampling, data aggregation procedures, data collection 

procedures, and statistical analyses for answering the research questions. Chapter 4 

presents the result of the survey investigation, which consists of both the quantitative 

and the qualitative information targeted by the research design.

Finally, Chapter 5 summarises the discussion of results, study limitations, 

implications for institutional management, and directions for future research.

Notes

Chapter 1

Note 1-1: Examples include the extraordinary success of: Southwest Airlines Co. during the
1990.S led by Herb Kelleher, the CEO (Robbins 2007,p. 8); Jack Welch who took over as CEO 
of General Electric Co. (Drucker 2002,p. 126); Simon Marks of Marks & Spencer in early 
1920s (Drucker 2003, p.10); Alfred P. Sloan of General Motors (Drucker 2003, p. 110); Georg 
Siemens of Siemens (Drucker 2003, p.110), General R.R. Wood at Sears (Drucker 2003, 
p. 161); Lee Kun-Hee of Samung in 1993 (Robbins 2007, p.273).

Note 1-2: Past research has indicated that drug subculture develops whenever drug abusers 
gather to learn from each other their deviant social behaviours (Jaquith, 1981; Elliott, Huizinga 
& Ageton, 1985). And the closer the relationship among these people, the greater will be the 
mutual impact. Sutherland & Cressey (1978) further pointed out that sustained deviant 
behaviours can easily become core values and norm of the group.
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Chapter 2

Literature Review

Introduction

Triggered by the fast changing world, the past two decades has seen a 

proliferation of literature on change management. While there can never be one single 

change strategy suitable to all circumstances, the review of past literature definitely 

gives organizational leaders a broader and more informed view of organizational 

changes in different settings and social conditions and provides the basis for the 

development of a rigorous and specific theoretical framework. This literature review is 

designed both to take the readers through prominent writing about change and to 

present a critique of this literature from the perspective of the aims of this thesis.

This chapter consists of two main parts. Part I is a revisit of related past 

liteiature, and Part 2 the presentation of the theoretical framework for the study. 

Beginning with an overview about the nature of organizational change, the former part 

introduces the definitions and types of change, and aspects of the process of change 

implementation. It discusses the manifestations of resistance to change, the meaning 

and nature ol resistance, and the causes of it. It then goes on with the discussion on 

managing change, the setting of change strategy vis-a-vis issues relating to 

organizational contexts, culture and subculture, and leadership.

Next in Part 1, detailed discussions are made regarding the intricate 

relationship between leadership and organizational change. This includes examining 

various issues such as the factors that influence on leader’s formulation of change 

strategies and leadership effectiveness, the effect of resistance to change on leadership 

in a given organizational culture or context, options of leadership strategic approaches, 

and the attributes of effective change leaders.

Before ending Part 1, two special issues are highlighted for study. The first is 

about leadership style and how this can contribute to individual differences of leaders. 

The second is about leader-follower relationship. Following this, in-depth discussions
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are made to explain how these can play a part in the makeup of transformational or 

other forms of, leadership.

Building on the review of current literature in part one the focus in part 2 is on 

establishing a firm theoretical basis and conceptual framework for the study. This 

second part of the literature review also contains two sub-sections - a discussion of the 

theoretical base forms the first and the development of the conceptual framework of 

the study forms the second. Commencing with a presumption of the significant impact 

of transformational leadership on institutional change, the study framework 

conceptualizes leadership as the major driving force to overcome resistance and 

constraints in the change process, and for the final outcome of the entire change 

programme, including changes at the individual and the institutional levels.

Organizational change

Despite the rapid development of theories of change management in past 

decades, it remains true that many aspects of change are unpredictable and it is this 

unpredictability that has often made change unmanageable. As mentioned in Chapter 1 

(p. 2), the virtual existence of‘black holes’ in organizational change has trapped many 

leaders and executives wanting change, leading to high percentage of failures in 

change management projects. On the other hand, as the imperatives of change are 

unavoidable, managing change has become an essential agenda for all modern leaders 

desiring effective organizational changes to cope with changes in business or social 

environments.

Obviously, a thorough understanding of how and in what circumstances 

organizational change takes place is indispensable to leaders in attempting to 

implement the most effective strategies to effect desired change in any given situation. 

Change never operates in a vacuum but rather within an interactive system which itself 

is located within a wider environment. Any human system will have a variety of forces 

operating upon it which can either help or hinder progress (Green 2007, p. 5). 

Therefore, a prudent evaluation of the change environment, and the strengths and 

constraints of the organization naturally becomes the basic ingredient for effective 

change management. The paragraphs to follow examine in detail, through the lens of 

the current literature, some of these basic aspects of organizational change, including:
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1) the nature of change: - why change is unavoidable, continuous, complex and 

difficult, 2) resistance to change: - the meaning, nature and causes of resistance; 3) 

managing change: - the deployment of the right change strategies in a given 

organizational culture and context; and 4) leadership and organizational change: - the 

impact of leadership style and a leader’s personal attributes on change.

1. The nature of change

a) Change is unavoidable, ever-present and continuous

The age-old truism ‘the only thing that is permanent is change’ (Heraclitus, 500 

BC) serves as a fitting introduction here. In today’s economy, change is all-pervasive 

in organizations. It happens continuously, and often at rapid speed. In our modern day 

life, change has become an integral part of organizational dynamics. Because of the 

ever-present nature of change, academic writers have long been concerned with the 

need to address the issue of managing change. Peters (1987) expressed that.... “to meet 

the demand of the fast-changing scene, we must simply learn to love change as much

as we have hated it in the past............. Today, loving change, tumult, even chaos is a

prerequisite for survival, let alone success” (p.41).

Change, in most cases, is not a welcome phenomenon. Society, community, 

and family are all conserving institutions. They try to maintain stability and to prevent, 

or at least to slow, change. But modern organization is a destabilizer. It must be 

organized for innovation, which, as the great Austro-American economist Joseph 

Schumpeter said, is ‘creative destruction’ (Drucker 2003, p. 114). In fact, Drucker 

(2003) stressed that the need to keep change is ever growing when he assumed that 

anyone with any knowledge will have to acquire new knowledge every four or five 

years or become obsolete (ibid, p. 115).

In most countries today, the continuous technological advancements, the fast 

pace of globalization, and the ever-increasing customer expectation have all forced 

organizational leaders to improve service and product through constant innovation and 

programme development simply in order to keep up with a highly competitive 

environment.
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b) Types of change

Zaltman & Duncan (1977) saw change as any alteration of the structures, 

and/or behaviours of an organization. The alteration may be planned, spontaneous, or 

evolutionary (Hanson 1995). Planned change involves attempts by organizational 

members to manage events so that the outcomes of change are directed by design. 

Spontaneous change is the result of external circumstances or random occurrences; 

change is not deliberate here. Poole (2004) defined organizational change as a 

difference in form, quality, or state over time in an organizational entity. The entity 

may be an individual’s job, a work group, a subunit, the overall organization, or larger 

communities of organizations.

According to Dee (1999), evolutionary change reflects the cumulative effects 

of incremental alterations in organizations (p. 15). Meyerson’s (2002, p. 64) research 

has shown that organizations change primarily in two ways: through drastic action and 

through evolutionary adaptation. In the former case, change is discontinuous and often 

forced on the organization or mandated by top management in the wake of 

technological innovations, or due to pressure from external environments. Under such 

circumstances, change may happen quickly and often involves pain. Evolutionary 

change, however, has a much milder rate. It is often incremental, decentralized and 

produces less upheavals but more lasting effects.

This idea of distinctly different kinds of change is also taken up by Quinn 

(1996, 2000). This author identified two different types of change: Incremental and 

transformational change. Incremental change is usually limited in scope, is reversible 

and virtually is an extension of the past. Transformational change, on the other hand, 

requires new ways of thinking and behaving. This type of change is larger in scope, is 

discontinuous with the past, and is generally irreversible. Transformational change 

may generate uncertainties and the initiator will incur risks. Likert suggested that 

generally major changes could take two or three years before the results showed but 

the actual lag time would depend on the depth of the leader’s commitment to the 

programme and clarity of his new vision (Toolpack Consulting 2005).

In modern societies, most changes in organizations are intentional and planned. 

In educational establishments, for example, Scott (1999) held that changes do not
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unfold spontaneously but have to be led. Rusch & Wilbur (2007) recently has 

contended that transformation does not occur without intentional efforts to reconstruct 

and that human agency is a critical factor in how the changes occur.

Change, from a broad perspective, is an ongoing and elusive process for 

researchers to capture. Within an organization, change can be perceived as a negotiated 

process requiring interaction among administers and professional staff who are 

responsible for implementing the change. Weick and Quinn (1999) conceived of 

organizational change as either episodic or continuous. Episodic change is infrequent, 

linear, intentional, and Lewinian in that it entails three basic phases: unfreeze, 

transition, and refreeze (Figure 2.1). Continuous change is emergent and evolving, has 

no end state. This model will be discussed in more detail in the ‘Theoretical 

Framework’.

Figure 2.1 Lewin’s Three-Step change Model

(Robins 2007: 581)

c) Change is complex and difficult

Despite the attention given to change management by academics, it is 

nevertheless acknowledged that little is known about the conditions under which social 

embedded, unreflective actors become conscious of the social arrangement in which 

their interests are unmet, mobilize other socially situated actors, and take collective 

action for change (Seo & Creed 2002, p.230). Change is uncertain, as things never go 

completely as predicted. For example, in the educational field, no change, whether it 

be a programme innovation or a workplace improvement, ever unfolds exactly as 

planned. In fact, the greater the scope and degree of change the greater is the 

uncertainty (Scott 1999, p. 4). Furthermore, the force dynamics that exists within a 

human system only adds uncertainties to the issue. Change is complex also because 

different people conceptualize change differently and tend to manage it in a way 

seeming logical within their own reality (Bolognese 2002).
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In another sense, organizational change not only is complex but also difficult. 

A change process invariably goes through different phases in a non-linear fashion - 

people are inherently resistant to change and many leaders are unwilling to take risk. In 

fact, past studies have recorded a low rate of success of on planned change. For 

example, towards the end of the twentieth century, several researchers have claimed 

that, of the organization change efforts studied, more than half do not succeed 

(Champy 1995; Clark & Koonce 1997; Hammer 1996; Hotter 1995; Mauer 1996; 

Porras & Robertson 1983). Beer and Nohria (2000) estimated that about two-thirds of 

change projects fail, and Burnes (2004), who conducted an extensive review of the 

literature, suggests that the figure may even be higher. More recently, dismal success 

rates of planned organizational change initiatives were similarly found by Szabla (2007) 

in his study of change attempts from executives and leaders for change.

Meanwhile, a lot of past literature has indicated reasons for failures, commonly 

putting the blame on the incompetent leader (Hotter 1995; Tichy 1983), ineffective 

strategies (Hotter 1998a), unclear goals and objectives for change (Cook, Macaulay, 

and Coldicott 2004) and immense resistance (Abrahamson 2000; Jick 1993; Senge 

1999). Others like Kezar and Eckel (2002) attributed the poor success rate of 

organizational change to the researchers’ and practitioners’ lack of understanding of 

the phenomenon of resistance.

Traditionally, leadership has often been a focal point of change and modern 

leaders have been encouraged to take a more active role in change, focusing on 

inspiring others, setting strategies for the future, role-modelling and coaching for 

enhanced performance. Reluctance to take risks is based on an uncertainty of the future 

but as Rogers (1983) contends, it is very often this innovation and change that permits 

an organization to succeed in the competitive world. That is, the concepts of 

organizational change and organizational survival are now very closely linked to each 

other. The pace and magnitude of change are rapidly increasing. Morgan (1986) holds 

that managers and their organizations are confronting wave upon wave of change in 

the form of new technologies, markets, forms of competition, social relations, forms of 

organization and management, ideas and beliefs (p.xii).
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In practice, however, no matter what the circumstances, organizations’ 

stakeholders generally prefer a change strategy that brings about positive effects with 

minimum pains and cost. This is particularly the case in government organizations 

where senior public servants are traditionally guaranteed job security and fixed salary. 

When mistakes can seriously affect the future of any manager in the public service, the 

hidden desire to avoid ‘more innovations, more chance to err’ has become a 

self-fulfilled prophecy. For this reason, not all leaders are willing to take high level 

risks for major organizational changes. For those who have chosen to change, research 

tells us that the more successful cases are those in which the change process goes 

through a series of phases that requiring a considerable length of time (Coutts 2000).

On the other hand, while organizational stakeholders are central in the 

consideration of organizational innovation, their perceptions of organizational values 

and expectations are especially important in understanding the process of innovation 

and change. According to Daft (1982), innovation is a social process where the 

implementation of ideas highly depends on the involvement of the others. When the 

process of innovation and change is unstructured and uncertain, stakeholders are faced 

with missing orientation patterns (Hauser 1998a; O’Reilly 1989). Hauser (1998a) in 

fact suggests that in the uncertain situation, organizational culture serves as a substitute 

to structure and as a complement to leadership, and therefore is essential for assessing 

the organization’s potential to innovate. Some other writers also suggest that the role 

of culture can be more prominent for nonprofit organizations than business 

organizations (Jaskyte 2002). As can be seen, the issue of organizational change is 

further complicated when the issue of organizational culture (the ways things are done 

around here) is called into play. This point will further be discussed in the 

organizational culture and resistance to change sections.

Despite the risks and uncertainties, however, change remains a reality for most 

modern organizations. As Charles Handy, one of the first to predict the large 

downsizing of organizations and the emergence of self-employed professionals, has 

said, “change is always difficult but it is now a way of life” (Green 2007, p.l). It is 

therefore inarguable, in this fast changing world, that there is an ever present need for 

the organizations to constantly search for a robust strategy to help keep a competitive 

edge in the trade or service.
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2. Resistance to change

a) Meaning and nature of resistance

Resistance to change in all forms is an invariable part of the change process. 

Early writers defined resistance to change as ‘a combination of an individual reaction 

to frustration with strong group-induced forces’ (Coch and French 1948, p.521). 

Although some writers, notably Dent and Goldberg (1999), challenged the 

conventional wisdom that people resist change and argued that people do not resist 

change, per se, but rather resist losses of status, identity, pay or comfort, resistance to 

change has long been seen as the main obstacle to organizational change.

While there is general agreement among researchers that resistance to change is 

a key variable affecting change decisions and outcomes in very negative ways, (Regar, 

Mullance, Gustafson, and DeMarie 1994), other researchers (for example, Lawrence, 

1986; Numerof & Abrams 1994; Waddel & Sohal 1998) have highlighted the role of 

individual ‘human resistance’. On the other hand, institutionalized resistance, the 

pattern of organizational behaviours that decision makers in organization employ to 

actively deny, reject, refuse to implement, repress or even dismantle change proposals 

and initiative, as defined by Agocs (1997, p. 918), is far more destructive due to the 

potential of the manipulation of groups within an organization .

In human service organizations, resistance usually comes from people. It is 

naturally that managing people becomes the most important factor to decide the chance 

of success for change. But why are people sometimes against change? Some of the 

major reasons as identified by research include the protection of self-interest, 

misunderstanding and lack of trust, different assessments of the virtues of the change, 

and a low tolerance for change (Bartol and Martin (1998, p.365). More recently, the 

distinction between individual and systemic resistance is highlighted by Robbins 

(2007), who contends that resistance to change comes from two sources. The first is 

the ‘individual source’ which includes the individual’s unwillingness to break habit or 

to risk uncertainty of future, to accept change that threatens their feelings of safety or 

work routines that can arouse economic fears. The second is ‘organizational sources’ 

that may constrain change through the organization’s own built-in counterbalance 

mechanisms, or the group norms, to sustain stability, the specialized group for fear of
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infringing its expertise (p.578). Understanding this distinction is critical to the success 

of effective change programmes.

b) Causes of resistance

Depending on the magnitude of change and the intensity of impact on the 

individual and the organization, resistance is often generated from the people’s desire 

for a status quo or the protection of self-interest. In fact, numerous experiences have 

pointed to the fact that resistance surface whenever there are changes initiated by the 

management (Machiavelli 1513; Alfonso, Firth, and Neville, Neville 1975; Hanson 

and Mark 1991). This resistance to change may come from within such as entrenched 

culture (Zander 1961; Cochren 1995; Schein 1992, 2004) or from outside pressure 

such as the nature of social system (Alfonso, Firth & Neville 1975) or the need for 

entrenchment (Knezevich 1984). And the greater the change, the greater will be the 

difficulties to carry the programme through.

Despite this, our knowledge about change resistance is inconclusive. 

Organizational researchers and practitioners either have been narrowly focused on 

defining the term in ways that take account of all the variables or else they have 

investigated resistance in terms of single dimensions without looking at it from a 

holistic perspective. For example, some writers conceptualize it as a force obstructing 

the efforts of change leaders (Coch & French 1948; Hotter 1995; Marx 1818/1883), 

others see it as an important source of information for leading effective change (Ford 

& Ford 1994; Goldstein 1989; Weisbord 1987), or conceive it as a phenomenon that is 

simultaneously unconstructive and helpful (Bridges 1986; Lewin 1952; Mauer 1996); 

still some take a cognitive approach and focus on organizational scheme (Labianca, 

Gray and Brass 2000), or on examining emotions during change (Vince and Broussine 

1996).

Some writers, notably Bridges (1991), argued that the process of change is 

simply moving the current way of doing things to a new and different way of practice. 

This school believes that it is not the actual change that individuals resist, but rather 

the transition that must be made to accommodate the change. Bridges (1991) states, 

“Change is not the same as transition. Change is situational: the new site, the new boss, 

the new team roles, and the new policy. Transition is the psychological process people
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go through to come to terms with the new situation. Change is external. Transition is 

internal. Unless transition occurs, change will not work” (p. 3-4).

The theory of transitional phenomena suggests that change will occur 

spontaneously only when people are prepared to relinquish what they hold dear for the 

purpose ot acquiring something new or can find ways of carrying what they value in 

the old into the new (Morgan 1997, p.238). In most cases, therefore, it may be 

necessary for the organization to create transitional phenomena to help remove the 

current way and move forward to the new way.

3. Managing change and overcoming resistance

Change management is the set of processes, tools and practices that are used to 

manage the people side of a change (Prosci 2009). While change management is 

sometimes considered the ‘soft’ side of a project, research and numerous empirical 

examples show that effectively managing the human side of change is repeatable and 

systematic (ibid). Managing change therefore requires us to view from two 

perspectives — an individual perspective (how people experience change) and an 

organizational perspective (how groups can be managed through a change). The 

following discusses how literature suggests solutions to these:

a) Setting change strategy

Fullan (1991) stresses the importance of the individual when implementing 

successful change, whether the person is the initiator or the recipient of the change. He 

contended that change must occur at the individual level first, and that there was no 

evidence that widespread involvement at the initiation stage was either feasible or 

effective demonstrating commitment to self-improvement and enthusiasm for learning, 

administrators establish a school culture where professionals were seen as perpetually 

seeking new information and more enlightened approaches to practice (p. 91).

Current management literature highlights a number of strategies and 

organizational factors that are seen as making a positive contribution to the change 

process and that are critical to ensuring successful change management. These include 

appropriate leadership, effective communication; change in line with the values of the
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institution, a motivating vision and mission, aligning values and policies; and 

providing rewards (Cowan 1993; Kaiser & Kaiser 1994; Roberts, Wergin, & Adams 
1996; Taylor & Koch 1996).

More recently, Hiatt and Creasy, quoted in Green (2007, p. 256), highlighted 

findings horn thiee Prosci research studies conducted in 2003, which looked at 

change management in more than 400 companies worldwide and suggested for 

reference the following greatest contributors to success:

• etfective sponsorship from senior management in terms of active visible 
support;

• buy-in from front-line managers and employees;

• continuous and targeted communications to the different interested 
communities;

• an experienced change management team who maintained good internal 
working relations;

• a well planned and organized approach.

Unfortunately, most of these writings, drawn either from research or reflections 

of the author, have failed in effectively addressing situational factors such as 

organizational cultuie and constraints. In themselves, they do not therefore provide a 

sound basis for the development of broad strategies to help leaders to achieve 

institutional change, although they do indicate the importance of the role of senior 
management.

Four reasons are ostensibly responsible for this shortcoming: The first is that 

not all institutional leaders have the experience with institutional transformation, hence 

failing to contribute to transformational change studies. On the other hand, there is at 

same time scanty meaningful data available for leaders to advance an understanding of 

the piocess of large-scale transformational change. The third reason is that the leaders, 

in playing their role in organizational change, often are only partially effective in 

meeting sophisticated challenges and the complex process of change. Fourth is that the 

generalized strategies smack of idiosyncratic insights of ‘one size fits all’ and neglect 

the importance of micro-level details. As Scott (1999) emphasizes, the myths of a 

magic formula , or a ‘silver bullet’, have no place in real circumstances. Overall, in
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spite of a large body of normative techniques for managing change, there is a lack of 

empirical studies of their application to suggest whether the techniques proposed in 

those models will in fact influence human reactions to change.

Literature of change strategies also suggests some other factors that similarly 

may impact on organizational change. These include, for example, organizational 

culture and context, and their relationship with resistance to change (Kezar 2002; 

Schein 2004). In both cases, the significant role of the human factor is vividly implied. 

Many other researchers also have cited diverse obstacles to change, among them 

politics and conflict between competing groups (Pettigrew 1973) and inertia 

determined by the isomorphic forces generated by the organization’s environment 

(Greenwood & Hinnings 1996). The following section explains how: i) organizational 

culture; and ii) organizational contexts, impact on organizational change and 

development.

i) The influence of organizational culture on change

Culture is defined as the deeply embedded patterns of organizational behaviour 

and the shared values, assumptions, beliefs, or ideologies that members have about 

their organization or its work (Peterson & Spencer 1991, p. 142). Culture provides 

meaning and context for a specific set of people (Berquist 1992; Schein 1985). Culture 

is important to an organization as studies have demonstrated the way that different 

cultures shaped various institutional functions including governance (Chaffee & 

Tierney 1988), leadership (Birnbaum, 1988), and planning (Hearn, Clugston, & 

Heydinger 1993; Leslie & Fretwell 1996). Organizational culture is a central construct 

in contemporary efforts to improve managerial and organization effectiveness in the 

corporate sector (Ouchi 1981; Deal & Kennedy 1982; Peters and Waterman 1982, 

Schein 1990).

In the 1980s, organizational researchers across various disciplines began 

examining the role of culture within organizational life (Morgan 1986; Schein 1985; 

Smirich and Calas 1982) and connected it to effectiveness (Tichy 1983) and central 

processes (i.e. leadership, governance) of the organization (Schein 1985). Culture 

shifted from being used as a descriptive device to becoming linked with improvement 

and success (Kezar 2002). In fact, early research used culture to illustrate that higher
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education campus had unique cultures from other types of institutions, describing the 

myths and rituals of colleges, and student and faculty subcultures (Clarks 1970; 

Lunsford 1963; Riesman, Gusfield & Gamson 1970).

Several later studies on higher education linked institutional culture with 

organizational success (Chaffee & Tierney 1988; Peterson, et al 1986). Recently, 

Schein (2004) posited that the transformation that matters is a change in the corporate 

culture and that the first problem of the mature and possible declining organization is 

to find a process to empower a potential leader who may have enough insight and 

power to overcome some of the constraining cultural assumptions (p. 409).

There is a lot of evidence suggesting that cultural factors influence the way 

people carry out, and respond to, different leadership styles (Doyle and Smith 2001). 

Leaders can be faced with an elaborate culture that tries to keep out new ideas. If ideas 

enter, the existing culture tries to kill the ideas. If it cannot kill the ideas, it finds ways 

to neutralize them (Martin 1995. p.459). Schein (1985) considers culture the “most 

stable and least malleable” part of the organization, adding to the challenge of 

effecting deep and pervasive transformational change. As organizational culture is 

inextricably linked to transformational change (Bass 1985, p.24), altering the culture ol 

an organization, the underlying assumptions that determines “how things are done 

around here” at every level of the organization is extremely difficult (Marvrinac 2005). 

It is therefore inevitable that change must negotiate with culture.

There are probably three sets of ideas linking culture to change (Kezar & Eckel 

2002). The first set of literature suggests that institutions need to have a 'culture5 that 

encourages change (Curry 1992). The goal of this body of research is to determine the 

aspects of culture or type of culture that need to be fostered to promote institutional 

change (Schein 1985). The second set of ideas suggests that culture or key institutional 

elements that shape culture, i.e. vision or mission, are modified as a result of the 

change process (Chaffee & Tierney 1988; Eckel, Hill & Green 1998; Guskin 1996). In 

other words, the outcome of change is a modified culture (Schein 1985). The third set 

of ideas is concerned with investigating the ways in which culture shapes an 

institution’s change processes or strategies. From this perspective, culture is seen as 

the modifying element rather than the subject of the modification.
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Two conceptual frameworks about the effect of culture on change are relevant 

at this point. One is Bergquist’s (1992) institutional archetypes of culture which 

hypothesized (as yet not empirically tested) that different change strategies would be 

needed and become appropriate within the four different academic culture archetypes 

that reflect any higher education institution. This framework sought to demonstrate 

how the managerial culture, for example, might hinder an institution’s ability to 

change structures, whereas a collegial culture was better equipped to modify 

institutional structures because of the existence of greater trust. The other conceptual 

framework is Tierney’s multi-lens perspective employing factors such as environment, 

mission, socialization, information, strategy, and leadership. This provides a 

sophisticated tool for understanding the complexities of institutions having unique 

features and characteristics. The dual level analysis of the managerial culture and the 

multi-factor conceptual framework offers a multiple-lens perspective better suited to 

understand complex organizational phenomena (Birnbaum 1988; Bolman & Deal 

1991).

More recently, as organizational culture links inextricably with people, some 

New Age thinkers such as Arie de Geus, Peter Senge, and Margaret Wheatley, argue 

for the importance of the human factor in organizational change (Muoio 2007). As

Muoio (2007) contends, “Companies are people, too .......It is important that leaders

understand an organization as a person, and are aware of people’s preferred ways of 

doing things”. Prosci (2009) asserts that leaders play a key role in both change and 

project management. By communicating clearly with stakeholders, they build 

awareness around the need for change and create a desire among those affected. In 

preparing for effective change, leaders also make assessments on the organization’s 

culture, history, employees, including the value-system and background of the 

impacted groups (ibid). In the same vein, Oracle (2009), quoting Organization 

Dynamics, reported that about 50% of the Enterprise Resources Planning (ERP) 

implementation failures was accountable to organizational/ cultural and people 

problems. Effective communications and employee involvement, in fact, are among 

the greatest success factors, as Prosci research has found (Prosci Benchmarking Report, 

2009).
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ii) The influence of organizational context on change

Some scholars suggest that the meaningful insights critical to an understanding 

of the change process can only come from context-based (micro-level) data (Berquist 

1992). Such detailed information helps the change agent to understand why and under 

what circumstances strategies work at a particular institution at a particular time. On 

the other hand, the chief disadvantage of working at the micro-level is the lack of 

generality: the data sets may too specific and idiosyncratic to be of much help to 
others.

Some other writers have suggested that change can only be effected smoothly 

under a suitable change climate (Deal & Peterson 1994; Fielding & Schalock 1985; 

McLaughlin and Hyle 2001). That is, when the morale or happiness of the staff is 

measured high (Beckhard and Harris 1987, p.7). This is particularly necessary if the 

change is in conflict with the organization's traditional culture, or the interests of the 

dominant group. The climate of a workplace can dramatically influence the level of 

commitment and enthusiasm which staff have for engaging in and sticking with change 

(Scott 1999). In educational establishments, for example, climate and culture penetrate 

all operating components of an educational workplace-its structure, system of rewards, 

planning processes, communication systems, staffing practices and so on (Scott 
1999:89).

While attitudes and behaviours can be significantly shaped by working 

environment and culture of the organization (Wilson 1989), various features in an 

organization (such as procedures and subculture) may discourage individuals from 

changing existing job-related attitudes and behaviours (Kelman 2005, p.24). Other 

researchers have suggested that change occurs more easily in a climate that encourages 

collegiality and collaboration (Hotter 1996; Scott 1999).

b) Overcoming resistance

Overcoming resistance to change is perhaps the primary step to enable a 

change project to succeed. Theoretically, there can be three ways to accomplish this. 

The first is by way of force. That is, change programmes to be strictly implemented 

according to established codes and regulations. Resisting change could mean breach of
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duties and would induce punishments. This way of change by coercion, however, 

could only result in temporary compliance and is not generally supported by modern 

leaders. The second is by way of compromise, making concessions to the dominant 

lesistance group in order to obtain their support for change. But, again, this method is 

unreliable not only because it breeds unequal treatment among different groups which 

would further complicate the change, but also it is impracticable in situations involving 

the adoption of moral or security principles which give no room for compromise. The 

third is a ‘soft approach’ which is favoured by most researchers as a way to play down 

resistance and to achieve permanent change.

Stressing the importance of giving management support, this ‘soft approach’ is 

to cieate collegiality and collaboration among stakeholders. Here, one comprehensive 

set of change strategies found in the higher education literature is Lindquist’s (1978) 

on change. Its applicability was recently tested on a broader set of institutions 

undertaking change (examined only liberal arts institutions), and the following core 

change strategies emerged (Kezar & Eckel 2002):

i) Senior administrative support - refers to individuals in positional leadership 

providing support in terms of value statement, resources, or new administrative 
structures.

ii) Collaborative leadership - defined as a process where the positional and 

nonpositional individuals throughout the campus are involved in the change 

initiative from conception to implementation.

iii) Robust design — a more complex and less well known term than vision; it is 

adopted from work of Eccles and Nohria (1992). Leaders develop a ‘desirable’ 

and flexible picture of the future that is clear and understandable and includes 

setting goals and objectives related to the implementation of that picture. The 

picture of the future and the means to get there are flexible and do not foreclose 

possible opportunities.

iv) Staff development - a set of programmatic efforts to offer opportunities for 

individuals to learn certain skills or knowledge related to issues associated with 
the change effort.
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v) Visible actions - refers to advances in the change process that are noticeable. 

Activities must be visible and promoted so that individuals can see the change is 

still important and is continuing. This is an important strategy for building 

momentum within the institution.

Recently, Robbins (2007) reenacted six ways to overcome resistance, most, 

except coercion, inclined to take a soft approach by setting an inspiring stage for 

change, or through persuasion. These strategies included education and communication 

(i.e. to reduce resistance through communication with employees to help them see the 

logic of a change), participation (i.e. to reduce resistance of opponents through greater 

involvement of them in decision making), facilitation and support (i.e. to offer a range 

of supportive efforts to reduce resistance), negotiation (i.e. to exchange something of 

value for a lessening of the resistance); manipulation and cooptation (i.e. to exert 

covert influence attempts and seek to “buy-off’ the leaders of a resistance group by 

giving them a key role in the change decision); and coercion (i.e. to apply direct threats 

or force on the resisters) (p.579).

This recipe for change leadership is by no means a guarantee for success of 

organizational change. Failures can always result from a mismatch of leadership 

character and strategies; or a wrong choice of a strategy in a specific context due to 

leadership traits. There is evidence that mental ability and personality is important for 

leadership success. To be highly effective, for example, Sternberg (2003) contends that 

a leader needs three ‘cognitive factor components’ - wisdom, creativity and 

intelligence - working together or synthesized (cited DuBrin 2007, p. 60). The ultimate 

success of strategic deployment depends very much on a combination of hereditary 

and environmental factors including the leader’s characteristics in relation to traits and 

motives. There are studies supporting that effective leaders are different from less 

effective leaders. The difficulty, perhaps, is only that the trait approach still fails to 

ascertain which traits are most important in which situations or how much of a trait is 

required (ibid, p.60).

On the other hand, despite of the high failure rate in organizational change, 

researchers have incessantly come up with ideas and solutions to counter difficulties. 

Resistance, as they see it, is not an insurmountable obstacle. Recent writers have found
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that leaders with relevant qualities are more able to effect change. Apart from technical 

skills or professional knowledge possession of which normally add credits to the 

leadership, these qualities include the leader’s “integrity and ethical conduct” (Hogan, 

et al 1994, p.13), “conscientiousness” (Stogdill 1974), “integrity”, “Heart” - i.e. 

empathy, and “courage” (Daft and Lengel 2000), and “faith and commitment” (Herold, 

et al 2008). While past research has well documented the positive impact leadership 

can exert on the organization (for example, Bass 1985; Burke 2002; Cochren 1995; 

Woodman & Dewett 2004), the qualities as mentioned are powerful agents facilitating 

the creation of a cosy relationship between the leader and the followers. And while 

‘relationship’ is an essential element that helps build trust and collaboration between 

the management and the staff (Deal & Peterson 1990; Feltner, Mitchell, Norris & 

Wolfle 2008; Kotter 1998), it is often under warm working relationship that the leader 

can truly appeal to followers’ sense of values and be able to get them to see a higher 

vision and to encourage them to exert themselves in the service of achieving that 

vision. This phenomenon in fact fits into the concept of transformational leadership as 

defined by Bass (1985).

According to Tucker & Russell (2004), transformational leaders focus upon 

organizational change by seeking to alter the existing structure and influence people to 

buy into a new vision and new possibilities. They inspire people and motivate them to 

trust and follow their example. While the spread of transformational elements to all 

levels of an organization can lead to conflicts with the transactional bureaucracy (Bass 

& Avolio 1993), transformational leaders tackle resistance through their influence on 

the organization’s culture (Bass & Avolio 1993; Inkson & Moss 1993). They promote 

in people a sense of purpose, long-term commitments, and mutual interests (Tucker & 

Russell 2004). The corollary is that if the culture itself becomes transformational, then 

it will produce an environment for more effective individual growth and organizational 

performance (Bass & Avolio 1993). Resistance hence becomes a non-issue.

Despite that transformational leadership facilitates the leader in gaining 

majority support of followers and in increasing their personal commitment to the 

organizational goal, writers have suggested some pre-conditions for it to become 

successful. One is that because transformational leaders are models of their people and 

should only use power for the benefit of the people (Ford 1991), transformational



leadership should build upon a strong ethical and moral foundation (Bass and 

Steidlmeier 1999). Leader’s integrity and moral standards, as has been mentioned 

previously, is one element usually observed from successful leaders. This will further 

be discussed in the “Leader’s attributes” section later.

Another condition is that transformational leadership calls for a particular 

leadership style to show its effectiveness in a given set of situations (Herold, et al 

2008). For example, Keller (1995) asserted that leaders must have people skills that 

affect the organizational culture, that is, they must be chosen with leadership skills and 

not just technical skills. Similarly, Trahant, Burke, & Koonce (1997) found that 

‘valuing’, ‘listening to’ and ‘serving people’ affect growth and outcomes. There are 

studies suggesting close correlation between transformational leadership behaviour and 

the “Big Five” traits - agreeableness, extraversion, openness, neuroticism and 

conscientiousness (Ones 1993; Yukl & Van Fleet 1992; Robbins 2007, p. 357). The 

discussion of “Leader-follower Relationship” in the later section of the chapter is, for 

example, another attempt to throw more light on the relationship between “leadership” 

and “resistance to change”. At this juncture, it seems appropriate to find out what 

literature has suggested change agents to equip themselves in preparation for the task 

of organizational change.

4. Leadership and organizational change

Bartol and Martin (1998, p. 710) define ‘Leadership’ as the process of 

influencing others to engage in the work behaviours necessary to reach organizational 

goals. By this very definition, leadership impacts on all human behaviours within an 

organization. With this understanding, the study of leadership is crucial in change 

management for at least the following two reasons:

Firstly, change starts with the leader in most cases, with leadership impacts 

significantly on the effectiveness of a change programme. For long, most scholars 

recognize leaders as the drivers of organizational change. For example, some see 

leaders as change-makers (Boyd 1992a; Cochren 1995; Fiord & Czerwinski 1991) and 

other regard them as agents of change (Bennis and Nanus 1985; Hill, Wise, and 

Shapiro 1989; South Regional Education Board 1999). In fact, the emphasis on the 

important role of leader was earlier highlighted by Weber (1947), who in last century
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contended that the ability of charismatic leaders might transform the world.

There are many other scholars who emphasize the important role of leaders in 

developing staff (Fullan 1982; Joyce and Showers 1987), in improving school 

organizations (Halperin 1981), and in orchestrating major organizational change 

(Clement 1994; McLaughlin and Hyle 2001). The fact that the leader’s effort, 

especially management leadership, in driving organizational change cannot be 

delegated to other persons such as consultants has put it in a critical position in the 

complete change process (Clement 1994).

Secondly, there is good reason to believe that individual differences play a part 

in the makeup of transformational (and other forms of) leadership (Bass & Riggio 

2006, p. 178). The GLOBE project (House, et al 2004) showed that charismatic 

transformational leadership is seen as effective by middle managers in 62 countries, 

but the characterization of charismatic leaders may differ from one country or region to 

another. There is also much truth in that successful change depends on senior 

executives of the organization. In a study of top executive leadership and innovation in 

nonprofit human service organizations, Schin and McClomb (1998) found that 

innovation was the highest in those organizations that were headed by top executives 

with a Vision Setter style characterized by their searching for innovations and potential 

influence, studying emerging social and economic trends, and experimenting with new 

procedures and concepts.

On the other hand, while leadership theory is well developed, there are other 

uninvestigated predictors of transformational and transactional leadership including the 

well-known tests of integrity and honesty (Camara & Schneider 1994). There have 

been writers calling for a better understanding of individual differences with regard to 

authentic transformational leadership (Messick & Bazerman 2001); Trevino, Brown, & 

Harman 2003). In a similar vein, the study of Turner, et al (2002) found that leaders 

with higher level of moral reasoning tended to be more transformational. Meanwhile, it 

is also helpful to explore how followers can play a role in shaping the behaviour of 

charismatic and transformational leaders (Howell & Shamir 2005). This is particularly 

true in situations where the staff’s position is strong. The interaction of moral qualities 

between the staff and the leader can possibly lead to change of leadership mindset of
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the latter.

With regard to leadership competency for change management, past 

researchers have stressed the importance of the leader’s skill in managing/organizing 

environmental factors, including the staff, the organizational structure, organizational 

contexts and culture (e.g. Cochren 1995; Fulan 1993; Schein 2004; Woodman & 

Dewett 2004). Scott (1999) has created a model (Figure 2.2) shown below highlighting 

the essential role of the institutional leader in managing change. This model shows 

how organizational change involves the interplay between leadership and the 

organization’s external and internal environments. While suggesting some key 

ingredients in the change (education) process, including external and system factors 

(D), organizational or local influences (B), and institutional learning programme (C), 

Scott posited that any change efforts always involved an effective mixing up of these 

factors which depended significantly on the quality of leadership (A). As he claimed, 

“educational changes do not unfold spontaneously - they have to be led (A) (p. 86). 

Clearly, leadership plays key role in making change a success.

External
Context

Leadership

Learning

Program
Milieu

Figure 2.2 Change management framework for education (Scott 1999:17)

In the same vein, past research has put forward substantial evidence that 

leadership impacts on institutional culture (Baker 1998; Martin 1995:459; Schein 

2004), staff efficiency (Baker 1995; Bass 1985); and good leadership negatively relates 

to resistance of change (Bantu-Gomex 2007; Dixon 2008; Morgan 1988: xii).

Whereas literature so far has pointed out the importance of leadership quality in
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determining the success, or failure, of a change programme, there is a justified need to 

further elaborate on two essential areas that can impact directly on the quality of a 

leader. These are: 1) the mutual impacts between leadership and organizational culture, 

and 2) the factors influencing the leader’s decision on change strategies. The following 

discusses these two issues in more details.

a) The mutual impacts between leadership and organizational culture

Whereas institutional culture often sets the stage for resistance to change, it is 

non-static and subject to modifications by such factors as the change of society’s 

conditions, political atmosphere and, closer to the stage, leadership of the organization. 

When institutional culture is usually developed by the founder’s philosophy, it too can 

be tuned and modified following the recommendations of an external consultant, or the 

appointment of a new executive who has the ability and support from the stake holders 

to create a new culture.

Leaders affect the organizational culture through their role in team 

management, innovation, and their productivity. Bass (1985) observed a correlation 

between ‘transformational leaders' and team effectiveness. The leaders served as a role 

model for the members. Therefore, organizations benefit from having leaders at all 

functional levels (King 1994; Waldman 1987). The impact ot leadership on 

institutional culture is further highlighted by Schein (1992) who raised the statement 

‘culture and leadership are two sides of the same coin’ and contended that the only 

thing of real importance that leaders do is to create and manage culture (p.l)’. In fact, 

like Weber’s notion of charismatic leadership, Schein proposes that culture change 

occurs via the direct influence of a leader (Hatch 2004).

The leader’s understanding of culture of the organization is important as over 

time, culture will become resistance to change (Baker 1998). James Martin (1995), 

author of the Great Transition, believes that the typical change agent fails because of 

the culture’s protective barriers (p.456). Whereas the responsibility of shaping culture 

lies squarely on the leader’s shoulders, successful organizational change therefore 

depends on how the leader tackles with cultural dynamics within the organization. 

Here, past research has given clues to help leaders analyse both the nature and 

direction of cultural forces in a given organizational context.
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According to O’Reilly and Caldwell (1991), there are seven main traits that 

capture the essence of an organization’s culture, including i) Innovation and risk taking, 

i.e. the degree to which citizens are encouraged to be innovative and take chances; ii) 

Attention to detail - the degree to which citizens are expected to exhibit precision, 

analysis, and attention to detail; iii) Outcome orientation - the degree to which 

leadership focuses on results or outcomes rather than on the techniques and processes 

used to achieve such outcomes; iv) People orientation - the degree to which leadership 

decisions take consideration the effect of outcomes on people within the organization; 

v) Team orientation - the degree to which work activities are organized around teams 

rather than individuals; vi) Aggressiveness - the degree to which people are aggressive 

and competitive rather than easygoing; vii) Stability - the degree to which organization 

activities emphasize maintaining the status quo in contrast to growth. According to 

O’Reilly and Caldwell (1991), success of promoting organizational culture depends on 

the effective input of the leader in each of the seven traits.

The importance of institutional culture to leaders is further highlighted by 

Kezar and Eckel (2000) who in their study of the effect of institutional culture on 

change strategies have hinted that: i) a relationship between institutional cultural 

archetypes and the way the change process is enacted in a college campus, ii) the 

distinct nature of the campus cultures cannot be overlooked in trying to understand 

how change processes unfold and which strategies institutional leaders should 

emphasize; and iii) the understanding that cultural archetypes and unique institutional 

cultures may help to determine which strategies might take prominence in the change 

process. Although sampled on educational establishments, the study has raised the 

alarm for change leaders to beware of the specificity of culture in individual 

organizations.

The call to leaders to consider local conditions was in fact earlier raised in the 

“Contingency Model” developed by Fiedler (1967). The theory postulated that the 

effectiveness of the group is contingent upon the relationship between leadership style 

and the degree to which the group situation enables the leader to exert influence 

(p.250). In this case, leaders obviously are confronted with situations in which their 

individual leadership style is in conflict with the organizational environment. Fiedler 

suggested that leaders have three choices when they are in this particular situation: i)
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change the behaviour of the members of the organization; ii) change their own 

methods of making decisions; or iii) change their position (Weiner 2003).

While the Contingency Theory has effectively combined the psychological and 

sociological approaches to the study of leadership (Sergiovanni and Carver (1973), it 

offers no great help to change leaders. In real circumstances, the leader, particularly a 

leader designated to an official post, is left with only two options - (i) and (ii) of the 

above, as (iii) could mean giving in. The choice of strategies is particularly difficult in 

a setting which emphasizes discipline and control. In the lack of elaborated micro level 

skills, the leader very often has to go back to the old saying “it depends’ (on the 

situation). That is, to decide by intuition or common sense built upon past experiences. 

What seems useful perhaps is the theory’s emphasis on deploying consultative 

procedures and team work, which have been proved to be facilitative for organizational 

change (Weiner 2003).

b) Factors influencing leader’s formulation of change strategies

Whereas organizational changes invariably meet with resistance to varying 

degrees, it offers no real resistance to those seeking to initiate and lead the change 

process. Two fundamental elements are involved here. The first is about the 

workability of strategies employed by the leader when applied to a specific 

organizational context. The other relates to the personal qualities the leader is able to 

draw on in ensuring the efficient implementation of his strategies.

While there is a wealth of past literature about the two subjects, there has been 

not much of it concerning how the leader’s personal qualities would affect the 

implementation of his/her strategies. To throw more light on these issues, the ensuing 

paragraphs will elaborate about leadership strategies for leading change; what change 

strategies a leader may employ; and what may influence a leader’s decision in 

formulating strategies, including such elements as a leader’s personal qualities and 

leadership style. To be more specific, these are discussed in three separate sub-sections, 

involving: a) Common approaches in change strategies; b) The leaders personal 

attributes and change, and c) Leadership style and change programme effectiveness.
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i) Leadership strategies

As mentioned in the foregoing, the adoption of the right strategy for change can 

determine the chance of success of a change programme. The point is what guides a 

leader in choosing a strategy that will fit the circumstances in question and achieve 

result. Two elements are essential here. One is past experience, success or failure. The 

other is past literature and research. But as there is no one-size-for-all formula for 

change management (Scott 1999), it is difficult for a leader to select with accuracy an 

effective strategy even if information concerning the two elements is abundantly 

available. The ultimate choice naturally rests with the leader, who may be influenced 

by his own commonsense, his body chemistry, or even his temperament at the moment 

of his making the choice. As this latter part relates to the personal quality of the leader, 

this topic will be discussed in more details in the next section.

With regard to change strategy, the Chin and Benne's taxonomy (1961) is a 

useful reference to start with. The scholars' seminal work suggested three fundamental 

leadership strategies for leading planned change:

• Rational-Empirical Change - This works on the understanding that the 

client system will adopt an organizational change if the change is logically 

justified and if those proposing the change effectively demonstrate the 

benefits of the change. Change leaders presume that change respondents 

are guided by reason and use logic to change their behaviours.

• Normative-Reeducative change -In contrast to the rational-empirical 

change strategy, where data gathered by a researcher and communicated to 

a professional, the basis of the normative-reeducative change strategy is 

the public process of collecting and testing relevant data from various 

levels of the client system and consensually validating the results. The 

assumption of this change strategy is that individuals must participate in 

their own re-education if they are to be re-educated at all (Chin & Bennes 

1961, p.32).

• Power -Coercive Change —This change strategy assumes that people will 

change because they are dependent on those with authority (Chin &
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Bennes 1961; Marx 1818/1883; Mills 1956; Weber 1898/1947). The client 

system is not consulted (Nutt 1996). Change agents simply announce the 

change and specify what the client system must do to meet the terms of the 

change (Zaltman & Duncan 1977).

The use of change leadership strategies down the years have received mixed 

results, although previous research indicates that support for an organizational change 

may be much more positive for those change respondents who perceive the use of a 

participation tactic as opposed to a tactic based on reason (Nutt 1986; Yukl & Falbe 

1990; Zaltman & Duncan 1977). But certainly, each of the strategies has its own 

strengths and weaknesses, depending on the circumstances and the leader’s choice as 

may be influenced by his/her own character and personality.

For example, the rational-empirical and normative-reeducative change 

leadership strategies tend to be more time-intensive than a power-coercive model; and 

they are more effective at gaining full and long-term support for an organizational 

change. Contrarily, the power-coercive strategy commands more immediate support 

from the stakeholders although risking it being suboptimal. Power strategies typically 

result in compliance, but not full support.

In regard to the application of Chin and Benne’s leadership strategies, Szabla 

(2007) recently found in his study that i) resistance to organizational change is a 

complex and multifaceted phenomenon, ii) use of change leadership strategies based 

on reason or participation may elicit supportive responses to the change cause among 

respondents of an organizational change; and iii) use of power-coercive strategies may 

elicit the least positive responses along the three dimensions. Szabla asserts that in the 

long run change leaders pay the price because, without generating positive beliefs and 

emotions and gaining full support, an organizational change led with power tactics 

normally required continuous surveillance, maintenance, and investment. His 

observation is supported by another recent writer, Kamikow (2008), who also has 

observed that truly convincing people to adopt a new belief in something and act 

accordingly really is what education is all about. Transformation without that 

conviction is doomed to ineffectiveness or failure.
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ii) Attributes of effective leaders

That whether leaders’ attributes can be a major factor associated with the 

actors’ performance has been an issue of academic interest in the past few decades. On 

the one hand, there are views that leaders are no different from those they lead; 

leadership power is largely illusory, and that the quality of leadership makes little 

difference to the performance of an enterprise (Emler & Cook 2001, p. 278). In the 

same vein, there are the proponents that the leaders are merely playing a sociological 

role within organizational structures. Hence their achievement is merely a function of 

the roles they occupy within those structures rather than their own character or other 

personal qualities (ibid). Supporter of this view put forward that collective 

performance, such as budgetary control by city mayors, is a function of factors 

primarily beyond the control of the leadership. It is therefore nothing to do with a 

leader’s attributes (Salancik & Pfeller 1977).

On the other hand, past literature has well documented the impacts of a leader’s 

personal qualities (Fiedler 1973; Bennis & Nanus 1985; DuFour & Berkey 1995; Boyd 

1992a; Clement 1994; Sashkin & Sashkin 2004; Shower, Joyce & Bennet 1987). But 

despite the wealth of literature on the subject, leadership concepts and theories remain 

either inconclusive or situational to give a clear guide for leadership studies. Obviously, 

when leadership plays an important part in a planned organizational change, 

discovering what those specific leadership qualities are and how they contribute to a 

leader’s performance would be contributive to both staff training and organizational 

efficiency.

Meanwhile, as practitioners and academics are keen to find out what attributes 

successful leaders should possess, psychologists have suggested some hints to assist in 

assessing leader effectiveness. Several lines of evidence have shown that certain 

personality dimensions are consistently related to rated leadership effectiveness 

(Flogan, et al 1994, p. 13). Earlier, Stogdill (1974) found that surgency (i.e. dominance, 

assertiveness, energy level, speech fluency, sociability, and social participation), 

emotional stability (i.e. adjustment, emotional balance, independence, and 

self-confidence) conscientiousness (i.e. responsibility, achievement, initiative, personal 

integrity, and ethical conduct), and agreeableness (i.e. friendliness, social nearness, and
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support) were positively related to leadership effectiveness. Stogdill’s idea that there is 

a relationship between personality and leadership (Hogan, et al 1994) was later 

supported by some other researchers who reported similar findings in their studies with 

senior company executives - for example, Bray and Howard (1983) and associates 

with AT & T executives, and Bentz (1985, 1987, 1990) with Sears.

The impacts of a leader’s personal qualities are well documented by past 

literature (Fiedler 1973; Bennis & Nanus 1985; DuFour & Berkey 1995; Boyd 1992a; 

Clement 1994; Sashkin & Sashkin 2004; Shower, Joyce & Bennet 1987). But as 

endless sets of leadership concepts and theories either are inconclusive or situational, 

what really is important perhaps are those specific qualities that contribute to a leader’s 

planned organizational change.

In fact, some researchers, for example, Pierce and Johnson (1997), have 

asserted that the traditional hierarchical style of leadership is generally not functional 

in situations needing collaboration of stakeholders, as the directive approach does not 

work when the need is for enthusiastic participation of a broad range of units that have 

their own needs, purpose, allegiances and power bases. They posited that leadership 

within diverse groups must be encouraged and facilitated to enable them to make a 

greater contribution to the collaborative project (Kilpatrick 2003, p. 6)

While the answer to what attributes successful leaders should possess is sought 

after by practitioners and academics, psychologists have suggested some hints to assist 

in assessing leader effectiveness. Several lines of evidence have shown that certain 

personality dimensions are consistently related to rated leadership effectiveness 

(Hogan, et al 1994, p. 13). Earlier, Stogdill (1974) found that surgency (i.e. dominance, 

assertiveness, energy level, speech fluency, sociability, and social participation), 

emotional stability (i.e. adjustment, emotional balance, independence, and 

self-confidence) conscientiousness (i.e. responsibility, achievement, initiative, personal 

integrity, and ethical conduct), and agreeableness (i.e. friendliness, social nearness, and 

support) were positively related to leadership effectiveness. Stogdill’s idea that there is 

a relationship between personality and leadership (Hogan, et al 1994) was later 

supported by some other researchers who reported similar findings in their studies with
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senior company executives - for example, Bray and Howard (1983) and associates 

with AT & T executives, and Bentz (1985, 1987, 1990) with Sears.

In similar studies, House (1976) identified three themes in the careers of 

charismatic leaders - they have a vision that commands followers; they are able to 

recruit people who share that vision; and by virtue of the relationships they develop 

with the team members, they are able to persuade them to work for and support the 

vision (Hogan, et al 1994, p. 14). In other research studies, it is proven that charismatic 

leaders can be more effective than noncharismatic leaders and have substantially 

higher ratings in performance appraisals from superiors, morale and approval ratings 

from subordinates, and higher ratings in level of team performance (Avolio, Waldman 

& Einstein, 1988; Conger & Kanungo 1988,_Curphy 1991; House, et al 1991).

Later a meta-analysis (Judge, Bono, Hies, & Gerhardt 2002) contributed further 

to the dispositional bases of leadership behaviour. But, unfortunately, although these 

analyses contributed to the knowledge of the link between personality and leadership, 

they did not address much the relationship between personality and transformational, 

transactional, and charismatic leadership (Bono & Judge 2004). A further problem is 

that experimental studies have demonstrated that even when survey measures of 

leadership focused on specific behaviours, they did not perfectly reflect leaders’ 

behaviour (Philips & Lord 1986).

More recently, Bono and Judge (2004) provide the first meta-analytic evidence 

on the relationship between personality and transformational and transactional 

leadership. In their study, ‘extraversion’ (i.e. being assertive, active, talkative, upbeat, 

energetic, and optimistic (Costa & McCrae 1992) was found to be the only Big-five 

factor (agreeableness, extraversion, openness, neuroticism and conscientiousness (SLt 

also note 2-5) ^ fhat g^wed a significant correlate of ratings of transformational leadership 

behaviour. But the same study found weak results linking personality with ratings of 

transformational and transactional leadership behaviours.

Meanwhile, in supporting the universal theory of leadership that certain 

leadership traits are universally important and applicable to all situations, DuBrin 

(2007) has identified three broad categories of leadership characteristics: personality 

traits, motives, and cognitive factors (p.33). He posits that: i) personality traits, general
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or task-related, contribute to leadership effectiveness in many situations as long as the 

leader’s style fits the situation; ii) motive, especially power motive, induces the leader 

a desire to influence others; and iii) cognitive competency as represented by good 

problem-solving and intellectual skills, gives the leader the ability to inspire people, 

bring about constructive change, and solve problems creatively (ibid, p.53).

As concerns charismatic and transformational leadership, DuBrin (2007) 

suggested an inventory of nine qualities about transformational leaders 1 — be 

charismatic (that is, attract people by personality than by position (Daft & Lengel 2000, 

p. 117), score high on emotional intelligence (2"2), be able to create a vision (i.e. 

through conveying a set of values that guide and motivate employees), be concerned 

with staff development, being supportive of staff, practise empowerment (that is, 

willing to give away control and encourage participative decision making), be 

innovative in thinking, be able to lead by example, and have moral reasoning (p. 87). 

DuBrin however has clarified that leaders classified as transformational leaders may 

not necessarily possess all these attributes; and it is always not easy to determine 

whether a given leader can be accurately described as transformational.

On the other hand, some writers prefer a ‘soft approach’ in change management 

so as to minimise wastes and damage arising from negative human actions. Daft and 

Lengel (2000) found the co-existence of certain elements facilitated leaders to inspire 

staff to contribute concerted efforts towards obtaining organizational goals. These 

elements are effective to unleash staffs potential and to make them fuse with others to 

create powerful organizational forces. Labelling this as “Fusion Leadership’ 2), Daft 

and Lengel (2000) identified six requisite elements for successful leaders (p. 20):

• Mindfulness - which includes independent thinking, an open mind that 

welcomes unusual and novel ideas;

• Vision - the higher purpose that provides meaning and inspiration for their 

collaborative efforts;

• Heart - caring and compassion, the positive feelings and emotions that 

underlie connections and relationships in the workplace;

• Communication - the act to symbolically influence others;
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• Courage — the motivation to step outside the traditional boundary and 

comfort zone, to take risks, to take the lead;

• Integrity - is honesty, trust, and service to others, which means going 

beyond me to give something to the team and the organization (p.21)

According to Daft and Lengel (2000), effective fusion leaders help participants 

to achieve paradigm shift of their mindset. This is usually realized when people unite 

and express their subtle potentials for leadership, become aware of the issues of the 

larger organization, and when the organization sees an increase in human collaboration 

and flexibility (p. 247).

The above two sets of leadership inventory, in fact, have a lot in common with 

observations evident in other research (e.g. Deal & Peterson 1990; Feltner, Mitchell, 

Norris & Wolfle 2008; Kotter 1998; Scott 1999). For example, courage and a strong 

personality, good communication and interpersonal skills, a supportive character, a 

good role model, and empowerment are elements that are also much stressed in past 

writings. In the past, qualities such as ‘courage’ would have been dismissed by 

leadership researchers as a soft or subjective concept, there appears to be a growing 

realisation that it is necessary to focus on such qualities if we are ever to understand 

the processes of leadership. Understanding what inspired someone to offer their loyalty 

to a manager requires developing insights into the interpersonal realm ol leadership 

and there is a growing awareness, as indicated in the literature of the need to do just 

this. In this respect, five leadership qualities can be identified from past literature. 

These are elaborated below:

(1) Courage and a strong personality

Where change invariably meets with challenges, leaders should have 

determination to confront pressure and difficulties in order to manage change 

effectively (Cochren 1995; Deal and Peterson 1990) and the will to take risk 

(O’Brien 2002). As Binney and Williams (1995) pointed out, “one essential 

ingredient (of leaders) is to take risk, to experiment, to encourage others to 

experiment and to support them if things get difficult (p.60). Fullan, quoted in 

Scott (1999), has pointed out that “under conditions of uncertainty, learning,
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anxiety, difficulties and fear of the unknown are intrinsic to all change process, 

especially at the early stage. One can see why it is important to foster a climate in 

which risk-taking is accepted and valued. People will not venture into uncertainly 

unless they or others appreciate that difficulties are a natural part of any change 

scenario. And if people do not venture into uncertainty, no significant change will 

occur (Scott 1999, p.93).

(2) Good communication and interpersonal skills

Most writers have agreed on the essential quality of the leader having good 

communication skills to bring his vision across the wide audience and 

stakeholders (DuFour & Berkey 1995; Kotter 1998). Communication serves as the 

link between organizational cause and the individual’s commitment to it, it is the 

leader’s (principal’s) skill in communicating which forges that link over time 

(DuFour & Berkey 1995). In emphasizing the importance of communication, 

Duck (1993:110) concludes:

“Managing change means managing the conversation betM’een the 

people leading the change effort and those who are expected to 

implement the new strategies, managing the organizational context in 

which change can occur and managing the emotional connections that 

are essential for any transition. ”

In large corporations, the need to develop trusting relationships across 

organizational boundaries is equally emphasised. Companies like IBM and Nestle , 

network leaders with interactive social character are employed to bring people 

together to solve problems (Heckscher and Adler 2006). Clearly, these 

organizations have found the soft and humanistic approach a more effective way 

in solving problems than by a bureaucratic expert who is used to directing people 

to follow instructions (Ibid, p.473).

Good communication and human relations skill therefore adds to the qualifications 

of the change leader.
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(3) A willingness to help and support subordinates

That the leader is to teach and support is agreed by many academics (Fullan 1993; 

Wilson and Daviss 1994), but more important is his or her willingness to struggle 

to create a collegial culture and to promote a collaborative working environment. 

As Fullan (1993) contended, it is important for leaders to be sensitive to the 

emotional impact of change on motivation (p.25). At the same time, collaboration 

helps to reduce the fear of risk-taking by providing encouragement, moral support, 

and tolerance for error (Deal and Kennedy 1982; Kanter 1983).

(4) A commitment to show a good role model

Role model refers to a person having good moral character and good ethics, is 

trustworthy and professional (Feltner, Mitchell, Norris, & Wolfle 2008). A good 

model of the leader could save lengthy words to convince staff to follow the right 

codes, and as Deal and Peterson (1990) pointed out, in exemplifying the 

organization’s core values. This point is particularly important in human services 

industry such as education, social services, or religious institutions, where clients 

positive behavioural change is part of the organizational goal.

Dixon (1998) discovered inner characteristics of transformational leaders that 

produce effective behaviours. He indicated that sell-confidence, inner integrity, 

honesty, and personal values influence the leader’s behaviour. A key ingredient in 

effective performance is for the leader to connect his or her life experiences with 

transformational behaviours (Aviolio 1994). This inner connection and resulting 

behavior lead to external behaviours that transform the organization. For example, 

a sense of personal involvement produces a vision for the group (Schuster 1994).

(5) A willingness to promote the democratic principles in management.

This element is in line with the spirit of 'empowerment which emphasises the 

importance of giving away the leader’s power of control by involving the efforts 

of team members in the pursue of organizational goals. As mentioned in the 

foregoing texts, staff/clients participation in decision-making has been proved to
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be facilitative to implementation of management policies. Feeling involved and 

perception of fairness are the two most salient advantages. Empirical research has 

shown that perceived justice of the organization's decision-making process exerts 

on employees’ reaction to strategy implementation (Kim and Maubourgne 1993) 

and pay rise decisions (Folger and Konvsky 1989). At the same time, the feeling 

of fair and open treatment is equally important. Perception of fairness of 

organizational decision-making processes has significant effects on employees’ 

attitudes and behaviours, which ultimately impacts on organizational performance.

Obviously in the real world, not all organizational leaders opt to adopt democratic 

principles in daily management. While there can be many convenient reasons for 

the leader to discard the democratic line, such as an inappropriate stage of 

development of the organization, situational difficulties, or the low educational 

achievements and mentality of employees, the fear for loss of the leader’s power is 

commonly a hidden one. Because of the impracticality to research into a particular 

organization by comparing its performances under participatory management with 

centralized power management, there is a lack of empirical data on this subject, 

although it has been asserted that autocratic management is negatively correlated 

to institutional efficiency (White and Lippitt 1960). I he case of public services 

(e.g. public schools) or organizations offering unique social services (e.g. boys 

homes) is a typical example. Although experiences can be shared with 

counterparts in foreign countries, both the local conditions and traditional culture 

can be convenient reasons for the leader to adopt an idiosyncratic management 

style, or a leadership style that fits with his or her character and management 

mentality.

One point that deserves readers’ attention is the interactive nature of leadership. In 

a given environment, success of leadership skills depends on the dynamic 

interaction between the leader, the organization culture, the recipients, and other 

stakeholders. Because of the idiosyncrasies of individual organizations, there 

could be no generic leadership quality equally effective in all situations. Flence, a 

leadership quality supported in one institution may be regarded as 

counter-productive and inappropriate in another. The same is true with the leader s 

charm and charisma.
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A recent research studying the characteristics of an effective leader done at an 

acute care hospital in Florida serves to give additional insight into the issue. The study 

has suggested that to be effective, leaders must have communication skills and be 

motivating. They should be proactive, flexible, good role models, and able to set 

objectives. Good leaders should have a participative partnership with staff members on 

all levels (Feltner, Mitchell, Norris, & Wolfle 2008). From the opinions of the nurse 

respondents (N=70), leader’s qualities and characteristics were ranked in the manner as 

show in Table 2.1 below:

Table 2.1 Leader’s qualities and characteristics

Rank

order
Leader’s qualities and characteristics

1 Communication skills

2 Fairness

3 Job knowledge

4 Role model

5 Dependability

6 Participative partnership

7 Confidence

8 Positive attitude

9 Motivation skills

10 Delegation of power

11 Flexibility

12 Compassion

13 Support for employees

14 Setting clear objectives

While the constructs in the study are not the same as those reviewed in 

previous literature, it is obvious that the respondents preferred a leader who has the 

ability and the appropriate style of management to create a collegial and collaborative

50



working climate. It can be seen again that the core values of democratic principles are 

cherished.

c) Effects of leadership style on change programme effectiveness

Leadership style is the manner and approach of providing direction, 

implementing plans, and motivating people. Leadership style is important as it impacts 

on the efficiency of team. Past researches in fact have suggested that several patterns 

of leadership behaviour are associated with subordinates’ performance and satisfaction 

(cf. Bass 1990; Huges, Ginnet & Curphy 1993; Yukl 1989). Conversely, inept 

leadership leads to negative reactions from staff ranging from turnover, 

insubordination, industrial sabotage, and malingering (Hogan, Curphy& Hogan 1994).

For organizations, what appear to be important is for the leader to pick the right 

style that suits the circumstances and brings positive changes. In general, the style that 

individuals use is based on a combination of their beliefs values and preferences, as 

well as the organizational culture and norms which will encourage some styles and 

discourage others. Common styles include 'the charismatic leader' (Weber 1905), the 

‘autocratic leader1 (Lewin, Lippitt & White 1939), the ‘democratic leader1 (Lewin, 

Lippitt & White 1939), the ‘laissez-faire leader1 ((Lewin, Lippitt & White 1939), the 

‘task-oriented leader1 (Fielder 1967), the ‘servant leader1 (Greenleaf 1977), the 

‘transaction leader1 (Burns 1978), and the ‘transformation leader' (Burns 1978). Table 

2.2 below shows the respective themes of these leadership constructs.

Goleman (2000), in his study of leadership style, found six distinct leadership 

styles (see Table 2.3), each building from different components of emotional 

intelligence. The different styles correlate positively and negatively to the overall 

organizational climate and performance of an organization, with the facets of 

organizational climate studied being clarity, commitment, flexibility, responsibility, 

rewards and standards (Green 2007, p.236).
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Table 2.2 Common Leadership Styles

Leadership style & 
proponent

Main themes Strateav

The charismatic leader

(Weber 1905)

Leader influences team
members through personality 
and by infusing into them 
energy and eagerness.

Attain goals through 
identification with the 
leader (Saskin & Saskin 
2003, p.73)

The autocratic leader

(Lewin, Lippitt &
Whit, 1939)

Leader given the power to make 
decisions alone, having total 
authority.

Get work done through 
coercive force and 
sanction

The democratic leader

(Lewin, Lippitt &
White 1939)

Leader listens to and canvasses 
opinions from team members, 
studies them and then makes 
the final decision.

Participative 
management - motivate 
work through majority 
consensus and 
consultation

The laissez-faire leader

(Lewin, Lippitt &
White 1939)

Leader assumes staff are highly 
experienced and need little 
supervisions, and therefore 
offers no continuous feedback 
or supervision.

Work dependent on 
staff own motivation 
and initiation.

The task-oriented 
leader

(Fiedler 1967)

Leader focuses on the job and 
concentrates on the specific 
tasks assigned to each
employee to reach goal 
accomplishment.

Motivate work through 
projected goals and 
accomplishments.

The servant leader

(Greenleaf 1977)

Leader facilitates goal
accomplishment by giving its 
team members what they need 
in order to be productive. 
Leader is an instrument
employees use to reach the goal 
rather than a commanding voice 
that moves to change.

Commitment to serve 
and unleash the power 
of people, and to 
achieve human 
effectiveness through 
team building 
(Neuschel 2005)

The transaction leader

(Burns, 1978)

Leader is given power to 
perform certain tasks and 
reward or punish for the team's 
performance.

Achieve through 
reward and/or 
punishment (Saskin & 
Saskin 2003, p.73)

The transformation 
leader

(Burns 1978)

Leader inspires followers to 
transcend their own
self-interests for the good of the 
organization and is capable of 
having a profound and 
extraordinary effect on their 
followers (Robbins 2007, p. 
387).

Set goals that transcend 
followers’ own 
self-interests and work 
toward their common 
good (Burns 1978,
P-16).

Source: Adapted from Luthane (2008)
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Table 2.3 Leadership styles and their appropriate use in change situations

Coercive
When there’s an organizational crisis and action needs to be 
taken immediately. And when the leader needs to have the 
necessary competencies to make the right decisions

Authoritative
When a vision needs to be articulated and moved towards. 
People need to be engaged and the leader needs to have 
credulity.

Affiliative
When people are going groups through transition and need 
support. When different interest groups need conflict 
resolution or coalition building.

Democratic

When stakeholders need to be engaged in creating the 
solution or when the complexity of the change is such that 
solutions will be achieved through collective endeavour and 
collaborative problem solving.

Pacesetting

When the change needs kick-starting an there’s the 
willingness and enthusiasm to initiate and implement the 
changes. And when there is a community of change 
champions.

Coaching
When the underlying ethos is one of learning, growth and 
development. And when the organization needs to build its 
leadership capability and is willing to invest in it.

Source: Goleman (2000)

Goleman’s study has further observed that the most effective leaders were 

those who could use the styles flexibly by developing competence in more than just 

one and by deploying different styles, dependent on the challenges of any given 

situation. He found that the most effective leaders had access to not one, two, or even 

three of the styles, but were able to demonstrate at least four of the styles, which was 

optimal (Green 2007, p. 236). His study suggested that leaders who have mastered four 

or more - especially the authoritative, democratic, affiliative and coaching styles - had 

the most positive impact on climate and performance. Goleman asserted that very few 

leaders demonstrated all six styles and even fewer know when and how to use them 

(ibid, p.237). For this reason, he suggested leadership styles and their appropriate use 

in change situations, as is shown in Table 2.3 above.

On the other hand, recent literature tends to discard coercive stiategies and 

stresses effectiveness of democratic approach in gaining support from staff and 

reducing resistance from those affected. Sashkin (1984) has pointed out, the evidence
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of fifty years of action research clearly, consistently, and strongly demonstrates the 

effectiveness of participative management (p.7). Similarly, Parsons, Liden, O Connor, 

and Nagao (1991) found that greater involvement led a person to better understanding 

of the strengths and limitations of the new equipment. Lines (2002) studied the 

influence of participation on a set of factors related to successful implementation of 

deliberate change: goal achievement, resistance, effort, identification, and loyalty and 

noted three important findings: i) there is a positive relationship between participation 

in strategy process and postchange organizational commitment, (ii) there is a negative 

relationship between participation and resistance toward change, and (iii) participation 

is positively related to achievement of change objectives.

There are also other researchers who have found a correlation between 

participation in decision-making and job involvement (Ruh, White & Wood 1975), 

acceptance of change (Blumberg 1976; Coch and French 1948; Lewin 1951; O Brien 

2002), and goal acceptance (Erez, Early and Hulin 1985). According to the self-interest 

model (Thibaut and Walker 1978), which is based on social exchange theory, an 

organization’s decisions and actions have implications for employees; therefore, 

employees want to gain control over the decision-making, and thus exert their 

influence on major decisions.

Recently, Vithesonthi (2007) has found in his study of business firms in 

Malaysia that the level of perceived participation in decision-making process is 

negatively associated with the level of resistance to change whereas the level of 

perceived increase in power resulting from the change is negatively associated with the 

level of resistance to change and positively associated with the level of support for 

change. In other words, the study simply suggests that the greater the involvement of 

the stakeholders in the decision making process, the less would be the resistance in the 

implementation of the change programmes.

d) Leader-follower relationship

While past literature has demonstrated the pivotal role of the leader in bringing 

success to an organization, this in practice cannot be achieved without the cooperation 

of staff, or the followers. Leaders do not exist without followers, and, in most 

democratic societies, it is also true that leaders cannot control followers without their
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permission. In meeting mutual expectations, therefore, leaders and followers form an 

interdependent power relationship in which control is shared. As both followers and 

leaders pursue their needs, they find in each other a symbiotic relationship. 

Understandably, it is often this relationship that decides the extent of staff loyalty, 

team-work, and perhaps, followers’ subversive activities.

Table 2.4 Power Taxonomy

Type of Power Description

Reward power The target person complies in order to obtain rewards he or she 
believes are controlled by the agent.

Coercive power The target person complies in order to avoid punishments he or she 
believes are controlled by the agent.

Legitimate power
The target person complies because he or she believes the agent has 
the right to make the request and the target person has the obligation 
to comply.

Expert power The target person complies because he or she believes that the agent 
has special knowledge about the best way to do something.

Referent power The target person complies because he or she admires or identifies 
with the agent and wants to gain the agent’s approval.

Taxonomy from J. French & B.H. Raven, Studies of Social Power, Institute for Social Research, Ann 
Arbor. MI (1959)

Theoretically, leaders are in a position of power to push for results from 

subordinates. The power taxonomy (Table 2.4) espoused by French and Raven (1959), 

and later followed by Yukl (1989), has suggested the various ways leaders can wield 

their powers. But knowing the power base is no use for promoting leader-followers 

relationship. In fact, some past studies have well demonstrated the unwise use of 

power spoiling the said relationship, leading to reduced team efficiency (Bentz 1985; 

Cooper, White, & Lauber 1979; Hazucha 1991; Peterson & Hicks 1993). Clearly, as 

Yukl (2001) has pointed out, the issue is not whether leaders will use power but will 

they use it wisely and effectively.

On the other hand, as mentioned at different sections before, literature has 

suggested that certain personality dimensions are consistently related to high
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leadership effectiveness through teamwork (Avolio & Gibbons 1988; Bass 1998; 

Bentz 1985, 1987, 1990; Bray and Howard, 1983; Stogdill, 1974). Other researchers, 

including Judge, et al (2000), Hogan, et al (1994), and Judge, Bono, Hies and Gerhardt 

(2002) have similarly found that a leader’s personality has predictable effects on team 

performance. This being the case, research however lacks the details to illustrate how 

‘closeness’ of relationship would make a difference on leadership effectiveness, 

although commonsense would support that the more intense the relationship, the more 

would be the team’s willingness to commit in the task assigned by the leader. This 

inference is important as it depicts the very foundation where large scale institutional 

programmes requiring the combined efforts of followers are developed. 

Transformational change of an institution is an example.

In the same vein, recent studies on transformational leadership basing on the 

Five-factor model (2'4) of personality have revealed positive correlation between the 

“Big Five” traits - agreeableness, extraversion, openness, neuroticism and 

conscientiousness — and transformational leadership behaviour (Barrick and Mount 

1991; Ones 1993; Yukl & Van Fleet 1992; Robbins 2007, p. 357). A comprehensive 

review of leadership literature conducted by Judge and Bono (2000) has lound 

‘agreeableness’ (tendencies to be kind, gentle, trusting and trustworthy, and warm) and 

‘extraversion’ (tendency to be outgoing, assertive, active, and excitement seeking) to 

be important traits of effective leaders. This finding in fact is in line with the concept 

of charismatic and transformational leadership which emphasizes the importance ol 

trust, compassion, and empathy (Burns, 1978). It appears therefore that good leaders 

do have key traits in common.

With the contention that the personality constructs can help pick good leaders 

or guide leaders to develop better leader-follower relationship, two questions 

immediately become pertinent: i) Is personality the exclusive determinant for 

successful transformational leadership? And, ii) Can these dispositional qualities be 

developed through learning? Past research however has offered inconclusive answers 

to both questions.

With regard to the former question, Hogan, et al (1994) suggested that while 

the big-five model reflects the ‘bright side’ of personality, ‘effectiveness’ requires both
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the presence of leadership characteristics, such as being bright, hard-working, 

ambitious and technically competent, and the absence ol 'dark side’ characteristics (e.g. 

being arrogant, vindictive, untrustworthy, selfish, emotional, compulsive, 

overcontrolling, insensitive, abrasive, or unable to delegate). This finding supported an 

earlier research which showed that the dark side characteristics were negatively related 

to ratings of team performance (Harris and Hogan, 1992). On the other hand, there are 

also researches suggesting that transformational leadership may not always lead to 

achievement, commonly due to failures to delegate well, meddle into the affairs of 

subordinates, or engage in overly close supervision (Avolio, et al 1996; House, et al 

1991). Furthermore, studies conducted by Judge and Bono (2000) have demonstrated 

that the Big Five facets do not appear to better predict transformational leadership than 

do the overall traits.

As regards question (ii), there is incomplete evidence to support a definitive 

answer. A few past researches tend to suggest that training does help (Hogan, et al 

1994). For example, Peterson (1993) and Peterson and Hicks (1993) reported that the 

majority of a group of managers receiving an intensive intervention programme were 

able to change targeted behaviours after training for six months. But as a person’s traits, 

motives, and characteristics required for leadership effectiveness are caused by a 

combination of heredity and environmental factors, a more sensible way may be for us 

to take a more balanced view on the issue. After all, the personality approach does not 

tell us which traits are absolutely needed in which leadership situations, and we also do 

not know how much of a trait, characteristic, or motive is the right amount (DuBrin 

2008, p. 59).

Overall, it appears that the uni-directional approach in analysing 

leader-follower relationship is too simplistic to explain front-line situations. In 

circumstances where self-interest overrides the concern of the organization, it is 

doubtful if the leader can win over followers’ support through conventional methods or 

by following the theoretical concepts as described in literature. This is particularly true 

when the improvement of organizational performance leads to diminishing interests of 

a wide group of staff. This explains why major or system-wide organizational change 

often meets with resistance of a bigger-than-normal scale. While being ‘agreeable’, 

‘open’, ‘honest’, ‘forward-looking’ in temperament, or adopting a popular kind of
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management style, may help leaders to earn the co-operation of followers, the final 

smooth problem-solving at frontline often takes place as and when leaders’ charisma 

and competency come into play. Perhaps Drucker (2'5) is right when he said, “a leader 

should instead be understood in terms of his or her constituents, results, behaviours, 

and responsibilities” (DuBrin 2007, p. 59). While literature gives us no conclusive 

details here, further empirical research on the issue is certainly desirable.

Conclusion to “Literature Review”

This chapter has given an in-depth discussion of various aspects concerning 

organizational change, including the nature and process of change, how change may 

take place in modern organizations, and what obstacles may surface in the course of 

change. Specifically, the moderating effects of leadership, organizational culture and 

contexts, and human resistance are closely examined. Supported by examples, the 

impacts of these independent variables upon organizational change are highlighted in 

details.

While resistance to change is often seen as the major obstacle to change, a 

significant part of the chapter is devoted to discussing its nature, how best it can he 

tackled, what strategies can be employed to diffuse it and achieve change result. 

Throughout the change process, leadership plays an essential role in determining the 

success or failure of organizational change. Past literature, however, is inconclusive or 

only situational in explaining what special attributes of the leader are necessary for 

success of a planned change. More is yet to explain why different leaders playing the 

same sociological role in the same organization can differ widely in their effectiveness. 

This gives justifications for the present study to discover more truth through empirical 

search at a real site.

The review of past literature nevertheless has suggested some valuable points. 

While reaffirming there is no ‘one-size-fits-all’ formula for change, it reminds leaders 

of the necessity to be prudent in picking up a change strategy that fits both the 

contextual conditions and their own personal qualities, as differences in organizational 

contexts or character of individual leaders can always create additional uncertainty.
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As regards employment of change strategy, literature also has revealed the 

significant influence of traits and leadership style of the leader. A typical style is 

transformational leadership as named by Bass (1985). Unlike transactional leaders who 

lead through social exchange, i.e. exchanging one thing for another (Burns 1978), 

transformational leaders stimulate and inspire followers to both achieve extraordinary 

outcomes and, in the process, develop their own leadership capacity (Bass 2006, p. a). 

While charisma is a key component of transformational leadership, personality and 

traits and leadership style of the leader plays a pivotal role here. But as past research 

lacks affirmative evidence in proving how and to what extent traits influence 

leadership effectiveness in different situations, including situations involving divergent 

interests of followers, much is yet to be explored through further research discoveries. 

These observations in fact have constituted good materials for the formulation of the 

conceptual framework of the present study. Details of the framework are shown in the 

next section.

In summary, this literature review not only has assembled useful data and 

information for readers’ reference, but also has brought to the researcher of the present 

study a deep insight about organizational change in different contexts. Three main 

contributions of this review are salient: (i) It gives valuable data and ideas about how 

effective change strategy can be developed to achieve smooth transition from one state 

to another in the process of change; (ii) It serves as an honest reminder that 

organizational change, a necessary part of organizational life, can be a daunting 

challenge for leaders and executives; and (iii) It supplies useful materials and 

information for change leaders to build a good foundation for orchestrating 

organizational change in future.

Theoretical Framework

The review of related past literature on change in the previous chapter has 

suggested some important observations for organizational change - that change is 

natural and most organizational changes take place through process; that change 

usually involves interactive force dynamics arising from and between a multiple of 

human and environmental factors; that resistance to change is common in all 

organizations, and that leadership plays a key role in whether or not human and
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environmental factors can be redefined to facilitate successful organizational change. 

With this knowledge, a foundation is laid for the exploration of information 

concerning how transformational change could have taken place at the “S Centre”, the 

research site, in a short span of six years amid deep-rooted culture.

For the purpose of this study, it is now possible to develop a theoretical 

framework based on a number of theories to probe into three main areas pertaining to 

institutional change, namely: i) the nature process of transformational change; ii) 

factors influencing change; and, iii) the leadership elements that impact on the 

effectiveness of change. Details are discussed below:

i) The nature and process of transformational change

In examining the process of change, the concept of ‘forces’, a term that refers 

to the perceptions of people in the organization about a particular tactor and its 

influence (Enock 2002), is brought up here. In this subject, the most widely quoted is 

the classic theory of Lewin (1951) who argued that successful change in organizations 

should follow three steps: unfreezing the status quo, movement to a desired end state, 

and refreezing the new change to make it permanent (Robbins 2007, p.583).

Based on the concept of ‘forces’, Lewin formulated three fundamental 

assertions about force field change: i) Increasing the driving lorces results in an 

increase in the resisting forces; the current equilibrium does not change but is 

maintained under increased tension; ii) Reducing resisting forces is preferable because 

it allows movement towards the desired state, without increasing tension; and iii) 

Group norms are an important force in resisting and shaping organizational change 

(Enock 2002).

Figure 1 Lewin’s Three-step model

(reproduced from p.20) (Robins 2007: 581)
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Beckhard and Harris (1987) presented similar change management models 

illustrating the process of change in organizations. Their studies showed that an 

organizations moves from ‘present’ through ‘transition’ after embarking upon a set of 

conditions and activities to its ‘future’ defined as where the organization’s leadership 

intends it to go (DiBennedetto 1993, p.35). For successful change initiatives to result, 

change must begin with a clear definition of need to provide the initial impetus for 

movement, as illustrated in Figure 2.3 below:

Figure 2.3 Beckhard/Harris Model: Interim Goals

Source: Organizational Transition, 1987
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According to Beckhard and Harris (1987), individuals must first liberate their 

thinking and attitudes from their present state of mind before going to the next stage 

where they would unfreeze traditions, norms, beliefs, values and attitudes. For any 

further forward movement in the change process, people involved must be enticed by 

clearly set and quantified new definitions regarding the future state. To facilitate 

predictions about the process and progress of change, Beckhard and Harris (1987) 

developed a formula to help analyse forces:

C = ( D x V x FS) > R

According to this formula, Change (C) will occur if and only if the total force 

generated by the level of dissatisfaction with status quo and the desirability of the 

proposed change (D), the end state or vision (V), the first practical steps of the change
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(FS), is greater than resistance (R). This formula is simple, but, according to Green 

(2007, p.46), has captured the essence of many a change project. Green later tested the 

formula in his work with organizations going through rapid changes and has added 

“capacity” (the resources available) as an additional factor to determine the driving 

force (p.47).

ii) Factors influencing change

A theoretical basis for studying factors influencing change is drawn from 

Cochren’s (1995) conceptual model (Figure 4) in change management, as tested in his 

studies with higher educational institutions.

Impetus 
for •= 

change

Frames Reframes
Leader

Leadership 
Scanning

Frames Reframes
Key: /
1 =Leadership
2 =Staff Development
3 =Motivation 
4=Powerand Politics
5 Organizational Structure

Leader

Proposed
^change/

Figure 2.4 A Conceptual Model To Assist Educational Leaders Manage Change

(Cochren 1995)
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Like most models of organizational transformation that emphasize the need for 

strong, effective leadership (Burns 1978; Bartunek 1984; Tushman and Romanelli 

1985), Cochren’s (1995) model graphically illustrates an open-system concept for 

integrating the components and showing their relationships to the provision of 

assistance to educational leaders managing change. The central component in the 

model, 'leadership’, is critical to the utilization of the other components (in the model) 

and their adaptability to successfully manage the change process. He likens the 

complex role of the leader of the organization to that of the captain of a fleet of ships. 

Vision, interpretation, and judgement are required in order for the leader or captain to 

keep the organization on course to meet the established goals (Cochren 1995, p.71). 

Cochren (1995) identified leadership, motivation, power and politics, staff, 

development, and organizational structure as the major inhibitors of managing change 

effectively, and asserted that the identified components do not work in isolation in the 

change implementation process, but must be interrelated it leaders are to effectively 

manage change.

The role of leadership in change management as contended by Cochren is 

supported by earlier academics. Clement (1994) held that management leadership, 

especially the top echelon of the management, is probably the most critical element in 

a major organizational change effort. This leadership role cannot be delegated, for 

example, to a consultant. In educational establishments, the important role ot the 

principal in facilitating meaningful change in a school is well established (Boyer 1983; 

Levine & Lezotte 1990; Lieberman & Miller 1981; Smith & Andrew 1990). Fielding 

& Schalock (1985, p. 14) held that a key to school improvement is the willingness and 

ability of principals to assume the role of staff developers who make it their mission to 

“alter the professional practices, beliefs, and understandings of school personnel 

toward an articulated end'’.

On the same subject, reference should be made to the research findings of 

Geoff Scott (1999), which has been discussed earlier on page 36 and graphically 

shown in Figure 2.2. Briefly, Scott, too, highlighted the significant role played by the 

leader in the change process. Success of change depends on the leader’s ability to 

maintain synergy between the working milieu, the institution’s learning programme, 

and the external context (Scott 1999, p. 86). According to Scott, for leaders to be
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successful change managers, they require a set of personal attributes relating to their 

stance towards change, work and the people who populate it. They also need an ability 

to think creatively, reflectively and with focus; and they should be able to continuously 

update what they know and can do (Scott 1999, p. 148).

Scott believes that organizational change can be combined with the skills of 

individual professional learning to produce ‘a learning organization’, an organization 

which has developed the capability for continuous quality improvement and innovation 

(Scott 1999, p.204). In a sense, everyone has to see themselves as a leader of 

continuous change, learning and improvement in their own area of responsibility and 

expertise (ibid p. 147). Effective change leaders recognize that their role is to give 

focus to change and build the capacity of those involved to manage it (ibid, p. 170).

Much has been talked about previously about the close relationship between 

the success of institutional change and leadership. But this is only meaningful when 

prospective leaders can benefit through learning from past experiences what exactly 

are the elements, traits, or behaviours, of the leader that contribute to transformational 

change.

In the present study, two sets of leadership inventory were devised to help 

examine leadership that contributed to the development of two distinctive features ol 

the institutional change of the present case, namely:

1) The transformational nature of the change and its pace.

2) The conversion of an entrenched resistant institutional culture into a 

functional one in an environment that stressed voluntary actions and 

supported mainly by persuasion and advice.

The first set (Table 2.5), based on DuBrin’s (2007) suggested attributes for 

transformational leaders (p.86), was to assess the leader’s qualities relating to 

management skills and professional competence. I his set contains eight attributes 

relating to ‘vision’, ‘Interpersonal relationships’, ’staff development’, ‘supportive 

leadership’, ‘empowerment’, ‘innovative thinking’, ‘and ‘moral thinking’.
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Table 2.5 Leadership inventory - Set One

Focus: Leader’s qualities relating to management skills and

professional competence

Attributes Contents

Vision
Leader’s ability to achieve shared vision, to create functional 
organizational values that guide and motivate employees and help 
develop a positive culture.

Interpersonal
relationships

Leader’s ability to gain respect, confidence, and loyalty of the group 
members, to create harmony within center and win support from 
stakeholders,

Staff development
Leader’s zeal and intention to promote institutional efficiency 
through rigorous staff development programs.

Supportive
leadership

Leader giving positive feedback to members and recognizing 
individual achievements, encouraging independent thinking, personal 
creativity and supporting sense-making.

Empowerment
Leader’s willingness to give away control, to encourage participative 
management, and to involve team members in decision- making.

Innovative thinking
Leader’s professional competence and ability to develop innovative 
ways to improve team and organizational efficiency.

Moral reasoning Leader’s decision guided by moral considerations.

Source: Adapted from DuBrin (2007, p.86)

The second inventory (Table 2.6), adapted from both DuBrin (2007) and Daft 

and LengeTs (2000) ‘Fusion Leadership’, was to examine the leader’s personality and 

dispositional characteristics. Details are as follows:
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Table 2.6 Leadership inventory - Set two

Focus: Leader’s qualities relating to the leader’s 
personality and dispositional characteristics

Attributes Substance

Leader’s charisma

Leader being able to gain respect of staff, having an 
impact, control and influence of centre affairs. It 
naturally includes commitment, energy and zeal in the 
contexts of the present study.

Heart
Leader showing care and concern to staff and inmates, 
being dedicated and compassionate and able to create 
warm relationships within the institution.

Moral self
Leader’s good personal behaviour and integrity, 
including his being able to lead by example and perform 
as a moral compass of the institution.

Courage

Leader’s determination to go outside the traditional 
boundary and comfort zone, to take risk and to lead for 
new developments, for example, the promotion of new 
values and institutional culture.

Source: Adapted from DuBrin (2007) and Daft & Lengel (2000)
(The qualities as presented in this inventory are more of the innate character of a person, or may 
have resided in the person since his/her early growth years. Although later life experience and 
training may help grow their strength, they are considered having significant impacts on a 
leader’s choice of strategy and management style, as is supported by the two researchers quoted.)

The conceptual framework

Basing on the reviewed literature and the above-discussed theories and 

concepts, the theoretical framework of the present study is depicted graphically in 

Figure 2.5 below. The framework is characterized by its three main presumptions: i) 

Change is a continuous process during which the forces of change interact with the 

resistance forces, which often are fuelled by contextual conditions; ii) Planned 

institutional change must be driven by a driver. Effective transformational change calls 

for a strong, competent and charismatic leader; iii) Permanent change needs 

maintenance through institutionalization of new values and practices at both the 

individual and institutional levels through continuous building up of a functional 

institutional culture, and the effective implementation of staff development and change 

programmes.
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Figure 2.5 Conceptual Framework of the Study
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Within the change process, the transformational leader (the independent variable) 

is being studied as the change agent. Burns (1978) described transformational 

leadership as a process in which leaders and followers raise one another to higher 

levels of morality and motivation. Research indicates that the transformational leader 

transforms and motivates followers by making them more aware of the importance of 

achieving the assigned missions; by inducing them to transcend their own self-interest 

for the sake of the team, and by then putting in place rewards that activate higher order
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needs for achievement, recognition and the improvement of the quality ol relationships 

with their own followers (Baker 1998).

While the transforming leader also creates pervasive, enduring, and 

fundamental changes in the organization, the one also challenges one s subordinates 

thinking, show personal interest in their development, and represent a magnetic source 

of attraction (Morrill 2007, p.13). To become a successful transformational leader, 

therefore, the leader’s ability to create new values and attitudes through shared new 

visions, an efficient communication system, supportive management practices, sense 

giving and making, functional staff development, self commitment to institutional 

goals, personal example and charisma is put to test.

Under transformational leadership, two sets of outcomes (the dependent 

variables) are produced. The first set includes three major change elements, a new 

institutional culture, a new institutional staff development programme, and a new 

institutional change programme. The second set comprises mainly two gioups of 

outcomes: changes of the individual behaviours, the essential iactoi leading to the 

ultimate changes in the institution’s performance indicators. Like fullan (1991), 

Woodman and Dewett (2004) contends that changing individual knowledge, attitudes, 

and behaviour is key to effective organizational change.

Referenced from Woodman and Dewett (2004), examination of the changes of 

the individuals involves three aspects, the cognitive capability as represented by one s 

knowledge of the institution’s goal and personal tasks. The affective aspect is shown 

by the person’s commitment to his duties and job satisfaction, including, for the 

purpose of this study, care of the institutional environment and respect of centre codes, 

staff, fellow clients, and visitors. The conative behavior is manifested through one s 

intrinsic and extrinsic motivation. Relevant to the present study are, for example, 

client’s motivation to engage in vocational training, productive employment and drug 

abuse abstinence programmes.

The elements within the individual set of outcomes are interactive as in the case 

of the first outcome, staff development promotes change programme, which altogether 

impacts on the institutional culture. Similarly in the second outcome, positive 

individual changes in the cognitive, affective and the conative aspects contribute to
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continued institutional development, which in turn helps raise staff status, enhance 

staff quality and their chance for further development. Conceptually, elements in the 

first outcome are presumed to come about before the second outcome, which then 

helps build the foundation for developing the second outcome.

While moderators may exist along the path of a planned change, they can, 

however, be either destructive or facilitative. Negative moderators comprise mainly 

human resistance and organizational constraints such as administrative structure, 

physical setting, and shortage of funds. But while these constraints may set the limit of 

the change, they are not manipulative as in the case of human resistance. As the 

reviewed literature has shown, success of change in most cases depends on the extent 

human resistance is diffused. The attitudes of staff, clients, and other stakeholder 

therefore are crucial here. These are essential elements that mould the existing culture, 

including any sub-culture, of the institution.

On the other hand, as supported by Beckhard and Harris (1987), not all 

negative human attitudes are destructive to change. Stakeholders dissatisfaction with 

status quo could play a part in driving for a change. In their view, success ol change 

(and the speed of change) can be predicted by comparing the total driving forces with 

that of the resistance and destructive forces. Any dissatisfaction of the stakeholders on 

the pre-change conditions gives additional strength to the driving force and theiefore is 

supportive of the change programme.

In conclusion, the present study conceptualizes planned institutional change as 

a continuous evolutionary process in which two competing forces - the driving forces 

and the opposing forces — tussle. The process is non-linear, complicated, and being 

influenced by a combination of interactive human and contextual factors whose 

impacts on change are difficult to predict and estimate. It was on this basis the present 

study embarked on the investigation of the true forces and real circumstances of 

change at the research site.

Based on reviewed literature, the present investigation also worked on two major 

assumptions. The first is that change of an institution can be more effectively brought 

about if it is started with and engineered by the institutional leader who possesses the 

necessary leadership qualities and a style that fits the change contexts. Here,
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“Transformational Leadership” which aims to motivate followers to transcend their 

own interest and work towards a higher order of achievement was taken as the sample 

leadership model to facilitate analysis of data. The second assumption is that whereas 

organization does not change but people do, success of organizational transformation 

correlates much with, and is preceded by, the change of stakeholders’ attitudes. 

Because of this, any long-term change hinges on whether or not a positive 

organizational culture can be established. Both leadership and organizational culture 

therefore were presented as the central constructs in the framework of study.

Notes

Chapter 2

Note 2-1: According to the study conducted by Feltner, et al (2008), the first five 

named qualities are referred to as follows:

'communication skills’: being honest, open, approachable, a good listener;
maintain confidentiality;

'Fairness’

‘Job knowledge’

being objective when dealing with issues, remains 
neutral, treats everyone equally, is nonjudgmental, 
shows no partiality;

having an understanding of all job description and 
responsibilities of the employees under his or her 
direction, be able to keep up to date on continuing 
education, and give answers or directions to Find 
answers or solutions,

‘Role model’ : having good moral character and good ethics,
trustworthy and professional;

‘Participative partnership’: “walks the talk,” and lead by example, promote
teamwork by pitching in as a team member player.

Note 2-2: The 'Fusion Leadership’ theory asserts that the forces bring to the
organization the individual creativity of mindfulness, the purposefulness of vision, the 
enthusiasm of heart, the dissolution of old boundaries through courage, the ability to both 
influence and discern through communication, and the trustworthiness and service associated 
with integrity. Theses are areas of human contribution that lie fallow under the conventional 
organizational hierarchy. When the subtle forces are brought into creative balance with 
organizational strong forces, change flows naturally (Daft and Lengel 2000, p. 23).
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Note 2.3: Barbara Mandell and Shilpa Pherwani,” Relationship between Emotional
Intelligence and Transformational Leadership Style: A Gender Comparison, “Journal of 
Business and Psychology , Spring 2003, pp. 387-404.

Note 2-4: Literature reviewed in Sally A. Carless, Alexander J. Wearing, and Leon
Mann, “a Short Measure of Transformational Leadership.” Journal of Business and 
Psychology, Spring 2000, pp. 389-405; Joyce E. Bono and Timothy A. Judge, Personality and 
Transformational and Transactional Leadership: A meta-analysis,” Journal of Applied 
Psychology, October, 2004, pp. 901-910; Taly Dvir, Dov Eden, Bruce J Avolio, and Boas 
Shamir, “Impact of Transformational Leadership on Follower Development and Performance: 
a Field Experiment.” Academy of Management Journal, August 2002, pp. 735-744.

Note 2-5: In psychology the "Big Five" personality traits are five broad factors or
dimensions of personality developed through lexical analysis. This is the rational and statistical 
analysis of words related to personality as found in natural-language dictionaries (Goldberg 
1993).

The traits are also referred to as the "Five Factor Model" (FFM).The five 
factors are: i) Openness to experience (sometimes called Intellect or Intellect/Imagination) - 
Includes traits like having wide interests, and being imaginative and insightful, ii) 
Agreeableness — Includes traits like sympathetic, kind, and affectionate, iii) 
Conscientiousness — Includes traits like organized, thorough, and planful; iv) Neuroticism 
(sometimes reversed and called Emotional Stability)-Includes traits like tense, moody, and 
anxious; v)Extraversion (sometimes called Surgency) — The broad dimension of Extraversion 
encompasses such more specific traits as talkative, energetic, an assertive. (Srivastava 2009).

Note 2-6: Cited in Frances Hesselbein, Marshall Goldsmith, and Richard Beckhard
(eds.), The leader of the Future (San Francisco: Joseey-Bass, 1996)
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Chapter 3

Methods of the study

Taking reference of past literature, the present study works on the concepts that 

organizational change is the result of the interplay between human and environmental 

influences in which leadership plays a key role. Having established through a review 

of leadership theories that it is transformational leadership that makes the most 

significant impact on the entire change process, the present chapter describes the 

methods used in this research for investigating exactly how transformational leadership 

style produces effective leadership function that brings about successful organizational 

change (see Figure 5, Chapter 2). It also examines the need for an augmented model of 

transformational leadership: one that is capable of accounting tor the role ot peisonal 

qualities such as courage and integrity in inspiring others not only to accept but to 

actively promote organisational change.

This chapter comprises two parts. The first part contains descriptions about the 

design of study, the methods of analysis, and the procedures lor this study. Sections 

included are research method, data source, characteristics of population and sample, 

sampling technique and audit, variable measurement and analysis, for the purpose ot 

the present research, the second part is the methodology review comprised of another 

two sections: the critique of the data source and the meaning and impact of data in 

relation to the research. Each is discussed in detail.

Part 1 General descriptions of study methods

Design of the Study

For the purpose of the investigation, six research questions are formulated, all 

designed to explore on-site data relating to the nature, scale and process of the change 

in question, the impact of human and environmental factors on change, and the 

leadership factor that substantially decided the result of the change. The present 

research also includes detailed qualitative analyses of leadership styles between the old 

and new regimes as demarcated by year 2000 and their impacts on the peiformance of 

the institution and change outcomes.
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This study contributes to the knowledge base on change management, iocusing 

on the specific context of a drug treatment and rehabilitation centre in Hong Kong. 

Conditions and factors were explored to explain the institution’s transformational 

change within a short span of six years beginning in 2000. A central interest oi the 

dissertation was to find out how the change of leadership styles in 2000 succeeded in 

diffusing a resistance supported by a deep-rooted subculture hostile to change, and in 

achieving 'buy-in’ of new visions from the majority of staff.

This is a case study by using both qualitative and quantitative research 

methods. The case study method represents a holistic approach to research, and rests 

on the assumption that understanding is increased by considering the entire entity 

rather than breaking it into its constituent parts (Sommer & Sommer 2002, p.203). 

There were reasons for taking the case study approach for this research study, the 

salient ones were the following observations also supported by a number of 

researchers:

1) Case study methods effectively explore into a single phenomenon, the 

“case”, which is bounded by time and activity such as programmes, 

events, processes, institutions or social groups (Creswell 2003);

2) Case study method is a particularly useful design when the factors or 

variables of interest cannot be identified a priori, and/or are so imbedded 

in the context that it would be impossible to separate them out (Yin 1992), 

and;
3) Contexts that are naturally 'bonded systems’ such as a class, a family, a 

company, and so on, easily lend themselves to qualitative case study 

research (Sommer & Sommer 2002).

Similar observations were raised by Bogdan & Bikken (1992) who suggested 

that the purpose of qualitative case study research is to describe and to characterize the 

occurrence and possible evolution of a given phenomenon. It is usually a detailed 

examination and account of one particular context or setting. It was consideied that 

these observations reflected precisely the circumstances surrounding the investigation 

at the study site, an institution which is characterized by its unique nature, 

geographical setting, past history and individual culture.
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Other writers held similarly supportive findings in their studies - Qualitative 

research seeks to understand, through insight and discovery, those processes which 

contribute to the greater whole of an event or phenomena (Bogdan & Bikken 1992; 

Goetz & Lecompte 1983; Patton 1990). Because of its descriptive and inductive nature, 

it holds the greatest possibility for making significant contributions to the knowledge 

base in applied areas such as education and human resource development (Merriam, 

1988:4).

According to Merriam (1988), however, the researcher must demonstrate 

sensitivity in conducting qualitative studies in order to enhance their effectiveness - 

that is, the researcher must be sensitive to the context including aspects that may not, at 

first examination, appear obvious such as nonverbal behaviour (Merriam 1988.38). 

The importance of deeper-level observation is recognized in the design of the present 

study, as the researcher is a career manager in the treatment industry for over thirty 

years, with a demonstrated sensitivity to the multifarious issues associated with diug 

addiction and management of treatment institutions.

Qualitative research is a useful approach for understanding social phenomenon 

like leadership because it provides “thick, detailed descriptions of actual actions in 

real-life contexts that recover and preserve the actual meanings that actors ascribe to 

these actions and settings” (Gephart 2004, p.455). According to Bryman, Bresen, 

Beardsworth and Keil (1988), qualitative research generates a deeper understanding of 

leadership and yields leadership-related issues that may not be fully considered by 

quantitative approaches.

Furthermore, qualitative research implies the interpretation “of action, events, 

and perspectives through the eyes of those being investigated which contrasts with 

the tendency in quantitative research to impose (rather than expose) meanings 

(Bryman, et al 1988, p. 16; King 2004)

On the other hand, the parallel use of quantitative approach allows the study to 

capitalize on the strengths of quantitative studies which emphasize i eliability, internal 

validity and external validity. Reliability is determined by the replicability ol a study. 

In the present study, this was addressed through a coding system that soited the data 

into categories or themes. It is hoped that this will permit other investigators to
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understand resulting themes and to reach a similar conclusion under the like 

conditions.

The credibility of the study rests on its internal validity and this was ensured 

through a structural corroboration of the data was adopted. This was achieved through,

i) persistent observation of participants feedback to check for consistency or 

inconsistencies; ii) counter-checking participants’ response through different research 

tools and follow-up interviews; and iii) triangulation. The increase of credibility was to 

allow the researcher to clarify preliminary findings with the research subjects.

Sample selection/identification of data Sources

While the study site was a unique setting having a long history and special 

environmental conditions, getting to know the best of how it underwent change 

involved the contribution of those staff who personally experienced the change. 

In-depth qualitative enquiry of the right sample survey targets is therefore prefeired. 

Data obtained from the enquiry, especially about matters ot a more general nature, was 

corroborated with another set of data obtained trom the quantitative survey whose 

contents were tried out, and readjusted afterwards, in a pilot test done by a group of 

staff having similar institutional experience.

In the qualitative investigation, a focus group was formed to invite selected 

staff representatives to give their views regarding perceived changes ol the targeted 

site in year 2000, and drivers and reasons for the successful transformation of the 

institution in the following years. Paralleled with this, selected individual staff were 

also interviewed for detailed answers to the research questions and to generate detailed 

descriptions of how institutional leadership helped change organizational culture that 

contributed ultimately to organizational change.

All focus group or individual interviews were semi-structured so that on the 

one hand the researcher can capture precise data of a codable nature in oidei to help 

describe and hopefully explain behaviour within pre-established categories, while at 

the same time allowing some degree of flexibility without imposing any a priori 

categorization that may limit the field of inquiry, as suggested by Malinoski 

(1989:366). Sommer & Sommer (2002), however, pointed out that in using a
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semistructured interview, one loses the consistency provided by following the same 

procedure for all respondents, and the further one moves from a structured procedure, 

the greater is the risk of interviewer bias (p.116). This point was well conveyed to the 

research assistant during the briefing session.

The application of both the qualitative and quantitative research methods was 

deemed suitable for the present study which was aimed at exploring minute details 

concerning a series of happenings at a particular point of time at a place not commonly 

known to the general public. While each method has its own merits and limitations, the 

two methods in fact complemented each other in establishing strong internal validity of 

the study. For example, feedback of participants was obtained wqualitatively from a 

focus group and ‘quantitatively’ through the use of a questionnaire survey. The 

cross-checking of staff response to these tools served as an effective means to detect 

exaggerations and inconsistencies. Other built-in mechanisms tor internal validity 

involved, again, both qualitative and quantitative measures. The former included two 

groups of data: i) the qualitative interpretation of culture by the research assistant as an 

independent observer based upon his on-site observation of centre artefacts, and ii) the 

comments made by official visitors as revealed in official documents. The latter was 

the corroboration of related figures between survey data and official statistics. This 

form of data triangulation effectively helped test out research findings of the study.

In the quantitative survey, all staff who had the pre-2000 experience of the 

research site became the sample, including those staff who joined the service in or aftei 

2000 but had ample knowledge of the institution due to their repeated inmate 

experience with the “S Centre”. Collection of data from all willing participants of the 

institution not only increased reliability of the survey sample, but also allowed foi an 

across-the-board feedback of opinion regarding the change process of the research site 

since year 2000.

In the present study, a structured questionnaire containing a combination of 

closed and open-ended items, ratings, and ranks was devised for the quantitative 

survey. While open-ended questions allowed the respondents to freely express their 

opinions and accurately reflected the issue in a respondent’s mind, ratings and rank 

answers provided a convenient base for the researcher to compare the different
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answers. The arrangement was to achieve a balance of views to be obtained from the 

respondents.

Artefacts were also a data source in the present research. According to Meyer 

(2000), organizational message artefacts take on a special importance or organizational 

assessment, as they represent the day-to-day sense making actions of organizational 

members (p.4). In serving as an additional approach to common organizational 

assessment which depends much on survey questions, message artefacts also provide a 

remedy for possible general weaknesses of the survey approach where the researcher 

usually presumes he or she knows what he or she should ask before entering the 

organization (Meyer 2000).

In fact, some researchers have suggested that naturalistic observation represents 

an important key to understanding organizational symbols (Sypher, Applegate, & 

Sypher, 1985, p.8). These writers favoured personal experience of the site, particularly 

when organizational assessments are usually done within limited a time frame. They 

argued that even a day or two inside an organization can provide an “experiential text” 

to analyze which can then be triangulated with surveys and interviews (Meyer, 2000, p. 

8). Others hold that the symbolic picture of the organization provided for its own 

members can be the most effective catalyst for understanding the organization. In a 

sense, this achieves much more than surveys in terms of discovery. As Pacanowsky & 

O’Donnell-Trujillo (1982) would suggest, “With surveys, the research task becomes 

essentially one of measurement, not discovery” (p. 11).

Instrumentation

The researcher was the primary instrument for the investigation and data 

collection in this case study. As all humans are subject to bias, the researcher took note 

of the necessity to remain neutral at all times during the research study. To minimize 

error arising from bias or misjudgment, a few mechanisms were installed, including:

1) A social worker from another institution was enlisted as the research 

assistant to assist in the conduct of the opinion survey, the focus group 

discussions and the individual interviews, and in the collection of data. 

Trained professionally in handling human relationships and data, this
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assistant functioned efficiently in the job. As the research assistant played 

no role in supervising staff in the institution under study, personal bias 

was minimized;
2) Audio cassette recorder was used in the collection of data during 

interviews and focus group discussions so as to ensure that an evaluation 

of the nuances of the participants’ actual language and tone was possible.

3) The research assistant was given access to related official records for 

reference and collation to assist in interpretation of meaning of data 

obtained.

Procedures for Data Collection

Research data was collected from official documents, examination and 

sightings of artefacts, focus group meetings, individual interviews and questionnaires. 

As regards data collection, the procedures were set out according to the framework of 

investigation as depicted in Figure 3.1 below.

To set the right course for the direction of the subsequent collection of data, a 

detailed review of related past literature was first conducted. As data collection in the 

major research phase was to be done by a research assistant, two training sessions weie 

conducted to equip the assistant with the contextual knowledge ol the research site. 

Further to this, a site visit was arranged together with the researcher for on-site study 

of artefacts and relevant official records from the archives.

Participation in the interviews and survey was wholly voluntary and followed a 

pre-stated protocol as shown in Appendix A. Participants were allowed to withdraw 

any time they wished during the data collection process. To observe strict ethics of the 

research, all participants were assured of the confidentiality of information given and 

protection of their privacy. These measures were to ensure that data collected were 

genuine and free from unnecessary influence on respondents by any persons.
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The data collection went through three different phases. Each stage was 

carefully designed to take full account of the institutional profile, pre-study focus 

group data and results of literature review. The phases included:

Study Phase 1 - Exploration of profile of “the Centre”

This was the phase where the profile of the study site was explored through 

sightings of artefacts, study of documents, reports, and stories. The purpose of 

this phase was to collect as far as possible data concerning the institution’s 

history, organizational context and culture in order to equip the researcher with 

solid foundation of knowledge of the institution, past and present.

Study Phase 2 - Design of research instruments

Two research instruments were designed and piloted in this stage — the survey 

questionnaire and the focus group/individual interview questions. Heie, pilot 

tests were used to detect the effectiveness and applicability of the instruments 

before they were applied to actual data collection use. A group comprising two 

site staff members and three from another institution of the same organization 

was organized. The purpose of this was to obtain an in-depth understanding of 

the institution’s staff about their views on the recent institutional changes, their 

attitudes and cultural values. Data obtained was then used as reference for the 

ultimate design of two research instruments, namely:

1) A survey questionnaire (On the basis of this study, the questionnaire was 

necessarily revised and restructured).

2) Focus group /interview questions were to be used in the major research 

phase.

Study Phase 3 - The major research phase

This phase involved the execution of three research instruments — the 

questionnaire, an in-depth individual interview (N=5) of randomly selected 

experienced institutional staff, and a focus group study (N=7) comprising 

another seven randomly selected staff members of the institution. Here, the 

questionnaire designed after Phase 2 study was distributed through unit
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managers to all qualified staff (N-48) (see Table 3.3), with the research 

assistant present on each occasion to answer ad hoc queries or clarify terms and 

meanings of statements.

Data generated from questionnaires returned from staff was summarized and 

analyzed. On the basis of this, questions prepared for the in-depth individual 

interview and the focus group to follow were again revised and restructured if 

warranted. Finishing this, the research assistant, adopting the role of the 

facilitator, started the process for individual interviews and focus group 

discussion for exploration of data. He also followed-up on issues, if any, arising 

from the questionnaire. The comparison of data collected was to achieve 

reliability through triangulation and analysis.

All individual interviews and focus group discussions were audio-taped to help 

accurate recording of the interview contents for subsequent analysis by the 

researcher.

To facilitate analysis, common terms and phrases in focus group and individual 

interviews were codified and placed in the appropriate category. After data 

manipulation, themes emerged. These were then compared for developing a 

preliminary analysis. As a way to further validate this data, this qualitative 

analysis was returned to some of the original informants and to a group similar 

to those informants for confirmation of information.

Data analysis

Data in this study included all sources of information obtained from focus 

group and individual interviews, survey questionnaires, official documents and 

observational field notes. To achieve systematic analysis of data, stage files weie 

created as a continuous process. Data were stored in suitable software in accordance 

with their category, topic, and chronological sequence.

In coding data, any event, object, or action/interaction that the researcher 

considered relevant to the post-2000 institutional change were identified. Similarities 

and dissimilarities were then explored and collated. Terms and phrases, which
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appeared repeatedly or commonly used, were codified to establish if themes were 

formed. According to Strauss and Corbin (1998, p. 142), the goal of axial coding is to 

systematically develop and relate categories. This step of analysis is important for 

building theory. The theorists also emphasized the interplay between macro and micro 

conditions (structure) and their relationship to actions/interactions (process). Macro 

conditions are not merely backdrops against which to present the theory, they are very 

much part of the analytic story and should enter into the analysis (ibid, p. 199).

In particularly institutions having a long history, or a unique task and job nature, 

staff and clients very often display a peculiar way of behaviour and discourse which 

can be incomprehensible to outsiders. This pattern of institutional life nevertheless 

gives realistic hints to researchers in their understanding of the development, the 

pattern and pace, of the institution concerned. On the same basis, Babbie (1995) claims 

that norms of behaviour, universal and di fferences or variations from the norm are the 

most important areas to be studied. I he discovery of general patterns is foundational 

to the development of theories and an overall understanding throughout the study 

(Babbie 1995, p.297). A similar assertion is made by Strauss and Corbin (1998) who 

hold that an important step in helping analysts to carry out theory building (ibid, 121) 

is the conceptualizing of the process of grouping similar items accoiding to some 

defined properties and naming categories according to common links.

While it was expected that interviews and focus group discussions would 

produce voluminous qualitative data, measures were used to reduce this data by way of. 

i) categorizing information according to the six research questions; ii) discarding all 

other irrelevant data; and iii) re-examining relevance and adequacy of data, basing on 

the observation that the data bore strong indications to suggest eithei theii positive or 

negative relationships to the “S Centre” year 2000 institutional change. Care however 

was taken to ensure if the final condensation of data was sufficient to generate themes 

or develop quotations for answering the research questions.



Part 2 Methodology

Introduction

Whereas the design of the study and framework of the research investigation 

have been clearly outlined in the previous part, Part 2 is a review of methodology 

employed in this study, including the descriptions of the unique nature of the research 

site which imposes difficulties and limitations on the research. It comprises two 

sections: Section 1 is a review of the methods employed. Section 2 is a reflection of 

the meaning and impact of the data in relation to the research. In this Part 2, the unique 

environment of the research site is highlighted in the contexts. This is considered 

important as it not only has impacted substantially on the choice of suivey samples, 

but also has made necessary the adoption of qualitative methods in getting to 

understand the true meaning, and the subsequent interpretation, of the data so obtained.

Section 1 The review of methods employed

Staff as the data source

The research site, a drug treatment and rehabilitation centre, is part of the 

human services industry. Its aim is to cause positive changes in a drug abuser. Within 

the institution, there were two main sources for indicators of institutional change, the 

personnel and the official records. In the present context, the term peisonnel means 

staff, including volunteers, and inmates, as there were no other categories of people or 

native inhabitants on the island where the institution was situated. To obtain reliable 

data concerning the institutional change that happened in 2000 and beyond, only staff 

who joined the service before 2000 were considered eligible to be samples.

On the other hand, while inmates were numerically the majority of residents, 

they were unreliable to be treated as data subjects. Two reasons accounted loi this.

1) Inmates usually stayed only for a short time in the centre (from a few 

days to an average of ten weeks), their knowledge about change tended to 

be piecemeal and inconsistent.
2) There were conflicting interests between staft and inmates. For example, 

some inmates saw status quo as a guarantee lor their interest, others
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interpreted change of culture as detrimental to their current litestyle.

The second category of w‘peisonne^ ' staff . This was the primary target 

group in regard to data collection. For the purpose of data collection, two groups of 

centre staff were differentiated — those who joined the service before year 2000 and 

those who joined after. The former group of staff had witnessed the complete change 

process during the stated period, and naturally, were qualified as data sources. Other 

staff who, despite joining the service in or after 2000, had ample knowledge of the 

institution because of their previous centre experience as inmates were also invited to 

give their observations about the institutional change. This group of staff were able to 

contribute opinions from two different angles, staff and inmates.

Within the centre staff, over half of them were ex-inmates of the institution. 

While they all had previous experience of the institution, they must have satisfactorily 

gone through the structured treatment programmes of at least twelve weeks duration 

before they were qualified to compete for the job in the form ol open competitions. At 

the time of the study, close to 90% of these ex-inmate staff were found in the 

Operations Section (see Table 3.1).

Table 3.1 Proportion of ex-addict staff

Staff Grade/Service Total staff
No. of staff having 

ex-addict background
Remarks

In-centre

medical service
9 Nil

All are qualified 
medical personnel

Administration Section 8 3 (33.3%)

Operations Section *37 32 (90%)
including 8 

temporary Peer 
Counselors

Boat Service 7 2 (12%)
Also included in the 

Ops. Section

Rehabilitation Service 2 Nil Trained workers

Staff Assistants 12 12
Including 6 elderly 
volunteer assistants

Total 75 49 (65%)

There were historical reasons why an inordinate proportion of ex-addict staff 

remained in the service. The foremost had been the difficulties in recruiting non-addict 

staff from the open society due to harsh working conditions and low pay, followed by
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chronic failures in retaining non-addict staff in service due to adjustment problems to 

the centre culture, including the requirement to live and dine with inmates who might 

have low regard to personal hygiene and self-discipline.

At the time of this research, there were a total of fifty-five regular staff in the 

centre (Administration, Hospital, Operations, and Rehabilitation sections), thirty-seven 

of them were of addict background. Because of their rich experience with the centre’s 

past, this group of staff were able to reflect accurate feelings of change horn the 

perspectives of both inmates and staff. Hence they were valuable assets foi the 

research.

Because of the shortage of qualified staff to support the operation of the centre, 

the centre management enlisted help from volunteers selected from ex-inmates. 

Although not paid by the normal wage, a lew of these volunteers were named staff 

assistants and given nominal allowances. 1 hey wore the same kind of uniform as the 

regular staff and were entrusted with most of the responsibilities as the normal staff. 

These staff assistants were therefore included as targets of the survey.

The research instruments used

Three research instruments were used, namely: the Focus Group Interview , 

the 'Individual Interview’ and the questionnaire survey’. In line with the overall spirit 

of qualitative research, the use of the former two instruments was aimed to discover 

how people in the research site actually perceived and interpreted those events 

associated with change. This observation is supported by Owens (1995) who is of the 

opinion that important elements of culture are subtle, unseen, and so lamiliar to 

persons inside the organization as to be considered self-evident although not visible to 

outsiders. To collect and analyze substantial data reflecting, beliefs and assumptions is 

a task that cannot be accomplished solely through the completion ol a questionnaire 

and statistical analysis of the responses to it. Owens further stresses that it is necessary 

to get inside the organization to talk at length with people; to hear the language they 

use; and to discover the symbols that reveal their assumptions, their beliefs, and the 

values to which they subscribe. To uncover the real significance of events in the 

change process, this research canvassed personal opinions and perceptions of staff 

about the various stages of change of the drug treatment centie under study.



The Focus Group

In-depth focus group discussion formed the primary base of data collection in 

this study. Shaw (1996) has previously summarized the advantages of focus group as 

being threefold: that the interaction in group is itself the data which enables the 

researcher to see how perspectives are actively constructed and negotiated in a social 

setting; the group is a collective corrective to the inherent power imbalance between 

researcher and subjects; and they are helpful in establishing the nature and extent of 

consensus around an issue (p.146). But focus groups can be a pioblem ol social 

pressure influencing responses, as people may be reluctant to make statements that go 

against the majority view (Sommer & Sommer 2002, p. 132). As in the present study, 

the need to minimize such ‘‘group thinking ’ was well taken careful note of by the 

moderator throughout the data collection process.

While it was important to ensure representativeness by selecting the right 

subject for data, three criteria were imposed: i) members should have considerable 

service experience in the “S Centre”, having at least witnessed the institutional changes 

marked by year 2000; ii) members should come from different units to ensure wide 

representation of opinions; and iii) members should have the understanding ol what 

change is about, therefore preferably those who had thorough knowledge of what 

major changes of “S Centre” had taken place before and after year 2000. According to 

the research assistant, the moderator of the discussion group, seven participants were 

ultimately invited, including three from the Operations Section, two from the 

Administration Section, one each from the social and the supporting services. These 

members were either the most senior in their respective units or had the longest service 

in the institution. All the three criteria were then met.

To equip the moderator with the necessary background knowledge about the 

respondents in the research, two training sessions were arranged foi the model ator 

prior to the focus group meeting, with one lor on-site familiarization, including 

understanding the background of participants and the other for study of questioning 

techniques, focusing on the targeted themes. During the focus group discussion, 

semi-structured questions were used by the moderator to motivate members for 

contribution whilst at the same time allowing participants to keep the focus of the
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discussion. The final version of these semi-structured questions (Appendix C) was the 

result of a revision made following a pilot interview with staff of a brother institution 

of the same organization.

As anticipated, the skill of the moderator was important throughout the 

discussion process. There were answers that were obscure requiring the moderator to 

ask for clarifications from time to time. While “groupthinking” was an ever present 

possibility, there had been constant awareness on the part of the moderator of the need 

to avoid this. Participants were therefore encouraged to voice their personal opinions 

and observations. The anonymous audio-recording of the discussion was later proven 

to be well received by participants, who preferred to express personal opinions under 

anonymity.

After the first focus group held, it was found desirable to clarify some issues 

relating to the sudden and tremendous change that took place after 2000. An extended 

interview was further arranged for the group participants to elaborate further their 

views and observations on the stipulated questions.

The focus group discussions focused on issues relating to institutional changes 

before and after year 2000, and around the six research questions. Clarifications were 

immediately made if there was a slightest issue that either the moderator or the 

interviewee parties failed to understand. Responses were free flowing and there was no 

time limit pre-set for the discussion, although most discussions finished within one and 

a half hours.

To avoid missing important data and to avoid the consequences of the 

forgetting of the more subtle aspects of the interview, transcription of the tapes was 

completed by the moderator on the same day of the interview, During this process, 

consultation with the researcher to clear difficult Chinese terms and jargon was made 

in order to give an accurate feedback of the respondents.

The Individual Interview

Five staff were invited to take part in the individual interviews. Selection of 

participants was by random ballots. The procedure was that on the interview day, the
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name of each individual on-duty staff was written on a paper tag for which the 

moderator would pick up one at a time. The staff named was then invited for the 

interview of the day subject to his or her voluntary participation. As the Operations 

Section together with its boat service team comprised more than 70% of the total staff, 

to ensure staff in each section was proportionally represented, staff selected from the 

medical and administration sections in combination was limited to not exceeding two. 

Unlike the focus group, the only condition required of the participant was that he had 

the pre-2000 institutional experience. The random sampling finally resulted in 

selecting one from the Administration and four from the Operations Sections.

For every individual interview completed, the moderator reviewed the contents 

and clarified with the researcher any issues that he did not fully understand. This was 

later proven to be useful to his subsequent fine-tuning of questions in the next 

interview. As in the case of the focus group discussion, the anonymous 

audio-recording of the discussions was well supported by participants, who then felt 

free to express their will.

Like the focus group, questions in the individual interviews were 

semi-structured to allow more room for participants to express their opinions without 

going out of the track. These questions were the same as those adopted for the focus 

group discussion, with ad hoc adjustments by the moderator in consideration of the 

feedback of the interviewee. In effect, all questions contributed to the six research 

questions.

As in the case of the focus group, transcription of the interview tapes was done 

by the moderator on the same day as soon as the interview discussion concerned was 

finished in order to give an accurate account of the responses from participants.

The questionnaires

The questionnaire (Appendix D) had undergone readjustments and corrections 

after the pilot tests on the questionnaire and the focus group questions. In order to 

obtain the widest possible view of staff about institutional change, questionnaiies were 

dispatched to all qualified staff (that is, staff having pre-2000 institutional experience) 

for their voluntary participation in the survey of opinions. The exercise finally attracted
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a total of forty-four returns including six returns from staff who were not in the service 

before 2000 but had good knowledge of the institution due to their repeated inmate 

experiences in the “S Centre”. These staff were invited for their contribution to the 

research data.

Table 3.2 Distribution of institutional staff and length of service

Staff Grade/Service Total staff
No. of staff in 

service before 2000
Remarks

In-centre medical service 9 2 -

Administration Section +8 4
""Including the 
Superintendent

Operations Section *37 25
including 2 seriously ill 
and hospitalized, and 8 

temporary peer counselors

Boat Service 7 4

Rehabilitation Service 2 1 -

Staff Assistants A12 6
including 6 elderly 
volunteer assistants

Total 75 42 -

The questionnaire contained six parts from Parts A to F. Part A was about some 

basic information of the respondent which was used to assess if the respondent was 

qualified in terms of criteria discussed above (Table 3.2 shows the number of staff 

joined before 2000). Questions from Parts B to E were designed to answer four main 

groups of issues, namely:

Part B

1) Was there any change in institutional performance before and after year 

2000? In which period did the institution better perform?

2) Why did it better perform? In what aspects?

PartC

1) What factors were responsible for the change of performance in the two 

different periods, before and after 2000?

2) Which factor weighed more significantly?
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Part D

1) What intensity was the institution’s change?

2) What staff reactions were there? Was there staff resistance to change?

3) What caused resistance to institutional change?

Part E

1) What actions were introduced by the institutional management in 

tackling staff resistance to change before and after 2000, if any?

2) What was the result of the change strategy?

3) Why did it succeed?

In all these questions, respondents were asked to rate the degree of 

agreeableness of the importance of each suggested elements, or to prioritize factors 

leading to change. In most instances, the Likert type of scale was used.

Part F of the questionnaire contained two open-ended questions, inviting 

respondents to comment on the role of the institutional leader in the change process 

after 2000. While the majority of the respondents answered these questions in the local 

language, translation to English was made by the researcher. Of the thirty-eight returns, 

fourteen of them were left blank in this part. That is, more than sixty percent of the 

staff respondents chose to return with comments.

Thematic analysis

Themes are defined as units derived from patterns such as '‘conversation topics, 

vocabulary, recurring activities, meanings, feelings, or folk sayings and proverbs” 

(Taylor & Bogdan 1989, p. 131). The purpose of the thematic analysis was to 

determine how these themes were related to the institutional changes in the study site.

It is the “process of recovering the theme or themes that are embodied and 

dramatized in the evolving meanings and imagery of the work” (Van Manen 1990, 

p.78). According to Merriam and Simpson (1995), content analysis establishes “the 

frequency of certain ideas, attitudes, or words within a particular body of material ’ 

(81).
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In the present study, the process of thematic analysis started with the first step 

to study the data colleted through the audio-taped ethnographic interviews with staff. 

From the transcribed conversations, patterns of experiences and ideas in the form of 

quotes or paraphrasing common ideas were then listed. The next step was to identify 

all data related to the already classified patterns. The thematic analysis was to combine 

and catalogue related patterns into sub-themes.

Themes emerging from the staff were pieced together to form a comprehensive 

picture of their collective experience. After iterations and analysis, five major themes 

were developed. These were: 1) The leadership dimension, 2) the environmental and 

institutional contextual factors, 3) the cultural factor, 4) the social factor, and 5) the 

recipient’s factor. Thirty-two sub-themes also emerged, which suggested patterns 

regarding leadership and institutional culture. During the interviews, these patterns 

formed basis for the moderator to consolidate feedback from the respondents.

Questionnaire administration

Questionnaire administration took place in the meeting room of the institution 

under the guidance of the research assistant. Questionnaires were dispatched to all the 

forty-two staff and staff assistants who had pre-2000 experience of the institution. 

Because of the shift duty nature of most of the centre staff, the survey was carried out 

by groups and in phases. Staff qualified for the survey and available in a shift were 

invited to do the survey in one group. Altogether four groups were organized to finish 

the questionnaire survey in four phases. As the questions involved might appear to be 

complicated to some, the research assistant was present on all the four occasions to 

explain details and answer queries that might come up from the respondents in the 

course of the survey. Most respondents finished the questionnaire within 45 minutes.

In administrating the questionnaire, care was exercised by the research assistant 

in explaining the meaning of every question and term in the questionnaire. This did not 

detract from the freedom to answer candidly and provided support for those staff 

whose literacy levels meant that some support was necessary.
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Response rate

At the time of this research, there were a total of fifty-five regular staff of all 

ranks and grades, and twelve staff assistants, in the institution under study. Of these 

staff, forty-two of them joined the service before year 2000. Excluding the two 

hospitalized due to serious sickness, this group of staff were complete targets for data 

collection.

Table 3.3 Opinion Questionnaire survey - The response rate

No. of 
questionnaires 
distributed to 

qualified targets

No. of
questionnaire

returns
Percentage return

No. of returns 
with answers to 

open-ended 
questions

No. of returns 
filled by 

post-2000 staff

48* 44 91.7% 29 6

* Including six staff who joined in or after 2000 but possessed ample pre-2000 institutional experience 
to qualify as targets.

While the focus group and the individual interviews covered only a small 

sample of the total staff population, the questionnaire survey served as a 

supplementary instrument to extend coverage to all qualified for the research. Of the 

invitations to all the forty-eight qualified respondents, a total of forty-four 

questionnaires were finally returned, representing a 91.7% the response rate (Table 

3.3). The four staff who did not respond to the survey included the two hospitalized 

and another two elderly staff assistants who were illiterate. Meanwhile, another six 

questionnaires were returned from staff who joined the service in or after 2000 but 

were familiar with the centre’s situation by virtue of their being inmates before 2000. 

These questionnaires were also regarded as qualified for the purpose of the research. 

The questionnaire response rate was regarded as remarkable as institution staff, 

especially ex-addict staff, were not interested in filling forms that demanded time, 

energy, and writing skills.

Validity of survey data

Before analyzing data obtained, one basic question in survey work of this type 

that deserves our priority attention is the extent to which respondents answers should 

be taken at face value. It is therefore important that data is interpreted in such a way
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that it represents the real intention of the respondent. To ensure this was the case, the 

present study triangulated data information with a good deal of inferential evidence 

alongside data obtained through other sources to support their validity. These included.

1) Data obtained from the focus group discussion.

2) Data obtained from the individual interviews.

3) Data obtained from official records and archives.

4) Sightings of artefacts in the institution.

Reliability of the data collection agent

As indicated in ‘Instrumentation’ in Part 1, a qualified social worker was 

enlisted as research assistant to assist in arranging for the data collection programmes 

and the subsequent organization, collaboration and interpretation of data. Before any 

data collection activities started, the research assistant was given special tiaining 

purposely for the research in two aspects: i) Familiarization with the research site, 

including its historical background, physical setting, its people and the predominant 

culture; and ii) General knowledge about drug addiction and the nature of closed 

institution. The training was considered essential as it enabled the research assistant to 

gain a solid knowledge base about the “S Centre”, the research site, before he started 

the data collection process. This was helpful to his subsequent interpretation of data 

meaning and avoidance of misunderstanding due possibly to subcultural jargon.

The research assistant was selected from outside the “S Centre” in order to 

minimize the influence of the researcher and ensure neutrality with regard to possible 

interests on either party. At the same time, his being a qualified social worker and 

holder of a Master’s degree in social sciences, qualified him as a professional worker 

in conducting interviews with the selected survey samples and his interpretation of 

data he obtained from the research instruments. The research assistant proved reliable 

as the data collection agent for the present study.

Data from official records and archival documents

Records of official archives were an alternative for research data to fathom 

institutional change. As a government sponsored organization, the institution under
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study was required to submit figures to monitoring departments for assessment of 

performance. In general, three main figures served as main performance indicators - 

the retention rates in the detoxification and rehabilitation phases, the daily occupancy 

rate, and the success rate. These were official figures released to the public in regard to 

the institution’s performance throughout its history.

Apart from “rates”, there were some other important indicators not regularly 

shown on official papers, nor in the archives. These included unquantifiable elements 

such as inmate’s behaviour and conduct, appearance of centre structures and facilities, 

quality of programmes, staff efficiency and commitment, and their concern over 

inmates. While most of the pre-2000 office records were missing, and the rest being 

piecemeal or fragmented, the integrity of office documents after year 2000 allowed an 

extensive search of feedback from stakeholders, including official and unofficial 

visitors, staff and inmates (clients), ranging from comments, observations to 

suggestions and requests. For example, records of feedback were found in the Visiting 

Justices of the Peace register, the record book for external visitors, letter to the 

management from discharged inmates and minutes of staff meetings.

Artefacts

Apart from official records, this research also took into perspective a unique 

form of semi-official records - artefacts in the centre. Artefacts refer to the surface 

level of culture, which includes all the phenomena that one sees, hears, and feels when 

one encounters a new group with an unfamiliar culture (Schein 2004). Artefacts in this 

study included the visible products of the staff and inmates of the institution, such as 

the architecture of its physical environment; its language; its technology and products; 

its artistic creations; its style, as embodied in clothing, manners of address, emotional 

displays, and myths and stories told about the organization; its published lists of values; 

its observable rituals and ceremonies; and so on (Schein 2004, p.25)

There were two reasons for the researcher to pay attention to artefacts of the 

study site. The first was their accurate reflection of the institution’s culture 

accumulated down its history, which was taken as a major dimension of institutional 

change. The second was that the ubiquitous presence of these artefacts in the centre

94



required at least silent approval of the management or connivance of staff, hence 

artefacts were genuine reflections of the current state of affairs ot the institution.

To obtain a direct sighting and feel of artefacts, a site visit was arranged by the 

researcher with the assistant to enable the team a close encounter. The institution itself 

is separated from the city by the sea, and run on a programme without interference by 

the outside society, the artefacts and culture were taken as important clues to assist in 

the investigation of institutional change.

Treatment of data

Descriptive data obtained from the three major research instruments, the focus 

group, individual interviews and Section F of the questionnaire were recorded and 

coded into common themes. These were then analyzed and correlated with data from 

other sources such as the questionnaire survey, official records and archives to suggest 

answers to the six research questions.

Data obtained from the survey questionnaire were first screened for orderliness. 

As the questions were designed to appear in alternate positive and negative patterns to 

raise attention level of the respondent, they were then re-grouped to facilitate data 

analysis.

Section 2 The meaning and impact of data in relation to the research

The present study employed both qualitative and quantitative data collection 

methods. As in other case studies, most of the data were obtained through direct 

contact with the targeted subjects or through personal observation of the researcher to 

obtain empirical data of the research subjects and site. Because of the unique nature of 

drug addiction treatment centres which only serve a very minority of people receiving 

little attention and concern from the society at large, the information about the inner 

circumstances of a closed institution of this nature is seldom made known to the public. 

This explains why there is a dearth of literature relating to organizational changes in 

institutions not easily accessible to the public. This study therefore is one among the 

very few studies that puts the daily life and the managers’ encounters inside a drug 

addiction treatment centre under the searchlight of academic scrutiny.
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Apart from being an academic study, the meaning of the data of the present 

study is more than superficial, bringing forth implications and impacts far beyond 

being merely informative. As for meaning, it has a three-fold function, namely: i) It 

represents an additional set of updated data to the studies of institutional change 

relating to closed institutions; ii) By supplying honest reflections of the feelings and 

compassions of staff and inmates (as they are less bounded by institutional codes and 

do not regard themselves as being rules while staying in the institution), it makes 

possible the comparison of change management in voluntary establishments and 

non-government organizations with statutory institutions that execute compulsory 

detention by strictly following the rules; and iii) It provides the basis for academics to 

adjust or confirm the application of management theories in closed institutions.

At the same time, the data emerged from this study has substantially revealed 

the unique property of the under-world sub-culture in an institution not easily 

understood by the innocent society. In our daily experience, our commonsense is built 

upon an accumulation of past data obtained in our normal society under normal 

circumstances. But what appears to be commonsense may not be viewed the same way 

in different places. As this study has revealed, our commonsense olten has become 

common non-sense in terms of specific contexts such as the research site. The 

following shows a few more striking misconceptions usually harboured by visitors and 

interested parties who generate conclusions from their own commonsense:

1) People voluntarily seeking help to avoid drugs should have no motivation 

to take drugs illicitly during the rehabilitation process - v‘But drug 

discovery and urine failures were a regular event of the centre, 

particularly before 2000.”

2) Family support should be positive at all times — “But wives were often 

found to have assisted in bringing into the centre illicit drugs to their 

husbands. As revealed in the “S Centre” incident report file, one wife 

was successfully charged by the police and sentenced by court on 2 

November, 2005 to a ‘twenty-two months’ jail term for passing heroin to 

her husband during a family visit at the institution (SARDA 2004a).
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3) It is inconceivable for visitors to find that the main sewage tank should 

be securely locked to prevent inmates from diving in - “But there were 

repeated cases before 2000 reporting that inmates formed task forces to 

search for remnants of drugs inside the tank (Research Assistant’s Report 

2007- see Appendix H) - drugs were dear within the centre!”

While the above may appear to be intriguing to some readers, it has brought out 

one clear message: we may not judge things with complete accuracy based on our past 

experience, particularly in a new setting not familiar to us. What appears to be the 

reality in front of us may just be a deluded image obtained through our misguided 

senses. The situation of the research site in the present study precisely reflected this 

phenomenon. Being separated geographically, and perceptually, from the main society, 

some kind of special culture and practices gradually developed and firmly established 

through years in the “S Centre”. This not only had contributed to the lost of work 

efficiency, but also had made the institutional culture highly resistant to change. While 

improvement was desirable, breaking the strong cultural wall remained a formidable 

task for the institutional leaders. The data in the present study was therefore valuable in 

depicting the true picture under which institutional change, wide and pervasive, was 

achieved in a short span of about six years starting 2000. Furthermore, the revelation 

of this new set of data may bring impacts in the following manner:

1) It brings forth a strong indication that, subject to proper effort, change 

can happen in any place, even in one being infected seriously by negative 

culture.
2) Arising from (i), it may be of academic interest to find out if the data 

emerged imply change factors not commonly described by related 

literature.
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Chapter 4

Presentation and analysis of result findings

Overview

This study is concerned with the examination of the process of the 

transformation of a drug addiction treatment and rehabilitation centre in Hong Kong 

(under the pseudonym of the “S Centre”) and the role of a particular leadership style in 

achieving that change. The investigation was carried out following a rigorous literature 

review and was guided by six carefully framed research questions. Essentially, the 

study focused on studying the process of change of the “S Centre”, its external 

environment, institutional context and culture, its internal work climate and staff 

attitude, the resistance to change, and the institutional leadership that lead the whole 

process through different stages of change.

To enable readers to reach an understanding of the institutional change that 

took place in the “S Centre” after 2000, analysis of data in this chapter is presented in a 

progressive manner. Within the chapter, three essential categories ol data are critically 

analysed, namely: i) the circumstances under which the transformational change in 

question took place; ii) the strategies employed by the institution’s leader; and iii) the 

relationship between elements of leadership style and strategy effectiveness. One 

important aspect of the present study relates to those impediments that commonly 

stand in the way of change and the relationship between the overcoming of these 

obstacles and the elements of particular leadership style. lo facilitate the discussions in 

the next chapter, the data that emerged was grouped and categorized according to 

observed moderating factors distinct to the research site. These included an adverse 

local economy, organized resistance from within the institution, a strong and defiant 

culture, a lack of statutory power for enforcing discipline and the change programme, 

and the resilience of the institutional leadership.

The results are structured into sections and presented according to the sequence 

of the six research questions. This should enable a complete grasp of the purpose and 

aim of the present study. The aim of this chapter is to present the findings in a way that 

builds an understanding of the unique nature of the research site, the historical reasons
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that precipitated the strong resistance to change, the process by which obstacles to 

change were overcome, and to end with an examination of the role of specific elements 

of leadership style in the entire change process.

The study also aimed to add to the current knowledge about change leadership. 

As leadership is task related, covering themes or equalitarianism juxtaposed to the use 

of power differentials and character traits, it is often the leader s personal 

characteristics that ultimately drive interpersonal exchanges, enhance productivity, 

normalize life in the organization, and influence organizational identity (Curry 2002). 

For this reason, the elements of a functional leadership style were specifically analysed 

through nine dimensions jointly extracted from Fusion Leadership (Daft & Lengal 

2000), ‘Transformational leadership’ (DuBrin 2007; House, et al 2002; Daft & Langel 

2000, p. 179) and ‘Authentic Leadership’ (George 2003). These nine dimensions, 

identified as enhancing the accomplishment of organizational goals were, vision , 

‘heart’, ‘mindfulness’, ‘communication’, ‘courage’, 'integrity’, ‘competence , values, 

and ‘relationship’. Based on these theories, two sets of leadership inventory were 

devised to help analyse the impact of leadership on change. The two inventory lists 

enabled a systematic examination of both the leader’s professional skills and 

dispositional qualifications facilitative to transformational change ot an institution.

Throughout the descriptions, the researcher was constantly aware of the need to 

remain faithful to the respondents’ perspectives. Attempts were regularly made to 

describe his emergent, constructed understanding of the S Centre and its interaction 

with change. This description represents the story told by staff members of the S 

Centre” as recorded by the researcher.

Data presentation

In the present chapter, findings in four categories are discussed correlating with 

the six research questions in Chapter 2, including the focus group discussion, the 

individual interviews, the questionnaire, and the official records and documents. These 

were all aimed at obtaining the views of staff on the institutional change of the 

research site after 2000, including identifying the magnitude, reasons and elements of 

change, and finally the perceived factors that drove the change. The application of
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different instruments for the research was aimed at verifying and corroborating 

information through triangulation.

Supplementing this, relevant statements and words obtained from the focus 

group and individual interviews are quoted and directly presented as data throughout 

this chapter. They are representative of major themes that emerged in the data analysis.

Data for answering Research Questions

Research Question 1:

What changes transpired in the 'S Centre”, a drug treatment & rehabilitation 

centre, following change of leadership in 2000?

As a change of institutional leadership took place in the “S Centre” in the year 

‘2000’, this year was used as the demarcation line between two periods for the purpose 

of examining institutional change. There was extensive coverage on institutional 

change in the open conversations in the focus group’ and ‘individual interview , and 

also in the open-ended questions in Section F of the survey questionnaire. In both 

quantitative and quality research instruments, indications were that the positive 

changes were the result of a major change in institutional structure, cultural values and 

organizational development following a series of change actions initiated from 2000. 

As observed from the research data, the impacts of the change on institutional 

performance are multiple and far-reaching, and these are described in the ensuing 

sections.

Scope of change

Results showed general improvements in institutional performance after the 

year 2000 across all the three major research instruments. In most instances, 

indications for improvements from respondents were clear and straightforward. For 

example, there was a 97.8% response to the questionnaire survey (N=44) suggesting 

that the change scope was deep and pervasive (Figure 4.1).

Staff interviewed generally agreed that the change after Year 2000 was wide 

and deep, touching almost every aspect of the institution. The most noticeable change,
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according to the data, related to the institution’s facilities, physical environment and 

culture (Focus Group summary, p.6; Individual Interview summary, p.l, p.6). There 

were descriptions that characterized the 'S’ Centre environment before and after 2000 

as two different worlds in terms of inmate behaviour, appearance, centre cleanliness, 

facilities, building works, and management (Individual Interview summary, p.l). The 

most salient and representative comment was, “/ can say it is nearly a complete 

overturn of the previous system” (Individual Interview summary, p.3).

Other changes that transpired after Year 2000, as reflected by the frequency ot 

descriptions in the focus group, the individual interviews, and the open-ended 

questions of the questionnaire (i.e. total number of respondents = 56), are depicted in 

Figure 4.2. The top five aspects included intensity and scope of change, institutional 

security, change in human behaviours and improvement in staff development 

opportunity. There was no mention of negative changes.

Performance change in standard indicators

There are a few control measures commonly adopted by the government 

funding bodies, including the Narcotics Division ol the Security Biueau, the 

Department of Health, and the Social Welfares Department - the retention rates in the 

detoxification and rehabilitation periods, the occupancy rate, abstinence rate, and the 

clients’ satisfaction rates. These are important figures indicating the performance and 

quality of service the government supported service has rendered to the public. 

According to the research data obtained in the study, performance in all these aieas 

showed improvement of a different degree; most visible were in the retention lates in 

both the detoxification and the rehabilitation phases.

For example, respondents’ opinion in the questionnaire survey (N-44) 

suggested a consensus that an improvement in the success rate, the retention rate and 

the detoxification rate was obvious after the year 2000, with ‘success rate coming as 

the foremost (see Figure 4.3). Ihe informants reported that there were leasons for 

inmates to choose a longer stay for rehabilitation in the “S Centre” after Year 2000, as: 

i) “they felt much happier than before” (Individual Interview summary, p.l 5), and ii) 

“there was harmony within as inmates displayed a much more acceptable mode of 

behaviour” (Individual Interview summary, p.l).

101



Figure 4.1 Scope of Change - Feedback indicating deep and 
pervasive institutional change after Year 200
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Figure 4.3 Staff feedback - General performance indicators
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Statistically, the annual reports of the Society for the Aid & Rehabilitation of 

Drug Abusers (SARDA) revealed a continuous climb in the success rate of the “S 

Centre” from the average of 20% in the five years from 1986 to 1990 to an average of 

54.4% between 2001 and 2005, and to another average of 59% in the two years from 

2006 to 2007. There had been a marked improvement of more than 25% even if to 

compare with the five years immediately before 2000, i.e. between 1996 and 2000 

(Figure 4.4).

Figure 4.4 Success (Abstinence) Rates of the “S Centre”

•s 40%

54.4%42.1%

2006-20072001-20051996-20001991-19951986-1990
Year

Source: SARDA annual reports

In terms of retention and occupancy rates, figures found in statistical 

documents further supported the opinions suggested by respondents in the survey. 

From Figure 4.5, it was observed that the retention rates in both the detoxification and 

rehabilitation phases showed a steady climb in comparison with the same data in the 

pre-2000 period. The occupancy rate however showed only a small improvement as to 

compare with the pre-2000 period.
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According to government statistics (ND 2006), however, a sharp decline of 

53% in the total local drug addict population in the ten years from 1996 to 2006 was 

recorded. By simple inference, it can be seen that an increasing proportion of the 

remaining drug abusers chose the services of the institution following the gradual 

improvement of service coincided with the new change policy initiated by the new 

leader in 2000 (see Figure 4.6). This will further be discussed in answer to Research 

Question 4.

Figure 4.5

Performance Indicators of the 'S’ Centre (1987 -2006)
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- Recording of 
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—Bed Occupancy Rate (%)

Source : SARDA Statistic and Research Unit, 2007

In Figure 4.6, a continued growth in the “S Centre’Y daily occupancy relative 

to the drastic drop in the total local addict population between 1996 and 2006 was 

observed. For example, whereas the total number of addicts registered with the 

government for heroin treatment dropped from 17,240 in 1996 to 8,101 in 2006 (ND 

2006), the percentage of daily centre population in relation to the total addict 

population increased from 1.4% in 1991 to 2.5% in 2006 (SARDA 2007).
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Figure 4.6 Growth of Centre Occupancy in relation to Local Total Addict

Population (1991 -2006)
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Source : Narcotics Division, 2006/ SARDA Statistic and Research Unit, 2007

While drug abusers in Hong Kong are provided with free drug treatment and 

rehabilitation services by the government either through its own departments or 

voluntary agencies, the proportionate increase in the average centre population was an 

indication of service improvement of the “S Centre”, which created favourable 

conditions for it to attract more clients (the drug abusers) to choose its service amidst 

the dwindling drug addict population during the same period (SARDA 2009).

Figure 4.7 Changes in general aspects of the institution

<L>OD
5

•5
<g

ug
Q.I

Better Natural Environment after 2000 

Better Education Training after 2000 

Better Cleanliness after 2000 

Better Public Image after 2000 

Better Maintenance after 2000

□ Strongly agree □ Agree

T
_____________j_

I ~

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

feedback

Performance change in general aspects of the institution

Respondents gave a consensus view on the general improvement in 

institutional environment, general cleanliness, and maintenance of facilities, public 

image and opportunity for inmates training and education. Firstly, this was reflected in
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survey result (N=44) as summarized in Figure 4.7 above. There was strong sentiment 

among the respondents that improvements in these aspects were clearly visible.

In the focus group and individual interviews, there were repeated remarks 

describing the improvements in the institution’s image, environmental hygiene, 

building appearances, cultural and sporting facilities and staff development 

opportunity. As indicated in the conversation, these improvements were much 

attributed to inmates becoming more self-motivated to maintain a clean environment -

“.... inmates are now much more self-disciplined and motivated to keep the

environment clean and tidy through their own hands (Focus Group summary, p.4).

The improvement of the institution’s image was generally felt by inmates as 

they interacted with probation officers and social workers. As one respondent 

remarked, “/ have learnt from visitors, probation and rehabilitation officers and 

messages from discharged inmates, the image of the S C entre has very much been 

improved” (Individual Interview summary, p.3). The same was evidenced in the 

comments made by official Justices of the Peace who visited the institution regularly, 

as are quoted in the following:

On 24.12.2002

(Mr.____, SBS, JP and Mr._____, JP)

"........... Compared with what I observed six years ago during a similar visit, I (YXX)

have now found very noticeable improvements in all aspects relating to maintenance, 

construction and management, especially in their efforts in preserving the environment 

and utilization of resources. ”

On 21.12.2004

(Mr.____, GBS, JP and Mr.____, GBS, JP)

“.......... A well run facility with motivated and experienced staff. Overall an excellent

atmosphere and a great improvement since I last visited ten years ago.

Source: SARDA, J.P. Register, 2000 (Appendix D)
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Changes in inmates’ qualities

In the staff questionnaire (N=44), data pointed to the general suggestion that 

there were improvements across an array of behaviours indicating a change in inmate 

attitudes, including preservation of institutional hygiene, discipline, working attitude, 

anti-drug knowledge, values, and motivation to give up drugs, as is shown in Figure 

4.8.

Figure 4.8 Changes in inmate’s attitudes
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The same was reflected in focus group and individual interviews. Respondents 

gave a general view that inmates after 2000 were a lot more serious about correcting 

their former bad habits and behaviours (Individual Interview summary, p.6). The most 

mentioned positive change however was on inmates’ values and attitudes, which 

resulted in the subsequent modifications of artefacts and behaviours. Inmates now 

dressed properly and were generally respectful of staff and visitors. As one respondent 

remarked:

“Inmates (before 2000) did not wear proper clothes. They were fond of 

walking around in bare top, many only put on bottom pants, some even

naked. .......They now (after 2000) put on clothes when walk around the

“S Centre”, behave more properly, and display a better appearance and 

outlook” (Individual interview summary, p.l).

Another clear message the respondents had brought out was the inmates’ 

positive change of attitude towards obeying centre codes. There was a big contrast in
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the “S Centre” security before and after 2000. As one respondent revealed, “....Before

2000, discovery of illicit drug inside the center was commonplace.... the old hands

would either fulfill their rituals to bring back drugs or be prepared to suffer physical 

violence and humiliations by peers” (Individual Interview summary, p.2).

The scene after 2000 saw fewer inmates spit and less abusive in their language. 

Drug discovery within centre was also greatly reduced (“S Centre” quarterly reports 

2001-2007) and the code that inmates should pass all urine tests during their stay at the 

centre was well accepted among inmates (Individual Interview summary, p.7).

Changes in staff performance

Observed from the questionnaire data (N=44), change of leadership in Year 

2000 brought positive impacts on staff performance in terms of staff behaviour, 

conduct and discipline, job knowledge and confidence, sense of responsibility, and 

work efficiency. This was clearly reflected in the survey result as depicted in Figure 

4.9.

Figure 4.9
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A similar result was found in the focus group discussion, the individual 

interviews. The number of referrals (descriptions) of changed aspects by respondents is 

listed in Figure 4.10. There was no negative feedback throughout.
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Figure 4.10

Staffs performance
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Change in general attitudes of staff

One important element of change noted from the research data was the positive 

change of staff culture after Year 2000. Staff under the new leadership supported the 

new norms which regarded bad behaviours such as foul language, impoliteness and 

poor personal hygiene as anti-social (Focus Group summary, p.20). There was 

enhanced co-operation between work units, and staff had become more self-motivated 

for results (Individual Interview summary, p.4).

This phenomenon was considered remarkable by many staff as a high 

proportion of inmates, and also some staff, were deeply rooted in a criminal subculture 

which was entirely incongruent with the new management philosophy. As previously 

explained on page 12, many of these staff were ex-inmates who too were affected by

entrenched bad behaviours. As reflected in one remark, “............ these people (the

resistant staff and inmates) feared nothing and were prepared to do the nastiest of 

things if felt aggrieved ” (Focus Group summary, p. 4).
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Change in administrative structure

It was noted from feedback of staff that administrative support was much 

enhanced after 2000. Office practices were streamlined and a sound filing system was 

re-installed. The sharp contrast in administration system can be seen in a respondent s

remark, “ .......Unlike the former regime w’hen everything seemed to depend on the

whims of the seniors, the present system works according to established codes and 

guidelines” (Individual Interview summary, p.8)

Feedback from inmates (clients)

One important indication of institutional change after the Year 2000 came from 

the institution’s clients - the inmates. From official records, clients’ satisfaction was 

clearly noted from two types of documents - letters to the management and satisfaction 

survey.

From letters received from clients, it was noted that inmates appreciated the 

superintendent’s effort in improving inmates accommodation facilities, in giving 

support for inmates' change, and in converting the institutional culture and 

environment (Appendix E —Letters to the management). The following quotes explain 

clearly such:

“......... it was the excellent environment that the “S Centre ”........

provided me with fresh air, green surroundings and a comfortable nice 

dormitory........” (Letter 1, dated 27 August, 2005)

“....../ came to know you (the superintendent) more than twenty years

ago. I have witnessed the remarkable progress of the S Centie under 

your leadership these recent years.. ” (Letter 2, dated 4 August, 2006)

“.........he (the superintendent) who has upgraded the entire system, the

culture and the institutional environment. As all these have much been 

improved, we all are able to enjoy a very comfortable environment to 

complete our rehabilitation......... ’ (Letter 3, dated I November, 2006)

Source: SARDA, 2003
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In terms of client satisfaction, a survey for this purpose was instituted in 2004. 

From these records, it was noted that over 90% of the returns marked 'good’ or 

'excellent’ in all the ten items of the survey in the four years from 2004. The feedback 

was progressively well. The five most satisfied items included rehabilitation procedure, 

vocational training, accommodation, catering and group counselling. The least 

satisfied among the ten was with family visit. In all cases, the rate of dissatisfaction 

was less than 0.9% (Appendix F — Patients’ satisfaction 2004-2007).

Summary of answer to Question 1

Research instruments produced a range of data from a variety of sources. As 

has been noted, these data suggested improvements of the institution relating to wide 

areas of performance and institutional life of the “S Centre” following the change of 

leadership in the year 2000. Given the wide scope of change and observations provided 

by respondents, it is indicative that these changes were closely associated with the 

inception of new strategies and management practices initiated by the new leader.

In view of the complexity of the problem, the impact of the leader in the entire 

change process will be viewed from a broader perspective following the analysis of 

further data. A detailed analysis of the impact of leadership and the notion of a 

particular style is carried out under a leadership inventory of nine elements in answer 

Research Question 4.

Research Question 2:

How was the process of change initiated and managed, and how did this process 

respond to resistance to change in the “S Centre” in the years after 2000?

As described in the literature review, change in institutions goes through 

different stages. For example, Lewin’s (1951) Three-step model is a well-known 

theoretical tool for explaining organizational change. Later, Locucks-Horsley (1989) 

suggested that change in organization typically proceeds in three phases - Initiation, 

Implementation and Institutionalization. From data obtained in the three research 

instruments, it appeared that the change process in the “S Centre” after 2000 went
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through a similar sequence of change. As analyzed, the following sequence of events 

(stages) was observed in the change process, namely:

(Stage):

1) General dissatisfaction of the institution’s current performance.

2) The initiation of change that included change in the institution’s physical 

environment, programmes and human values.

3) The manifestation of resistance to change. Changes were stifled by a 

strong organizational culture — a cultural wall that blocked change.

4) Strong resistance to change from some key staff emerged.

5) The change strategy continued with increased emphasis on collaboration

and support.
6) The emergence of a new vision shared by all staff and inmates.

7) Benefits of change begin to be seen by staff and clients.

8) Resistance faded out.
9) New changes seen as unwritten codes and became the institution s norm.

10) Stakeholders took pride in the successful transformational change of the 

institution.

Each part of this sequence emerged in a successive manner, with new 

conditions emerging to pave way for the next stage of change. The progiess of change 

developed itself, however, was not always even as it depended much on the extent of 

the resistance. With reference to Lewin’s model, it can roughly be estimated that stages 

1 to 3 correspond with the initial step, stages 4 to 7 correspond with the 

implementation steps, and stages 8 to 10 correspond to the process of 

institutionalization. Within the change process, the sequence of change appeared to 

have followed a logical development and no jumping of steps was observed. Details of 

the change process as suggested by data are described below:

Stage 1) General dissatisfaction of the institution’s current performance

As evidenced in the interview data (Focus Group summary, p.l 1, p.12 & p.13, 

Individual Interview summary, p.2 & p.6), staff generally were disappointed with the 

institution’s conditions, including poor scores in the performance indicators (most
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vulnerable was the low retention rates (Focus Group summary, p.2), bad culture and 

unruly behaviours of inmates (Focus Group interview summary, p.3), and low job 

satisfaction as manifested in their expressed fear of the closing down of centre 

operation by the government (Focus Group interview summary, p. 12). Staff 

disappointment with their perceived lack of power and lack of the necessary support to 

properly perform their duties was also seen in the following quotes from respondents:

“ .........Before 2000, inmates were very reluctant to work at the

command of staff Most of them were lazy and chose a laid-back living 

style (Focus Group summary, p.4)”;

“...... 'Before 2000, there was strong underworld culture in the centre,

inmates pretended to rule themselves with their own unwritten codes” 

(Individual Interview summary, p.I2).

Apparently, there were reasons that precipitated the loss of support to the 

management from staff. Most operations decisions in the pre-2000 were made 

according to emotions of the managers rather than basing on rational thinking (Focus 

Group summary, p.6); and staff were powerless to take any meaningful actions to 

remedy the situation as they felt they were not given sufficient support from the 

management, including staff training (Individual Interview summary, p.10)’. Whilst on 

the other hand, inmates were able to challenge staff authority and the drug problem 

inside the “S Centre” was beyond control (Individual Interview summary, p.3).

Other dissatisfaction of staff and inmates came from their perception of the 

institution’s low prestige. According to feedback from staff interviewed, the image of 

the institution before 2000 was very bad and there were plenty of poor comments from 

outside (Questionnaire open-ended questions, p.2-Q/A/l 1/1). In fact, as one report said, 

“Before 2000, everything was in chaos and deserved no praise at all” (Individual 

Interview summary, p.l). As staff serving in the institution, they hoped for some 

improvement of the situation.

There was desire from at least some quarter of staff for improving operational 

efficiency through better communication with the management, as is reflected in the 

following extract from a staff interview:
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“Before 2000, staff had to guess the would-be decision of the leader 

before taking operational actions. There was seldom direct talk oi 

discussion between front-line staff and the top management (Individual 

Interview summary, p.3).

It was also evident in the data that the lack of effective communication between 

the leader and staff formed a major obstacle in building an efficient team-work within 

the centre. The institutional leader before 2000 adopted an autocratic style, a 

leadership style that was described by staff as hands-off management (Individual 

Interview summary, p.4). Applying Fiedler’s (1967) model to the situation, there 

existed at that time the following phenomena:

1) Poor leader-member relations (i.e. the degree of confidence, trust, and 

respects members have in their leader). For example, evidence has shown 

no efficient communication between the management, staff and inmates 

(Focus Group summary, p. 8), as was further exemplified by the quote

that “....he (the superintendent) instructs, staff implement, no more

question” (Focus Group summary, p.9). Good team-work was hardly 

seen (Individual Interview summary, p. 17).

2) Low task-structure (the degree to which job assignments are 

procedurized). For example, the centre was described as having an 

obsolete administrative system (Focus Group summary, p. 12), and that 

there were also no clear policies (Individual Interview summary, p.

2).......and the office practices before 2000 were a bundle of chaos

(Individual Interview summary, p. 8).

3) Strong position power (the degree of influence a leader has over power 

variables such as hiring and firing, discipline and promotion) (Robbins 

and Judge 2007, p.364). For example, it was reported that inmates were

reluctant to work at the command of staff........were lazy and chose a

laid-back living style (Focus Group summary, p. 4). They were

uncooperative (Individual Interview summary, p. 8) ........and had a

feeling that they were ‘on the loose’(Individual Interview summary, p. 9).
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Clearly, there was a mismatch of the leadership style to the circumstances, 

which led to erosion of staff morale and institutional efficiency.

Stage 2) The new leader initiated change with strong determination

Soon after the change of leadership at the institution in 2000, a series of 

changes involving institutional practices, structure, and systems were initiated. As 

previously indicated in Chapter 1, ‘Significance of the Study’, these changes were 

carried out in the face of severe resistance to change, but as it was evidenced from the 

data, a key factor in overcoming the resistance was the very success of the changes 

themselves.

During the change process, staff were impressed by the leader’s determination 

to address anticipated challenges and his insistence on his change initiatives in the 

wake of severe resistance (Focus Group summary, p.20). Staff were also impressed by 

the fact that the change programmes were implemented in an organized and systematic 

way despite uncompromising climate. Obviously, the leader showed both courage to 

take calculated risks and confidence in gaining control of the situation. Ihese two 

elements, as has been explained in Chapter 2, ‘Attributes of effective leaders’, were 

contended by past researchers including Binney and Williams (1995), Daft and Lengel 

(2000), Deal and Peterson (1990), O’Brien (2002) as essential qualities of successful 

leaders. Two descriptions in the answers to the survey questionnaire further supported 

this observation:

"/ am of the opinion that the leader of the “S Centre ” has shown a very 

systematic and organized reform after 2000 ’ (Questionnaire open-ended 

questions, p.2-Q/A/5/l).

“Throughout the entire change process, the leader of the “S Centre ’ 

strongly held to his own conviction and commitments which eventually 

made all inmates accept the mainstream culture and learn to reintegrate 

into it after 2000’’(Questionnaire open-ended questions, p.2-Q/A/l3/2).
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Stage 3) Change stifled by a strong institutional culture

As in any large organization with long history, local entrenched culture or 

sub-culture may form an obstacle against change or new systems (Zander 1961, 

Cochren 1995; Schein 1992, 2004). The same phenomenon was observed in the case in 

the “S Centre”. While resistance to change at the “S Centre” has been mentioned in 

the ‘Introduction’ chapter, and will further be discussed in the next section, it is useful 

to reflect from the data at this juncture the reasons why the negative institutional 

culture was able to anchor and flourish in the “S Centre”, namely:

1) Remoteness - Located on an outlying island, the “S Centre” was virtually 

a closed institution separated from the normal society. Residents (staff 

and inmates) had the feeling of being 'let loose by the main society 

(Individual Interview summary, p.9).

2) Complicated background of inmates - Most of the inmates had 

underworld society connections, criminal conviction and prison 

experiences. Together with their repeated experience in the institution, a 

sub-culture was formed and reinforced through the years (Focus Group 

summary, p.5).
3) Most staff were ex-addicts or clients who had intricate relationship with 

inmates. The domination by ex-addict staff wfas reinforced by the fact 

that recruiting non-addict staff had been difficult throughout the years 

due to harsh working conditions with low pay, and adjustment problems 

in closely living with addicts and handling their day-to-day matters 

(Individual Interview summary, pi6).

There was a wide consensus among respondents that the culture of the 

institution formed a major stumbling block to change. Backed by an embedded 

subculture, the dominating group of staff was against change in order to protect their 

own interest. This group exerted adverse influence on other staff and was prepared to 

take drastic actions to counter the change force. As one report said,

“............  It was this layer of embedded sub-cultures that formed the

most powerful barrier to change................ They feared nothing and

were prepared to do the nastiest of things if felt aggrieved. I must say
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changing their culture was really an uphill task” (Focus Group 

summary, p.5).

Because of the cultural wall, the planned change frayed the nerve of the 

dominant staff. In fact, the battle with the sub-culture continued in particularly in the 

initial stage of the change process. As the cultural wall was firmly in place, a 

breakthrough was necessary for change to proceed.

Stage 4) Strong resistance to change emerged from some quarters of staff

While resistance to change is common in modern organizations, resistance to 

change in the “S Centre” was extraordinary. As revealed, the resistance force was not 

only strong but also syndicated, bordering on becoming a violent revolt. As some 

respondents suggested:

"....They (the resisting staff) joined force in whatever meetings to defy

management’s actions.............used foul language and disrespectful

words against managers...................started a campaign in the following

year with intent to overthrowv the new leadership under the code name of

“Phoenix on fire”................. Members of the group were to reject all

orders or to work with slow motion. Their intention was to force the new 

superintendent to give up his job ” (Focus Group summary, p. 13).

As this quote indicates, the situation at the beginning of the change was rather 

uncertain and difficult for the leader to realize. He was confronted with the dilemma of 

deciding whether to go on with the change or make compromise with the resistance 

force, resulting in a status quo situation. While there was some real risk for the leader, 

including the organized efforts of resistant staff to resist management decisions and to 

oust him from his post (Focus Group summary, p. 14), the research data suggested that 

the leader made no amendments to his vision of change but was determined to proceed 

with his change programmes (Focus Group summary, p. 19, p 20). The leader’s 

insistence in the change programme subsequently led to an escalation of resistance 

from some staff, with the resistance force organized into an attempted revolt 

code-named ‘Phoenix-on-fire’, a campaign under which members of the resistance
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force would reject all orders sent from the institutional leader (Focus Group summary, 

p. 14).

Stage 5) Change strategy continued with increased efforts from the new leader to win 

collaboration and support

The new leader decided to continue with the change programme despite facing 

the risk of direct confrontation with some quarters of staff, particularly those in the 

Operations Section, which had the largest proportion of ex-inmate staff (see also 

Chapter 1, ‘Background of the study’, and Table 3.1, 'Proportion of ex-addict staff). 

This was a bold attempt on the part of the leader, the change agent, as these staff were 

exactly those who were responsible to implement the change programme and enforce 

the security measures of the institution. But as the data revealed, the change gathered 

momentum under the firm conviction of the leader amidst resistance from some 

quarters of staff. A respondent’s report gave a vivid description of the situation:

“........... With tremendous perseverance, determination for reform, the

leader removed all obstacles and resistance and pursued the continuous 

institutional change. There has been no compromise or break, in the 

complete change process 2000" (Questionnaire open-ended questions, 

p. 2-Q/A/l 7/1).

Alongside the institutional reform, a strategy was adopted to enhance 

collaboration between the institution’s leadership and staff and inmates. This process 

enabled a future vision of the institution to be effectively communicated and also 

provided a forum for the views of staff and inmates to be put forward. A strategy that 

provided for rewards for initiative was put in place. This was evidenced in the 

following comments:

" ........The leader fought hard with the revolt force, while praising

those who were willing to change and work hard. Gradually, the revolt 

force lost their support as staff observed that these staff started the 

campaign for no noble cause........."(Focus Group summary, p.20).
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At the same time, a number of new strategies were seen from the leader in 

improving communication with staff and inmates. He made visits to inmates’ 

accommodation houses at different times including informal hours, telling them funny 

stories and making discussions with them on a variety of topics. This was observed to 

be effective in getting his values, belief, and new vision shared by inmates (Focus 

Group summary, p. 9). The leader also set multiple platforms and forums where staff 

and inmates could exchange ideas with the leader for the improvement of centre 

operations (Focus Group summary, p.10). Staff were appreciative of the arrangements 

and, through participating in these activities, felt a lot of sense of belonging (Individual 

Interview summary, p. 17).

By enhancing communication, empowerment and welfare of all residents, the 

leader not only was able to keep close with front-line staff and inmates, but also 

gradually gained their trust. The encouragement of staff participation in 

decision-making was an effective strategy that quickly neutralized suspicions of the 

staff and successfully won their support. As the respondents revealed, “The 

institutional head seemed less to treat himself as the top executive in the centre but

more to regard us, staff or inmates, as friend..........his participative tactics is much

more democratic and widely supported" (Focus Group summary, p.9).

Stage 6) Leader’s new vision shared by staff and inmates

As the data revealed, one of the most mentioned change strategies of the new 

leader was the effective communication of a vision for the institution. In the words of 

the staff, this vision included improving the performance of the institution, rebuilding 

its image, and building a drug-free community’ on the island occupied by the “S 

Centre”, making it an exemplary treatment centre in Hong Kong. As these targets were 

difficult to contradict, the general vision quickly won the approval ot staff who were 

tired of the obsolete institutional culture and poor performance.

Nevertheless there were problems with some staff, who found the programmes 

of new regime too stringent and hectic to digest. To them, missions involved in the 

change were somewhat targets too far to reach. Active resistance then came from some 

staff, mostly from the Operations Section which was dominated by ex-addict staff.
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Rather than modifying the visions and goals for the future in the face of such 

resistance, various techniques and strategies were employed to win over support from 

an increasing number of staff. These included the various ways for improving 

communication with front-line staff and inmates as described in Stage 5, and 

enhancing ‘staff development and staff welfare’ (Focus Group summary, p.10; 

Individual Interview summary, p.17). This manoeuvring proved successful in gaining 

support and recognition for the new vision from the majority of staff. This shared 

vision later formed the basis of all the subsequent changes. Typical of this vision was 

to build a drug-free community, as exemplified in the following extract:

“....The new vision of having the 'S’ Centre to become a 'drug-free

community' and to have its 'bad sub-culture ’ cleansed is well taken and 

shared by the majority of staff and inmates malpractices” (Individual 

Interview summary, p. 7).

Stage 7) Benefits of change felt by staff and clients

As previously indicated, one of the characteristics of the “S Centre’s” 

institutional change after 2000 was that the benefits of change were soon 

acknowledged by the stakeholders. This was important and is believed to have given 

impetus for the continued support and pursuit of the change programme as initiated by 

the new leader. These benefits, as suggested, included tangible and non-tangible 

elements. The former included greater opportunities for staff development, staff 

welfare, and better recreational facilities, whereas the latter included job satisfaction, a 

better work climate, a fair and open system for work and promotion, and pride in being 

a member of the team.

Examples for benefits of changes are indicated in the following extracts from 

respondents’ reports:

In staff promotion:

A transparent and fair staff appraisal system basing on performance and output 

was in place. Staff generally were of a view that the award and performance 

evaluation system in the post-2000 years was fair and open (Individual
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Interview summary, p. 11). They appreciated the leader’s initiative as it opened 

a venue allowing them to compete for promotion on a fair basis. The following 

quote from the Focus Group mentioned more:

“....... the new management culture emphasized transparency, fairness,

and impartiality................Even inmates favoured this policy as they too

benefited from this system, a system under which the criteria for reward 

and praise were clearly known to everybody. That is, the best shall win ’.

In fact, this principle has won the support of all” (Focus Group 

summary, p. 9, p. 20).

In improved staff development opportunities:

Under the new leadership, staff were given support and opportunities for 

personal development through the institution of in-service training and 

opportunities to take part in courses run by government recognised educational 

or vocational bodies. Under the management’s support, many staff were able to 

further refine their professional skills through structured trainings. Some also 

obtained externally recognized occupational qualilications through the financial 

support of the management. The following two quotes from the Focus Group 

interview explained this:

“................By giving us administrative and financial support, Mr. X

(the leader)had given us an extra impetus to develop ourselves in 

technical and skills and education "(Focus Group summary, p. 10).

“....Under his support, many staff obtained additional qualifications in

such areas as vehicles and trucks driving, crane operating, excavator 

operating, kitchen hygiene, nursing qualifications and so on ” (Focus 

Group summary, p. 17).

In pride and sense of belonging:

The vast improvement of institutional performance, culture and image, as was 

reflected in a TV documentary film in 2006, enabled the inmates and staff to 

win back a lot of respect from the public. Inmates were proud of their efforts in
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being able to achieve a turn-around performance of the institution (see quote 

below: Focus Group summary, p. 19) Adding that the leader valued their ideas 

and opinions for decision making, inmates felt a lot of sense of belonging to the 

centre (Focus Group summary, p. 19).

“The film (Cable-TV) shown to the public vividly proved the

turn-around of the “S Centre” from its ugly past...........  All inmates,

in-centre or discharged, have shared the pride of the achievements” 

(Focus Group summary, p. 19).

In personal safety and peace of mind:

As the leader was determined to beat drug and turn the institution into a 

drug-free community, a new culture manifested in a common respect for peace 

and harmony developed. Inmates felt safe and were happy to stay much longer. 

(Individual Interview summary, p.2; Focus Group summary, p.2). The 

following quote aptly depicted the cosy environment of the centre:

“..................In fact, the new culture brought peace and harmony to all

of us ” (Individual Interview summary, pi 6).

Stage 8) Resistance fades

As the change forced its way through, there was an increasing number of staff 

who realized and acknowledged the meaning and purpose of the change. They 

understood that the change was intended to bring improvement to the institution. As 

the battle between the change force and resistance force continued, more and more 

staff sided with the new superintendent (Focus Group summary, p.14). The evidence 

suggested that resistance faded as the change programme continued to gain strength. 

As one respondent reported:

“As the superintendent stood on a high moral ground, it was difficult for 

the rebellious staff to achieve their illicit goal. Gradually, this revolt 

force disintegrated and a few of its members left the service one by one 

after they lost support from the majority of staff”(Individual Interview 

summary, pi 6).
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Stage 9) New changes seen as unwritten codes and became the institution’s norm

With the sharing of the new vision by staff and the speedy improvement of 

institutional performance, staff became increasingly cooperative with the management 

in carrying out new projects. Cooperating with managers was no longer seen as 

soliciting favour from the seniors and staff were freed of reprisal from colleagues in 

initiating self-improvement actions (Individual Interview summary, p.16).

Under the new leadership, staff were encouraged to work more closely among 

themselves for problem solving. This new practice soon led to gradual improvements 

in all sides, including staff welfare, work climate and job satisfaction. Within the 

institution, a new set of cultural codes became visible and consolidated to become 

norms. These were virtually unwritten rules for everybody to obey.

The formation of new unwritten norms is evidenced by the following 

conversations:

“Staff today are much more diligent and motivated for results. We now 

have a good team work and everybody is Mulling to help others out M'hen

a problem arises” (Individual Interview summary, p4). “...............We

novv have no more arguments in fulfilling the institutional goal by 

following the superintendent’s ideas” (Focus Group summary, p.I9).

Stage 10) Stakeholders took pride of the successful transformational change of 

the institution.

The data suggested that the “S Centre” had experienced unprecedented change 

in institutional performance after Year 2000. The wide and deep improvement had 

brought pride and satisfaction to the staff and inmates of the institution. One 

respondent’s report mentioned that the change had brought most patients hopes, 

transformed their human values and behaviour, and fast improved the image of the 

institution (Questionnaire open-ended questions, p.2-Q/A/4/l).

The feeling of pride among staff and inmates was culminated at the public 

show of a film shot by I-Cable TV (Hong Kong) about the programme and 

environment of the “S Centre” in early 2007. They regarded the show as an
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opportunity to tell the society about the strengths of the institution in the local drug 

treatment industry. As one report stated:

“The film (of the “S Centre”) shown to the public vividly

proved........... the positive culture of inmates, the efficient running of

programmes and the tidy and appealing environment of the “S

Centre "................All inmates, in-centre or discharged, have shared the

pride of the achievements” (Focus Group summary, p.19).

Summary of answer to Question 2

The data of the study suggested that the “S Centre” institutional change that 

was initiated in the year 2000 met with a series of obstacles. Starting from the general 

dissatisfaction of staff with the institution’s current performance which played an 

important role in precipitating the need for the change, ten subsequent events can be 

identified that form landmarks in the process of change. Among these events, the 

manifestation of a strong cultural wall was obvious. This extraordinary barrier nearly 

foiled the whole change attempt. The question of organizational culture is to be further 

explored in the next question.

Research Question 3:

How does organizational culture influence the initiation of change and the 

implementation of change programmes?

According to Van de Ven & Hargrave (2004), change denotes the difference in 

form, quality, or state over time in an institution. As has been explained in the review 

of the literature in Chapter 2, the Review of Literature, change is inevitable, and 

because of this, most modern organizational leaders maintain stringent efforts to make 

sure their organizations keep pace with the changing world. In most cases today, as in 

the present study, organizational changes take place are by design rather than through 

evolutionary forces.

At the same time, in most cases of planned changes, the culture of the 

organization is among the most important factors the change designer has to take note 

of. The concept of culture includes the deeply embedded patterns of organizational
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behaviour and the shared values, assumptions, beliefs, or ideologies that members have 

about their organization or its work (Peterson & Spencer 1991, p.142).

Beginning in the eighties, organizational researchers across various disciplines 

have been aware of the role of culture within organizational life (Morgan 1986; Schein 

1985; Smirich and Calas 1982). Many connected it to effectiveness (Tichy 1983) and 

central processes (i.e. leadership, governance) of the organization (Schein 1985). The 

development has been that culture has shifted from being used as a descriptive device 

to becoming linked with improvement and success (Kezar 2002).

Returning to the present case, the research data suggested an unusual 

organizational culture at the research site, the “S Centre”, that was probably caused by 

two factors unique to the institution - its relatively long history (since 1963) and the 

special nature of its work. As observed, this unique culture not only helped maintain 

the special character of the institution throughout the past decades, but also had 

become a formidable defence wall against change, especially one driven by a power 

source outside the dominating group.

In the absence of effective external intervention, the culture of the institution 

further consolidated as time passed. Fuelled by an addict sub-culture, this institutional 

culture spiralled around norms and behaviour that deviated from normal society. In 

examining the data obtained from this study, influence of organizational culture on 

institutional change at the “S Centre” can be explained via two perspectives - 1) the 

organizational culture as a barrier for organizational change; and 2) sub-culture as a 

backup for resisting change by individual staff and inmates.

1. The organizational culture as a barrier for organizational change

Like most organizations, staff and inmates in the “S Centre” were reluctant to 

see changes for fear of affecting their normal institutional life and self-interests. 

According to staff feedback, the management of the institution before Year 2000 was 

conservative and unwilling to initiate actions for programme improvement, as 

summoning a large scale of labour could easily jeopardize its relationship with staff 

and inmates (Individual Interview summary, p.13). This unfortunately was seen by 

many staff as acceptance of slow work pace and laid-back living style on the island.
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This kind of working attitude was then taken as standard among staff so that any 

initiatives from a staff for work improvement were subject to the risk of recrimination 

from the majority of staff (Individual Interview summary, p.2).

The continued development of the “S Centre” institutional culture in the 

pre-2000 years was facilitated by some situational factors unique to the institution. 

First was its geographical remoteness which tended to make the institution isolated and 

self contained. Within it, the widely distributed locations of the thirteen houses across 

the two square kilometer hilly terrain only had added greatly the supervision 

difficulties. Second was the difficulty in recruiting quality staff with good educational 

backgrounds and experience because of the poor working conditions, poor living 

environment, and poor salary.

Added to these constraints was the experience that hiring non-addict staff 

without adequate experience in dealing with addicts often created problems in the 

conduct of daily affairs. There were cases that many new staff quit within a short 

period of service. To solve the staff shortage problem, the management lowered entry 

requirements by accepting as staff ex-inmates having only primary education and 

minor criminal records. This situation is clearly described in an extract from a 

respondent's statement:

“...../ can say that employing good staff for the “S Centre is very

much a difficult task.............. most newly employed staff from outside

were not accustomed to living with people having strong sub-cultures, or 

leaving their families behind and live alone for five days on the island 

for a low salary return. It is extremely difficult to hire good staff from 

outside. Employing ex-inmate staff is therefore a convenient alternative 

(Focus Group summary, p. 5).

The “S Centre’V organizational culture before Year 2000 was one that can 

aptly be described as predominantly an addicts’ culture - one that preferred the least 

work and the status quo. Any bold change would naturally meet with resentment and 

resistance.
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2. Sub-culture as a backup for resisting change by individual staff and inmates

From the “S Centre’”s organization structure shown in Figure 4.11 below, it 

can be seen that the Operations Unit was the strongest in manpower among the four 

divisions in the centre. It was also one having the most of the ex-addict staff (see 

Chapter 3, Table 3.1).

Figure 4.11 The Organization Structure of the “S Centre”
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As the unit was responsible for most of the daily routines of the institution, the 

operation staff acting as a team could virtually manipulate both the security and pace 

of work of the entire regime. Paradoxically their ability to manipulate was facilitated 

by the operating philosophy of the institution that all works must be done on a 

voluntary basis. When daily maintenance, kitchen works and general cleaning were an 

essential part of the daily routines, the smooth implementation of these programmes 

depended greatly on the extent these staff tried their effort to convince and motivate 

inmates to participate in and carry out these mundane but necessary jobs. In many 

cases, even the superintendent was unable to control voluntary works that took place
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routinely in various corners of the whole island. This also explained why the 

management before 2000 chose to avoid direct confrontations with negative staff.

With ex-addicts as the dominating group of staff, a kind of addict sub-culture 

was insidiously formed and reinforced with the increases in the size of the group. This 

sub-culture was characterized by some distinct behaviours and attitudes commonly 

observed from ex-addict staff and the majority of inmates. Most typical of these were 

their sloppy turn-out, tattooed bodies, frequent absence from work and counselling 

sessions as in the case of inmates, cigarette smoking any time any where; and more 

destructively, low regard to rules and the drug problem inside the centre. As one 

respondent reported the following:

“.......... This kind of subculture was very destructive............ inmates in

the pre-2000 years used to spit anywhere, walk around in the nude, foul 

their language and show no respect to rules and order”(Individual 

Interview summary, p. 16).

According to staff feedback, there was little the management could do to rectify 

this unhealthy situation. One reason was that the sub-culture as described was 

strengthened increasingly throughout the nineties to become the dominant culture of 

the institution. Another reason was that any strong action against the dominant group 

of staff might negatively affect centre harmony and risk collective actions against the 

management. The following extract from a respondent’s report clearly describes the 

situation:

“Because of their triad and addict background, most staff have intricate 

relationship with inmates. They not only were familiar with addicts 

thinking and expectations, but also that they could easily manipulate 

them against any management decisions, or fanned up unwanted 

commotions. This could be harmful to centre stability, and it could also 

be interpreted by inmates as a convenient reason for pre-mature 

self-discharge. This is very undesirable and could affect adversely the 

occupancy rate, an important performance indicator of the “S 

Centre ” (Individual Interview> summary, p.16).
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Before the year 2000, there were no organized efforts of the management for 

developing a positive staff culture. There was no emphasis on staff training, nor was 

there an efficient channel of communication between the management and the 

front-line staff (Focus Group summary, p.8 & 9). Because of a lack of quality staff 

leadership, there was also no improvement in inmates’ culture. As time passed, the 

layer of embedded subculture later developed into a strong power base for resisting 

change when the new leader initiated change in 2000. The staff sub-cultural group 

summoned collective actions against the leader with an aim to oust him out of his job. 

And the battle went on for a few years, as one report stated:

“... They started a campaign in the following year to overthrow the new 

leadership under the code name of “Phoenix on fire ”. Members of the 

group were to reject all orders or to work with slow motion. Their 

intention was to force the new superintendent to give up his job” (Focus 

Group summary, p. 13).

Strong sub-culture in the “S Centre” also had severely stifled organizational 

change by destructing institutional security. As noted from the data (Individual 

Interview summary, p.2, p.7; Focus Group summary, p. 15), bad subculture accounted 

for the large number of drug discoveries and poor centre discipline before Year 2000. 

Very often, staff and inmates were of the same gang because of their common 

background. Beating illicit drugs within the “S Centre” was doubly difficult.

Culture and institutional change

While strong culture can be a stumbling block for institutional change, it can 

also be turned into a positive if properly nurtured and cultivated. From staff feedback, 

it was noted that the gradual positive change of the institution emerged only when the 

change of institutional culture took place. As one respondent reported that the change 

of culture made demand on staff in terms of a change of values, attitudes and 

behaviour. Nevertheless, staff resistance was gradually converted to staff support 

ushering in a period of complete change of the institution’s cultural landscape 

(Individual Interview summary, p.18).
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1 he data obtained suggests in the process of change, particular emphasis was 

placed horn the start on cultural change at the “S Centre”. This emphasis was 

repeatedly reflected by respondents in their reports and questionnaire returns, as is 
shown in Table 4.1 below.

The first sign of a positive cultural change of the institution after 2000 as 

agreed by most respondents was the institution’s physical environment. As hinted in 

the data, the much improved physical environment of the institution gave residents a 

clear signal that the institution was moving forward and that they were confident in 

controlling the environment by themselves. This was a big contrast with the residents’ 
laidback living style of the pre-2000 “S Centre”.

Table 4.1

Respondents_reports on positive change of cultural elements (see also note 4-1)

Aspects of change *No. of 
descriptions Substance of change

Physical
environment -general 14

i.e. Residents preferred a clean & healthy 
environment that inspire better behaviour and 
conduct.

Values and attitudes 10 i.e. residents became more positive in working 
attitude, behaviour and respect of codes

Positive institutional context 10
i.e. Residents became desirous of an inspiring 
environment, a peaceful and harmonious working 
climate

Artefacts and common 
behaviours 9

i.e. Visible things and human behaviours within 
the institution became more in tune with society’s 
expectation

General belief/assumptions 
and stories

7 i.e. residents’ thinking and belief became in line 
with the society.

*Total number of respondents (Focus Group, Individual interview & respondents to survey 
questionnaire) was 41, including 29 who responded to the two open-ended questions in the survey 
questionnaire.

Second came the value and attitudinal change of residents, alongside the 

positive change of institutional contexts. Whereas the former signified the turnaround 

of change of institutional culture, the latter highlighted the preference of residents to 

creating a harmonious working environment for promoting work efficiency. This was
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seen as a breakthrough in light of the strong sub-culture that cherished the old climate 

of slow pace of work and a status quo.

Artefacts and common behaviours were also reflective of the positive change of 

culture in the post-2000 years of the “S Centre”. With the gradual disappearance of the 

triad related murals and slogans, staff and inmates became more respectful of centre 

codes. This was seen as a major factor that explained the low incidence of destruction 

despite the strong resistance to change.

There were also repeated descriptions about staffs belief, assumptions and 

stories. Again, the data obtained reflected that resident were more in tune with that of 

the mainstream society in their thinking. For example, abiding by the rule was 

gradually recognized as a matter of course, and the concept of 'no pain, no gain’ was 

generally accepted by the resident population.

Summary of answer to Question 3

In summary, the research instruments gave substantial data suggesting the close 

association between culture and institutional performance. It also hinted that the 

continual existence of poor sub-culture affected adversely the progress of the 

institution, that is, institutional development. At the same time, the successful 

institutional change that took place after 2000 appeared to go hand in hand with the 

positive change of staff culture through the change programme initiated by the new 

leader. The study of how culture within an institution can be changed positively is 

therefore important. This issue is further explored in the answers to research question 5 

and 6.

Research Question 4:

How does leadership style impact on institutional change and what is the role of 

leadership in meeting challenges of change resistance in an organization?

While past literature suggests the profound impact leadership could have on 

institutional efficiency, Research question 4 is to find out through careful analysis of 

data how and in what exact circumstances leadership affects institutional performance. 

To examine the transformational nature of institutional change, the present analysis of
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leadership characteristics was designed to look into two groups of data and examine 

how they contributed to enhancing the leader’s impact. The first group concerned with 

the leader’s professional knowledge and skills, whereas the second was related to 

personal attribute of the leader.

As concerns the leader’s professional knowledge and skills, DuBrin’s (2007) 

suggested list of transformational leadership qualities was applied to the analysis. The 

list included ‘vision’, 'interpersonal relationship’, ‘development of staff, 'support for 

staff, ‘empowerment’, ‘innovative thinking’, and ‘sound moral reasoning’ (p.86). 

Added to this was ‘competence’, as was recommended by Daft & Lengel (2000).

Regarding the second group - personal attributes of the leader, the reviewed 

past literature in Chapter 2 has well documented that they associated closely with 

leadership effectiveness. For example, Scott (1999) argued that effective leaders need 

something extra personal attributes relating to their stance towards change, work and 

the people who populate it (p. 148). Tengel and Daft (2000) found six requisite 

elements for successful leaders (p. 20); and more recently, DuBrin (2007) also 

suggested an inventory of nine qualities for transformational leadership (p. 87); and 

some others - for example, Cochren s (1995) suggested leadership ability to confront 

pressure and difficulties; Deal and Peterson’s (1999) contended will to take risk; and 

Duck’s (1993) assertion in leader’s communication skills.

Among all the above theories and contentions, five attributes were seen to have 

created an impact on leadership effectiveness of the institutional leader at the study site. 

The first was ‘charisma’ picked from DuBrin’s transformational leadership quality list. 

Three were quoted from the leadership inventory of Fusion Leadership’ espoused by 

Daft & Lengel (2000), comprising ‘heart’, ‘courage’, and 'integrity’. The last attribute, 

‘democratic style of leadership’, was purposely added by the researcher in 

consideration of its frequent quotes by the respondents.

Before going into the details of the leadership analysis, it is useful for readers 

to take note of the three broad features of the “S Centre’' reform starting 2000, namely: 

a) the continuous change despite strong resistance; b) an exceedingly fast pace of 

change in a relatively short span of time; and c) the transformational nature of the 

changes instituted. These features are highlighted because they serve as a reliable
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platform from which the quality of leadership in question can be debated. Precisely, 

these features reflected to a large extent both the quality of leadership and the character 

of the leader who orchestrated a change of an enormous size at an amazing speed in an 

unfamiliar environment dominated by a culture that favoured a status quo.

1. The continuous change despite strong resistance

That the change in Year 2000 met with strong resistance fuelled by 

unfavourable institutional culture has been clearly described in answer to Research 

Question 3 previously. What seems relevant to leadership here was the fact that the 

change programme did not stop, nor compromised, in the face of fierce resistance. 

Rather, the change programme continued under the determined drive of the new leader. 

As a report revealed:

“The superintendent has not ever swayed his change policy despite the 

resistance from some revolt staff in the initial stage of the change

process.................... the revolt force lost their support as staff observed

that these staff started the campaign for no noble cause ” (Focus Group 

summary, p. 20).

2. Change at an exceedingly fast speed and in a short span of time

Although not in a smooth fashion, the institutional change at the “S Centre” 

after 2000 proceeded at a surprisingly fast speed, with positive results seen within a 

short period of time. To many staff and inmates, the phenomenon was regarded as a 

surprise in light of the undisciplined state of the centre and strong resistance to change. 

As one staff reported, “The improvement I found within a span of a few months really 

shocked me. They (the pre and post 2000 centre environments) were two different 

worlds” (Focus Group summary, p.3).

3. The transformational nature of the changes instituted

The scope and pervasiveness of the year 2000 reform was thoroughly discussed 

in answer to Research Question 1 and need not to be repeated here. What deserves 

readers’ attention is the process through which the majority of stakeholders consented 

to follow the leader’s change direction. Although there were conflicting interests
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between the change party led by the leader and the resistance force whose members 

voted for status quo, no physical violence or collective serious breach of discipline 

happened throughout the entire change process. And above all, the change experienced 

an exceptional speed and intensity, touching almost every aspect of the institution from 

the institution’s value, internal structure, to systems of operation and stakeholders’ 

welfare.

As the data hinted (Focus Group summary, p. 15; Individual Interview 

summary, p.5, p.ll, p. 14), the scale of change demanded not just the single effort of 

the institutional leader, but required the consensus of the majority of all stakeholders. 

Evidenced from the data, the creation of a new vision by the leader was but the first 

step to start off the institutional change. It was the leader’s subsequent successful 

engagement of communication with staff and inmates through an open, transparent and 

uninterrupted system, formal or informal, that led to the ‘buying in’ of stakeholders 

during the change process. It was this communication system that made possible the 

free flow of information between the leader and followers, including the leader’s 

vision and personal values and the feedback of staff and inmates that enabled the 

leader to make accurate policy decisions. As was seen, success of the change emerged 

only when the majority consensus within the institution was transformed into active 

personal commitments of individual inmates and staff to the cause of change initiated 

by the leader. While it was obvious that the change started with and powered by the 

new leader, the leadership factor clearly appeared to be crucial to the study of change 

in the present research. Related data are presented and elaborated in the ensuing 

paragraphs.

The ‘leadership’ factor

The following examines how data in the present study supports past literature 

and the foregoing discussions that the leader plays a decisive role in the change of an 

institution. As shown in Table 4.2, over 90% of the respondents in the survey agreed 

that the change was mainly driven by the leader in the “S Centre” in 2000.
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Table 4.2 The leader’s role in driving force of change

Mainly driven by leader after 2000 Frequency Percentage

Disagree 1 2.27

Undecided 3 6.81

Agree 40 90.9

Total staff respondents 44 100

(Respondents’ report - questionnaire survey N=44)

The data further suggested that change in the “S Centre” after 2000 mainly 

derived its initiation force from the institutional leader rather than pressure from 

outside, such as the Board of Directors as in the case of the pre-2000 (see Table 4.3).

Table 4.3 The most important factor driving force of change (N=44)

Most important factor to cause
change

Before 2000 After 2000

Freq % Freq %

Management’s direction 37 84 2 4.55

Inmates’ pressure 2 4.55 1 2.27

Public pressure 3 6.81 1 2.27

Institution Leader 2 4.55 40 90.9

Total 44 100 44 100

Data also suggested that the vast reform of the institution was not an accident 

but mainly the result of the initiatives taken by the institutional head himself, as is 

explained by the following report:

“My opinion is that success of the present change is not accidental at all.

As 1 have seen, the superintendent never stops trying to find ways to sell

his ideas, belief, visions and moral philosophies.................. The

successful change was merely the result of the superintendent’s
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exceptional zeal leadership skill, vision and commitment to mission 

(Focus Group summary, p. 12).

There were many other accounts of the respondents describing how a new 

leader brought change and new life to the institution. The most significant indications 

were from the individual interviews where all the five respondents separately gave 

leadership as the top and foremost factor responsible for the change, with four giving a 

100% and one suggesting complete reliance on the leader’s leadership quality 

(Individual Interview summary, p.3, p.8, p.ll, p. 13, p.16). The same observation was 

made in the focus group discussion. The conversation quoted below served well to 

highlight the relationship between leadership and institutional change:

Q: What about if the change of the macro environment also plays a part 

in the change of the “S Centre ” in 2000?

A: “I don’t think so. Throughout the past decades, the numerous changes 

in the outside environment had failed to impact on the centre 

environment. It vi>as only when the superintendent came in 2000 that 

changes in culture began to emerge. I think if no one was to exert the 

push for the cultural momentum, there would not have been any 

change at all. ”

(Focus Group summary, p.6)

Within the focus group and individual interviews, there were ten descriptions 

suggesting the significant role played by the new leader in the entire the S Centie 

change process. The answers in the open-ended questions in the survey questionnaiie 

further triangulated this finding. Two salient examples were:

“ / think the superintendent has been playing the role of a ship captain.

He was also the vanguard of the change ” (Q/A/21/1).

“The new leader played the role of a change agent. He orchestrated the 

change of culture, people s thinking, service attitude, buildings and 

facilities, and inmates ’ attitude towards drug rehabilitation ” (Q/A/26/1).
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So far, the answer to Question 4 has suggested two main observations: that the 

institutional change of the “S Centre’' after 2000 was fast and pervasive; and that it 

relied substantially on the driving force of the institutional leader, in overcoming 

resistance to change and in pushing forward with the change programme. The second 

part of the answer then focussed on presenting data related to what made the leader 

effective in his change strategies that transformed the entire institution within a short 

span of about six years.

Quality demanded of the leader

This section helps explore the leadership qualities associated with the 

institutional change in the “S Centre”. These leadership qualities at the same time 

contributed to explaining how and why the new leader succeeded in overcoming the 

obstacles and resistances that lay ahead in the reform road. It would also be of 

academic interest if the analysis would suggest whether the techniques and change 

methods employed could be replicated and applied to similar institutions and situations. 

As mentioned in the introductory paragraphs of this section, the presentation of data to 

follow is divided into two main groups. The first investigates the knowledge and skills 

of the leader required of the position in his professional area. The second group studies 

data related to personal qualities that might have facilitated the leader to accomplish 

the job with efficiency.

Group 1 Data - Leader’s professional knowledge and skill

Table 4.4 below depicts some leadership qualities commonly quoted by 

respondents in the present research. While staff generally identified the leader as the 

change agent driving the change, they nominated leader attributes across a wide list of 

inventory. Following DuBrin (2007, p.86), these attributes were subsumed under eight 

items for analyzing attributes of transformational leaders (4 2\ as are shown in Table 

4.4, ranking in order of the most mentioned in staff feedback.

Details of staff feedback on leader’s attributes are as follows:

137



Table 4.4 Themes of leader’s knowledge and skills

Breakdown of factors * No. of 
descriptions

Meaning in contexts of the “S Centre”

Vision - Leader’s ability to achieve 
shared vision through an effective 
communication system

29
To convey a new set of values (to build a 
drug-free institution with quality service) 
to guide and motivate staff and inmates.

Empowerment - leader’s ability to 
involve team members in decision
making.

13
Leader’s support for democratic and 
participative management.

Staff development - Leader’s zeal 
and ability in promoting staff 
development

13
Leader to take time to encourage the 
personal development of their staff.

Interpersonal relationships - 
Leader’s ability to create harmony 
within centre and win support from 
stakeholders

12

Leader displayed high score in emotional 
intelligence. Leader gaining trust and 
respect of staff and inmates, and is able to 
create a harmonious working relationship 
within the institution.

Supportive leadership - leader 
giving positive feedback to 
members and recognizing 
individual achievements.

11

Leader encourages development of staff 
and puts words into action by organizing 
training and development programmes for 
staff to prepare them for personal 
development and advancement.

Moral reasoning (4‘3) - Leader’s 
decision guided by moral 
considerations

11

Leader’s decisions are based on objective 
moral standards, or in line with the 
collective thinking. This seems to be 
important in human service industry 
where compliance to moral codes is a 
hidden power to guide human behaviour.

Competence - Leader’s technical 
and interpersonal knowledge and 
skills.
(Also is one of the five key 
dimensions for measuring 'trust’ of 
leaders (Robbins and Judge &
Judge 2007, p.392).

10

Leader’s professional knowledge and 
experience in drug treatment and 
rehabilitation, and in dealing with 
hardcore addicts requires.

Innovative thinking - leader’s 
ability to develop innovative ways 
to improve efficiency.

9

Leader’s ability to innovate ways to 
improve the centre’s performance and 
remedy shortcomings. Also includes the 
leader’s ability in giving challenging 
assignments to staff.

* Total number of respondents (Focus Group, Individual interview & respondents to survey 

questionnaire) was 41, including 29 who responded to the two open-ended questions in the survey 
questionnaire.

(Source of inventory: Adapted from DuBrin 2007, p.86)
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Vision

Vision is important, as was evident in the highest quote among other attributes 

by the respondents. A shared vision changes people’s relationship with the company 

and creates common identity (Senge 2005). From the data, it was shown that the new 

leader started his idea of change by articulating new visions of ‘a reinvented decent 

culture’ (wiping out of bad culture) and ‘creation of a drug-free community in the 

centre’ (Focus Group summary, p.20; Individual Interview summary, p.16). As these 

were morally sound and aligned with the purpose of the institution, no objections were 

raised by inmates and staff (see quote below) despite some staff doubted its chance of 

success and some others worried that the change programme would harm their vested 

interests.

“The new vision of having the “S Centre ’ to become a ‘drug-free 

community ’ and to have its 'bad sub-culture ' cleansed is well taken and 

shared by the majority of staff and inmates” (Individual Interview> 

summary, p7).

In ensuring staff and inmates share his new vision, the leader adopted a new 

strategy for promoting his idea of change, values and beliefs - enhance communication 

with stakeholders. Through intensive staff training programmes and increased personal 

contacts with inmates in informal gatherings and meetings, sport and recreational 

activities, the leader established rapport with both staff and inmates. These 

communication programmes in turn effectively sent his message directly to all 

concerned, hence at the same time avoided possible misunderstandings or distortion of 

meanings otherwise delivered by staff agents. As one respondent reported this:

“Mr. X (the leader) always took initiatives to communicate with us, the

bridge between him and staff quickly established.......very often, he

visited each house, stayed there for barbecue gathering, cultural and

recreational activities together with inmates..... this, as I have observed,

is very effective in motivating them for a positive change. All these were 

not seen before 2000 ” (Individual Interview summary, p. 17).
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Meanwhile, it seems useful here to elaborate the meaning of the term 'shared 

vision' in the context of the present study. Like most commercial or non-government 

organizations, the “S Centre” in its pre-2000 years also had clearly stated visions (see 
note beiou) gut apart from fulfilling stereotyped programmes and routines, staff and 

inmates did not bother much if these visions had ever been realized.

In the case of the “S Centre”, in fact, what really makes visions work and 

meaningful is but the stakeholders’ mutual support of the true meaning of the term by 

treating themselves as part of the organization. As Daft and Lengel (2000) contend, 

this situation gives effect for a shared vision in positively changing people’s 

relationship with the organization. A 'shared vision’ creates a common identity and 

allows each staff to think in terms of the organization. It then becomes the common 

thread connecting people and involves them personally and emotionally in the 

organization (ibid, p.95). Implicit in the shared vision, therefore, is the ability of the 

leader in effectively conveying such message to all stakeholders and in committing 

them to fulfil the vision.

Meanwhile, as communication makes sense of 'shared vision’, data analysis of 

the present study suggested an obvious difference in the leader’s approach in dealing 

with communication matters. While the pre-2000 leader followed much of the 

traditional top-down approach, the post-2000 leadership took a proactive stance, with 

the leader initiated to make personal contacts with staff and inmates during both formal 

and informal sessions. Table 4.5 summarizes the findings of comparison of the two 

leadership styles in regard to their approaches to “communication’.

Note: According to SARDA’s annual report (SARD A 1990-99), vision of the “S Centre” was 

two-fold: i) To provide internationally renowned voluntary drug treatment and rehabilitation 

services at all drug abusers; and ii) To work towards creating a drug free community by 

promoting preventive education.

140



Table 4.5 Comparison of leader’s communication style and its impacts on 
leadership effectiveness - Pre-2000 vs Post-2000

Aspects of 
comparison

Leader’s communication 
style in Pre-2000 regime

Leader’s communication stvle in 
Post -2000 regime

Flow of 
communication

Mainly top-down & 
uni-directional

(Individual Interview summary, 
p.9)

Multi-directional/including
Bottom-up

(Individual Interview summary, p. 10)
Multi-channel -

Means of 
communication Instructions- written or oral written or oral

(Individual Interview summary, p. 9)

Communication
platform

Formal meetings at 
office/training rooms

Formal meetings plus informal 
meetings/ gatherings at all 
frontline locations.

(Individual Interview summary, p. 10)

Source of 
feedback Formal consultation meetings

Formal consultation meetings 
plus informal gatherings and 
personal contacts with the leader

Reception of 
inmate/ staff 
feedback

Fixed frequency according to 
official schedule (therefore 
low)

(Focus Group summary, p.89)

Extra feedback obtained by 
leader in making non-routine 
visits to frontline posts and 
locations

(Individual Interview summary, p. 9)

Chance of

leader receiving 
accurate feedback

Feedback from officials is 
mostly stereotyped and 
feedback from frontline is 
mostly superficial in nature

(Individual Interview summary, 
p.9)

Better chance to obtain genuine 
feedback from below due to free 
flow of communication in 
informal contacts with the leader

(Individual Interview summary, p.3)

As indicated in Table 4.5, whereas the pre-2000 leader was seen as autocratic 

who did not put emphasis on communication (Focus Group summary, p.8; Individual 

Interview summary, p.9), the leader in the post-2000 years strived hard to improve 

internal communication by investing extra efforts in off-duty hours and by making 

frequent direct informal contacts with inmates to the disregard of his position 

(Individual Interview summary, p.3). He also tactfully used his story telling skills to 

facilitate his preaching of personal beliefs, values, and new visions (Individual 

Interview summary, p.9). By shortening the power distance between the institutional 

leader and the grass roots, this new approach facilitated the leader in building his 

relationship with the inmates, and in bringing his message to all corners of the
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institution (Individual Interview summary, p. 17). The following three quotes from 

respondents’ reports made this situation clear:

“......The superintendent did not care about his status and displayed an

approachable posture to everybody....set multiple platforms to smooth

up his communication with both staff and inmates........Others included

various kinds of cultural activities, barbecue counselling gatherings. 

These are effective communication channels for inmates. All these are 

not known before the new superintendent came ” (Focus Group summary,

p.10).

“Through these (communication programmes) activities, I have 

observed that the centre atmosphere continued to be harmonious, open, 

and democratic. Every inmate seems to have a share in the centre. This

is a stark contrast with the leadership style before 2000...... ”

(Individual Interview summary, p3).

“/ think staff in-service training development is very useful ....these

trainings, monthly, weekly and in informal hours form an effective 

channel for us to learn, exchange ideas, and communicate both with 

seniors and colleagues” (Individual Interview summary, pi 4).

Empowerment

Empowerment is concerned with the leader’s willingness to give away his 

power to the staff or clients. In the present case, it meant entrusting and empowering 

staff and inmates to fulfil their respective functions. A salient example in the new 

regime of the “S Centre” was that all staff were encouraged to contribute opinions to 

the management for decision making. Another example was that house leaders were 

entrusted with the responsibility of writing conduct and behaviour reports (4'l) of the 

inmates under their charge. As this had never been enforced in large scale in the 

history of the “S Centre”, probably due to the fact that most of the operations staff 

were ex-inmates having low education standard and unfavourable sub-culture (as has 

been explained in Chapter 1), it was seen by staff as a major policy change that 

implicitly raised the status of frontline house leaders.
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The change in management style by entrusting these staff with heavier 

responsibilities by the new leader was on the other hand regarded by staff and inmates 

as both venturous and bold. As one respondent mentioned, “The leader has done a

very difficult and severely challenged job.......You know even most staff ....had the

same kind of background (ex-inmates) ....and bore some of the residue bad cultures” 

(Individual Interview summary, p. 16).

In hindsight, it was exactly with this turn in leadership style after 2000 that the 

centre atmosphere changed from an autocratic one to one that valued staff s 

contribution to decision making. Through this democratic participative management, 

most frontline staff, and inmates too, developed a sense of belonging to the institution 

and felt themselves a part of the larger whole. Many sided with the management and 

defended the change policy. This was one reason why the resistance force against 

never had gained any foothold in the entire change process (Individual Interview 

summary, p. 14; p. 17).

Staff development

Staff development was voted second most important by the respondents in the 

attributes list. The emphasis of it by the new management in 2000 was hailed by staff 

as a great advancement. Before 2000, staff were left on their own in learning 

operational skills as there was no structured formal staff training. From the focus group 

discussion, it was revealed that the rigorous staff development programme instituted 

after 2000 was an essential element that enabled the effective change of values and 

attitudes of staff. This was exactly the element that effectively drove the great leap 

forward for the positive change of inmates in the subsequent years (Focus Group 

summary, p.3). A more vivid description of this is stated below:

“....also important to change..... The foremost is the superintendent’s

priority on staff training and development........ he pushed for an

increased participation of staff in training and development programmes, 

inmates for educational/cultural activities and counselling programmes, 

particularly those organized in informal hours” (Individual Interview 

summary, pi3).
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Interpersonal relations

The ability to establish and maintain mutually satisfying relationships that are 

characterized by intimacy and by giving and receiving affection is particularly 

important for the leader of the “S Centre”. In such a regime that relied overwhelmingly 

on voluntary works and clients’ co-operation, many tasks done were facilitated by 

relations rather than by enforcement, as neither coercion nor transaction of interests 

would work. In the case of the “S Centre”, this involved a long and gruelling process 

of building mutual trust and respect between the institutional leader, the frontline staff 

and inmates. As revealed from the data, the culture in the “S Centre” tended more to 

favour relationships than formal structures. The phenomenon supported Burns’ 

observation that close relationships with staff at all levels of the organization can 

improve motivation, speed of response and information flows (Burns 2008, p.52).

From the data, it was known that team-work in the institution before 2000 was 

lacking, as most staff adopted a work-to-rule attitude. This scene was changed 

drastically after 2000 when the new leader encouraged mutual support among staff by 

valuing collegiality. There was warm leader-member relationship and the whole work 

climate became harmonious. This change was exemplified by the following quote from 

a respondent:

".............after 2000..........there is now adequate resource and tactical

support from the institutional management for staff....... There is good

staff team-work, and our work environment has been warm and 

harmonious ” (Individual Interview> summary, p3).

Supportive leadership

Scott (1999) indicated that the more ideal scenario for change to be successful 

and sustainable is when everyone sees themselves as a leader of continuous change, 

learning and improvement in their own area of responsibility and expertise (p. 147). 

While staff development is important for everyone to develop as leaders, this 

development requires infrastructure and resources. As the present case showed, the 

building up of a culture for continued learning and development, a culture that valued 

loyalty and commitment, and a work climate that facilitated team-work and
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participative decision-making, constituted a strong base for developing the change 

programmes. The following extract supports this notion:

“The leader encourages us to take the initiative for improvement. He

empowers us to take positive steps ........... entrusted us with the

authority ..... and to participate in the entire decision making

process.........staff now have a much greater sense of belonging and are

confident to discharge their duties ” (Focus Group summary, p. 12).

Moral reasoning

DuBrin (2007) found in a study that leaders perceived to be transformational 

were altruistic and scored high on ‘moral reasoning’ (p. 87). That is, the leader makes 

decision tor a moral purpose and with an ultimate aim for the general benefit of the 

group at large. There is evidence that this observation is valid in the present case. 

According to staff observation, the new leader was extremely cautious in deciding his 

course ot action, as any mistakes would be picked and amplified by the resistant staff 

for counter-actions. I hroughout his tenure, in fact, the leader persistently displayed 

positive qualities in aspects of integrity, diligence, humility, and willingness to 

consider the common good. As observed, it was these personal qualities that won him 

the support of the majority of staff in countering the resistance force in the change 

process (Individual Interview summary, p,18).

Analysis of data further revealed that ‘moral reasoning’ gave cause for the 

marginal staff to side with the leader on the excuse that they only pursued a cause for 

the benefit of the whole inmate community, not ‘shoe-shining’. This was also reason 

why inmates and, and even staff, felt free to join the change force without fearing 

reprisal from peers.

Competence

Most inmates were ex-criminals who were sophisticated people possessing 

ample social experience and wit. When reason and tact rather than authority and power 

were preferred within the institution, the leader’ skills were always tested. Respondents 

generally regarded drug treatment centre a very special type of institution that required
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unique professional competence to manage. In this, the data suggested that the new 

leader possessed good confidence in pursuing institutional change in 2000 because of 

his profound knowledge and operational skills in tackling problems within the 

institution (Focus Group summary, p.9, p. 20). Without this, the change programme 

would have come to a halt because of the numerous daily challenges from these 

sophisticated individuals.

Innovative thinking

Innovative thinking reflects the leader’s ability to innovate ways to improve the 

centre’s performance and remedy shortcomings. Here, data revealed another reason 

accounted for the quick change in staff performance - the new management s efficient 

administrative structure. After 2000, there were clear guidelines and criteria for staff in 

regard to programme implementation, codes of conduct, promotion, obligations and 

responsibilities. There were then objective standards for evaluating and appreciating 

work performance, as contrasted with the pre-2000 practice which depended much on 

the leader’s whims and pleasure (Individual Interview summary, p. 8).

An example of innovative thinking was that instead of working on the routine 

programmes, the leader directed his energy on improving the cultuie ol the institution. 

There were new programmes and activities targeted on converting the values and 

attitudes of staff and inmates, including additional counselling opportunities in the 

form of barbecue and dinner gatherings, sports and recreation, music groups and 

informal talks. Data suggested that it was only after the positive change of residents’ 

culture that improvement in institutional efficiency was seen (Focus Group summary, 

P-6).

Group 2 data - Personal qualities required of the leader

As with the professional skills identified in Group 1, there were other special 

personal qualities regarded by respondents as essential elements that facilitated his 

implementation of change, as was evident in decisions taken by the new leader. In the 

present case, some were personal and dispositional qualities of the leader. These 

observations were largely in line with the attributes for transformational leaders as 

identified by DuBrin (2007), and with Daft and Lengel’s (2000) 'Fusion Leadership’
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as explained earlier. Table 4.6 shows four of these essential attributes adapted from 

these two concepts.

Table 4.6 Major observed themes of leader’s personal quality

Breakdown of factors
No. of

descriptions by 
respondents*

Meaning in the contexts of the k‘S Centre”

Leader’s charisma 16

Leader being able to gain respect of staff, 
having an impact, control and influence of 
centre affairs. It naturally includes commitment, 
energy and zeal in the contexts of the present 
study.

Heart 14

Leader showing care and concern to staff and 
inmates, being dedicated and compassionate and 
able to create warm relationships within the 
institution.

Moral self 10

Leader’s good personal behaviour and integrity, 
including his being able to lead by example and 
perform as a moral compass of the institution.

Courage 8

Leader’s determination to go outside the 
traditional boundary and comfort zone, to take 
risk and to lead for new developments, for 
example, the promotion of new values and 
institutional culture.

* Total number of respondents (Focus Group, Individual interview & respondents to survey 
questionnaire) was 41, including 29 who responded to the two open-ended questions in the suivey 

questionnaire.

The leader’s dispositional attributes

The term 'charisma’ is drawn from DuBrin’s (2007) description of 

transformational leaders, whereas heart’, 'moral self and courage are borrowed 

from Fusion Leadership’ of Daft and Lengel (2000). Heart here denotes caring and 

compassion, the positive feelings and emotions that underlie connections and 

relationships in the workplace (ibid, p.21). As leaders increasingly emphasize 

relationships, the heart qualities are most helpful in turning resistance into positive 

forces driving for the institutional change. 'Courage’ is the leader’s motivation to step 

outside the traditional boundary and comfort zone, to take risks, to lead and to rise to 

new challenges. Courage, as it is evident in the present case, was an essential element 

that gave the leader the necessary impetus to take calculated risks for change in an 

unfamiliar setting. The meaning and effects of these attributes are reflected further in
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the ensuing paragraphs. Each is evidenced in different decisions made by the leader, 

but also in the way in which decisions are made. The work of Daft and Lengel (2000) 

emphasizes that these qualities are observable in behavioural terms. This observability 

is referred in the comments of the interviewees.

The leader’s charisma

This is the most voted element among the four leader’s dispositional qualities. 

Charisma denotes charm of the leader in impacting, controlling, or influence over 

another person. In the present case, however, charisma of the leader was found 

man-made and self-built vis-a-vis the leader’s quick adaptation to the new setting. As 

this is seen as one of the most important personal qualities leading to the success of the 

change leader, this factor will be more thoroughly discussed in answer to Research 

Question 6.

From the data, it was suggested that the leader’s charisma was evidenced in 

decisions made by the leader, in particular those that showed: i) the leader's personal 

commitment to the organizational goal, ii) zeal and energy, and iii) problem shooting 

and interpersonal skills, as are described below:

i) Commitment to organizational goals

There was substantial data suggesting the tremendous enthusiasm of the leader 

in accomplishing the organizational missions (for example, Individual Interview 

summary, p.4, p.l 1, p.13). While in work, the leader never stopped in producing new 

ideas for improvement and attaining positive cultural reform. As loyalty is a virtue, the 

leader set a good personal example for all. One quote from the Focus Group is 

supportive of this - “As I have seen, the leader never stops in finding ways to sell his 

ideas, belief, visions, and moral philosophies.... The successful (institutional) change 

was merely the result of the new leader ’s exceptional zeal, leadership skill, vision and 

commitment to mission. ” (Individual Interview summary, p.l2).

ii) Zeal and energy

Respondents observed that the new leader not only possessed good persuasion 

skill, but also had inexhaustible energy and zeal to bring his message across the wide
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audience and convince them to buy in (Focus Group summary, p.l2.) It was the 

co-existence of these qualities that enhanced the effectiveness of his change plan. As 
one report mentioned:

My impression of the superintendent is that he is a man never deplete

of energy......... He organizes extra-curricular activities, including talks

and counselling in informal hours and..........  He is a workaholic and

works very often from morning till 2300 hrs. on a working day” (Focus 
Group summary, p. 9).

iii) Problem solving and interpersonal skills

The data suggested that the leader was one who had special talent and skill in 

solving operational difficulties related to drug rehabilitation, as was reported by a

respondent, “......... his (the leader’s) success depends on a variety of personal

qualities including energy, dynamism, drive, professional knowledge, guts to meet 

challenges and overcome difficulties ” (Individual Interview> summary, p.l3). Evidence 

also showed that the good conversation skills and persuasive powers of the leader also 

had facilitated the gaining of support and co-operation of staff, as is supported by the 

statement, “He (the leader’s) possesses good convincing power whenever he talks to

staff or inmates.......... He taught us ci new management mentality in which we staff can

work and co-operate smoothly ” (Focus Group summary, p. 7).

Once again, the above supported that charisma was not born but developed 

rigorously by the leader through a process of considered decision making.

The 'By heart approach’

While ‘care' and ‘concern’ are two buzz words in the drug treatment industry, 

it is the way how effective this is carried out that is important. What really makes sense 

is that good intent must be felt by the receiving end. This notion was especially 

important in the “S Centre’* as close interaction between the management and the 

clients was seen to have helped create centre harmony and client satisfaction. 

Respondents were particularly impressed by the leader’s exceptional ability to 

remember most names of more than two hundred in-centre inmates. This was one
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concrete gesture that proved the deep attention the leader had paid to his clients 

(Individual Interview summary, p. 17; Focus Group summary, p.8).

The 'Heart5 dimension in fact was widely noted in the data. In the present case, 

it was evident that the leader’s charisma was enhanced through his 'by heart approach’. 

One example showed this precisely, “He (the leader) did not mind about his

status,....he kept the power distance short..... he w>as able to spell out the names of

every of us, and our background. That showed he was really concerned of inmates. He 

treated us as humans indeed’’ (Individual Interview summary, p.l 7). A charismatic 

person touches the inner of his people. This was in line with Daft & Lengel (2000) 

who asserted that “Fusion leaders’ operate on instinct because they are in touch with 

it”(P. 115). In doing so, the leader’s intention to be emotionally connected with staff 

and work was clear.

This “by heart” approach in fact also conformed to transformational leadership. 

According to Schuster (1994), the transformational leader affects the followers’ 

thinking by appealing to hearts. He or she creates a relational context that motivates 

the followers to act on their own behalf and for the needs of others. The leader relates 

to the development needs (Popper & Zakkai 1994), their deeply held values (Mink 

1992), and their needs for respect and caring (Dixon 1998).

The leader’s moral self

The role model of the leader was generally regarded by respondents as an 

important element in convincing the staff and inmates to share his view. In the “S 

Centre’Y case, the leader’s positive image facilitated much his initiation of the change 

programme. Apart from this, respondents observed that the new leader served as a 

moral compass for the institution, and both staff and inmates looked upon him as the 

guide for moral codes and behaviour (Focus Group summary, p.7).

The moral self of the leader also facilitated his push for good conduct and 

behaviour of his staff and inmates. As observed, it was such constant demand on staff 

to set good moral examples to inmates that contributed to the rapid change in 

institutional culture after 2000. As the data showed, it was also this positive change of
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institutional culture that effectively marginalized sub-cultural behaviours and gave 

chance for new values to gain foothold (Focus Group summary, p.3).

Leader’s courage

Courage for change leaders is about his or her determination to confront 

pressure and difficulties in order to manage change effectively (Cochren 1995), and the 

will to take risk (O’Brien 2002). Courage in the present case meant the struggle and 

willingness of the leader to put in long hours, endure pain, and overcome obstacles and 

repeated rejection. According to respondents’ reports, the continuous change of the “S 

Centre” after 2000 was not the result of a natural evolution. Rather it was a man-made 

process powered mainly by the new leader’s efforts. Considering the difficult contexts 

of the research site, the attribute of ‘courage’ of the leader is easily understood, as, 

without this, there could have no change attempt at all.

Without any guarantee of success, the leader’s decision for change was in 

hindsight a bold and precise one, particularly when the change took place in a new 

environment not favourable to change. Viewed from this, courage is context specific. It 

was evident from the data that staff appreciated the leader’s courage to accept the 

change challenge and protect policy consistency in the face of hostile resistance. They 

regarded leader’s courage as an essential attribute contributing to the success of the 

transformation in the post-2000 period (Focus Group summary, p.l5; Individual 

Interview Summary, p. 20). In a way, courage also reflected the leader’s good 

self-confidence and job competence in bringing the change under control.

Summary in answer to Question 4

In summary, the data suggested strong relationship between leadership and 

performance of an institution. In the case of the “S Centre”, leadership in the post-2000 

years went beyond the ordinary meaning of the 'executive head’ of an institution. He 

was the power source and the driver who orchestrated the change and development of 

the institution; he was one who plied between different groups of staff and between 

staff and inmates for co-ordination of institutional policies and problem solving; he 

was the model of behaviour who set the moral compass of the institution; and, more
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importantly, he was one who ensured that efforts were contributed by all members of 

the institution.

Research question 5

How effective are the change strategies as outlined in the general literature, as 

useful drivers of change in a drug rehabilitation centre?

In line with the past research on managing change which focused mainly on 

three areas, namely: a) the process of change (Lewin 1951; Kotter 1995; Robbins and 

Judge 2007) ; b) the organizational context (Schein 2004; Woodman and Dewett 

2004)); and c) the change agent (Burn 1978; Halperin 1981; Bartunek 1984; Tushman 

and Romanelli 1985; Lunenberg and Ornstein 1991; Cochren 1995), the following data 

are presented in this stated manner to facilitate analysis and discussion in the final 

chapter.

1. The change process

The data suggested that the “S Centre’' 2000 reform was by design rather than 

by accident or evolution. In reference to the reviewed literature, the data emerged from 

the study can be analyzed under three main dimensions: namely: a) the change process, 

that is; successful institutional changes go through phases and proceed incrementally, 

consolidating one phase of change before going to the next; b) the non-linear path of 

institutional change; that is, change is complex and difficult, with greater changes 

entailing more time to succeed; c) the resistance to change; that is, people are 

inherently resistant to change. Greater change would expect greater resistance. These 

dimensions are elaborated below:

a) Change through phases - The planned change in the “S Centre” in 2000 was one 

that went through different phases. This has been described thoroughly in the 

answer to Question 2 about the process of change in a closed institution and is not 

to be repeated in detail here. But it should be reiterated that the change did display 

a change pattern that showed distinct features exclusive to each phase. In general,
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this pattern is in congruence with Lewin’s (1951) Three-step model, which 

consists of the ‘unfreezing’, the ‘movement’, and the ‘refreezing’ phases.

The data showed the leader began his change plan first by testing the degree of 

acceptance by staff and inmates of a new management mentality that stressed staff 

communication, teamwork, mutual help and respect. This was manifested in 

regular meetings between the top management with staff and inmates, enhanced 

staff in-service training and increased opportunities for staff to participate in 

decision-making and to take up heavier responsibilities. Having established 

himself in the new setting, he went on to push for the reform but met with strong 

resistance. The employment of effective strategies ensured success in gaining 

popular support for the change and in winning over the resistance force. There was 

a strong emphasis on developing staff, converting both their job skills and culture 

to a new level that harmonized with the expectation of the society. This paved the 

way for consolidation of the reform in the final stage, as evident in the following 

quote:

“Both staff and inmates have changed their values and attitudes 

considerably since 2000. People gradually discarded the old bad habits

inherited from the times in the former era...........  The new leader was

determined to institute a new culture......... This changed everybody,

included me” (Individual Interview summary, p. 15).

b) Greater change, Greater difficulties

While literature points to the fact that most institutional changes go through 

different stages (Robins 2007: 581), and that the more extensive ones require 

longer time to succeed (Coutts 2000), the year 2000 reform in the S Centre did 

not seem to have followed the second observation. It was very fast in spite of its 

great intensity and wide scope, as was described by one respondent:

‘‘In fact, the speed of improvement in the centre after 2000 has reached 

a point that shocked recently retired staff who revisited the island 

afterwards. The same is with the centre prestige ” (Individual Interview; 

summary, p.l 1).

153



Apart from the 'speed' element, the analysis, however, has found that greater 

change truly invited greater obstacles and, hence, greater difficulty for success, as 

has been described earlier in this chapter in answer to question 3, particularly in 

relation to the unfavourable sub-culture that long existed in the institution. The S 

Centre” reform in fact met with huge resistance from all sides at the inception of 

the change policy in Year 2000. It was only with the management s effective 

strategies that staff support was won back and resistance diffused.

c) Resistance to change

Past literature has well documented resistance to change in all change processes. 

Numerous writers such as Alfonso, Firth, and Neville (1975), Cochren (1995), 

Hanson and Mark (1991), Gustafson, and DeMarie (1994), Regar, Mullance, 

Zander (1961), and Schein (1992, 2004) have warned change leaders of the issue. 

The present study found no exception of these past findings.

Specific to the research site, however, was that the resistance in the S Centre s 

post-2000 change was extraordinarily rigorous and at times almost went out of 

proportion. There were threats and pressure thrust upon the new leader by the 

resistance force, which initially attempted to force him to make compromise on 

the scope and intensity of the change, but soon developed into a collective 

anti-authority force intended to oust the new leader completely (Focus Gioup 

summary, p.l3). This point has been discussed in Chapter 2, section 4.

On the other hand, past literature also has suggested strategies for overcoming 

resistance, stressing, for example, on the importance of giving management 

support, using collaborative leadership, encouraging staff development, or 

developing visible actions by Kotter (1995); or on the importance of adopting a 

‘soft approach' including education and communication, participation, facilitation 

and support, negotiation, manipulation and cooptation as postulated by Robbins 

and Judge (2007). In hindsight, these strategies were very useful references for the 

leader committed to improving institutional efficiency. But since these aie broad 

strategies, there were difficulties for their application when coming to practical 

situations, particularly one of a unique nature like the “S Centre”.
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2. The institutional context

As mentioned in Chapter 2, some writers have suggested that change can only 

be effected smoothly under a suitable change climate (Deal & Peterson 1994; Fielding 

& Schalock 1985; McLaughlin and Hyle 2001). This is a useful advice to all leaders 

intending to implement a change programme. But what is suitable may need the 

painful thought of the leader. The present study sets a good case for debate. On the one 

hand, the “S Centre” was in a crisis of suffering from a prolonged bad reputation and a 

possible sanction of subvention by the funding body in view of its continued poor 

performance, which meant change was a possible way out. While on the other hand, 

the institution was truly in a chaotic situation that was unfavourable to change.

While in retrospect the change in the “S Centre” did take place successfully, it 

seems that both Cochren’s (1995) conceptual model for change (see Figure 2.4) and 

Scott’s (1999) change management framework (see Figure 2.2) served well as 

reference for leaders determined to take the challenge of change in similar situations. 

The former serves to raise the awareness of change leaders of their role in setting the 

stage for change, including preparing for such conditions as sound leadership, staff 

development and motivation, power and politics and organizational structure; whereas 

the latter effectively advises leaders of the necessity to improve the conditions of both 

the external and internal institutional environment, and the institutionalization of new 

values if to sustain the change.

3. The change agent

That leaders are recognized as change-makers (Boyd 1992a; Cochren 1995; 

Hord & Czerwinski 1991) or agents of change (Bennis and Nanus 1985; Hill, Wise, 

and Shapiro 1989; South Regional Education Board 1999) is widely acknowledged in 

literature. Other writers emphasise the important role of leaders in developing staff 

(Fullan 1982; Joyce and Showers 1987) and in orchestrating major organizational 

change (Clement 1994; McLaughlin and Hyle 2001) and argue for their irreplaceable 

role of management leadership in the complete change process (Clement 1994).

The present study, supported by the data that emerged, is good testimony to all 

these theories. There is evidence suggesting a close relationship between leadership
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and organizational culture, between leadership and resistance, and between leadership 

and organizational change. For example, the institutional leader was highly placed in 

his significant role played in the transformation of the “S Centre” in the years after 

2000. As can be seen in Figure 4.12, the respondents likened the leader to a locomotive 

of a train or the captain of a ship.

Figure 4.12

Staffs Perception of the Leader's role in the Change of 'S' Centre in
2000

40

30
No. of

referrals / 20
decriptions

10

0
Leader played a commendable and Leader played the role as a

significant role locomotive/ship captain, director/head
of state

□ Focus group N-7
□ Individual interview N=5
■ Survey open ended questions= 29 answers out of 44 returned questionnaires

Note: (Repeated quotes counted)

The same data revealed other two major tasks achieved by the new leader 

during the 2000 institutional change: i) improvement of centre culture, and ii) 

successful deployment of change strategies. As can be seen in Figure 4.13, there was 

almost a consensus of opinions from the respondents (N=56) that the new leader was 

able to use tactfully a series of change strategies in improving the various aspects of 

the institution, including more importantly the centre culture, communication with 

staff, structure, staff welfare and development, and team-work. While these strategies 

were much advocated by various theorists and researchers as discussed in Chapter 2, 

the data of the present study proved their validity and relevance when applied in a 

closed institution.
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Figure 4.13

Institutional change of 'S' Centre - before & after 2000 
Staffs perception on Leader's change strategies

Create shared vision 

Create constructive centre culture 

Leader establish good communication with staff

Create team spirit 

Fair staff evaluation 

Administrative support 

Staff development 

Welfare of staff 

Establish efficient management procedure 

Create sound organizational structure 

Attitude and conduct of leader

□ Before Year 2000 

H After Year 2000

I 18.9%^

6.7%

6.7%

1 20.0%

100%

6.7%

1 11.1%
97.8%

] 20.0%
100%

Percentage of respondents

N=56, including respondents in

Focus Group (5 nos)/Individual Interview (7 nos) 

/survey questionnaire (44 nos)

Summary of answer to Question 5

Taking reference of the reviewed literature, the answer to Question 5 was to 

re-enact information concerning the institutional change of the “S Centre” in 2000 with 

a view to ascertaining the applicability of general theories in this particular context. 

There was plentiful data identifying the change process, the role played by the 

institutional leader, and the institutional context under which the “S Centre” reform 

took place. While the reviewed past literature formed an important guideline for the 

search of relevant data, modifications of theories by the change agent were observed 

throughout the change process. Although these modifications alongside traditional 

theories on change did have resulted quick and smooth change in the “S Centre”, 

whether the application of these improvised techniques and strategies are transferable
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to a wider context is yet to be explored. This issue is further discussed in answer to 

Question 6.

Research Question 6

How might leadership and change strategies suggest a future framework for 

transformational change in a drug rehabilitation centre?

As hinted in the question, the framework that may emerge from the findings 

implicates on the relationship between four terms — ‘Leadership’, ‘change strategies , 

‘transformational change’ and ‘closed institution’. As revealed in Chapter 4, the 

present study has suggested positive assessments for the first three terms. That is, there 

was outstanding leadership throughout the period of the institution’s reform in the 

years following 2000; there were sound change strategies, and there was a complete 

transformation of the institution following the initiation of the change programmes. As 

regards the term ‘closed institution’, there has been lengthy description of it in Chapter 

1 in the section ‘The Drug Treatment and Rehabilitation Centre’. It is however useful 

here to briefly recite the characteristics of the institution so as to facilitate readers to 

understand why and how the unique feature of the “S Centre’ casts a restraint on the 

exercise of conventional change strategies.

Situated on an outlying island not accessible by public transport, the “S Centre 

is characterized by its homogenous (drug abusers) client population and separation 

from the normal society. As resource was relatively fixed and limited, any greater 

share allocated to one party would mean less for the others. Naturally, competition for 

a bigger share of resource among patients and different groups was commonplace, and 

the operation of group dynamics was both obvious and rigourous. The absence of high 

walls and security gates that signified a high degree of freedom of movement for 

inmates on the island, on the other hand, added fuel onto this inter-group dynamics. 

This unique feature of the centre is highlighted as it gave rise to an increased chance of 

mutual influence between inmates and staff, which in turn impacted greatly on the 

smooth implementation of change programmes during the year 2000 reform.
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Leadership and transformational change of institution

As suggested in the answer to Research question 5, the data of the study tended 

to support the findings of past literature in that it was the leader who played the role of 

the change agent. Conceptualized in Figure 4.14 below, the process of change took off 

upon the leader’s push and increased its speed at the leader’s effective deployment of 

strategies. Going through various stages, the change strategies were revised and reset 

based on feedback of outcomes. As the process continued, transformation of the 

institution took place when the new values and culture became stabilized and 
consolidated.

Figure 4.14 Conceptual Framework of the Change Process at the “S Centre”
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While this investigation outcome supports the study framework as suggested in 

Figure 2.5 of Chapter 2, the Review of Literature and Conceptual Framework of the 

study, the research data revealed two intriguing findings which contributed to the 

analysis of leadership strategies in the change process:

1. The need for a complete institutional change -

The situation of the “S Centre” at the time the new leader took over the charge of 

the institution in 2000 was in a state that needed a complete overhaul of the
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service standards, including improvements to its physical structures, institutional 

culture, staff quality, and service outcome in regard to inmates’ behaviour, 

motivation for drug rehabilitation, and performance indicators. While putting the 

concepts of improvement into action needs human efforts, this was particularly 

difficult in the case of “S Centre” where most maintenance and renovation works 

were done by staff, and voluntarily by inmates, due to limited finance and 

remoteness of centre location. Without their co-operation and commitment, works 

can only be done on a piecemeal basis, with usual neglect to low priority works.

As evidenced from the data, the change of inmates and staff culture, values and 

working attitudes made possible the implementation of improvement projects on a 

variety of services and construction, which resulted in a complete upgrading of the 

service standards. As one report said, “Superintendent X (the leader) instead 

started first to change the culture of staff. He spent a lot of energy and input on

developing staff and upgrading their quality” (Focus Group summary, p.6)...........

‘7 think the greater contribution Mr. X has done to this centre and staff has been 

the positive change of culture ” ((Focus Group summary, p.18)

2. The leadership style adopted by the new leader was very much of transformational 

in nature. This was supported by the following three observations:

a) The whole change was mainly orchestrated and driven by a charismatic 

leader who not only was able to articulate visions, but also convince support 

from the majority of stakeholders - “I would give a 100% to the leadership 

factor for the institutional change in 2000” (Individual interview summary, p. 

3, p.8, p 13).

b) The change was systematic, holistic, and touching most major aspects 

needed for improvement, as has been discussed in answer to Research 

Question 1 previously.

c) The change was persistent and sustained, with continuous improvement in 

staff commitments and quality of service.

Here, it can be seen that the substances as observed in (i) to (iii) above were in 

reality functions of transformational leadership as displayed by the leader. It was 

this leadership style which changed the mentality of the majority of staff and
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inmates that enabled the leader to command support of stakeholders for the whole 

implementation of his change programmes. These observations also fit into Bass’s 

(1985) definition of transformational leadership which asserts that 

transformational leaders stimulate and inspire followers to both achieve 

extraordinary outcomes and, in the process, develop their own leadership capacity.

Within points (a) and (b) above, one important element is observed from the 

leadership behaviour - creation of relationships with stakeholders. Change of values 

and attitudes requires the leader to exert influence on stakeholders; and this is most 

efficiently done through close contacts, as the present case has shown. By giving 

personal contacts with staff and inmates through formal and informal activities, 

in-service trainings and social functions, the leader conveniently established good 

relationship with his staff and clients. It was this relationship that served to smooth up 

matters and remove frictions between the management and the frontline staff and 

inmates. As this related much to the leader’s dispositional qualities and 

micro-strategies in handling inter-personal relationship, this further established that the 

leader’s personal qualities can make a vast difference in change result. This 

observation also lent support to the universal theory of leadership that certain 

leadership traits are universally important and applicable to all situations (DuBrin 

2007). Personality traits, general or task-related, contribute to leadership effectiveness 

in many situations as long as the leader’s style fits the situation (p.33).

The ‘moderator' factor, on the other hand, links significantly to resistance and 

contextual conditions and will be reflected in the ensuing paragraphs.

Change strategy and institutional change

While leadership attributes impact on the strategy used, the latter determines 

the forces of change, the element that finally produces the change. The show of this 

linkage is important as it confirms another essential revelation of the study - the 

strategies deployed are subject to continuous revision by the change agent throughout 

the change process. The leader’s sensitivity to strategic reviews and his input for 

revision are therefore a crucial determinant for success, as moderators as indicated in 

Figure 4.14 do exist in all stages to weaken strategy effectiveness before the change 

forces are transformed into desired outcomes.

161



Inasmuch as the intensity of the change force decides both the speed and size of 

the change, the outcome of the present study tends to suggest that the force inertia 

depends on the continuous tactful deployment of change strategy. As this is the 

moment when the strategy is put to test under real site contextual conditions, it is also 

the critical juncture when the change leader’s ability faces the real challenge. In the 

case of the “S Centre” reform, this was the stage when the leader was to put theories 

into practice, and to reset a strategy that would fit into both the institutional 

environment and his personal dispositional qualities. For this reason, strategy of 

change should be in congruence of local conditions if to achieve result. The nature of 

the institution in question, for example, a closed institution in the present case, 

therefore must not be neglected when studying cases of similar nature.

Change in closed institutions

As mentioned in the previous discussions, the separateness and the unique 

nature of a closed institution like the “S Centre” gives rise to a special institutional 

culture that is disagreeable with the larger society. Any change that aims to bring the 

institution’s values back to the society’s expectation must be carefully thought out or 

may risk resistance, or in the more severe case, revolt. In the present case, the 

difficulty for change was further aggravated by the enacted philosophy of the regime, 

which encouraged all works to be done on a voluntary basis.

Unlike penal institutions where the leader is entrusted with statutory power to 

enforce law and order, the situation in the study site was particularly challenging for 

the leader. As previously explained in Chapter 1, ‘Background of study’, the 

Superintendent of the “S Centre”, in effect, had a weak power base from which he 

could execute any change programmes. While on the one hand coercive power 

provokes resistance (see Table 4.7 below), forcing people to work through legitimate 

power is not much better either as it could only lead to temporary compliance. Both 

ways therefore could be counter-productive. The more preferable option was for the 

institutional leader to leverage influence through 'referent power’. This, according to 

Bartol and Martin (1998, p.416), comes into being when the leader is admired, or 

personally identified with, by his people. This is the stage in which the leader’s
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influence is achieved through ‘personality’ rather than by other means. In other words, 

the leader could by then have developed 'charisma’.

Table 4.7 Major sources of leader power and likely subordinate reactions

Likely subordinate reaction to power source

Resistance Compliance Commitment

Power
source Coercion Legitimate 

Information reward
Referent
Expert

Source: Bartol and Martin (1998:416)

As with the character of individuals, every institution may have its own 

characteristics or ‘character’. The notion of ‘closed institution’ has raised a point that 

leadership effectiveness could be context specific. That is, there needs to be a match 

between the leader’s attributes and the needs of the group to be led or the institution. 

This point is in harmony with the classic view of Stogdill (1948) who asserted that 

there were personal dispositions associated with leadership (Bass 2006, p. 177). This 

observation bears significance as it raises a timely reminder that leadership can only be 

effective when its patterns match situational contingency (Fiedler 1964, 1971b). At the 

same time when some researchers asserted that leaders having attributes reflecting 

advancement motivation, intellectual ability, interpersonal and administrative skills 

could lead effectively across different situations, notably Bentz (1990), Moses (1985) 

and Sparks (1990), ‘Leader situationism’ as epitomised in Fiedler’s (1964) 

contingency model holds much truth in the present study.

Summary of answer to Research Question 6

This section has produced an abundant amount of data indicating the close 

relationship between leadership and change, and between the strategies he used and the 

final change outcome. While much has been described in the literature about the 

qualifications of a good change leader, the present study has observed the many 

situational contexts that may limit the direct application of these theories. The “S 

Centre” 2000 reform is a vivid example where special circumstances surrounding the 

change site demanded extra skills and personal qualities of the change agent to tackle. 

From the data, it was revealed that the final solution hinged on the use of relevant
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strategies tallied with the need of a particular change stage. This, according to the 

analysis of the findings, was only achieved through a combination of the leader’s 

professional knowledge and skills, and his personal dispositional qualities fine-tuned 

to the unique setting of the study site. In summary, Figure 4.14 depicts the framework 

how transformational change could take place in a closed institution.

Summary of findings for Chanter 4

In Chapter 4, six research questions were used to analyse the data. These six 

research questions were:

1) What changes transpired in the “S Centre”, a drug treatment & 

rehabilitation centre, following change of leadership in 2000?

2) How was the process of change initiated and managed, and how did this 

process respond to resistance to change in the “S Centre” in the years 

after 2000?

3) How does organizational culture influence the initiation of change and the 

implementation of change programmes?

4) How does leadership style impact on institutional change and what is the 

role of leadership in meeting the challenges of change resistance in an 

organization?

5) How effective are the change strategies, as outlined in the general 

literature, as useful drivers of change in a drug rehabilitation centre?

6) How might leadership and change strategies suggest a future framework 

for transformational change in a drug rehabilitation centre?

To begin with the study, answers to Research Questions 1- 6 were explored 

based on the data obtained from the research instruments. As this was a qualitative 

study, no hypotheses were made. From the analysed data, three characteristics were 

observed. First was that the majority of feedback was on the positive side throughout 

the answers for Questions 1 to 6, although there was a split of opinions as regards 

degree of progress or improvement. Second was the overwhelming willingness of
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respondents in freely expressing their inner feelings and ideas about the change of the 

institution before and after Year 2000. Third is the fact that because the majority of the 

respondents were ex-inmate staff, it can be said that opinions so obtained also to some 

extent contained the inmates’ perspectives.

For Question 1, the data revealed substantial changes of the institution 

following the change of leadership in Year 2000, mostly attributed to the new leader’s 

leadership and ability to push ahead with the reform in the face of resistance. As found, 

the change was by no means accidental but one that was designed by the leader to 

brave various challenges during the change process. This went through different 

phases before the change stabilized and new values consolidated. That gives the 

answer to Question 2.

While resistance was expected in the change, the most formidable difficulty the 

leader had ever met was the institution’s old culture backed by strong sub-culture, 

which was hostile to innovations and change. Institutional change therefore hinged on 

whether the cultural resistance could be cleared. In hindsight, the successful change of 

institutional culture in fact had contributed greatly to the smooth execution of the 

change programmes in two main dimensions - speed and scope of the change. This 

was revealed in answer to Question 3.

Evidence however pointed to the tremendous difficulties in changing the 

culture of the institution. Because of the deep-rooted nature of the institutional culture, 

change of it called for strong determination of the management and a powerful force 

from a source. From Question 4 data, the new leader was identified as the change agent 

who alone took up the new challenge to rise up to the occasion. It was his unswerving 

determination and persistent efforts that had changed the cultural landscape of the 

institution after Year 2000. The same data suggested that it was also because of his 

bold attempt that institutional performance began to fast improve. This answered 

Question 4.

In regard to Questions 5 & 6, this on-site study offered some useful information 

in the following manner about the process of change in a closed institution such as the 

“S Centre”:
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1) Changes in institutions followed invariably a specific pattern from the 

conditions precipitating the change, to initiation of the change programme 

to defreezing and refreezing. This was to a large extent similar to past 

theories as discussed in the reviewed literature, in particularly Lewin’s 

(1951) model .

2) Strategies deployed by the change agent were largely within the 

framework as suggested in the past literature (e.g. Cochren 1995; Kotter 

1995; Scott 1999).

At the same time, however, the data emerged from this study showed some 

distinctive micro-strategies employed by the new leader who initiated the change in 

Year 2000. Evidence also suggested that the deployment of these micro-strategies was 

largely driven by the change agent’s intuition as influenced by his inner thinking and 

traits. While wrhat determines the substance and strength of the leader’s inner thinking 

is not the subject matter to be explored in the present study, these findings point to a 

conclusion that a pure theoretical approach to solving front-line management problems 

can be inadequate.

Overall, findings of the current study have suggested close inter-relationship 

between the leader and change strategy, and between change strategy and outcome. 

But as all changes take place within the confine of an institution, contextual conditions 

do have an impact on the leader’s choice of change strategy. As this study has shown, 

different leadership styles and behaviours in different times of even the same 

institution could bring different results in institutional performance. But while there is 

good reason to believe that individual differences play a part in the makeup of 

transformational leadership in the “S Centre”, it can be seen that a certain personal 

characteristics of individual leaders could make them more able to be effective in their 

leadership behaviours and style. This issue will be further discussed in the final 

chapter.
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Notes

Chapter 4

Note 4.1: All inmates were assessed of their performance progress each month by a Board of

Review to determine if they were suitable to continue with their rehabilitation in the centre. 

Inmates assessed with unsatisfactory performance might be asked to leave the centre. The 

conduct report, which was written by the house leader in consultation with the social worker 

concerned, was the Board’s essential reference for making its decision (Focus Group summary, 

P-7; p-15).

Note 4-2: Timothy A. Judge and Joyce E. Bono, “Five Factor Model of Personality and

Transformational Leadership,” Journal of Applied Psychology, October 2000, pp.751-765; 

Bono and judge, “Personality and Transformational and Transactional Leadership, pp. 

901-910.

Note 4-3: Nick Turner, et al “Transformational Leadership and Moral Reasoning,” Journal

of Applied Psychology, April, 2002, pp. 304-31 1.
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Chapter 5

Conclusions, Discussions, and Implications

Overview

This research study was aimed at determining the circumstances under which 

transformational change takes place in closed institutions. By choosing the “S Centre” 

as the site for this case study, and by using both qualitative and quantitative measures, 

the study attempted to explore factors responsible for the institutional changes for the 

purpose of forging out a effective framework for reference of leaders in similar 

institutions for organizational development and staff training purposes.

Guided by six research questions, the study obtained data through three 

research instruments - the focus group, the individual interviews, and the 

questionnaire survey as a means of analyzing the change process, the reasons for 

change, the factors underlying the change and its continuity. The researcher was fully 

aware of the strengths and weaknesses of qualitative instruments but considered that 

these best suited the exploratory nature of the study searching empirical information in 

the real site, fhrough conversations in the interviews, respondents gave graphic 

descriptions of what transpired in the change process and their opinions on the failure 

or success of the leader’s strategy.

The semi-structured questionnaire was designed to help capture the widest 

range of opinions among staff about the research issues. There was good response 

from all staff qualified for the survey. Among the forty-eight qualified candidates 

invited for the survey, forty-four of them finally returned with the questionnaire 

answers, apart from the two who were illiterate elderly staff assistants or having been 

hospitalized at the time of the survey. A response rate of 91.7% was achieved (see 

Table 3.3). Opinion representativeness was high. To ensure accuracy of information, 

the study also obtained data and information from official records and documents, and 

artefacts, including sightings of murals, human behaviours, clothing and common 

language used. This information was to triangulate with data from the previously 

described instruments.
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Starting with Research Question 1, the study drew reference from the case of 

the “S Centre” Year 2000 reform following the change of leadership and attempted to 

measure the extent of the institutional change. Research Question 2 examined the 

process of change and identified the various stages through which the change actually 

took place. Based on the reviewed literature, which suggested that institutional culture 

can effectively influence change in an institution, Research Question 3 attempted to 

find out the impact of such on the transformation of the “S Centre” in the post-2000 

years. While institutional change needs a power source to make it happen, Research 

Question 4 examined the role of the new transformational leader in the case of the S 

Centre” 2000 reform. In the next step, Research Question 5 critically evaluated the 

applicability of change strategies as identified in past literature in the real-site situation. 

Finally, referenced from the answers for the first five research questions that reflected 

on the significance of leadership and change strategy, Research Question 6 attempted 

to formulate a framework for transformational change in closed institutions.

From the answer to Research Question 1, the data pointed to the fact that the 

ability and management style of the leader could decide significantly the extent change 

occurred in an institution. In the case of the “S Centre”, the new leader s confidence 

and insistence on institutional reform in year 2000 in the face oi resistance led to wide 

and pervasive changes of the institution — in the physical environment of the institution, 

in its general performance, in the residents’ way of performing tasks and in their 

culture. Although was fast paced, the reform went through several stages, consisting of 

the recognition of the need for change, the initiation of change, the resistance 

upheavals, the buying-in of residents, and the continued organizational development. 

This answered Research Question 2.

Answer to Research Question 3 revealed crucial indications of the reasons foi 

the success of the Year 2000 reform of the institution. The data suggested institutional 

culture could be a two-edged sword. In the case of the k‘S Centre”, it was the 

institution’s embedded culture that blocked changes of the institution. But a 

transformed culture was responsible for the deep and pervasive face-lift of the 

institution in terms of its physical environment, vision, practices and performance.
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The answer data for Research Question 4 gave more clues to why there was a 

change of culture and why it could be changed despite of its deep-rooted nature. While 

staff generally perceived the leader as the driver for the change, it was the elements of 

a transformative leadership style that motivated and convinced the larger centre 

population to share with him the new vision that enabled him to achieve the goal of 

significant change. As leadership was considered the power source for institutional 

change, the leader’s quality in question was decisive for the success or failure of any 

such attempt.

Research questions 5 and 6 attempted to explore factors to help forge a reliable 

framework for reference of leaders seeking institutional changes or reform. By 

comparing the empirical data with literature and past researches, Research Question 5 

was to find out the extent to which theories can be applied to practical situations, or 

whether there is a gap between theory and the real environment. Other than the ‘Force’ 

and the ‘Process’ theories, Cochren’s conceptual change model (1995) and Scott’s 

change management framework (1999) were applied for analysis. In this process, data 

emerged suggested two note-worthy findings. The first was the apparent close 

semblance of the “S Centre” institutional change with these past researches in regard to 

the broad strategic direction adopted by the institutional leader. The second was that 

these theories lacked the details for guiding leaders how followers could be motivated 

for results in practical circumstances. An analogy for this situation is that while past 

theories have named the tools necessary for use in a targeted site, they are generally 

short of telling the users how these tools should be applied effectively on site.

Answer to Research Question 6 apparently gave some light for filling the gap 

between theories and practical experience. Empirical data seemed to suggest two 

mutually dependent qualities of the change leader necessary for bringing success of 

institutional change: professional skills and personal qualities. In the case of the “S 

Centre” reform, it was precisely these two elements acting together synergistically that 

helped reshape the culture of the institution and break the status quo in the years 

following 2000.

From the answers to the six research questions, a distinct picture about the 

process of the institutional change in question emerged. Within this picture, both the
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application of general theories of change and micro strategies deployed by the leader 

were clearly observed. From all signs, it was to a large extent the effective deployment 

of the change strategies that finally enabled the leader to effect change in the difficult 

times. But the questions of what micro-strategies they were; what conditions were 

required for their application; how they were applied; and finally how the strategies 

can be applied to a wider context certainly need closer examination. This is discussed 

in the following.

Discussions

With a deeper analysis of the data, it was found that the “S Centre 2000 

reform was, although speedy, no less than a risky venture. As the data revealed, all

change attempts by all previous enthusiastic leaders were futile before 2000. What

made the 2000 reform a success therefore became the focus of discussion here. To start 

with, the special circumstances surrounding the “S Centre’ Year 2000 reform is 

highlighted to facilitate analysis, including:

1) Although the process followed much the same way as suggested by

literature, the rapid institutional change of the “S Centre” in 2000 was in 

fact a hard struggle rather than a simple process. Like changes in business 

entities where the failure rate used to be high, the reform of the S 

Centre” in Year 2000 was in reality a bold attempt to change ingrained 

culture through the harnessing of a collaborative effort. The fact that

changes in the past three decades failed to come up with any positive

results was testimony of the high degree of difficulty for change in the 

institution. Despite the perceived difficulties and being new to the 

environment, the new leader, in his typical transformative leadership style, 

struggled to improve institutional performance through transforming the 

staff to a higher level of competency.

2) The “S Centre” reform in 2000 was beset with multiple difficulties. First 

was the embedded institutional culture that was hostile to change. Adding 

to this was the fact that most of the operation staff were ex-inmates 

having prison experiences who favoured the criminal sub-culture of most 

inmates to go against the management (Focus Group summary, p.4 &
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p.14). Removing these staff was extremely difficult due to recruitment 

difficulties (Focus Group summary, p.5). Third was the fact that the 

change took place at a time when the Hong Kong government was 

exercising a retrenchment programme following the Asian economic 

downturn in 1999. Chances for additional financial support were slight.

3) While literature supports that changing institutional culture could be an 

effective strategy to start with any institutional change (Chaffee & 

Tierney 1988; Peterson, Cameron, Jones, Mets, & Ettingon 1986; Schein 

2004), what was crucial for the “S Centre” reform was 'how5 and 'by 

what’ to change a culture that had been built up and consolidated in the 

past thirty-seven years. Literature suggests that reforms in similar 

situations in the past were to compromise with the existing culture in 

deference to it if to proceed any further. But even this serves no purpose 

in the “S Centre” situation which unfortunately was deadlocked in an 

'all-or-nothing’ dilemma. One example was about allowing the use of 

illicit drugs or criminal behaviour to continue to exist within the centre. 

Obviously, there can be no middle course for such no matter how 

institutional culture would take it. But as revealed, the reform ol the 

institution starting in 2000 did take place against this background. The 

question how this was done will further be analysed and elaborated in the 

following sections.

4) As the data strongly suggested, the success of the “S Centre” 2000 reform 

owed much to the transformative leadership that contrasted with previous 

status quo leadership models. But hidden in the data was the fact that the 

final reform was actually done under the general support of the staff and 

inmates. There was consensus among the stakeholders that the new 

leader’s visions should be shared by all. As more staff and inmates 

joining the force of change, the data revealed, there was a corresponding 

shrinkage of the resistance force.

While the above features silhouetted the success of the “S Centre” 2000 reform, 

they were bred in the unique contexts of the institution, before and after year 2000. 

From the data analysis, a close relationship apparently existed between these contexts
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and the micro-strategies employed by the post-2000 leader of the institution, who 

initiated the reform. For a deeper understanding of how transformational change of the 

institution came into being after 2000, the following questions and answers were 

devised to help fulfil the aim of this study - to forge a framework for reference of 

change leaders and interested parties:

Why institutional change was difficult in the “S Centre”?

The “S Centre” was a non-government organization that worked on a voluntary 

participation basis. Within the institution, there was no compulsory work for inmates, 

or statutory rule for punishment of their misconduct. The only defense of the 

institution against serious breach of discipline other than offence of criminal nature 

was to ask the offender to leave the institution. But, as explained in Chapter 1 (p. 12), 

even this had a drawback, as it would result in reduced centre population, which was 

an important performance indicator demanded by the government. Under the 

circumstances, both staff and inmates lacked interest in work and were lax in 

discipline.

On the other hand, the traditional small budget of the centre prohibited any big 

improvement projects. While centre maintenance might take the advantage of the free 

institutional manpower, the long standing poor work climate had in fact made the 

maintenance programme terribly slow, leaving many facilities poorly kept down the 

years. Although education could help, the cognitive approach of making inmates know 

the benefit of work was no match to material incentives in the eyes of hard-core 

middle-aged addicts.

As previously suggested, the most formidable difficulty standing in the way of 

change in the “S Centre” was its untamed institutional culture. This is consistent with 

what has previously been indicated in the literature review - organizational culture is 

inextricably linked to transformational change (Bass 1985, p.24), altering the culture of 

an organization, the underlying assumption that determines '‘how things are done 

around here” at every level of the organization is extremely difficult (Marvrinac 2005). 

This was why change at the “S Centre” in 2000 had first to negotiate with culture.
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At the same time, the unique nature of the “S Centre” and its population only 

complicated the issue. In fact, past literature also regarded that organizational culture a 

central construct in contemporary efforts to improve managerial and organization 

effectiveness that impacts greatly on institutional change (Deal & Kennedy 1982; 

Ouchi 1981; Peters and Waterman 1982; Schein 1990). Despite this awareness, 

changing the existing culture of an institution remains a daunting task for the average 

leaders, particularly in one like the “S Centre” which was dominated by a strong and 

unique culture. In fact, the lack of empirical research in this area in the past failed to 

give any constructive support to leaders of the “S Centre” wishing to effect change.

Overall, conditions of change at the “S Centre” in year 2000 were premature 

and unfavourable for change, particularly large-scale reform. The course for any leader 

initiating change at this juncture naturally could be treacherous. Ostensibly, the 

situation supports Machiavelli when he said: “There is nothing more difficult to handle, 

more doubtful of success and more dangerous to carry through than initiating change” 

(Burns 2008, p. 179).

Why change of culture in the “S Centre” was difficult?

Some hints have already been given in the foregoing about the difficulty of 

pushing for institutional change in the “S Centre”. It is important here to stress that the 

main obstacle to change was the institutional culture, the unique character of the “S 

Centre” - as has been revealed in the data. Facilitated by its lax discipline and security 

control since the centre came into operation in 1963, an institutional culture that 

favoured minimum work, and a rogue and carefree lifestyle was developed and 

gradually consolidated. With this embedded culture, turning the wheel back was 

considered by many an unlikely possibility if without a big battle with the residents, or 

an enormous change of the institution’s structure and staffing that would trigger huge 

attrition of human and institutional resources.

A simplistic view to change the old culture of an institution is perhaps to 

impose a new one either by enactment or by education. Both however were ineffective 

in the “S Centre” context. In the first instance, enactment necessitated the use of force 

as backup, a move that could easily give chance to the resistant staff to fan up 

commotions in the sub-cultural contexts. On the other hand, while firing the
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intransigent staff seemed to be an option, this too was constrained by inadequate centre 

codes for work and discipline, and recruitment difficulties.

While change through education is an all-time truth, how to educate and how 

long the situation could bear before positive results come forth is the real problem. As 

counseling and education efforts in the post-2000 years continued to reap no fruit, 

evidence suggested some other factors underlying the slow progress in institutional 

culture. Stagnant organizational development and poor quality of staff were the main 

culprits. There was a historical reason for giving rise to low quality of staff. The 

vicious cycle as depicted in Figure 5.1 explains this.

Figure 5.1 The vicious cycle of recruitment difficulties and sub-culture

More adjustment 
problems to 

non-addict staff

Recruitment 
Problem 

(of quality staff)
An inordinate 
proportion of 
ex-addict staff

Strong addict 
sub-culture 
dominating 

the institution

Lower staff 
quality

Protect
Preference of factional interest

status quo through grouping
bullying/threatening

Resist change through 
slow work/manipulating inmates (by staff)

Because of low pay and poor working conditions, including long hours of work 

and having to live and dine with addicts, recruitment of quality staff with higher 

educational achievements was an on-going problem of the institution. But adding to 

this was the proven experience that ex-addict staff were more likely to stay in their job. 

Due also to their common background and past experience in the “S Centre”, they 

spoke the same jargon, behaved in similar ways, and had similar expectations and 

vision of life with the inmates. They were hence more confident when interacted with 

inmates and in handling frontline matters. To the management, however, this was a
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two-edged sword - being familiarized with addicts’ culture facilitated a staff to offer 

advice and counseling to inmates but also enabled the same staff to manipulate inmates 

against management decisions.

As the vicious cycle continued to operate, the problem of recruiting quality 

staff aggravated. Meanwhile, the proportion of ex-addict staff continued to dominate 

within the institution, reaching 65% in overall in the post-2000 years. The most 

occupied was the Operations Section which had a 90% concentration of ex-addict staff 

(see Table 3.1, Chapter 3). The domination of the Operations Section by ex-addict staff 

had a profound impact on the institution’s work climate as this was exactly the 

department responsible for the centre security, discipline, routines and maintenance. 

Naturally, addict sub-culture decided the pace and style of work within the institution. 

In the absence of effective intervention, this sub-culture consolidated further as time 

went on. Characterized by low education, poor past employment history, triad 

association and criminality, this addict sub-culture rejected any attempt from the 

management that would harm the interests of ex-addict staff. Change was therefore 

doubly difficult.

How does past literature contribute to explaining the cultural change of the “S Centre” 

in its Year 2000 reform?

In literature, the importance of culture in institutional change is long 

recognized. A strong organizational culture literally controls organizational behaviour 

(Shafritz and Ott 1992). Donaldson and Lorsch (1983), in their study of how senior 

executives make decisions, found that they were guided and constrained by a 

‘dominant belief system’ about the necessity of balancing the requirements of their 

major constituencies. To overcome the cultural obstacle, different opinions arise. For 

example, Drucker (1980) advised leaders to confront the political realities, identify the 

power brokers, and conduct meaningful discussions with them. This appeared to have 

been followed in the “S Centre” case superficially. But obviously the power brokers 

identified were not the leaders of the opposition groups but the rest of the centre 

population, i.e. other staff and inmates. Contrary to literature suggestions, evidence 

revealed no compromise between the dominating resistance force and the 

superintendent throughout the change process in the present case.
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Schein (2004) gave more in regard to organizational culture. His opinion is that 

culture is a stabilizer, a conservative force, a way of making things meaningful and 

predictable (p. 393). Naturally, strong cultures are by definition stable and hard to 

change. According to this, the situation in the “S Centre” in 2000 was too unfavourable 

for the new leader. There were two possible options for the new leader to effect change: 

to forge a new culture without making any compromise with the dominant culture of 

the institution, or to make compromise and work with and through the existing culture 

to transform the organization, as Clement (1994) would advise. But obviously, the new 

leader in 2000 chose the first without resorting to a middle course of actions.

There were reasons why a middle course was not feasible. The foremost one 

being that there should be no co-existence of 'drug free’ and 'drug abuse’ inside the 

treatment centre. Taking whatever small quantity of drug fouled the fundamental spirit 

of the institution which aimed for complete drug abstinence and total rehabilitation. 

The same was true in the case of good conduct and behaviour. There was no middle 

course of the road for the management to accept socially unacceptable behaviours such 

as fighting, bullying and ganging-up when its ultimate aim was for uninterrupted 

re-integration of inmates into the normal society.

The above situation aptly set an ideal stage for transformational leadership to 

show its effect. While obviously the old centre culture remained as the major 

stumbling block in the institutional change of the “S Centre” in year 2000, a capacity 

to change or neutralize the existing culture seemed to be the direct answer to address 

the problem. By definition, transformational leaders inspire followers to transcend 

their own self-interests for the good of the organization and are capable of having a 

profound and extraordinary effect on their followers (DuBrin 2007, p.387). Recent 

research has also demonstrated that transformational leadership can move followers to 

exceed expected performance, as well as lead to high levels of follower satisfaction 

and commitment to the group and organization (Bass, 1985, 1998a). The contribution 

of transformational leadership in the case of the “S Centre” was that it aims to develop 

and raise the quality of individual staff and inmate, hence minimising the chances of 

going back whilst allowing performance improvement to sustain on a more permanent 

basis. But since past empirical research on organizational change gives scanty data 

relating to cases with unique culture and environment, the general descriptions and
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theories appeared not particularly relevant to the present case. The change leader at the 

“S Centre ", in fact, faced a much different situation during his reform in year 2000. 

d he following further examines what more a transformational leader would encounter 

in negotiating with entrenched culture in the study site.

Kleiner (2003) suggested the effective managing of culture change through 

infusion of outsiders - ‘the group who really matters’. Shared assumptions can be 

changed by changing the composition of the dominant groups or coalition in an 

organization. While this theory targets on improving the context of an institution, the 

data in this study suggested otherwise. The “S Centre” experience, in fact, showed that 

was not practicable in its case for the following reasons:

1) Unlike a commercial entity, most employees in the “S Centre” were 

ex-inmates having intimate relationship with their clients. Clients’ 

sentiments can easily be manipulated to tilt towards favouring 'No 

change’. Implementing change by force would impinge seriously on the 

stability of the institution.

2) The dominant culture was not only hostile to change, but also to the 

institutional goal and the organization’s missions. In a moral sense, there 

can be no compromise between bad culture and institutional goals.

3) Resource of the institution in the post-2000 era was limited. The 

non-profit organization could hardly employ an outside consultant to 

infuse external culture into the institution.

4) There were severe staff recruitment problems (as discussed in the 

foregoing), changing the composition of staff was at best a long-term plan, 

not an immediate practicable option.

A deeper analysis reveals that the “S Centre” reform in 2000 was engineered at 

a time when the institution’s context was so unfavourable that no single theory could 

help give a clear and firm direction for change. A few writers have pointed out, for 

example, that, in changes in higher institutions, many broad strategies grounded in past 

research are merely reflections of former presidents of higher education institutions; 

and there is a lack of empirical data relating to institutional change for which change
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leaders could learn from (Guskins 1996; Walker 1979). Meanwhile, Kezar and Eckel 

( 2000) also have suggested that there is little meaningful data for understanding the 

process of large-scale or transformational change of institutions. Viewed from this 

angle and from what literature has suggested, it means the process of change for the “S 

Centre was highly situational and the product of ‘on the ground’ judgement and 
decision-making.

Literature nevertheless has given one important indication - change starts with 

the leader. And this holds truth in the case of the “S Centre” reform in 2000. Past 

literature suggests that, in many cases, the head of the institution is viewed as the key 

change agent who created a context or a vision for change (Dufour 1991, p.27; 

McLaughlin and Hyle 2001; Smart & Tierney 1996). In the education sector, for 

example, the important role of the principal in facilitating meaningful change in a 

school is well established (Boyer 1983; Levine & Lezotte 1990; Lieberman & Miller 

1981; Smith & Andrew 1990). The best way for principals to fulfill that role is by 

creating conditions which promote the growth and development of the professionals 

within their schools (DuFour & Berkey 1995). Fielding & Schalock (1985) contended 

that a key to school improvement is the willingness and ability of principals to assume 

the role of staff developers who make it their mission to alter the professional practices, 

beliefs, and understandings of school personnel toward an articulated end (p. 14).

While transformational leadership stressing on improving followers’ quality, 

some writers contended for the establishment of a learning organization - that is, one 

that facilitates the learning of all its members and continuously transform

itself.......adapting, changing, developing and transforming themselves in response to

the needs, wishes and aspirations of people inside and outside (Pedler, et al 1991). 

Most notably of these contenders was Senge (1990) who said, “The organizations that 

will truly excel in the future will be the organizations that discover how to tap people’s 

commitment and capacity to learn at all levels in the organization” (Burns 2008, p.69). 

The importance of making use of staff development by the leader to enhance effective 

change management was earlier raised by Fulan (1982) who asserted that “establishing 

better professional development programs is not only a means to change but also an 

innovation itself........... ; for sustained improvement in schools will not occur without
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changes in the quality of learning experiences on the part of those that run the schools. 

(p.287).”

This past literature on staff development and organization learning apparently 

has given direction examining the strategies employed by the new leader in the “S 

Centre” 2000 reform; and why he succeeded with the transformation of the institution 

in the face of fierce resistance from the dominant groups embedded with strong 

sub-culture hostile to change and ways in which sustainability was ensured.

What caused the smooth transformational change of the “S Centre” in 2000?

Despite foreseeable risks, reform was initiated in 2000, as it was realized that 

preserving a status quo was not doing any good for the institution either. Avoidance of 

major changes would only result in the institution’s continued immerse in bad 

sub-culture and poor institutional performance. In fact, the data (for example, Figure 

4.12) strongly suggested that the post-2000 reform was the result of leadership 

initiatives consistent with the transformative style. The institutional leader was the 

main architect who designed and engineered the change in the face of strong resistance. 

While academics may take that organizational leaders have the primary influence over 

both the opportunity to reframe the underlying metaphysical assumptions, and which 

alternative assumptions will be entertained, what deserves readers’ attention is to find 

out how and by what strategies did the change agent succeed in the reform. Here, three 

theories can be drawn to help analyze the situation - The ‘Process Theories’, the 

‘Forces’ Theories, and the ‘Change Management’ theories. These are discussed below:

The Process Theories

One classic process theory was espoused by Lewin (1951). Kurt Lewin argued 

that successful change in organizations should follow three steps: unfreezing the stats 

quo, movement to a desired end state, and refreezing the new change to make it 

permanent (Lewin 1951). As status quo is an equilibrium state, unfreezing is necessary 

in order to overcome the pressures of both individual resistance and group conformity.

In Lewin’s model (Figure 2.1 as reproduced below from Chapter 2), it was 

suggested that once the consolidation change has been implemented, the new situation
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needs to be refrozen so that it can be sustained over time, or it risks the change being 

short-lived. The objective of refreezing is to stabilize the new situation by balancing 

the driving and restraining forces (Robbins 2007, p.582).

Figure 2.1
(Reproduced from Cap.2)

Lewin’s Three-Step Change Model

(Robins 2007: 581)

This on the whole was what happened in the institutional change of the “S 

Centre”. The more relevant strategy as espoused by Lewin is perhaps his suggestion to 

replace temporary forces with permanent ones and to revise the formal rules and 

regulations governing behaviour of those affected by the change so as to reinforce the 

new situation. He said over time, the work group’s own norms would evolve to sustain 

the new equilibrium. His prediction tallied exactly with what transpired in the change 

process at the “S Centre”, whose institutional change began to take shape only after the 

staff culture started to turn positive. This change was highlighted in the following 

respondents’ report:

“Gradually, his (the superintendent’s) view was taken by staff as the 

right way of thinking and pursuing the institutional goal. As we all 

shared his vision and philosophy, every staff worked in the same 

direction (Focus Group summary, p.8). ”

In the same vein, John Rotter (1995) of the Harvard Business School created a 

more detailed 'Eight-step Plan’ (Table 5.1) for implementing change. It can be seen 

that the first four steps essentially extrapolate on the “unfreezing” stage. Steps 5 

through 7 represent “movement”. And the final eighth step works on “refreezing” 

(Robbins 2007, p. 583).

In the case of the “S Centre” reform in 2000, the process of change was 

described in detail in answer to Research Question 2 in Chapter 4. Judging from these 

data, it was quite obvious that the change process followed much the same way as in

181



Kotter’s plan, and as it did with the Lewin’s model, although in a more detailed 

manner. Because of the chronic sub-performance of the institution, a significant part of 

responsibility was laid on the new leader’s shoulder when he assumed his new post in 

2000. A reform not only was important, but was imperative if the institution was to 

justify its continued existence. As the Focus Group reported, “Before year 2000, the 

centre was messy in its organization, culture and its future looked grey.... we were not 

sure if it would be closed someday’’ (Focus Group summary, p.13).

Table 5.1 Kotter’s Eight-Step Plan for implementing Change

Step Strategy
1 Establish a sense of urgency by creating a compelling reason for why change is needed
2 Form a coalition with enough power to lead the change
q Create a new vision to direct the change and strategies for achieving the vision
4 Communicate the vision throughout the organization

5 Empower others to act on the vision by removing barriers to change and encouraging risk 
taking and creative problem solving

6 Plan for, create, and reward short-term “wins” that move the organization towards the new 
vision

7 Consolidate improvements, reassess changes, and make necessary adjustments in the new 
programme

8 Reinforce the changes by demonstrating the relationship between new behaviours and 
organizational success

Source: Based on J. P. Kotter. Leading Change (Boston: Harvard Business School Press, 1996)

Knowing there was a strong resistance force due to embedded sub-culture 

hostile to change, the new leader seemed to have adopted a multi-approach to handle 

the situation. On the one hand, he added new visions and sold his ideas and beliefs to 

staff and inmates. On the other hand, he wrestled with the resistance force but silently 

communicated with other staff to form a coalition to battle with the old guards. As 

indicated in Chapter 4, page 118, there was a third way the new leader tackled the 

resistance. This was by way of appraisal to provide rewards for those who willingly 

joined the change force. Evidently, this strategy reaped good result in strengthening the 

driving force for change whilst at the same time weakening the resistance force. This 

was the ‘stage one’ change process similar to the “unfreezing” step of Lewin’s Plan.
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Step 5 refers to the leader’s strategies in driving for institutional change. This 

includes the use of empowerment techniques, encouraging risk taking and problem 

solving, create short term 'wins’, and consolidate improvements and evaluation of 

progress. In the case of the “S Centre'’ institutional reform, there was no stipulated 

reform strategy or any written statement found in relation to change. From the data, it 

appeared that the change blue-print was in the single mind of the leader, particularly in 

the budding years of the change when resistance was so large that even senior staff 

were wishy-washy about enforcing the change programmes. But on the whole, the “S 

Centre” reform followed much the same tactics as described by Kotter. There were 

staunch management actions in improving internal communication among staff and 

between staff and inmates; in empowering inmates for work and extra duties; in staff 

development and inmates’ vocational training, in promoting staff and inmates’ general 

welfare, in promoting recreation and sport, and in promoting education and culture. 

This is the 'movement stage’ as described by Kotter (1995).

In retrospective analysis, this ‘Process Theory’ did give insight into the 

scenario about the success of the reform in Year 2000. Lewin’s three-phase model of 

change - unfreeze, move or change, and refreeze - has provided a useful framework 

by which intentional change in organization such as the “S Centre can be better 

understood. Although no written change plan was noticed from the leader, the process 

of the change he initiated was seen to be in line with the theory. The leader’s focus on 

human change was incidentally identified with Lewin’s change theory, which sees that 

human change, whether at the individual or group level, is a profound dynamic process 

that involves painful unlearning without loss of ego identity and difficult relearning as 

one cognitively attempts to restructure one’s thought, perceptions, feelings and 

attitudes (Schein, 2009).

For change to occur, therefore, not only a large driving force is required, but 

also that the force field has to be altered under complex psychological conditions so 

that a favourable balance between driving and restraining forces can be obtained 

(Schein 2009). Viewed from this angle, the “Process Theory’ did help explain the 

success of the institutional change at the “S Centre” in year 2000 - the correct use of 

strategy of the leader in positioning himself as the power source for the entire change 

initiative, and in having the change start with converting the institution’s culture.
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When the ‘Process Theory’ explicitly recognises that change will be resisted (Branch 

2009), the change of culture at the “S Centre” evidently not only prevented the growth 

of the restraining force, but also effectively reduced its size. But as Drucker (1980) has 

pointed out that it is advisable for leaders to identify and negotiate with the power 

brokers when to overcome cultural obstacle, as previously discussed on page 178, the 

most crucial element to realize change remains to be the leader’s ability to earn support 

from the concerned group of stakeholders. To this end, it is useful therefore to find out 

the reason and manner of how the leader succeeded to articulate the power formula to 

his favour in the case of the “S Centre” year 2000 reform. In this respect, the ‘Change 

Formula’ developed by Beckhard and Harris (1987) is employed to add a new 

dimension on explaining this issue.

The Force Theory and the Change Formula

The force theory developed by Beckhard and Harris (1987) works on a simple 

formula as shown below: Change (C) will occur if and only if the total force generated 

by the level of dissatisfaction with status quo and the desirability of the proposed 

change (D), the end state or vision (V), the first practical steps of the change (FS), is 

greater than resistance (R).

C = ( D x V x FS) > R

Here, the Beckhard/Harris Model (1987) (Figure 5.2) helps clarify the situation. 

The model sees that for any further forward movement in the change process, people 

involved must be enticed by clearly set and quantified new definitions regarding the 

future state, including an achievable mission, a clear vision and an effective 

organizational structure. As organizations move from its ‘present’ through ‘transition’ 

after embarking upon a set of conditions and activities to its ‘future’ where the 

organization’s leadership wants to go, it can be seen from the Beckhard/Harris Model 

that individuals must first liberate their thinking and attitudes from their present state 

of mind before going to the next stage where they would unfreeze traditions, norms, 

beliefs, values and attitudes (DiBennedetto 1993, p.35).

Like the ‘Process Theory’, the Beckhard /Harris model has sent a clear signal 

that it is the people in the organization that change, not the organization; and because
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of this, change leaders should focus on attitude change of the stakeholders of the 

organization.

Figure 5.2 Beckhard / Harris Model : Change Management
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(Source : Beckhard and Harris 1987)

Meanwhile, the ‘Change Formula’ has struck the right chord in relation to the 

present study. All the three essential elements in the formula - dissatisfaction with the 

status quo, an appealing vision, and an efficient first step of the change - were present 

in the case of the “S Centre” reform. But while this only serves to point out the proper 

direction for change leaders, and once again highlighting the significance of the 

leadership factor, as reflected by the success of the leader in committing the majority 

of the staff and inmates in his change programme in the present case, the theory 

otherwise gives no clues on how he or she can achieve that status. More specifically, 

there is absence of information concerning micro strategies that a change leader could 

make reference of.

Regarding change force, Robins (2007) conceived the force dynamics 

graphically as shown in Figure 5.3 below. According to this, the 2000 reform of the “S 

Centre” was simply a battle between the driving forces and the restraining forces at the 

starting point named the status quo.
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Applying the force theory and the Beckhard/Harris Model to the present study, 

therefore, it can be said that it was the joint forces deriving power from the staff s and 

inmates’ dissatisfaction with the status quo, their wish of the proposed change, the new 

leader's ability in creating a shared vision and a functional change strategy that 

produced the smooth institutional change in 2000. Whereas resistance may reduce the 

speed of the change, the greater the joint forces, the faster would be the change.

Figure 5.3 Unfreezing the Status Quo
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(Robins 2007: 582)

This sounds simple but the real situation in year 2000 in the “S Centre’' 

appeared to be much more complicated. There were in fact many uncertain issues over 

the shoulder of the leader who was completely new to the institution in question. The 

foremost included the intensity of the resistance, the extent of the dissatisfaction 

among existing staff and inmates, and the acceptance of his new change vision and 

strategy if to be pushed ahead. A more realistic step he could take was to know more 

about the institution with extra care and diligence. The vision-driven change concept 

therefore needs a critical examination in light of the data found in the present study.

Evidence-based critique of the Vision-driven Change concept

While it seems common to advise leaders to make clear vision and strategic 

planning for institutional change and development, this often sounds irrefutable in 

theory but not exactly in the case of the “S Centre” 2000 reform. 1 his finding is in line 

with the observation of two prominent scholars, Michael Fulan and Peter Senge, who 

argued that visions and strategic planning should only come later (Fulan 1993, p. 28).
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Fullan’s (1993, p. 28) argument was based on two reasons: First, one needs a 

good deal of reflective experience before one can form a plausible vision, as vision 

emerges from, more than it precedes, action. Second, shared vision, which is essential 

for success, must evolve through the dynamic interaction of organizational members 

and leaders. Senge (1990) also presented an illuminating discussion on the subject. Fie 

contended that vision is a familiar concept in corporate leadership. But most visions 

are one person’s (or one group’s) vision imposed on an organization. A shared vision 

is a vision that many people are truly committed to, because it reflects their own 

personal vision (p.206). These arguments seemed to go against the vision-driven 

change paradigm as supported by writers such as Beckhard and Pritchard (1992), who 

recommended four key aspects for change: creating and setting the vision; 

communicating the vision; building commitment to the vision; and organizing people 

so that what they do are aligned to the vision (p.25).

From what can be seen in the findings of the present study, the vision-driven 

concept appears to be only half true. It is true because the staff and inmates did buy in 

the new vision and stood on the side of the new leader supporting institutional change. 

But it was not exactly that staff changed their culture through reading the 

organization's mission and vision statements, since these statements, and all the staff 

including counselors and operation staff who were supposed to preach these to inmates, 

not only remained largely unchanged throughout, but also existed long before the new 

leader assumed his post in 2000. The findings of the present study pointed to the fact 

that institutional staff and inmates precisely learnt new patterns through their 

interaction with the new leader and with each other only after 2000, which gradually 

developed and ultimately consolidated into a new culture. This result is exactly in tune 

with the study conducted by Beer, Eisenstat and Spector (1990), which concluded that 

people learn new patterns through their interaction with others on the job, and which is 

contrary to the vision-driven programmatic approach which often falsely assumed that 

attempts to change how people think through mission statements or training 

programmes would lead to useful changes in how people actually behaved at work 

(p. 150).

The findings of this study also supported the critique of the vision-driven 

model by Stacey (1992), who advised that ‘success has to be the discovery of patterns
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that emerge through actions we take in response to the changing agendas of issues 

(including such issues as aspirations, challenges, and individual intentions) we identify

(p. 124). Stacey concluded: “.....The key to emerging strategy is the effectiveness with

which managers in an organization build and deal with such agendas of

issues.....Instead of intention to secure something relatively known and fixed, it

becomes intention to discover what, why, and how to achieve”(p,146). The critical 

question, in short, is not whether visions are important, but how they can be shaped 

and reshaped given the complexity of change (Fulan 1993, p.30). This, again, reflected 

the important role of the new leader in shaping the culture of the “S Centre” after 2000. 

This point also speaks of a subsequently emerged focus of this study - investigating 

the leader's ability to create functional relationship with stakeholders, and to 

effectively communicate and work with them through empathy, training, partnering 

and facilitative leadership (5"1). This is to be elaborated further in the ensuing sections.

The Leadership and Change Management Theory

The third theory to explain the 'what caused change’ statement is the Cochren’s 

(1995) model (Figure 2.4).
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Figure 2.4 (reproduced) A Conceptual Model To Assist
Educational Leaders Manage Change

(Cochren 1995, p. 76)
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Here, the concept of leadership plays the key role. Cochren postulates that 

leadership, if effectively applied to the components of motivation, power and politics, 

staff development, and organizational development, the identified change inhibitors, 

enhances the opportunity for the successful management of change in a formal 

organization (p.80). Cochren likens the complex role of the leader of the organization 

to that of the captain of a fleet of ships. Vision, interpretation, and judgement are 

required in order for the leader or captain to keep the organization on course to meet 

the established goals (Cochren 1995, p. 71).

Viewed through this ‘leadership’ lens, it was evident that the changes that took 

place in the “S Centre” after year 2000 followed closely to Cochren’s model. The 

transformational change of the institution was significantly attributed to the work of 

the new leader. He was one who motivated staff and created an environment for them 

to develop skill and knowledge for the job. He was the chief architect who orchestrated 

the change but at the same time avoided major political feuds with groups of vested 

interests. But Cochren’s model still appears to be too general in concept and fails to 

give any help to explain how the new leadership was able to summon collective 

support which then translated into smooth change actions. For example, he speaks of 

motivation and staff development but falls short of details and empirical support. As a 

matter of fact, counselors working in the “S Centre” had carried out assortments of 

programmes under the same names over the past thirty years but reaped no prominent 

result.

The change management model (Figure 2.2) espoused by Scott (1999) presents 

a different version in regard to the cause of change in the k‘S Centre’ in 2000. While 

also giving the leader a central role in a change process, Scott’s model emphasizes on 

the leader’s ability to capitalize the environmental and human resources of an 

organization and having them to work harmoniously and collaboratively around 

focused development priorities. His view is that effective leaders know how best to 

shape culture, develop a positive climate, communicate their service’s mission and 

priorities, coordinate quality assurance and enhancement in learning programmes and 

support and reward staff as they grapple with ongoing change (p.93). For leaders to be 

successful, they need some extra personal attributes concern, such as their stance 

towards change, work and the people who populate it; their ability to think creatively,
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reflectively and with focus; their ability to continuously update what they know and 

can do (p.148).

Making reference to the data of the present study, Scott's theory appeared to be 

largely agreeable with the evidence found. Scott contended that the importance of 

valuing the individuals in an organization should be stressed as 'people can make a 

difference’ (Scott 1995, p.197). In the present study, it was exactly the new leader’s 

success in building up the rapport with staff and inmates through ‘personal touch’ that 

he was able to gain support from the wide resident population who then shared with 

his new vision. It was also the leader’s effective creation of a functional workplace that 

allowed him to implement programmes smoothly in the post-2000 “S Centre”. 

Evidenced from the data, the key workplace components as suggested by Scott (1995), 

including such elements as culture and climate, staff selection and support, leadership, 

communication systems, structure and administrative support (p. 108),were all carefully 

considered and put into practice by the change leader.

Figure 2.2 Change management framework for education

(reproduced from Cap. 2) (Scott, 1999:17)

External

Context

Leadership

Learning

Program
Milieu

Scott believes that organizational change can be combined with the skills of 

individual professional learning to produce ‘a learning organization’; and that effective 

change leaders recognize that their role is to give focus to change and build the 

capacity of those involved to manage it (Scott 1999, p. 170). This was rightly reflected 

in the process of change in the “S Centre” in 2000. The change of the “S Centre” 

culture began to take shape only after the rigorous interaction between the new leader
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and the staff, including the institution of structured staff in-service training 

programmes, regular consultation meetings and staff welfare programmes.

Because of the low performance standard of the average staff due to prolonged 

lack of training and embedded unfavourable culture, it was difficult for the 

management to realize its new vision fast. But it was also because of this that the new 

leader was given an effective leverage to promote self-development of staff and 

incorporate it as a regular programme. The full-blown staff development programme 

was then successfully started since 2000. Through this, numerous staff obtained 

occupational qualifications in such skills as driving, machine handling, workshop 

safety, hygiene, etc. culminating at one of the staff gaining admission to a local 

university in 2007. As a result, staff learnt the value of knowledge if to compete with 

peers. Although learning in this sense might at first be for self-interest, a culture of 

self-development nevertheless emerged. This was in tune with the contention of Scott 

(1999) who held that “In a sense, everyone has to see themselves as a leader of 

continuous change, learning and improvement in their own area of responsibility and 

expertise” (p. 147). In Scott’s view, change is learning and learning is change. There is 

a profound difference between ‘change’ and ‘progress’ (1995: 194).

Scott’s (1999) awareness of the impact of the environment on change was 

clearly reflected in the present study. Following the change of staff culture in the “S 

Centre” after 2000, the work climate became warm and promising, alongside improved 

co-operation between staff of various sections. With the management’s stress on 

collegiality, the whole working milieu turned favourable to facilitate continuous 

change. As the data revealed, it was under this new work climate that staff became 

more committed to their duties and keen to initiate programmes. These efforts 

ultimately contributed to the fast improvement of the institution. But since 

environment did not change on its own without an initial push, the leader again played 

the main role of a power igniter in this case. Scott is right, “Educational changes do not 

unfold spontaneously - they have to be led (Scott, 1999:17). The same held true in the 

case of the “S Centre” 2000 reform.

Overall, Scott’s model is helpful in explaining both the source and process of 

the institutional change experienced in the “S Centre” in 2000. But like Cochren’s
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model, it tells us the list of tools we can make use of in getting works done but, when 

applied to the present study, it seems to be falling short of explaining how the works 

were done with these tools, fast and effectively. Scott’s theory only outlines what 

change leaders ought to do but not how to implement. As the case of the “S Centre” 

has shown, it needed more than change knowledge and experience for the new leader 

to succeed. This, as will be discussed further later, includes the leader’s personality 

and dispositional qualities, and his transformative leadership style of management.

Clearly, while Cochren and Scott have outlined in their models the settings 

under which institutional change would take place, they do not foretell the extent of 

change. In the “S Centre” case, there was no data suggesting that the leader intended to 

transform the institution at the start. There was also no target plan of the leader what 

should be achieved within a definite time frame. Trapped in a completely strange 

environment, it was more likely that the new leader’s only ambition was to chart out 

some effective strategies for improvement. A logical inference is that he pushed 

forward his change plan through steps and adjusted it vis-a-vis the change of 

circumstances. The ultimate transformational change of the institution a few years later 

therefore was an unexpected result rather than the leader’s original target. But how this 

transformational change came about is intriguing at least and deserves more 

investigation as a matter of academic interest. The following delves further into this 

issue.

Why staff (and inmates) changed their attitude under the new leadership in 2000?

Previous analysis has given that the institutional leader was the change agent in 

the entire “S Centre” 2000 reform. With his professional knowledge and skills, a new 

culture and an inspiring working environment were created in the institution, leading 

to the leader’s final success in making continuous performance progress in the “S 

Centre”. But what is important is to find out the reasons why change could take place 

in an institution with a unique character and a deep-seated culture? And what special 

qualities of the leader enabled him to change the culture of staff and win over their 

support to pursue his invented cause?

Some hints are found in the interview data obtained from respondents in the 

Focus Group and Individual Interview (N=12). According to their feedback, staff as
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well as inmates preferred an institutional leader who would be trusting, willing to 

listen to them, being competent in professional skill and have a sound moral conduct. 

Also in their feedback, five personal attributes of the leader were nominated as having 

significant impacts on the transformational change of the institution under study. These 

attributes included the leader’s personal qualities and skills, preference for 

democratic/participative management, a sound moral self (an exemplary conduct), 

technical/professional skill, and insistence on right behaviour, which were largely 

consistent with the transformational leader qualities named by Daft & Lengel (2000) 

and DuBrin (2007), as previously discussed in the Literature Review about the 

attributes of effective leaders. Grouped into common themes, the five most quoted 

qualities are shown in Table 5.2 below, each will be further discussed in the ensuring 

paragraphs.

Table 5.2 Themes of Leader’s personal attributes

Breakdown of factors No. of 
descriptions

Remark

Leader’s personal qualities and 
skills 12

i.e. Leader’s commitment, dedication, 
interpersonal skills, adaptive capacity, other 
diversified skills, fairness and charisma (5’2).

Leader’s preferred democratic/ 
participative management 8

Including entrusting responsibilities upon 
subordinates and transparency of management 
decisions.

Leader’s moral self (exemplary 
conduct) 6 i.e. Leader as a moral compass

Leader’s professional skill 5 i.e. Skills and knowledge in handling drug 
treatment matters and inmates

Leader’s insistence on right 
behaviour 4 i.e. Leader’s demand for a high standard of staff 

morality

No. of interviewees (Focus Group and Individual interview) - 12

The Attributes of a transformational leadership style

From another perspective, it was observed that the attributes raised by 

respondents bore resemblance in nature to those frequently quoted by researchers of 

transformational leadership. As previously discussed in Chapter 2 under ‘Resistance to 

change’, and Chapter 4 under ‘the Leadership factor’, transformational leaders possess
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distinctive personal qualities in inspiring followers and in motivating them to buy into 

new visions and new possibilities. Facilitated by their ‘by heart (empathetic)’ approach 

and high personal moral standard, transformational leaders put great emphasis in 

keeping an efficient communication system with stakeholders, in developing the 

individual followers, and in the continuous cultural change of the organization. Flow 

these leadership attributes were shown by the change leader in the study site is 

discussed in more details below:

Leader’s personal characteristics

Inferred from the data of the present study, ‘personal qualities’ meant a wide 

list of personal characteristics, including the leader’s commitment to duties and the 

well-being of the staff and inmates, dedication to the organizational goals, fairness; 

and skills to include talents in various kinds of sports, band music, and other cultural 

activities such as story telling. As revealed in the study, the leader’s personal 

involvement in non-routine programmes not only impressed much of the residents, but 

also had given the new leader a useful platform to build up effectively his relationship 

with the staff and the inmates. At the same time, the leader’s high commitment and 

dedication to duties also enabled him to establish a positive image among the residents.

Leader’s preference for democratic/participative management

Leader’s democratic way of management was highly commended by both the 

staff and the inmates and came second on frequency of quotes by staff respondents. 

The new style of management gave two important signals to all within the institution, 

namely:

1) It indicated the management’s preference for a free flow of 

communication between the leaders and the followers. The side effect 

of such was that the management was able to maintain regular 

dialogues with front line staff and inmates, practically giving them an 

uninterrupted avenue to channel their opinions, and grievances, 

directly to the top management; and
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2) Allowing individual staff and inmates to talk in person with the institution 

leader on matters ranging from personal stories to management decisions 

was considered a big innovation in management policy by the majority of 

stakeholders, as that virtually meant qualifying all persons, staff and 

inmates, to make an impact on the institution’s programme running. This 

subsequently facilitated greatly the new leader’s winning over of respect 

from all ranks of staff and inmates.

As foreshadowed in Table 4.5, the effect of the sudden opening up of the 

decision-making system to involve the contribution of lower level staff far exceeded its 

superficial meaning. In contrast to the previous regime, which favoured a top-down 

decision-making process that involved little input from low ranking staff and inmates, 

the involvement of the grassroots in the new decision-making system proved to be an 

effective strategy of the management in obtaining useful frontline information, in 

exchanging ideas with the residents, in lobbying support from across the various 

sections, and in preventing misinterpretation of management information and 

malicious manipulation of message by subversive staff. Adding to this, staff and 

inmates’ participation in deciding institutional programmes served to announce a loud 

and clear message to all that the leader was not alone working for the desired 

institutional goal. This point will be further discussed in the implications section.

Apart from the above, the opening up of the decision-making system also 

reflected the confidence and ability of the leader in preventing the downside of 

participative management to happen, particularly when dealing with a population who 

used to display low regard to law and discipline. Both empowerment and trust can be 

vulnerable to abuse if no corresponding precautionary measures are effectively 

enforced. The fact that the change process went smoothly was therefore more of a 

man-made outcome.

The Leader's moral self

As shown in Table 5.2, third on the list of themes of leader’s personal attributes 

was the leader’s moral self. Although seemingly not directly related to organizational 

performance, the emphasis on executives’ moral behaviour and integrity has become 

an element for modern organizations to regain public trust after the series of corporate
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scandals in recent years involving giant multi-national firms such as Enron, WorldCom, 

HealthSouth, Arthur Anderson, Tyco and Merrill Lynch, etc (Robins 2007, p. 391).

In a human service industry (such as drug addiction rehabilitation) aiming at 

changing the attitudes of the clients, a good model of the leader saves many words to 

convince for good behaviour and serves best to reflect the demand of an institution in 

regard to good conduct and behaviour. In the present study, the “S Centre” leader’s 

exemplary conduct and behaviour not only had contributed to institutional 

development, but also had protected him from frivolous allegations and frame-ups by 

subversive staff. One safe assumption is that if the leader was found and proven by the 

subversive staff of any misconduct, the whole change plan could have collapsed or at 

least been compromised.

Another reason for staff to expect a good moral self of the leader was their 

desire to follow one right direction for moral and character development after a 

prolonged period of loosened discipline. In the present case, the staff and the inmates 

regarded the new leader as the moral compass who not only set policies but also 

implemented programmes with a moral purpose. The vision of turning the institution 

into a ‘drug-free community’ was one example; and encouraging staff to engage in 

continued personal development was another. This observation regarding leader’s 

moral self also echoes past literature that transformational leadership should build 

upon a strong ethical and moral foundation (Bass and Steidlmeirer 1999), as has been 

explained in Chapter 2 under ‘Overcoming resistance’ and ‘Leader’s commitment to 

show a good model’.

Leader’s professional knowledge and skill

One salient reason for staff and inmates to highlight their preference for the 

leader’s professional skills in handling drug treatment matters and inmates was their 

desire to having a leader who understood well their situations, including both physical 

and emotional needs. This preference was sensible, as they knew well by past 

experience that pure educational qualification was no guarantee for a sophisticated 

leader who would be able to attend skilfully to problems unique to chronic drug 

abusers. This quality, in their reflection, could only be gained by a person with the
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right aptitude and character through hands-on experience in the drug treatment 

profession.

Insistence on right behaviour

The final most quoted theme was the leader’s demand for consistent adherence 

to a code of behaviour. While this may not be a necessity for most modern entities, the 

assertion of such a demand from staff of the “S Centre” is understandable. As most of 

the inmates were drug addicts with dubious moral behaviour, staff eagerly hoped for 

an improvement in their behaviour and culture as this could benefit their control of 

inmates under their charge and house management. Whereas most operation staff were 

themselves ex-addicts who were long tainted by deep-seated sub-culture, the most 

feasible way to achieve this was to start with staff cultural change. The leaders 

demand for staff morality was a timely answer to the staff s desire for a positive 

change of the institution. The strategy that change should begin with the staff rather 

than inmates gradually received wide support.

In all, these attributes of the leader were said to have contributed substantially 

to the positive change of the institution after year 2000. To help reflect the relationship 

between leader’s attributes and institutional change in the present study, a respondent’s 

description as shown below is quoted for reference:

“As 1 see it, there was a real breakthrough in 2000 after which we have 

had a great leap forward in institutional performance and culture. All 

this can be attributed to an efficient management system instituted by the

new> leader which emphasized on staff,.......... fair appraisal and award,

participative management........  These added together have constituted

a sound system which enhanced greatly our operational efficiency and 

reduced conflicts between different sections of staff The leader s

personal participation in cultural and educational activities........... is

another reason why resistance to change was of no effect to the overall 

change. Support was on his side and most bought in with the new visions 

(Individual interview> summary, p.l 1). ”
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Implications

One of the aims of the present study was to find a useful framework for 

reference of managers and leaders in institutions of similar nature for staff and 

organizational development purposes. With a plethora of literature in change 

management available, useful references can readily be drawn from the many models 

developed by previous researchers. But as Fulan (1991) has indicated, just knowing the 

models serves little meaning for leaders. In fact, knowing the direction for results does 

not guarantee one will achieve the desired end. For instance, taking note of the 

important role of the leader offers little help to managers and executives planning for 

institutional change. What deserve readers’ attention are actually the details of what 

strategies can be used, and how they can be used effectively in given circumstances. 

This exactly was the purpose of the present study.

What seems to be intriguing in this study is the way in which the 

micro-strategies the institutional leader employed succeeded in transforming an 

institution plagued by prolonged sub-performance, entrenched sub-culture and scarce 

resources within a surprisingly short span of time. Apart from the change theories as 

discussed in the foregoing, there are some areas as revealed in the present study that 

have far-reaching implications on study of institutional change.

The first implication - “Planned change needs a human power source”

The first implication is that while institutional change goes through stages of 

development, changes that capitalise on the strengths of the preceding stage will have a 

better chance of success. As the 'Process theory’ equally holds true for planned 

changes in a closed institution, it is important for change leaders to constantly monitor 

the change development and build momentum for advancement. Unlike natural 

evolution, human-designed changes need a power source for action. To achieve this 

end, leaders must always be prepared to create and develop conditions to facilitate the 

progress of change from one stage to another. This, as shown in the present case, is an 

irreplaceable responsibility of the leader of an institution. Failing to do this only leads 

to stagnation, or even retrogression, of institutional development.
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While resistance to change is implicated in every stage of change, it appears 

that both the extent and speed of change hinge significantly upon the ability of the 

change agent to diffuse resistance and to summon force to push the change 

programmes through the various stages of institutional change. As the present case has 

suggested, individual differences in the leader’s professional skill and personality may 

lead to widely different results. But how the leadership factor implicates on the pace 

and scope of change deserves more attention. This issue is highlighted in the second 

implication below.

The second implication -

“Effective change demands particular attributes from the change agent”

That the leader plays the vital role in the entire change process is supported by 

both literature and the findings of the present study. More than this, however, many 

people believe in building up leadership capacity through the study of theories and 

management training. Contrary to this belief, there is evidence now suggesting that 

effective change calls for more than these endeavours from the leader. For example, 

the case of setting good visions, which is all-important in the eyes of many change 

management theorists such as Cochren (1995), Daft & Lengel (2000), DuBrin (2007) 

and Kotter (1996), becomes an empty talk without knowing thoroughly the true face of 

the concerned organization and its cultural constraints. This, however, must rely on a 

leader who is exuberant and dynamic enough to be able to create an effective 

communication, and trust, with the frontline staff and clients, as was shown in the 

present case. Only when this is achieved when a shared vision is truly manifested in 

the organization.

The same is for the case of charisma. It is doubtful if a leader s charisma 

characteristics can be groomed inside a training facility other than developed through 

human interactions on site, as the present study has amply demonstrated.

In exploring quality leadership, this study has further discovered that effective 

leadership demands not only professional knowledge and skills of the leader, as has 

been described in the leadership inventory in Chapter 4, but also a second set of
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personal attributes if to make the first set work effectively. As suggested by 

researchers including Deal and Peterson (1990), Daft and Lengel (2000), Feltner, et al 

(2008), Kotter (1998), and O’Brien (2002), these comprise the right character and 

dispositional qualities of the leader like broad and fair-mindedness, empathy, care and 

mindfulness, courage, and a moral self. This set of attributes is important as they are 

the real lubricant that makes possible the effective application of leadership skills in a 

given setting. In practical circumstances such as the present study site, it is this set of 

attributes that differentiates the high-performance leader from the less able one. It is 

the individual differences of these personal attributes that explain why leaders trained 

under the same environment can vary widely in their application of leadership theories 

in the real setting.

The personal attributes as quoted in Table 5.2 above and Table 4.4 of Chapter 4 

are by no means technical or any stranger to leaders who have gone through 

management basics. People come across them in their daily life and accept them as a 

matter of course. Yet knowing is not executing. People tend to modify perceived 

information under environmental pressure or the influence of body chemistry. 

Nevertheless, these attributes associated closely with the leader’s ultimate choice of 

strategies. Although not the intention of this study to probe in-depth into the issue of 

personality and disposition of leaders, the present study observes the need for further 

investigation into the issue in future.

The third implication -

“'Humanistic approach facilitates change of human culture’

The third issue implied by the study is the necessity for change leaders to 

differentiate between managing humans and machines. Unlike dealing with machines, 

handling human changes need to consider sentiments, rationality and reasoning, not 

pure equations of physical science. In the present study, it was revealed that the 

majority of inmates, despite their poor past conduct, were sensible and amenable to 

reasons. As discussed in the foregoing, when the new visions of the leader stood on a 

moral high ground, no “S Centre” inmates seemed to defy the objectives.
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During the Year 2000 reform when the new leader put forward his visions and 

pushed for the implementation of new programmes, most inmates were at first hesitant 

to follow for fear of accusation of betraying brotherhood. But as they began to see the 

benefits of the change, a growing number of them joined the change force. For those 

who followed the management’s call and contributed to the change programme 

voluntarily, they found one good reason to justify their obedience - they were instead 

supporting a morally correct cause for the common good. As the present case stands, 

this collective pitching-in subsequently developed into an institution-wide force that 

was responsible for the successful transformation of the “S Centre” within a short span 

of a few years after 2000.

The above revelation also has brought out one issue - there seems to be a big 

contrast between voluntary centres and government run compulsory drug treatment 

institutions. Deciding a policy through reasoning and consultation based on voluntary 

participation can facilitate subsequent enforcement of change strategies. This 

observation also supports Scott’s (1999) assertion that ‘effective change management 

is not some sort of mechanistic process but a highly subjective, emotion-rich, human 

one (p. 194). However, an important implication of this is that if clients are more likely 

to follow proper culture in voluntary institutions, the logic of having drug abusers sent 

by courts to law enforcement facilities for compulsory and coercive drug treatment 

deserves further debates.

The fourth implication - “The power of the majority - the democratic principle”

The fourth implication brought out by the study was the power of the mass. It 

appears that in dealing with a human enterprise, success of organizational change and 

development depends on the leader’s ability to move the mass. This is the case despite 

that leadership skill and knowledge is at all times important in leading an institution. 

The present study, in fact, has submitted a convincing case that it was ultimately the 

power of the majority that brings about change to the institution, not the leader alone.

Figure 5.4 explained this observation graphically. Here, it can be seen that the 

new “S Centre” leader grew from a lone change agent to become a collective force

201



consisting of the majority of staff and inmates to push for the transformational change 

of the institution. Knowing that resistance to change in the closed institution was 

strong, the leader began with his attempt to negotiate with institutional culture by 

changing the values and attitudes of staff and inmates. He effectively communicated 

his new visions to the centre population and worked closely with them in building a 

drug-free community with a decent culture. During this process, the leader succeeded 

to canvass support from a group of positive staff and inmates to form a strong coalition. 

This in effect sent a clear signal to all - the leader was not alone in battling for 

institutional improvement. But while the push force had at that point been enhanced, 

there still existed negative forces within the institutional context.

Figure 5.4 Growth of change force- From a lone effort to collective force

The next phase saw the continued expansion of the coalition to become the 

dominating force in the workplace milieu. Culture now had much been modified and 

efficient teamwork became very much visible. At this point, the force of change further 

multiplied, with momentum quickly gathered speed. As this situation continued, the 

resistance force silently died out in the background, leaving the whole positive staff 

team in the fore-front. There were concerted efforts from every corner of the institution. 

This final scenario set the stage for transformational change when every resource was 

utilized and targeted at achieving the institutional goal.

What needs to be stressed here is that the process of change developed from 

initiation to a collective force is often complicated. The effect of participative 

management plays a significant role here. The contribution of participative 

management is that it allows the leader to effectively communicate his vision to the 

team, receive direct feedback from the front-line, and let people understand what Fulan 

(1993) has termed 'the moral purpose’ of his intended programmes (p.8). As in the
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case of the “S Centre" 2000 reform, the adoption of democratic approach in 

decision-making demonstrated the profound effect of organizational democracy. This 

process recognized individual ownership and responsibility for solving problems. The 

revolutionary implications of this participation go past notions of efficiency to include 

human satisfaction, self-actualization and ecological survival, as Cloke and Goldsmith 

(2000, p. xv) have shown. It was under such circumstances that the leader’s new vision 

of a drug-free and peaceful community on the “S” island (5'3) prevailed and was truly 

shared by the majority.

The fifth implication -

"Persistent change depends on continued staff development”

While leaders and the larger environment may change, it is essential that 

institutions are able to cope through constant upgrading of their hard and soft ware. As 

staff form the main support of any institution, any persistent growth and development 

of the institution depends on the continued improvement of staff quality. The present 

study has clearly suggested that staff development is a key to improving institutional 

efficiency on a permanent basis. It was the positive change of staff culture and their 

personal capacity that the institution’s performance started to improve, fast and 

continuously, amidst shortage of staff and limited resources.

As Land and Jarman (1992) earlier suggested, “Development is the continuing 

improvement in the capacity to grow and to build ever more connections in more 

varied environments” (p.30), ultimately, we need to nurture staff who are able to think 

positively and develop their capacity to tune in with the environment. In the case of the 

“S Centre”, enhanced staff development in the post-2000 regime either in the form of 

structured in-service training programmes, informal staff meetings in irregular hours, 

or participation in external vocational training programmes provided a springboard 

from which service quality of the institution started to jump and markedly improve. In 

effect, staff training programmes in the present case served more than its traditional 

meaning. It became a built-in platform where the leader communicated directly, and 

effectively, with the front-line staff.
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Overall, the leader’s firm conviction on staff-development as a tool for service 

improvement has established an important milestone in the history of the “S Centre’' in 

two respects. First was that staff personal development was accepted by all as a 

necessary part of staff obligations, not voluntary contribution to the organization. 

Second was the positive change of staff attitude towards the presumption that service 

delivery must keep change with the need of the society. Staff generally realized that 

this could only be achieved through their sustained effort in collective upgrading of 

personal quality.

The case of the “S Centre” 2000 reform has rightly demonstrated the 

importance of training the staff to become leaders on their own right, being able to 

think independently, conscientiously and competently, for the betterment of the larger 

whole. And until this is achieved, any change could be temporarily. This situation also 

supported Scott (1999) who asserted that ‘change is learning and learning is change, 

and that values, motives, evaluation and human relationships under all that happens in 

if (p. 194).

Final conclusions

The study of transformational change of the “S Centre” in 2000 has suggested a 

number of intriguing findings. First is that positive institutional change comes about 

only when there is a power source to start the change programmes. The rate ol change 

depends on how effective and at what strength the change programmes are carried out, 

with continuous change requiring continuous efforts from the power source.

Second is that the leader of an institution is the most convenient power source. 

He is the change agent in any institutional reform and the chief architect in planning 

and orchestrating the change. The success of the reform therefore hinges significantly 

on the ability and quality of the leader, as are elaborated further in the concluding 

paragraphs to follow.

Third is that whereas leadership is a truism for management in all 

circumstances, it is ultimately the collective force of the mass that transforms an 

institution, not the leader’s single effort. The best way to achieve this therefore is to
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convince consensus of decision through a democratic process. Participative 

management that encourages the leader to keep in touch with the people and respects 

individual contributions is a viable strategy that helps.

Fourth is that while change strategies depends on the professional knowledge 

and skills a leader possesses, it is his other personal qualities that decide the extent of 

the transformational change of the institution. In handling affairs in a human service 

industry, all such qualities as the leader’s character and personality, integrity and 

personal conduct, drive and job commitment are essential catalysts and lubricants to be 

considered. Lacking these qualities could lead to efficiency of change seriously 

discounted.

Fifth, and the last, is that whereas leadership preferring status quo can minimise 

management risk and ensure short-term stability, it fails to give visions and hope to the 

organization, particularly in a changing society. Transformational leadership, on the 

other hand, enhances the chance for sustained institutional change through continued 

positive change of culture, which sets the stage for development of people’s conduct, 

working attitude and, self-aggrandizement through continued learning. This ultimate 

but essential finding of the present study suggests that without permanent change of 

culture, any institutional change could be temporary and short-lived.

Summarizing the observations of this study, a framework is devised in Figure 

5.5 for reference of change leaders and managers. This framework represents a new 

paradigm of institutional change, which perceives institutional change as the tussle 

between two major groups of forces, the forces of change and the forces of resistance. 

The former comprises mainly the leadership, the stakeholders and the environmental 

factors; whereas the latter is represented by factors relating to stakeholders’ concerns, 

management shortcoming and contextual conditions. By simple arithmetic, the 

difference between the two forces determines the direction 'of the change. If in favour 

of the change, the net change force further decides both the intensity and speed of the 

change calculated from the starting point.
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Time Use

Starting Point

Figure 5.5 The paradigm of Institutional Change

The curved path of change indicates that any process of change is by nature 

complicated and non-linear, and the differences in the arrow thickness depict the 

relative strengths of the two forces acting upon each other in a particular stage. As the 

resistance force reduces, for example, the change force becomes relatively stronger, 

pushing the curve to bend for a greater extent of change and at a higher speed. The 

final outcome of change strategies, however, is determined by a variety of conditions 

as stipulated in the two circles. With leadership topping the factor list, the present 

study contends that the successful use of change strategies will link to the management 

mentality of the leader. As such, replication of the strategy may always be difficult and 

unrealistic due to personality differences of the change agent and the uniqueness of 

situations.

In a sense, the Indian proverb “Like leader, like followers” is proved true in 

this study. To be able to exert transformational leadership on others, the leader himself 

ought to be transformed first. Chakraborty & Chabraborty (2004), for example, 

contended that self-transformation among leaders should get priority over their 

expected transformation influence on followers (p.71). Meanwhile, the present study 

also supports the findings of the CPM (character, performance and maintenance) 

model posited by Wehquan and Liluo (1994) in that, for the Chinese (>4), the high 

moral character ‘C’ is as important as ability on the job, although more research needs 

to be done to ascertain if this is true across the wide Chinese population. Nevertheless,
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'change' starts with the leader is once again confirmed in the present study, as is in the 

past literature.

Limitations

This study was subject to certain limitations set by the research designs. Like 

other qualitative, naturalistic studies, there are inherent weaknesses in case study 

methodology. As Nisbet and Watt (1984) indicated, case study results may not be 

generalizable except where other readers/researchers see their application. They are not 

easily open to cross-checking, hence they may be selective, biased, personal and 

subjective. They are prone to problems of observer bias, despite attempts made to 

address reflexivity (Nisbet and Watt 1984). More specific to this study is the fact that 

the centre caters only for male and the observations invariably represent those on male 

addicts only. Unfortunately, because there is a pitiful lack of past research on sites 

catering for female drug addicts, comparison and cross-institutional study is difficult. 

Aptly because of this, it is hoped that the outcome of the present research would serve 

to throw useful light on this narrow subject.

While the use of case study method to explore truths in an institution with 

unique characteristics is said to be appropriate and realistic, three limitations are 

identified for this study:

1) Although all the research instruments were separately administered by a 

research assistant unrelated to the staff establishment of the Centre, the 

perception that there could have implicit influences on the respondents in 

their honest offering of opinions might still have existed due to the fact 

that the researcher himself is the administrative head of the research site 

being studied.

2) This single case study is not meant to be a sample or to generalize 

observations or theories. But it seems more appropriate to apply the study 

results to organizations or institutions having similar nature and 

characteristics.

3) One weakness of case study is that the researcher as the writer may lose 

his objectivity and introduce bias into the study. Although he took note of
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this throughout the study, it is always open to challenge if complete 

objectivity was maintained.

Recommendations for Future Research

Where change is a natural event for any institution, this study has put up an 

exceptional case where transformational change of an institution successfully took 

place fast and pervasively under unfavourable environmental factors led by a 

transformative leadership. The findings and implications of this study suggest 

directions for future research. There is a strong need to examine: i) what other factors 

may have contributed to the success of institutional changes in organizations of other 

nature, and if those factors are the same for institutional change of the same nature; 

and ii) If the factors of leadership and institutional culture are universally significant 

for institutional change in other services or industries.

To provide more insight for realizing how institutions can transform and 

improve through management designed programmes, some other areas that deserve 

further studies. The following questions are suggested for future investigations:

1) Would institutional culture be similarly decisive, as in the present case, in 

the transformational change of an institution in other human service or 

other types of industries?

2) Would the leader’s dispositional attributes impact similarly significantly 

on institutional change in other situations, or in industries other than the 

human service?

3) The present study was conducted in a free society where both staff and 

clients were all used to free communication and protection of rights. It is 

not sure if the same findings would emerge in a setting where autocracy is 

the rule.

4) The present study represents a case tested on site of a male only drug 

treatment centre. Would there be a difference in the extent and mode of
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resistance in institutional change due to gender difference in a female 

institution?

The study as a reference

While there are stipulated limitations of the present study, the research is 

among the few studies that set sight on closed institutions run by government 

subvented organizations. Despite the unique nature of the study site, the empirical 

findings of the present study have submitted two noteworthy revelations for reference 

of readers and change leaders. The first is that there is always a way to opening up the 

minds of human subjects and break through their resistance to change irrespective of 

their background. The key is on matching the leader’s skill and strategy with the 

contexts in question. The second is that while the leaders play a pivotal role in 

organizational changes and that leadership style and individual temperament may 

differ among individual leaders, successful leaders do exhibit certain common 

attributes and traits which can be core leadership elements applicable across different 

situations.

The present study is also good reference for non-government organization 

(NGO) leaders and readers interested in leadership and organizational change 

management. When nowadays governments over the world are having an increased 

preference to contract out social and welfare services to non-government organizations 

and voluntary bodies so as to enlarge the service scope with the planned budget, it is 

essential for service providers in the voluntary sector to continually refine service 

efficiency and cost-effectiveness in order to maintain competitiveness. The experience 

gained in this study is good reference for institution leaders in the human service 

industry who desire for institutional change either in the face of fierce competition, or 

pressure from within. Needless to say, it is particularly relevant for sharing of 

experience by change leaders in closed institutions having unique contextual 

conditions, save that cautions are made with regard to cultural differences and 

limitations of this study.
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Notes

Chapter 5

Note 5-1 Partnering proposes a radically new vision of relationships between organizations.

It fundamentally recognises, celebrates and exploits the differences that exist. By developing a 

culture that sees conflict as a natural resource. Partnering urges people and business to 

co-operate for mutual benefit, achieving greater future success than that which is possible

through working alone................... Facilitative leadership is the individual embodiment of the

partnering ethos. Facilitative leaders have the capacity to engage others at every level within

an organization__the wisdom to look within themselves and their teams to lead small parts of

the organization, in synchrony with the larger organization, towards their collective goal. 

Facilitative leaders are the components that build the partnering vision (Questions of 

Difference Limited 2008).

Note 5-2 Charismatic leaders produce the following nine effects:

1) Group members’ trust in the correctness of the leader’s beliefs.

2) Similarity of group members' beliets to those of the leader.

3) Unquestioning acceptance of the leader.

4) Affection for the leader.

5) Willing obedience to the leader.

6) Identification with and emulation of the leader.

7) Emotional involvement of the group members or constituents in the mission.

8) heightened goals of the group members.

9) Feeling on the part of group members that they will be able to accomplish, or 

contribute to, the accomplishment of the mission.

(Robert J. House. “A 1976 theory of charismatic leadership,” in Leadership: The 

Cutting Edge (Carbondale; Southern Illinois University Press, 1977), pp. 189-207; 

Martin M. Chemers, An Integrative Theory of Leadership (Mahwah, N.J.: Lawrence 

Earlbaum Associates, 1997), pp. 80-82).

Note 5-3 The “S” island was an outlying island in Hong Kong where the “S Centre” was 

situated. There were no other inhabitants on the island other than residents, i.e. inmates and 

staff, of the “S Centre”.

Note 5-4 According to figures supplied by SARDA Statistics Unit, the ethnic composition of 

the “S Centre” in 2008 was such that over 94% of the inmates and 100% of staff were Chinese.

210



Appendix A

Interv iew Format & Protocol

Note to the moderator: This interview process is consisted of three stages: 1) an 

introduction; 2) the interview; and 3) the interview wrap-up. Below is a description of 

each of these processes.

Introduction

Hello, I am______________, the research assistant of Mr. Alfred Mak who is

conducting a research investigating the transformational change of ‘the Centre’ 

following year 2000 in part fulfilment of a Doctor of Education degree at the 

University of Technology, Sydney, Australia.

As part of this research study, I am going to interview seven staff members in a 

focus group and five other staff members randomly selected for individual interviews. 

Generally, in this interview, I will ask you to talk about recent organizational changes 

in ‘the Centre' in the six years following 2000 and the factors underlying the changes.

The discussion composes of five main parts. The first part contains questions 

relating to institutional change of ‘the Centre’, the second part to possible drivers for 

the change, the third part to the effects of staff development, the fourth part attempts to 

collect opinions on possible synergistic effects of positive factors. The final part then is 

to invite participants to freely express any other opinions concerning the subject. 

Participants are requested to recall their experiences in their service with ‘the Centre’ 

and give opinions of their own observations.

Participation in this exercise is wholly voluntary and participants may 

withdraw from this research project any time without consequences or giving any 

reason. The data you supply can be valuable information in helping improve the 

efficiency of ‘the Centre’ in future. All information collected will not be revealed to 

other persons without the consent of the participants. This interview will take not more 

than forty-five minutes. Is this a good time or would you like to reschedule?

If it is alright with you, I will be audio-taping our conversation and taking notes 

throughout our meeting. However, you can ask me to turn off the tape recorder at any 

time if you would like me to. In addition, nothing you say will be attributed to you
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directly in any of our reports or conversations with the centre management. Do you 

have any questions?

What I would like you to do now is read and sign this consent form (Appendix 

3-A (2)) that outlines what I have just told you.

Interview Protocol

Now, let's begin with the questions (Appendix 3-A (2) (Questions for 
discussion)

212



Appendix B

**PR1NTED ON UTS (and/or joint) LETTERHEAD**
UNIVERSITY OF TECHNOLOGY, SYDNEY

INTERVIEW CONSENT FORM

I ____________________agree to participate in an interview about a research project
entitled “A case study of institutional change in a drug treatment and rehabilitation centre 
in Hong Kong” now being conducted by Mr. MAK Wai-keung, Alfred, at the “S Centre” 
(Tel: 9302-1895), in part fulfillment of his study of a degree of Doctor of Education at the 
University of Technology, Sydney.

- Mm-- 9302-1895 •

I understand that the purpose of this study is to examine the circumstances under which 
organizational change takes place in a drug treatment and rehabilitation centre and to 
identify the effect of leadership on organizational change, efficiency and effectiveness.

I understand that my participation in this research is entirely voluntary, and will involve 
spending approximately 30 minutes in answering interview questions about my personal 
opinions and experiences in ‘the Centre’. I also understand that all information collected in 
the interview will be used for academic study only. The information will not be revealed to 
other persons without my personal consent, and that the publication of the study will in no 
way reveal my identity or any of my personal information.

I am aware that I can contact Mr. MAK Wai-keung, Alfred at telephone No. 9302-1895 or 
his supervisor Dr. Liam Morgan at telephone No. 61 2 9514-3871 if I have any concerns 
about the research. I also understand that I am free to withdraw my participation from 
this research project at any time I wish before or during the interview. I agree that Mr. 
MAK Wai-keung, Alfred, or his research assistant, has answered all my questions fully 
and clearly.

(9302-1895) immzm
Liam Morgan (t V ('Big: 61 2 9514 3871). AiV!

° nmmumwmt; -
°
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I agree that the research data gathered from this project may be published in a form that 

does not identify me in any way.

°

________________________________________________ ____ /____ /
Signature (participant) Slfr#

MAK Wai-keung, Alfred

Signature (researcher or delegate) IfiS
/ /

NOTE:
77zw study has been approved by the University of Technology, Sydney Human Research 
Ethics Committee (UTS HREC ref no : 2005-062-LEE). If you have any complaints or
reservations about any aspect of your participation in this research which you cannot resolve 
with the researcher, you may contact the Ethics Committee through the Associate Professor Dr. 
Alison Lee (ph: 61 2 9514 3900), alison.lee@uts.edu.au). Any complaint you make will be 
treated in confidence and investigated fully and you will be informed of the outcome.

dmtmxm > Axw&smmmmmMg ■ mmmmsmm
2005-062-LEE) - •

Dr. Alison . (61 2 9514 3900) gfMff alison. lee@uts. edu.au . —* WJxTfjmff
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Semi-structured questions for 
Focus Group & Individual Interviews

Appendix C

A. Institutional change of the “S Centre”

1. What do you observe about the change(s) in the institution in the following 
areas? When and how great are the changes?

a) the institutional phenomenon
i) artifacts (i.e. all visible products of the centre; e.g. physical environment, 

artistic creations, designs and style, as embodied in clothing, manners of 
address, emotional displays, myths and stories told about the organization)

ii) buildings and structure
iii) general cleanliness
iv) physical development (structures, facilities)
v) programme development (counseling, vocational, educational and cultural 

programmes)
vi) systems and procedures (administration, operation, personnel)
vii) performance, eg. retention rates and success rates

the staff culture and performance

i) staff attitudes and value
ii) staff way of thinking and making assumptions
iii) staff behaviour
iv) staff output and general performance

b) the addict-residents

i) resident behaviour (conduct, discipline, turn-out)
ii) working attitude and output
iii) the general centre atmosphere
iv) centre culture/subculture (residents’ appearance, values, attitude, beliefs, 

stories, etc.)

B. Factors driving the changes (e.g. Leadership quality, Organizational structure, 
Power and politics, staff development strategy, Institutional culture, Pressure 
from the society, etc.)

1) To what extent do you think changes are attributed to the new leadership, in 
particularly on the following areas?

a) Influence on making a new and attractive vision of the institution
b) Influence on organizational structure and strategies
c) Influence on organizational values
d) Influence on resource allocation
e) Influence on staff quality improvement
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f) Influence on image of the institution
g) Influence on organizational performance improvement
h) Influence on staff development programme and strategy

2) The change process

Introduction: Owing to long history of the centre (established since 1963), 
and a high proportion of addict-turned staff, there was strong subculture 
prevailing in the centre. This embedded negative culture gradually faded 
after new leadership was in place in 2000.

What hindrances/ obstacles were observed in the change process, in 
particularly the following areas?

a) In changing organizational values and practice
b) In improving staff professional skills and knowledge
c) In changing staff culture
d) In changing institutional culture

3) To what extent do you think changes are attributed to improvement of staff 
quality in the following areas?

a) In staff s professional knowledge and skills
b) In staff s working attitude and enthusiasm
c) In staff s loyalty and commitment to organizational goals
d) In staffs culture

4) To what extent do you think changes are due to other factors within the 
institution? Why do they surface only at the time you mention ? What are 
their impacts?

5) To what extent do you think changes are attributed to external factors, such 
as demands from the government, the society, the profession, the Board of 
Directors of SARDA or clients?

a) Do these factors exist long before?
b) Do these external factors impact on institutional change at all?
c) If existed long before, how did the former management deal with them? 

Any change effected?
d) If measures were ineffectual, why failed?
e) How is the present management dealing with these factors?

C. Staff quality improvement

1) What are the perceived factors driving improvement in staff quality?

a) Self-motivation? If yes, why only happened recently?
b) Pressure from outside? If yes, why only surfaced of late?
c) Inducement by new leadership - If yes, in what way and how?
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d) Enhanced staff development programme - If yes, in what way and 
how?

e) Other factors?

2) What staff development programme was in the past regime, i.e. before 2000?

a) Any formal training for staff?
b) What about resources for staff training?
c) What was the leader’s attitude towards staff development?

3) What staff development programmes are found in the existing system?

a) Formal staff in-service training?
b) Meeting and seminars?
c) External courses?
d) Peer coaching? (on or off-duty hours)
e) Workplace learning?
f) Other forms?

4) How staff development contributes to institutional efficiency?

a) Improvement in professional knowledge?
b) Improvement in work skills and staff leadership?
c) Improvement in man-management and inter-personal skills?
d) Enhance realization of institutional goals and personal commitments?
e) Change in staff culture and sub-cultures in the institution?

5) In your opinion, what other factors should come into play if to produce 
institutional change and improvement to institutional efficiency? How you 
rank all your suggested contributive factors according to their respective 
importance?

6) In your opinion, how staff development can continue to contribute to 
institutional efficiency? How can it be maintained?

a) Institutionalizing staff development programme?
b) Increased commitment from the leader(s)?
c) External help?
d) Establishing a learning culture?

D. Synergy of positive factors

1. In your opinion, how the positive factors you named above can be inter-related to 
achieve a synergistic effect for continuous improvement of institutional 
performance? What conditions you think are necessary to achieve this?

2. How synergy can be sustained?
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E Any other opinions

End of interview Thank you.
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Focus Group/Individual Interviews

Moderator Introduction: “I am_____________ . I am going to lead the discussion we
have planned today. We are here to discuss the case of institutional change at the “S 
Centre”. In particular, what provided resistance to change and how the institution went 
through changes before and after the change of leadership in 2000? What factors do 
you observe have contributed to its changed culture, and how was the resistance in the 
entire change process handled? We will also talk about what can be learned from the 
present case in regard to institutional change in institutions of similar nature.”

Note to moderator:

1. Before this interview, each of the staff selected for the interview will be given this 
question sheet at least three working days prior to the interview. They should be 
asked to study the questions carefully and prepare their thoughtful answers for the 
interview.

2. Before this interview begins, the moderator will explain the question-and-answer 
format to the group or the individual. Each participant will then give his/her 
response in succession, until all responses have been heard. The group will openly 
discuss any comments, suggestions, or ideas, until the moderator determines that 
the question has been thoroughly discussed. The moderator will attempt to 
determine a consensus or validation of the views expressed and will summarize 
the key points.

Questions

Please respond to the following questions as candidly and completely as possible.

1. How do you compare the performance and outcomes of the “S Centre” before and 
after year 2000? Please give examples in each case.

Follow-up questions (if not addressed in open discussion)
a. What about changes in the way the institution operates?
b. What about changes in staff performance and morale?
c. What about changes in inmate behaviour?

2. What institutional changes have you observed before and after year 2000? Please 
give examples in each case.

Follow-up questions (if not addressed in open discussion)
a) If there were changes, what do you observe about the following?

i) Changes in artifacts, attitudes and basic assumptions of both inmates and
staff of the institution before and after 2000? Please give examples!

ii) Were these changes deep and pervasive in each case?
iii) Were these changes intentionally made by the institutional leader?
iv) Did the changes occur over time?

b) What caused the change?
c) What change strategies do you observe were intentionally employed by the 

management?
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d) Do you think these strategies link to and support each other in effecting 
change?

e) If there were changes, how did the two cultures affect institutional 
performance respectively?

f) What responses were from the inmates to the two cultures?

3. How and what part, if any, did leadership play in the changes? Please give 
examples in each case.

Follow-up questions (if not addressed in open discussion)
a. How did the two leadership styles respectively influence staff quality? Can 

you quote incidents to show their differences?
b. How did the two leadership styles respectively impact on team efficiency?
c. How did the two leadership styles impact on institutional structure 

respectively?

5. Was there any resistance to change from staff or inmates at the change of 
institutional leadership in 2000? If yes, what sorts? Please give examples in each case.

Follow-up questions (if not addressed in open discussion)
a. Why, if yes?
b. How was the resistance overcome? Can you quote incidents to show how 

resistance was tackled?
c. What part, if any, did leadership play in overcoming the barriers?

6. From the “S Centre’Y experience, what do you think are essential ingredients for 
maintaining continuous positive institutional change in the “S Centre”? Please give 
examples in each case.

Follow-up questions (if not addressed in open discussion)
a. How important is staff development?
b. What barriers still exist to resist change?
c. Can they be overcome? How?

6. Is there anything else you would like to add in regard to elements contributing to 
changes in the “S Centre” over the past six seven years? Please give examples in each 
case.

Thank you very much for attending this group discussion today. The researcher and I 
are most appreciative of your willingness to contribute to this study.
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Appendix D

Surv ey questionnaire

The following statements and questions serve to depict organizational change in the “S 
Centre” (the study site). Please read each statement and decide to what extent you 
think the statement applies. Circle your response to each statement. Please answer all 
questions.

Part A General information about the respondent

1. When did you first stay in the a) as a staff..................... ....................
“S Centre”? b) as a patient................. ....................

c) as a volunteer........... ....................

2. How many years you have been working in the “S Centre” as a staff from now?

3. Do you consider yourself familiar with the climate and culture of the “S Centre”?

Yes /No

Part B Comparison of Institutional performance before and after Year 2000

Compare the performance of the institution before and after 2000 and indicate your 
opinion in regard to the element as shown in each statement. Please answer all 
questions:

Description of variables

Evaluate institutional performance - 
Circle the number best represents 
your opinion:
(1) = Strongly disagree
(2) = Disagree
(3) = Undecided
(4) = Agree
(5) = Strongly agree

A. On general performance indicators

1. Retention rate in detoxification phase 
before 2000 was satisfactory, i.e. at 70% 
or above.

2. Retention rate in rehabilitation phase after 
2000 was satisfactory, i.e. at 70% or 
above.

12 3 4 5

12 3 4 5
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Inmates' abstinence rate (the success rate) 
worsened after 2000.

1 2 3 4 5

B. On the institution’s general aspects
1. 1. Institution’s public image before 2000 

was better.
1 2 3 4 5

2. There was improvement in general 
cleanliness of the institution after 2000.

1 2 3 4 5

3. Buildings maintenance programme was 
more efficient before 2000 than after.

1 2 3 4 5

4. There was better provision of educational, 
training, and recreational facilities after 
2000.

1 2 3 4 5

5. The centre showed increased attention on 
preservation of nature and institutional 
environment after 2000.

1 2 3 4 5

C. On inmates’ performance

1. Inmate discipline and behaviour was 
better before 2000 than after.

1 2 3 4 5

2. Inmates’ personal hygiene and appearance 
was better before 2000 than after.

1 2 3 4 5

3. Inmates’ working attitude was improved 
after 2000.

I 2 3 4 5

4. There was positive change in inmates’ 
values and beliefs after 2000.

I 2 3 4 5

5. Inmates’ knowledge about drug perils was 
better before 2000 than after.

I 2 3 4 5

6. Inmates had better motivation to quit drug 
before 2000 than after.

1 2 3 4 5

D. On staffs performance

1. Staff discipline was improved after 2000. 1 2 3 4 5

2. Staff showed improved tidiness and 
turnout after 2000.

1 2 3 4 5
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3. Staff had better professional knowledge 
before 2000 than after.

1 2 3 4 5

4. Staff had better job confidence before
2000 than after.

1 2 3 4 5

5. Team-work among staff was better before 
2000 than after.

1 2 3 4 5

6. There was improved sense of 
responsibility among staff after 2000.

1 2 3 4 5

7. There was better staff working efficiency 
after 2000.

1 2 3 4 5

Part B Assessment of drivers for institutional change of the “S Centre”since 
2000

Evaluate each of the statement below and indicate your opinion how institutional 
change, if any, was brought about in the “S Centre” ‘before’ and 'after’ year 2000. 
Circle your response to each statement. Please answer all questions:

Description of variables Circle the number best represents 
your opinion:
(1) = Disagree
(2) = Undecided
(3) = Agree

To what extent were the following elements Before 2000 After 2000
causes of institutional change in the “S
Centre”?

A. Source of change
1. Pressure from the government was the 1 2 3 1 2 3

main cause.

2. Changes were mainly caused by directives 1 2 3 ] 2 3

of the Board of Directors.
3. Clients’ demand was the main cause for I 2 3 1 2 3

change.

4. Change was due to demand of the society, 1 2 3 1 2 3

i.e. public demand.

5. Change was mainly driven by the leader’s 1 2 3 1 2 3

initiatives. J
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6. Which of the above five elements is the 
most important source of change in the 
respective periods? (i.e. circle one on each 
side)

1 2 3 1 2 3

B. The leadership factor - i.e. elements of 
institutional leadership quality as 
contributing cause for changes in the “S 
Centre”:

1. Institutional change was caused by 
leader’s strong commitment to 
organizational goal.

1 2 3 1 2 3

2. Institutional change was caused by leader 
having shown good ability to shape 
culture and develop a positive work 
climate.

1 2 3 1 2 3

3. Institutional change was caused by leader 
having created new vision and shared it 
effectively with staff.

1 2 3 1 2 3

4. Institutional change was caused by leader 
having shown an ability to maintain 
efficient communication with staff.

1 2 3 1 2 3

5. Institutional change was caused by 
leader’s ability to appraise and reward 
staff effectively.

1 2 3 1 2 3

6. Institutional change was caused by leader 
having created an efficient staff 
team-work.

1 2 3 1 2 3

7. Institutional change was caused by leader 
having shown good ability to coordinate 
quality assurance and enhancement in 
learning programme.

1 2 3 1 2 3

8. Institutional change was caused by leader 
having shown good personal example to 
staff and inmates.

1 2 3 1 2 3

C. Svstem of communication

1. Institutional change was facilitated by 
effective channels for staff and inmates to 
communicate.

1 2 3 I 2 3
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2. Institutional change was facilitated by 
effective staff consultation for addressing 
feedbacks and emotions.

1 2 3 1 2 3

D. Administrative support

1. Institutional change was facilitated by a 
structure that emphasized more on 
coherence, interconnection and focus

1 2 3 1 2 3

E. Institutional structure

1. Institutional change was facilitated by a 
structure that effectively facilitated 
coherence and mutual reinforcing between 
sections and minimize conflicts among 
staff.

1 2 3 1 2 3

F. Monitoring process

1. Institutional change was facilitated by an 
effective appraisal system to hold staff 
accountable for their performance.

1 2 3 1 2 3

2. Institutional change was facilitated by 
effective management procedures in 
ensuring the smooth operation of 
institutional programmes.

1 2 3 1 2 3

G. Resource distribution

1. Institutional change was facilitated by 
staffs welfare having been adequately 
taken care of.

1 2 3 1 2 3

2. Institutional change was facilitated by 
inmates’ welfare having been adequately 
taken care of.

1 2 3 1 2 3

H. Learning programme

1. The provision of sufficient opportunity 
for staff to learn and develop for 
professional improvement had 
contributed to institutional change.

1 2 3 ! 2 3
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2. An effective institutional strategy for 1 2 3 1 2 3

staff development and for continually
improving staff qualities had contributed
to institutional change.

Part C Evaluate intensity of and resistance to change following change of 
leadership in 2000

Circle the number best represents
your opinion:

Description of variables (0) = Disagreed
(1) = No opinion
(2) = Agreed

A. Intensity of the institution’s change

1. I think the change was mild and gradual 
throughout.

0 1 2

2. I think the change was intense in the 
beginning but gradually reduced its force.

O 1 2

3. I think the change was intense 
throughout.

O 1 2

4. The best word I can describe the change 
is 'transformational’.

O 1 2

B. Response of staff to change

1. There was resistance from some staff in 
the Operations Section.

O I 2

2. There was resistance from some staff in 
the Administration Section.

O I 2

3. There was resistance from the social 
workers.

O 1 2

4. There was resistance from medical staff. O 1 2
5. There was resistance from volunteers. O 1 2

C. Response of inmates to change

1. There was resistance from inmates in the 
detoxification phase.

O 1 2

2. There was resistance from inmates in the 
Rehabilitation phase

O 1 2

D. Intensity of resistance

1. Intensity from staff was great throughout 
the change process.

O 1 2

2. Intensity from staff was great in the initial 
period but was reduced gradually as 
management took corresponding actions.

O 1 2
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3. Resistance in the latter period was minimal 
as staff accepted change was for the 
collective benefit of the institution.

Part D Assessing management actions in handling resistance after 2000

Description of variables

Circle the number best represents 
your opinion:
(0) = disagreed
(1) = No opinion
(2) = agreed

A. Identifying strategies used

Which of the following strategies you think
were in place in the “S Centre” in dealing with
change?

a) Creating a new vision shared by O 1 2
most staff.

b) Improving communication between O 1 2
management and staff.

c) Improving team-work. O 1 2
d) Enhancing staff development. vj 1 Z

e) Management to commit strongly to O I 2
organizational goal.

f) Cultivating a new culture and work r\ i *)

climate. U 1 z

g) Creating a supportive n i ?
administrative system.

h) Establishing an effective staff O 1 2
appraisal and accountability
system.

B. Evaluate effectiveness of strategies used Circle the number best represents
your opinion:

Evaluate the effectiveness of the strategies (0) = No effect
used in dissolving resistance and bringing (1) = Effective
about change after 2000? (2) = Very effective

1) Creating a new vision shared by
most staff. O 1 2

2) Improving communication O ! 2
between management and staff.

3) Improving team-work. O I 2
4) Enhancing staff development. O 1 2
5) Management to commit strongly to O I 2

organizational goal.
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6) Cultivating a new culture and work 
climate.

O 1 2

7) Creating a supportive 
administrative system.

O 1 2

8) Establishing an effective staff 
appraisal and accountability 
system.

O 1 2

9) Which two of the above eight 
elements you consider most 
important to defusing resistance 
and bringing about change in the 
case of SKC?

12 3 4

5 6 7 8

Part E Other personal opinions

1. Is there anything else you would like to add in regard to institutional changes 
in SKC before and after 2000?

End of the survey Thank you !
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Appendix E

Comments on the “S Centre” by Visiting J.P.s 
2001 -2007

On 13.6.2007.
Mr. CYC, JP and Mr. LTL, JP

The Centre is well managed and the facilities are properly maintained. The residents 
appear to be recovering and rehabilitating well in the Centre. These achievements are 
made possible by the strenuous effort made by the Superintendent and his staff over 
the past few years.

On 6.2.2007
Mr. CPF, JP and Mr. THL, JP

The place is well run and provides an excellent environment to get rid of drug habit.

On 7.6.2006
Mr. LKK, JP and Mr. HCF, JP 

The Centre is well managed.
There are clear signs that it is under the management of a team of dedicated staff.

On 28.3.2006
Mr. J E S, JP and Mr. CH JP

We visited most of the facilities in the rehabilitation centre, all appear to be maintained 
in good condition. The centre also appears very well managed and in a condition 
conducive for rehabilitation. The inmates appears to need incentive to work when they 
are out of the first three weeks in the centre.

On 9.12.2005
Mr. PKT, JP and Mr. TT, JP

We suggest the facilities could be better utilised by extending the rehabilitation service 
to other types of drug users.
Additionally, a permanent water supply main should be installed to assure a secure 
water supply to the island.

On 16.9.2005
Mr. LSC, J.P. and Mr. ISH, J.P.

Very well maintained.
Facilities generally tidy and clean. Residents appear to be well managed with good 
discipline.
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On 5.7.2005
(Professor FYK. JP and Mr. CLS, JP)

We observed that the patients were healthy and cheerful. They were responsive to 
visitors. They appeared to have good relationship among them.
We were impressed with the attitude of the volunteer workers and we believe that they 
contribute a lot to the well-management and operation of the centre.
We were pleased that there would be an adventure programme for school children and 
young adults.
We hope that the building to support this programme could be funded shortly.

On 13.6.2005
(Mr. LKT,JP and Mr. FCC, JP)

The Centre is very well run and managed. The residents are living in the Centre very 
harmoniously. The relation between the staff and the residents is very good. The staff 
are dedicated.
The superintendent, the Superintendent, is extremely enthusiastic and motivated. We 
are very impressed.

On 13.5.2005.
(Mr. CHS, JP and Mr. CNB.BBSJP)

We met with both the Superintendent and the Chief Nurse Mr. Wong and were very 
impressed with their commitment and dedication to the care and recuperation of the 
patients. They make an excellent job of managing the facilities, which are spread 
across the island, with limited financial and human resources. Of priority is the 
provision of a permanent water supply and we recommend that this be brought forward 
as a priority by the administration. A very encouraging visit.

On 27.4.2005.
(Mr.. NHK, JP and Mr. CCY, JP)

The whole complex and facilities are being kept in a neat and tidy condition.
The Centre operates smoothly. The habitants are receptive to the training programmes 
provided.
Some of the facilities have been visibly improved since my last visit.

On 4.3.2005.
Mr. SCC , JP and Mr. CKC, JP)

We understand that The superintendent has a system of seeing each patient at least 
once every month. We consider that this is a very effective and satisfactory channel for 
communication both ways.
We are impressed by the culture we witnessed during our visit. The management and 
the patients work together in harmony. The general environment gives us the feeling 
that the island is helpful to achieve its mission. We are satisfied with the working 
attitude and philosophy of the management. We are glad to see the marked 
improvement in the centre.
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On 6.1.2005
(Mr. KCG , JP and Mr. LCL, JP)

The Centre was up kept in an extremely tidy and environmentally, friendly conditions. 
The inhabitants were very co-operative and readily participated in maintenance and 
construction activities.

On 21.12.2004
(Mr. IGW, GBS,JP and Mr. LHC, GBS, JP)

A well run facility with motivated and experienced staff. Overall an excellent 
atmosphere and a great improvement since I last visited ten years ago.

On 18.11.2004
(Mr. LCH, JP and Mr KPK, JP)

We fully appreciate the dedication and commitment of the very professional team of 
staff. It is not just the medical care they offer but the very difficult task of preparing 
the residents for returning to the society at large to live a normal life.

On 19.10.2004
(Mr. FHY, JP and Mr. CCY, JP)

There are a number of improvement works projects that are completed / to be 
completed.
There are also some rehabilitate programmes that have been in place in the past few 
years. As advised by The superintendent, they also have plans to implement some 
other rehab programmes to assist the clients to re-establish themselves in the 
community.

On 21.9.2004
(Mr. TWP, JP and Mr. LKH, JP)

Due to schedule reason we did not see any patients in the hospital. Living 
accommodation varied, some houses were a bit crowded. On the whole reasonably 
up-kept.

Different houses had their own kitchen facilities. The institution has a nice surrounding. 
Maintained a programme for medication and rehabilitation. Staff members were 
enthusiastic with clear mission of their work. We were brief on the water-shortage and 
general financial problems.

Development rather haphazard over the past thirty years. It is a voluntary programme 
and in-mates were free to participate, by persuasion and urging. Recreational activities 
are reasonably provided for. Enthusiastic with clear mission on management services.

On 12.8.2004
(Mr. LCM, JP and Mr. YM, GBS, JP)

Very well organised.
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On 12.7.2004.
(Mr. CLS, JP and Mr. WFH, SC, JP)

The superintendent and Dr. C gave us detailed introduction to the institution. The 
superintendent later toured us around the island.
We had opportunities of speaking to a few patients. They appeared enthusiastic, 
responsive and energetic.
The facilities and infrastructure were clean and in good conditions. We observed that 
the places were well kept.
We were impressed with the plans and vision of the Superintendent. We noted that the 
community was supportive and sponsored many facilities on the island. We were 
satisfied with the management and conditions of the institution.
This is an eye opening experience and I am privileged to witness the enlightened 
approach adopted by this institution. It is hoped that despite the current restraint, better 
government support be given to various projects envisaged by the far sighted 
Superintendent.

On 25.6.2004
(Mr. CKC, JP and Mr. YSW, JP)

The institution as a whole is very well run. The facilities are well maintained. The staff 
show strong belief and dedication to their work. In particular, The superintendent and 
Dr. L have put in a lot of efforts to improve the operation of the institution. As a visitor, 
we wish to extend our deep appreciation to the good work of The superintendent and 
Dr. L.

On 27.5.2004
(Mr. TTL, JP and Mr. LKF, JP)

We are generally impressed with the management of the Centre. All the facilities are 
well-maintained and well-run. We recognise that rehabilitation of drug addicts is no 
easy task and therefore find SARDA’s efforts most commendable.

On 12.5.2004
(Mr. CTM, JP and Prof CPC, JP)

The Administration should allow the Centre to implement measures that would enable 
the resident patients to engage in work that could generate income for their own 
benefit and that of the Centre. This would provide incentives for the resident patients 
to engage in productive work and help finance the operation of the Centre.

On 23.3.2004
(Mr. IKY, JP and Mr. LSK, JP)

After briefing by The superintendent Wai-keung, we toured various premises including 
hospital, barracks, study room etc. We were impressed by the positive management of 
the institute. We noticed there were many community supports by donations. We 
considered the overall management to be very satisfactory. Many addicts were met and 
found positive whilst under rehabilitation process. We were of a view that the centre is
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an open institute, is there a need for JPs to visit? We request the management to review 
this matter.

On 26.2.2004.
(Mr. RBLF, JP and Dr. LSH, JP)

Overall we were generally impressed by the facilities and arrangement of the inmates. 
Dr.Lee noted many improvements since his last visit, some years ago. On water supply, 
we noted the plans for improvements to capacity, and hope these can be achieved on 
schedule. Care may need to be taken on smoking in dormitories, which is difficult to 
enforce and may present a fire hazard. Congratulations to all staff on generating such 
as positive atmosphere.

On 12.1.2004
(Mr. CMY, JP and Mr. WTS, JP)

To run an interim programme after rehabilitation. The annual recurrent cost for such 
programme is about 0.5 million. It will sure enhance the successful rate of the Centre.

On 31.12.2003
(Mr. TKP, JP and Mr. NSF, BBS, JP)

We are very impressed with all the work and improvements taking place on this island. 
We find all the residents happily working or learning. All these are due to good 
leadership on this island. Well done, keep it up.

On 24.11.2003.
(Mr. YWH, JP)

There is ongoing direct dialogue between the Centre Management and the residents. 
My impression is that the channel of communication is open and effective.
I had a first hand look at the infrastructure and institutional development in the Centre. 
My impression in the centre is well run.

On 16.9.2003
(Mr. EJSR, JP and Mr. LSC, JP)

Completely different from the usual CSD visit. The residents appear to be happy here, 
in a safe and friendly environment.

On 18.7.2003.
(Mr. CWC, JP and Mr. LKM, SBS, JP)

The centre facility has been extensively re-developed and effectively maintained, 
mainly through the efforts rendered by resident inmates. There is a prevailing spirit of 
partnership and self-help, motivated by the superintendent and his team of staff, some 
of whom are ex-drug addicts.
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We learnt about the intention of building additional educational centres on the island 
which could be made available for school visits or other community building activities 
and would like to support such an initiative. As regards water supply, an application 
has been made to the Lotteries Fund for upgrading works as the reservoir and 
associated facilities. Due to the isolate location of this rehabilitation centre and the 
need to ensure water quality, we hope that favourable consideration be given to the 
application.

On 15.4.2003.
(Mr. NSH, JP and Mr. LKY, JP)

We were very impressed with the way the Centre was managed. Much of the work, 
unlike that of a penal institution, is based on persuasion and voluntarism. The 
management of the centre should be commended for the positive work done for drug 
addicts.

On 20.2.2003
Mr. CWS, JP and Mr. SYC, JP)

It is encouraging to note that new roads are being constructed to improve circulation 
on the island and general rehabilitation and maintenance works are being carried out to 
building on the island., with funds secured from Jockey Club.
We also note that both staff and residents hot on well together and secured to mix 
amiably. We hope SARDA with continue to keep up the good work.

On 24.12.2002.
(Mr. YYH, SBS,JP and Mr. FIRM, JP)

° mummm • **7

t (i xx) • mmim

(English translation)
As observed from both the centre’s basic facilities and modern management skills, the 
establishment is efficiently managed. Apart from helping patients to quit drug habits, 
the management puts heavy emphasis on education, their psychological well-being, 
and efforts for assisting them to re-integrate and contribute back to the society. The 
results are remarkable.
Compared with what I observed six years ago during a similar visit, I (YYH) have now 
found very noticeable improvements in all aspects relating to maintenance, 
construction and management, especially in their efforts in preserving the environment 
and utilization of resources.
We hope the government and the society could render more of their financial 
assistance to this well-performed rehabilitation centre.
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On 12.3.2002.
(Mr.CFC , JP and I.G..C, JP)

The superintendent’s training programme is developing well, and we hope this can be 
extended to others.
A clean and healthy environment, with a good staff/inmates ratio.
The institution is benefiting from a positive approach to training which bodies well for 
the future.
We think the staff are doing a sound and dedicated job.

On 20.12.2001
(Mr. LKF, JP and Mr. WWM, JP)

We are impressed by the comprehensive training and rehabilitation programme. The 
emphasis on self-discipline and group decision is a very effective programme to 
prepare the residents to return to their normal life in the society. The participative 
management approach is well received by the residents as they are tasked to manage 
their own daily affairs. We are also pleased with the wide range of recreation and 
sports programme provided for the residents to relax after work to develop leadership 
and enhance their determination to win and face defeat and failure. The centre also has 
a very effective monitor system to prevent smuggling of drugs. The practice to employ 
ex-residents as staff is much appreciated. All staff are professional and competent and 
know their work very well. The centre is meeting its objective fully. More resources 
should be given to support the centre. We are pleased to learn that the Hong Kong 
Jockey Club has recently granted $25 million to renovate the centre facilities.

On 20.4.2001
(Mr. TYH, JP and Mr. CHK, JP)

We were very impressed by the style of management of this centre. The emphasis on 
attitude change and the education had been effective and was towards the right 
direction. We realized the difficulties the Centre had encountered because of the lack 
of resources, and we would support their request for more resources to be allocated to 
the Centre, in particular the supply of water.
We would like to take this opportunity to congratulate Dr. L and The superintendent 
on their success.

Source: SARDA JP Visit register
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Appendix F

Inmate letters to the S’ Centre

Letter 1
(A translated version)

A letter sent from an ex-inmate to the management of the “S Centre”, Mr. MC., the 
Rehabilitation Officer working in HK Social Service Centre, dated 27 August, 2005.

Letter content

First of all, let me sincerely greet all my brothers in the centre. I am a drug addict who 
has had a lot of miserable memories due to drug addiction. I believe we have the same 
experience and agonies that need no more explanation.

This last stay in the “S Centre”, I spent twelve weeks to complete the whole 
rehabilitation phase. The reason why I could stay that long was not because of my own 
credit and ability. That must attribute to a combination of efforts, including the support 
from my family, and the encouragement of the counsellors. But very significantly, it 
was the excellent environment that the “S Centre” that provided me with fresh air, 
green surroundings and a comfortable nice dormitory. Adding with its systematic 
administration and policy of fairness, impartiality and openness, the centre is really a 
paradise for drug addicts seeking assistance for treatment and rehabilitation. Perhaps 
some of you may not totally agree with me, but I still wholeheartedly advise you, 
brothers, to treasure the time here. Hope you all get well and turn a new life soon.

Regards.
XXX
27 August, 2005

Inmate letters to the “S Centre”

Letter 2
(A translated version)

A letter from an ex-inmate to the superintendent dated 4 August, 2006. 

Letter content

How are you the superintendent? I am K.C. C. I am sorry that my last stay was not 
long due to the need for me to attend an urgent family matter. After discharge last time, 
I returned to the Castle Peak Hospital and told the senior medical officer and 
psychiatrist about the big progress in the “S Centre”. They were very happy to hear 
that, and hoped me too would change positively.
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I came to know you more than twenty years ago. I have witnessed the remarkable 
progress of the “S Centre” under your leadership these recent years. It is also because 
of this that Castle Peak Hospital’s rehabilitation service would soon close, for patients 
would all be referred to your side. The medical officer in fact also wished I could 
return to your centre for another thorough treatment.

Really I wish the superintendent would continue to improve the “S Centre”, making it 
the best of its kind. I also have witnessed your workers diligently working in some 
outreaching centres.

I and my wife, and also the medical officer, are very much thankful of you. We 
appreciate your kindness to have given me a further chance to receive good treatment 
and rehabilitation in your centre. I fully hope that the “S Centre” would continue to 
progress in the future.

Please send my regard to your wife, Uncle Kin, and wish them every happiness in life 
and work, and stay healthy.

The superintendent, I pledge I write the above with utmost sincerity. Bye.

XXX (and wife)
4 August, 2006

Inmate letters to The “S Centre”

Letter 3
(A translated version)

A letter from a serving inmate to his probation officer Madam K of West Kowloon 
Magistracy dated 1 November, 2006.

Dear Madam K,

How are you? Thank you for your visit to the island last time. I think you probably 
have had a good impression of the “S Centre” by now. Here, I am able to get adequate 
rest and suitable treatment, and I have become fitter and healthier. I would treasure this 
rehabilitation chance and turn anew. I would not let you down anyway.

This time in the “S Centre”, I feel the centre is entirely different from what it was eight 
years ago. Many of its systems have changed. Everything is run systematically. There 
are a lot of codes and centre rules to follow that on the other hand have cast some 
restrictions to us. I remember when I first stepped into the “S Centre” in 1998, the 
superintendent was a westerner. He was full of love and everybody respected him. He 
always bore smile on his face and gave us a kind feeling. Back to now, I know the
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present superintendent is a retired senior correctional officer. But it is he who has 
upgraded the entire system, the culture and the institutional environment. As all these 
have much been improved, we all are able to enjoy a very comfortable environment for 
complete rehabilitation.

The relapse this time really has given me a big blow. It was lucky that I was caught by 
the police early, or I would have more seriously ruined my health. I must thank you for 
your support, for without it I could not have been in the “S Centre”.

In our last conversation, you asked me to tell you reason why I relapsed. As I really 
don’t want to write it out, I would rather inform you such in your next visit to me. I am 
now living a peaceful and regular life here. All other inmates are friendly. Embracing 
the quiet green nature here is really conducive to rehabilitation. I would really equip 
well myself to prepare for my ultimate reintegration into the society. I will also firmly 
remember the codes given to me by the probation order, don’t worry.

Lastly, let me thank again for giving me this probation chance and your long travel to 
the “S Centre” to visit. Bye and wish you good health.

XXX
1 November, 2006

Source: SARDA “S Centre” letter to management file.
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The “S Centre” - Client Satisfactory Survey
2004-2007

Appendix G

Very
satisfactory

Satisfactory Unsatisfactory Very
unsatisfactory

2004 2005 2004 2005 2004 2005 2004 2005

Detoxification service 147 97 483 458 2 4 2 1

Rehabilitation service 146 107 482 451 2 1 2 1

Work therapy 132 88 484 468 5 3 3 1

Individual counselling 
service

146 89 480 456 5 4 2 1

Group counselling service 130 65 489 480 5 4 2 1

Sport & recreation 125 79 483 475 15 5 2 1

Daily routine programmes 126 99 497 452 4 8 5 1

Family visit 89 31 234 227 13 4 1 1

Food 132 108 488 449 10 2 3 1

Accommodation 134 106 491 451 4 2 3 1

y ear zuuo /
Very

satisfactory

Satisfactory Unsatisfactory Ve
unsatis

*7
factory

2006 2007 2006 2007 2006 2007 2006 2007

Detoxification service 28 3 507 417 5 0 3 0

Rehabilitation service 27 0 508 420 5 0 3 0

Work therapy 28 0 506 420 6 0 3 0

Individual counselling 
service

28 7 506 413 6 0 3 0

Group counselling service 28 2 506 418 6 0 3 0

Sport & recreation 28 7 506 413 6 0 3 0

Daily routine programmes 29 2 506 418 5 0 3 0

Family visit 26 3 477 417 7 0 3 0

Food 29 2 506 416 5 2 3 0

Accommodation 27 3 508 383 5 0 3 0

Source: SARD A Statistics & Research Unit, 2008
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Appendix H

A case study of institutional change at a drug treatment centre in Hong Kong

The Research Assistant’s Report and Observation

I am Michael Chan, the research assistant of Mr. A. MAK (the researcher) in his 

research study of institutional change in a Hong Kong drug treatment centre. I am by 

training a qualified social worker who has registered with the Hong Kong Social 

Workers Council practising case worker.

Between May and June, 2007, I started the data collection process on request of the 

researcher at the institution concerned, i.e. the research site. Before this exercise, I was 

given pre-research training by the researcher, focussing on the techniques of data 

collection and familiarising me with the institution’s background, nature, Junction, and 

its contexts. The data collection mainly involved conducting focus group discussions 

(N=7) and individual interviews (N=5) to randomly selected staff of the institution.

The training also consisted two site visits, during which I found some intriguing data 

that can be of value to the researcher. The following represents my observation:

My observation of the “S Centre” can be divided into two main parts. The first is about 

the human side (residents on the island), and the second, its physical aspect and centre 

artefacts. These can be described as follows:

A) Staff and inmates -

Quite different to my past impression about drug addicts, I found the staff and 

inmates in the centre rather lively. They were generally clean and tidy, and 

behaved reasonably well. They respected me as a visitor and showed no 

rejection of any kind with my inquisitive enquires. The staff participating in the 

interviews and discussions were very co-operative and willing to supply as 

much information as I requested from them.

Throughout the data collection process, I met with no difficulties or troubles.
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B) Artefacts -

This was indeed an interesting aspect. I found the physical surroundings of the 

centre exceptionally neat and tidy by residential centre standards. Although 

most of the buildings were old, they were reasonably well kept. Some buildings 

in fact were having unique outlooks, probably replicas of European architecture, 

particularly the Roman Bath complex which looked like a real one in Rome. .

There were murals around, most showing old Chinese hero stories. But a few 

depicted the story of the Water Margin, in which the rebels took law into their 

own hands and killed officials they claimed were corrupt. These pictures, too, 

as I understand, would be replaced soon to minimise the sentiments of 
brutality.

Although I noticed there were a few graves having been dismantled by the new 

leader after year 2000, a few graves were still present on the roadside. To my 

understanding, only one among them was real with the buried body. Others 

were memorial graves only. I found these people, including the former 

superintendent, were fond of constructing graves to remember the dead. This 

trend however was being reversed after the coming of the new leader.

Staff and inmates were used to bare their top during the day. But since 2000, I 

understand that staff took the lead to improve their outlook by wearing 

uniforms given by the new superintendent. Although there were still some 

unable to avoid using abusive language at times, I found the situation far better 

than I first imagined. Surprisingly, they kept an open attitude to all visitors.

As I observed, I found most staff and inmates, particularly of the operations 

department, were having tattoos on their bodies. Most of them used jargons that 

were often heard from rude people and in the underworld circle. But the 

residents who uttered jargons were by no means hostile or being intentionally 
offensive.
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While within the centre material supply could never satisfied demand, I noticed 

inmates were fond of improvising gadgets for their daily use. For example, 

food cans were cut into halves to become ash trays, plastic buckets to become 

rubbish bins, etc.

C) Culture -

The centre required inmates to engage in selected forms of work therapy. As 

the centre was situated on a remote island, maintenance was mainly done by 

the residents, staff or inmates. As the centre covered virtually the whole island, 

daily maintenance was a hectic business. At the same time, poor transportation 

on the island made maintenance programme doubly difficult. Theoretically 

inmates were encouraged to work, but since work was carried out on a 

voluntary basis, whether a task could be done, or be swiftly completed, 

depended on the entire willingness of the inmates, and very often also on that 

of the staff concerned. Coerced work had no place in the centre as i) inmates, 

mostly weak and unskilled, could easily excuse themselves from the work 

programme on health reasons, and ii) there was no rule for punishing the lazy 

ones. To my understanding, this explained why maintenance had been poor 

over the past three decades. I learnt from the inmates and staff that there was 

once in the past when the whole work programme was ground to a virtual halt, 

save only those essential services that affected the livelihood of inmates, such 

as kitchen and medical services.

D) Discipline and conduct -

In general, I observed good discipline and orderliness within the centre. This 

was in big contrast with what the inmates described about the centre’s past. 

Incidentally, I observed a large sewage tank on the ground near the hospital 

having its metal cover tightly bolted and locked. Intrigued by this, I was eager 

to find out the reason. I later found out from a few inmates and staff that the 

locking up of sewage tanks was part of the centre’s security measure. Before 

2000, there were inmates who organized special teams to dive into the tank to 

search for remnants of drugs accidentally passed out by inmates in toilets 

during the admission phase. This was a dirty task, but as drugs inside the centre
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were dear, there was no lack of inmates willing to take this job if there was an 

opportunity.

With these observations and stories heard, I was surprised to see the active 

engagement of inmates and staff in work during my stay in the centre. Not only 

were daily programmes smoothly carried out, but there was excellent 

team-work between different sections and units to finish ambitious projects 

such as the Wisdom Square (which involved extensive road construction and 

excavation works) and Rotary monument at mid-hill. From what I observed, 

both staff and inmates were very willing to contribute their part towards 

creating a better environment under the new leadership. Obviously, they bought 

in with the new visions of the leader and were very much with him. As far as I 

was aware, the relationship between the staff, inmates and the leader was close, 

implicit but warm. There was no question of obedience, or loyalty, and it was 

obvious that problems were solved whenever the leader’s decisions were 

involved. While this seemed to be the established culture, with existing rules 

and regulations failing to decide the actual tempo of work and institutional 

progress, the special circumstances of the centre had virtually made the success 

ol the institution rely significantly on the virtues, and the charisma, of the 

leader rather than on established management systems.

Michael Chan 

July, 2007
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