Programme: Doctor of Business Administration
Module: Visions for the Future : Theoretical Perspectives on Management
Module code: LCDB7008
Student ID: 2406050
Final Assessment

Topic 1

Topic: Management in the 21st Century: Evolution or Stagnation? A Critical
Examination of Historical and Contemporary Theories in Addressing Modern
Management Challenges

Key words: Management Evolution, Contemporary Management Challenges

Abstract
This report explores management theory’s evolution from early 20th-century
scientific, bureaucratic, and administrative models to modern agile, digital, and
human-centred approaches. It highlights Gareth Morgan’s metaphors to reveal
enduring classical influences in hybrid paradigms, illustrated by Microsoft and
Starbucks’ cultural transformations through leadership and employee engagement.
The paper further reviews cutting-edge responses to management challenges,
including continuous performance management, the infusion of emotional
intelligence, agile methods, and digital strategy, and critically assesses claims that
these are mere repackaging’s of 19th-century ideas. Finally, it looks forward to future
management visions that blend human values with Al collaboration, data-driven
decision-making, fluid career paths, ethical Al governance, and purpose-driven

strategy.
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1. Introduction

As a discipline, Management has a long and complex history that reflects the evolving
demands of organizations and society. From early civilizations to today, management
theory has developed in response to changing economic, technological, and social
conditions. However, there is a claim that states: "While many areas of contemporary
life have changed significantly in the 21st century, management has remained largely
unchanged and rooted in 19th century theories and paradigms." This report will
critically examine this assertion. To address this statement, it is necessary to first trace
the historical development of management thought, and then assess the contributions
of contemporary management theorists in responding to the challenges faced by

modern organizations.

1.1 The Enduring Legacy of 19th-Century Management

Modern management theory found its roots in the Industrial Revolution of the 19th
century. This period saw a great shift from small-scale artisanal production to large-
scale industrial manufacturing, which created new complexities in the organization of

labour, machinery, and resources.

Frederick W. Taylor's Principles of Scientific Management introduced task
standardization and the study of time motion as cornerstones of efficiency (Taylor,
1911). Henri Fayol's General and Industrial Management systematizes management
work into planning, organizing, directing, coordinating, and controlling functions
(Fayol, 1949). Max Weber's Economy and Society (1978) further cemented
bureaucratic authority through formal rules, hierarchies, and impersonal governance
structures. These classical theories assume that the environment is relatively stable
and view the organization as a machine that needs to be optimized (Taylor, 1911;
Weber, 1978). These systems prioritize standardization, predictability, and top-down
authority. To this day, these values remain rooted in contemporary organizations

(Witzel, 2016).
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1.2 Emergence of Human-Centric and Systemic Perspectives

Although these classical theories laid the foundation for modern management, they
were criticized for their mechanical nature and overly strict organization and human
behaviour. In response to the limitations of machine model management, mid-century
scholars turned to a human and systems perspective. Elton Mayo's Hawthorne study
showed that employee productivity was influenced not only by physical working
conditions, but also by social factors such as attention, identification, and group
dynamics (Mayo, 1933). Abraham Maslow's The Hierarchy of Needs (1943) and
Douglas McGregor's Theory Y (1960) emphasized intrinsic motivation and self-
orientation as key drivers of performance. Systems theory and contingency methods
further argue that organizational structures must conform to specific environmental
conditions, rejecting single size models (Katz & Kahn, 1978). Gareth Morgan's
Organizational Chart (2006) introduces metaphors, i.e., machines, organisms,
cultures, political systems, etc., to illustrate the multiple lenses through which

organizations can be understood (Morgan, 2006).

1.3 Rise of Agile, Digital, and Adaptive Models

Over the past decade, scholars have proposed new paradigms to address new and
complex problems that arise in contemporary management. As articulated by Rigby,
Sutherland, and Takeuchi (2016), agile management emphasizes iterative
development, empowering cross-functional teams, and rapid feedback loops to
enhance adaptability. Digital transformation research argues that strategic vision and
cultural readiness, rather than technology alone, are the main drivers of successful
change (Kane et al., 2015). Birkinshaw and Ridderstrale's "Non-Masters in the Agile
Era" (2015) advocates flexible, decentralized structures that prioritize action over
analysis. These approaches do this by embedding continuous learning and
decentralized decision-making at the core of organizational design (Rigby et al., 2016;

Birkinshaw & Ridderstrale, 2015) directly confronted the VUCA framework—
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volatility, uncertainty, complexity, and ambiguity.

1.4 The Persistence of 19th-Century Management Paradigms

Despite dramatic changes in technology, globalization, and workforce

expectations, many organizations still operate on these 19th-century

principles (Alvesson & Spicer, 2016). For example:

Performance metrics (e.g., KPIs) remain rooted in Taylor’s time-and-motion studies
(Hodgson & Briand, 2013);

Corporate hierarchies mirror Weber’s bureaucracy, even in some technology
companies (Kallinikos, 2011);

Decision-making power is still concentrated at the top, contrary to modern calls for

workplace democracy (Puranam, 2018).

However, the 21st century presents unprecedented challenges:
Digital disruption (e.g., Al, platform economies) demands agility (Srnicek, 2017).
Climate crises require sustainable business models (Stout, 2012).

Workforce expectations shift toward autonomy and purpose (Puranam, 2018).

There is a persistent gap between theoretical advances and management practices.
Research suggests that many companies have only superficially adopted agile or
digital rhetoric while retaining their management theory heritage (Goleman, 1998;
Cappelli & Tavis, 2016). Despite calls for flat organizations, 78% of tech giants
maintain 4+ management layers (Bloomberg & Taneja, 2020), while agile
methodologies often conceal neo-Taylorist control through iterative targets (Hodgson
& Briand, 2013). Puranam (2018) counters this by proposing modular structures that
genuinely decentralize authority. Genuine transformation is often undermined by
insufficient cultural change, unclear performance metrics, and leadership paradoxes
(Cappelli & Tavis, 2016). Emotional intelligence, promoted by Goleman (1998),

emphasises the importance of self-awareness, empathy, and interpersonal skills in
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leadership, but its integration with mainstream contemporary management practices
remains uneven. Gary Hamel (2007) and Tsoukas and Chia (2002) both argue for
management as an ongoing process of “becoming” and innovation, challenging static,

machine-centred models.

This raises critical questions: Does Management maintain conservatism in the long
term? To what extent is 21st century management practice constrained by the
theoretical paradigms of the 19th century? If management theory has stagnated, how

can it address 21st-century challenges like Al, climate change, and remote work?

1.5 Purpose of the Report

This report will critically examine the assertion that modern management is still
rooted in 19th-century theories, critically analysing the evolution of management
theory from its origins to contemporary perspectives. It consists of the following
sections: evolution of Management theory, Morgan’s metaphors and the persistence of
classical theories, the persistence paradox, integrating classical and contemporary
Management theories, contemporary theoretical responses and critical refutation. By
combining rigorous academic research with illustrative case studies, the study aims to
shed light on the extent to which theories have evolved and provide recommendations

for future research and practice.

2. Evolution of Management Theory
Management has never stood still. Management theory has changed a lot over the past
century. It started with a focus on efficiency and structure. Over time, it began to

include human behaviour, systems thinking, and digital innovation.

The way we manage work has been disrupted, and the human workspace extends
beyond the confines of the office. Despite the fact that organizations in the 21st

century must navigate numerous complex crises, the majority of individuals still rely
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on management principles established during the Industrial Revolution. This
disconnect explains why 85% of employees feel disengaged at work (Gallup, 2023)
and why 70% of digital transformations fail (Bucy et al., 2022). To address this issue,

it is essential to understand how management theories have evolved.

2.1 The Classical Era (1890-1930)

Management theory began with Frederick Taylor's 'Scientific Management' (1911). In
the early 1900s, managers aimed to improve productivity. Taylor believed that
studying tasks could enhance work efficiency (Taylor, 1911). He focused on time

studies and he viewed workers as components of a machine (Parker, 2021).

Building on this, Henri Fayol added to this by outlining five key functions of
management: planning, organizing, commanding, coordinating, and controlling

(Fayol, 1949).

Max Weber (1922) created the bureaucratic model. The model uses explicit rules and
hierarchies. He proposes that clear rules and roles can make an organization more

effective. It removes personal relationships from work (Witzel, 2016). These theories
do increase the productivity of organizations, but often ignore the needs of people as

human beings.

Key features of classical management theory:
Control comes from the top to the bottom;
Efficiency is paramount;

Workers are replaceable;

Managers and workers remain relatively independent.

2.2 The Human Relations Shift (1930-1950)

In the 1930s, researchers gradually began to recognize the importance of the human
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factor. Elton Mayo's Hawthorne research changed management thinking. The study
shows that workers' feelings and social interactions affect their performance and
productivity, Attention from managers motivated workers more than physical
conditions (Mayo, 1933). Abraham Maslow introduced a hierarchy of needs. It
showed money alone didn't motivate people. He suggested that people are motivated
by different levels of needs, from basic to self-fulfilment (Maslow, 1943). Douglas
McGregor (1960) created Theory X and Theory Y: Theory X says that workers avoid

responsibility; Theory Y says that workers can be self-motivated (McGregor, 1960).

This movement shifted the focus from strict control to understanding people. It
emphasizes the role of motivation, leadership, and group dynamics. These ideas state
that:

Relationships in the workplace are important;

A good leader should understand the needs of their employees;

Communication should be a two-way street.

2.3 Systems and Contingency Theories (1950-1980)

As organizations become more complex, new theories emerge. Theorists began to
think of the organization as a system. Systems theory views organizations as open
systems that interact with their environment. Katz and Kahn emphasize the
importance of these interactions (Katz & Kahn, 1978). This approach recognizes:
The tissue may connect the parts;

External factors affect operation;

Difterent situations require different solutions.

Contingency theory emerged in the mid-20th century, emphasising that there is no
one-size-fits-all approach to management. Instead, optimal decision-making depended
on the particular situation. Fred Fiedler's (1967) Contingency model introduced the

idea that the effectiveness of leaders depended on the match between their leadership
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style and the situation, whilst Joan Woodward's (1958) research showed that
organisational structure relied on effectiveness in organisational structure on its
internal basis. Luthans and Stewart (1977) proposed a general theory of management

that integrates a variety of contingent perspectives into a cohesive framework.

Together, these theories encouraged managers to be flexible emphasised that effective
management and leadership depend on a variety of situational factors, including
organisational context, technology and leader characteristics. They influence modern

management practice by promoting adaptability and situational awareness.

2.4 Postmodern and Critical Perspectives

In the late 20th century, some scholars began to question traditional management
thinking. Gareth Morgan uses metaphors to describe organizations (Morgan, 1986).
Daniel Goleman (1998) showed emotional intelligence matters in leaders. Modern
management must adapt quickly, manage knowledge workers in different ways, make
good use of digital tools, and handle global complexity. The contingency theory
became popular. It says that there is no single management style anywhere (Tsoukas

& Chia, 2002).

A lot has changed in recent decades. Gary Hamel (2007) says that management needs
to reinvent. Digital technologies have created new types of organizations (Kane et al.,
2015). Parker (2021) critiques the dominant narrative in management. He called for a
more ethical and inclusive approach. There are also some key developments,
including Valuing stakeholders, not just shareholders (Stout, 2012), agile
methodologies (Rigby et al., 2016), Empowering employees (Cappelli & Tavis, 2016),
Platform companies (Srnicek, 2017). These diverse perspectives challenge the status
quo. They urge managers to consider the broader implications of power dynamics,
ethics, and decision-making. It also provides more possibilities for the future of

management theory.

9/ 36



2.5 Current Trends and Future Directions

Today's organizations face pressures from technology, globalization, and social
change. Birkinshaw and Ridderstréle (2015) discuss the need for more flexible
"adhocratic" structures. Puranam (2018) examines how digital technologies enable

new organizational forms.

While classical theories still influence practice, modern management must balance
efficiency with flexibility, control with empowerment, and stability with innovation

(Alvesson & Spicer, 2016).

3. Morgan’s Metaphors and the Persistence of Classical Theories

Gareth Morgan's Images of Organization (1986) changed the way we understand
management by introducing a new way of understanding organizations through
metaphors. He proposes eight metaphors, each of which provides a unique perspective
on organizational structure and behaviour. These metaphors shape the way leaders

think, make decisions, and structure companies.

Despite the progress made in management theory, classical theories such as scientific
management and bureaucratic management continue to influence modern practice.
This part will explore Morgan's metaphors and examine how traditional management

theories persist in contemporary organizations.

3.1 Morgan’s Metaphors and Management Paradigms

Morgan (1986) argues that the way we describe organizations determines how we
manage them. He identified eight metaphors to describe organizations: machines,
creatures, brains, cultures, political systems, psychic prisons, flux and
transformations, and instruments of domination. These metaphors shape how leaders

think, make decisions, and build their own companies.
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Machine: Views the organization as an efficient, standardized system with an
emphasis on order and predictability.

Organism: An organization is seen as a living organism that must adapt to its
environment in order to survive in it.

Brain: This perspective focuses on learning and intelligence within the organization.
Culture: An organization is seen as a culture with shared values and beliefs.
Political System: There are power struggles and conflicts of interest within the
organization.

Psychic Prison: Organizations can trap individuals into a restrictive mindset.

Flux and Transformation: Organizations are constantly changing and evolving.

Instrument of Domination: Organizations are seen as an instrument of exploitation.

These metaphors echo classical management theories. For example:

Machine Metaphor (Taylorism/Weberian bureaucracy): Focuses on efficiency, control
and predictability.

Organism Metaphor (Contingency theory): Views firms as living systems adapting to
environments.

Brain Metaphor (Learning organizations): Emphasizes knowledge, flexibility and

innovation.

Morgan's metaphor (1986) encourages managers to clearly recognize the complexity

of the organization and adjust their approach to managing the company accordingly.

Despite the existence of this framework, traditional management theories continue to

dominate practice (Alvesson & Spicer, 2016). What are the reasons for this situation?

3.2 The Persistent Influence of Traditional Management Theories

Traditional management theories developed in the late 19th and early 20th centuries
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laid the foundations for modern management practice. Scientific management,
bureaucratic management, and administrative management continue to shape today's

organizational structures and processes.

3.2.1 Enduring Principles of Scientific Management

Frederick W. Taylor's Scientific Management emphasized efficiency and productivity
through time and movement research, standardization, and task specialization (Taylor,
1911). He advocated a clear division of labor and used the scientific method to
determine the best way to perform tasks. His principles are aimed at optimizing

worker performance and organizational output.

Elements of scientific management are still present in modern organisations. Standard
operating procedures, performance indicators and workflow analysis can clearly
demonstrate Taylor's influence. For example, the manufacturing industry often
employs lean manufacturing techniques that focus on eliminating waste and

increasing efficiency, echoing Taylor's principles (Kanigel, 1997).

Nowadays, there is a theory called Digital Taylorism, which can be understood as the
monitoring of worker productivity by algorithms (e.g., delivery worker ratings for
Uber eats, warehouse tracking for Amazon) (Kellogg et al., 2020). Meanwhile, Agile
promises flexibility, but many companies use it to enhance performance measurement
(Hodgson &amp; Briand, 2013). In addition, platform workers face the same

efficiency pressures as factory workers did a century ago (Srnicek, 2017).

In response to these phenomena, critics have argued that an overemphasis on
efficiency can lead to worker alienation and stifle creativity. Morgan's machine
metaphor fits with this criticism, suggesting that treating organisations as mere
machines ignores the human and social aspects of work (Morgan, 1986). Why does it

persist? On the one hand it may be because of familiarity. Managers default to
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measurable control-based systems because they are familiar with the set of processes
(Parker, 2021). On the other hand it may be because the hierarchy benefits those at the

top (Morgan, 2006).

3.2.2 Bureaucratic Hidden Resilience in Contemporary Organizations

Max Weber's theory of bureaucratic management outlines a rules-based approach to
organization that emphasizes hierarchies, formal procedures, and impersonal
relationships (Weber, 1922). Weber believes that bureaucracy is the most rational and
effective way to organize complex businesses. While bureaucracy can ensure
consistency and accountability, it can also hinder innovation and responsiveness.
Adherence to rules can lead to inefficiencies and reduce employee motivation

(Morgan, 1986).

Nowadays, bureaucracy is prevalent in government agencies, large corporations, and
educational institutions. These organizations often have clear hierarchies,
standardized procedures, and formal roles. For example, despite calls for a more
flexible academic structure, universities still rely on a rigid tenure system (Puranam,

2018).

Why does it still exist? There could be several reasons for this.

The illusion of fairness: Bureaucracy claims to be neutral but tends to exacerbate
inequality (Ray, 2019).

Legacy systems: Both governments and large corporations are struggling to change
(Bloomberg and Taneja, 2020).

Risk aversion: protecting organizations from lawsuits and scandals through rules

(Kallinikos, 2011).

3.2.3 Administrative Management’s Unseen Role

Henri Fayol's theory of administration focuses on the functions of management:

13 / 36



planning, organizing, directing, coordinating and controlling (Fayol, 1949). Fayol
emphasized the importance of management practices in achieving organizational
goals. As an example, managers are trained to develop strategic plans, organize
organizations effectively, lead teams, coordinate activities, and monitor performance.
These functions are integral to achieving efficiency and effectiveness in an

organization (Witzel, 2016).

Fayol's principles are evident in contemporary management education and practice. In
Management education, MBA Program always teach classic frameworks first (Witzel,
2016). In companies, strategic planning remains top-down in most firms (Hamel,
2007). However, the dynamic nature of the modern business environment requires
flexibility and adaptability. Morgan's flux and transformation metaphors capture the

needs of organizations in response to changing circumstances (Morgan, 1986).

However, adherence to administrative functions in an organization can hinder this

adaptability.

3.2.4 Why Morgan’s Metaphors Still Matter Today

Gareth Morgan's metaphor provides valuable insight into the multifaceted nature of
organizations. Morgan's theory can help us understand why traditional models persist
and how to break free. In today's rapidly changing business environment,
characterized by technological advancements and changing societal expectations,
classical management theories alone may not be enough. Morgan's metaphors, such as
those of "flux and transformation" and "brain," emphasize the importance of
adaptability and learning within organizations (Morgan, 1986). These perspectives are

consistent with the need for organizations to be agile and responsive to change.

Going forward, combining Morgan's metaphor with an emerging organizational

concept can provide a more holistic approach to management. For example, the
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metaphor of the "global brain" proposes a future in which organizations will act as
interconnected networks, harnessing collective intelligence (Oswick &Grant, 2016).
This perspective is especially important in the context of globalization and digital

transformation.

In conclusion, while classical management theory provides basic principles, the
inclusion of Morgan's metaphors allows for a more comprehensive understanding of
the organization. This integrated approach allows managers to navigate the
complexities of the modern business landscape and lead the organization towards a

sustainable and innovative future.

4. The Persistence Paradox: Why Outdated Management Practices Outlive New
Theories

Management theory has evolved considerably since the Industrial Revolution, but
many organizations still operate on 19th-century principles. This paradox was first
expressed by Tsoukas & Chia (2002): new ideas flourish in academia, but old habits
dominate practice. Their work explains why, despite the evidence of limitations,
bureaucratic hierarchies, strict KPIs, and top-down control persist (Parker, 2021). This
section will analyse the roots of this paradox and suggest pathways for meaningful

change.

4.1 The Allure of Simplicity in Complex Systems

Traditional management theories survive because they reduce uncertainty. Taylor's
scientific management (1911) and Weber's bureaucracy (1922) provided clear rules
for organizing work, such as standardized processes (e.g., assembly lines), fixed
hierarchies (e.g., corporate job ladders), and quantifiable goals (e.g., sales quotas).
These systems are successful because they make large-scale operations manageable.

However, they fail in today's volatile environment (Hamel, 2007).
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Taking Amazon as an example again, Amazon employs algorithms to monitor
warehouse workers (Kellogg et al., 2020), which serves as a digital update of Taylor's
time-motion studies. Although effective, this method diminishes job satisfaction and

innovation (Hodgson & Briand, 2013).

4.2 Why new theories find it difficult to take root

4.2.1 Cognitive Barriers

The human brain prefers simple, familiar models. Unlike contingency theories or
agile frameworks, which require more nuanced thinking, "command and control" are

simple and intuitive (Morgan, 20006).

A 2022 survey found that during a crisis, 73% of managers would revert to overly
detailed management and control to manage their teams, even after agility training
aimed at reducing the tendency to micromanage (MIT Sloan Management Review,

2023).

4.2.2 Implementation Costs

Adopting a new model requires systemic change. It requires processes such as
retraining employees, redesigning workflows, updating technology, and so on. It's not
easy. Here's a case where Haier spent a decade moving to self-managing teams

(Harvard Business Review, 2021). Most companies lack this patience.

4.2.3 Power Dynamics
Middle managers often resist losing control (Alvesson &Spicer, 2016). The
bureaucracy protects deep-seated interests. For example, 68% of digital

transformations fail due to cultural resistance (McKinsey, 2022).

4.2.4 Cycle-breaking Solutions

(1) Reconstruct the mental model
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We could consciously use Morgan's (2006) metaphor: replacing "organization as a
machine" with "organization as brain" (learning-centered); apply "political

metaphors" to resolve power conflicts.

(2) Pilot Small-Scale Experiments
Testing new approaches in low-risk areas. For example, Zappos' Holacracy
experiment reveals early scalability challenges (Journal of the School of Management,

2021).

(3) Measurement of adaptive capacity
Tracking metrics exceed efficiency: Employee autonomy score; The speed at which

iterative improvements can be made; Cross-functional collaboration.

The persistence of outdated practices stems from human and systemic inertia, not
theoretical flaws. Overcoming this requires acknowledging complexity (Tsoukas &
Chia, 2002), designing structures that are used for excess, and rewarding adaptive
behaviours. As Morgan (2006) argued, the choices of metaphors determine what we

see and what we change.

5. Integrating Classical and Contemporary Management Theories: Cultural
Challenges and Strategic Adaptation

Management theories have evolved significantly over the past century, reflecting
changes in organizational structures, workforce dynamics and societal expectations.
Classical theories, such as scientific management, bureaucratic management and
administration, laid down fundamental principles focusing on efficiency, hierarchy

and formalised procedures (Taylor, 1911; Weber, 1947; Fayol, 1949).

However, the complexity of modern organisations requires the integration of these

traditional approaches with contemporary perspectives to emphasise flexibility,

17 / 36



innovation and employee engagement (Daft, 2021). Organisational culture plays a key
role in this integration, influencing the adoption of new management practices and the
adaptation of existing ones (Schein, 2010). This part will explore contemporary

management challenges, the impact of organisational culture on management theories

and strategies to promote cultural change, with relevant case studies.

5.1 Challenges of Contemporary Management

Modern organizations operate in complex, rapidly changing environments
characterized by globalization, technological advancements, and shifting workforce
demographics. These factors present several challenges:

Technological Disruption: The rapid pace of technological innovation requires
organizations to be agile and adaptable. Traditional hierarchical structures may hinder
swift decision-making and innovation (Daft, 2021).

Globalization: Operating across diverse cultural and regulatory landscapes demands
flexibility and cultural sensitivity. Standardized management practices may not be
effective in all contexts (Garg and Sushil ,2024).

Workforce Diversity: A diverse workforce brings varied perspectives and
expectations. Management approaches must be inclusive and responsive to different
needs (Schein, 2010).

Employee Engagement: Maintaining high levels of employee engagement is
challenging in dynamic environments. Traditional motivational strategies may not

suffice (Becker, 2005).

Addressing these challenges requires a blend of classical management principles and
contemporary approaches that emphasize flexibility, innovation, and employee

empowerment.

5.2 Influence of Organizational Culture on Management Theories

Organizational culture encompasses the shared values, beliefs, and norms that
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influence behavior within an organization. It significantly impacts the implementation
and effectiveness of management theories.

Cultural Alignment: Management practices must align with organizational culture to
be effective. For instance, participatory management approaches thrive in cultures that
value collaboration and employee input (Schein, 2010).

Resistance to Change: Strong existing cultures can resist new management practices,
especially if they conflict with established norms. This resistance can hinder the
adoption of innovative approaches (Becker, 2005).

Cultural Evolution: As organizations grow and evolve, their cultures may need to
adapt. Management theories must be flexible to accommodate these cultural shifts

(Dulek, 2015).

Understanding and managing organizational culture is crucial for the successful
integration of traditional and contemporary management theories. Organizational
culture encompasses the shared values, beliefs, and practices that shape the way work
is done within an organization. Effectively aligning this culture with classical and
modern management methods enables organizations to navigate change, foster
innovation, and maintain operational efficiency. As articulated by Schein (2010), these
shared assumptions and values form the core of the organizational culture, influencing
how members see, think, and feel about their work environment. By leveraging
cultural models and implementing targeted strategies, organizations can create a

cohesive environment that supports both operational excellence and innovation.

5.3 Challenges of Changing Organizational Culture

Changing organizational culture is a multifaceted and often arduous endeavour. The
process entails not only altering visible behaviours but also reshaping the underlying
beliefs, values, and assumptions that have been ingrained over time.Key challenges

commonly include:

19 / 36



5.3.1 Deep-Rooted Norms and Ingrained Behaviours

Organizational culture is often deeply embedded, with long-standing norms and
practices that have been internalized (Schein, 2010). These ingrained behaviours can
create resistance to change because they provide a sense of stability and identity
within the organization. For example, the Schein (2010) model illustrates how basic
assumptions form the core of a culture, making it particularly resistant to change.
Efforts to change such deep norms require deliberate strategy and sustained

commitment.

5.3.2 Fear of the Unknown and Resistance to Change

Change initiatives often cause uncertainty and fear among employees, which can lead
to resistance. Concerns about job security, change of responsibility, or loss of control
can lead individuals to stick to familiar routines. This resistance is not only a response
to specific changes, but also reflects a broader concern about the unknown (Cameron
& Quinn, 2011). Addressing these fears requires transparent communication and

inclusive participation in the change process.

5.3.3 Lack of a Clear and Compelling Vision

Without a clear vision, efforts for cultural change may falter. Employees need to
understand the purpose and direction of change to align their behaviours accordingly.
A compelling vision serves as a guiding star, inspiring stakeholders to embrace new
cultural norms. Haque, TitiAmayah, and Liu (2016) emphasized that a well-defined
vision enhances organizational readiness for change and growth, acting as a catalyst

for transformation.

5.3.4 Ineffective Communication Strategies
Poor communication can greatly hinder cultural change. Inconsistent information,
lack of feedback mechanisms, and an inability to address employee concerns can lead

to confusion and mistrust. Effective communication should be continuous, two-way,
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and tailored to various levels of organization. Becker (2005) emphasizes that
transparent communication fosters trust and promotes smoother transitions in the
process of change.

Addressing these challenges requires deliberate strategies and strong leadership

commitment.

5.3.5 Resource Constraints and Measuring Progress

Implementing cultural change requires significant resources, including time, money,
and human capital. Organizations are often faced with competing priorities that can
divert attention to change initiatives. Balancing short-term operational needs with
long-term cultural goals is an ongoing challenge that requires strategic planning and

resource allocation (OAIB, 2023).

At the same time, assessing the effectiveness of cultural change is inherently
challenging due to its intangible nature. Without clear metrics, it's difficult to measure
progress or identify areas for adjustment. In addition, sustaining the momentum over
time requires continuous reinforcement of the desired behaviours and the recognition

that achievement is firmly embedded in new cultural elements (Primeast, 2025).

In conclusion, changing organizational culture is a complex process fraught with
challenges stemming from human psychology, structural dynamics, and resource
constraints. Overcoming these obstacles requires a holistic approach that includes a
clear vision, effective communication, strong leadership, and ongoing assessment. By
acknowledging and strategically addressing these challenges, organizations can
successfully navigate the complex journey of cultural transformation. As Dong (2023)
points out, leadership support, effective communication, adaptive structures, and well-

designed incentives are essential for successful organizational culture change.

5.4 Strategies for Facilitating Cultural Change
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Effective integration of classical and contemporary management theories requires a
strategy of deliberately cultivating and maintaining a strong organizational culture.
Key strategies include leadership alignment, employee engagement, continuous

learning, and the utilization of cultural assessment tools.

5.4.1 Leadership Alignment

Leaders play a key role in shaping and strengthening an organization's culture. By
embodying the desired cultural attributes, leaders set the tone for behaviours and
expectations within the organization. For example, Satya Nadella's leadership at
Microsoft, with its emphasis on empathy, collaboration, and a growth mindset, has led
to a major cultural shift that has led to increased innovation and employee
engagement (Business Insider, 2024). At the same time, organizations need to
recognize that leadership alone cannot drive cultural change. It needs to be
complemented by organizational structures and processes that support the required

culture.

5.4.2 Employee Engagement

Engaging employees in cultural initiatives promotes ownership and a sense of
commitment. Encourage engagement and feedback to ensure that cultural change
resonates with employee values and experiences. Research shows that organizations
with high levels of employee engagement experience increase productivity and reduce
turnover (Gallup, 2025). However, it is important to ensure that engagement is
inclusive and that the diverse needs and perspectives of all employees are met as

much as possible to avoid potential gaps.

5.4.3 Continuous Learning
Promoting a culture of continuous learning enables organizations to adapt to evolving
management practices and industry trends. Contributing to a learning-oriented culture

by implementing training programs that encourage knowledge sharing and support
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professional development. The concept of appreciative inquiry, which is committed to
leveraging organizational strengths, has been effectively used to promote a positive
learning environment (Investopedia, 2025). However, organizations must also be

aware of some potential challenges, such as resource constraints; Different levels of

readiness for change among employees.

5.4.4 the Utilization of Cultural Assessment Tools

Utilizing culture assessment tools allows organizations to measure and understand
their current culture and identify areas for improvement. Instruments such as the
Organizational Culture Assessment Tool (OCAI) and the Denison Organizational
Culture Survey provide a framework for assessing cultural attributes and aligning
them with organizational goals (OCAI Online, n.d.; Denison Consulting, 2024). While
these tools provide valuable insights, it's important to critically understand their

findings and consider the broader organizational context when interpreting the results.
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These four strategies form a cohesive framework for cultural transformation. Strong
leadership alignment sets the tone for expected behaviours (Groysberg & Slind,
2012). Employee engagement boosts productivity and reduces turnover (Harter et al.,

2020). A commitment to continuous learning builds adaptability and innovation
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(Morris, 2023). Rigorous use of culture assessment tools ensures targeted, data-driven
actions (Cameron & Quinn, 2011; Denison Consulting, 2024). Together, they turn
culture into a dynamic asset that sustains operational excellence and drives future

growth (McKinsey, 2023).

5.5 Case Studies of Cultural Change

5.5.1 Case Study 1: Microsoft

Microsoft's Cultural Transformation Under Satya Nadella

In 2014, Satya Nadella became the CEO of Microsoft. At the time, the company faced
internal challenges. There is a culture of competition between teams, leading to silos

and less collaboration. Innovation is slowing down and employee morale is low

(O'Reilly, 2024).

Nadella recognized the need for cultural change. He introduced the concept of a
"growth mindset" inspired by psychologist Carol Dweck. This approach encourages
continuous learning and embracing challenges (Ibarra &Rattan, 2016). Nadella's aim
is to move Microsoft from a "knowledgeable" to a "learn-all" culture (Business

Insider, 2020).

To implement this change, Nadella and Chief People Officer Kathleen Hogan took
several steps. They defined the desired culture explicitly, focusing on collaboration,
inclusion, and innovation. They engaged employees through storytelling, sharing
personal and organizational narratives to inspire change (Amilthan, 2023).
Hackathons and feedback systems were introduced to involve employees in the

transformation process (Kawamoto, 2024).

From the results, Microsoft has observed a significant increase in employee
engagement and collaboration. The company has launched successful products, such

as Microsoft Teams, and has invested in cloud computing and artificial intelligence.
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These changes have contributed to Microsoft's growth, making it one of the most

valuable companies in the world (AP News, 2023).

The case shows how a deliberate cultural transformation, involving committed
leadership and employees at all levels, can revitalize an organization, and has been

praised by critics alike.

Microsoft’s cultural overhaul under Satya Nadella delivered clear, measurable results.
The market value rose from about $300 billion to over $3 trillion by mid-2024
(Business Insider, 2024). The company rekindled its innovation engine (Harvard
Business Review, 2023). It launched major upgrades to Teams, Azure, and GitHub
within three years (Harvard Business Review, 2023). Employee surveys showed 65
percent positive sentiment on work—life balance by late 2024 (Business Insider, 2025).

Cloud revenue grew about 25 percent annually (McKinsey & Company, 2021).

Nadella anchored change in the mission to “empower every person and every
organization on the planet” (Info Exchange, 2023). He eliminated stack-rank
performance reviews to foster a learning culture (Business Insider, 2025). Leaders
modelled new behaviours in town halls and Q&A sessions (Groysberg & Slind, 2012).
The Denison Organizational Culture Survey tracked cultural health quarterly
(Denison Consulting, 2024). Microsoft also ran regular “culture hackathons” where
employees co-created solutions (McKinsey & Company, 2022). This case shows that
deliberate cultural transformation can help revitalize organizations without

guaranteeing uniform success across every context.

5.5.2 Case Study 2: Starbucks
Cultural Renewal at Starbucks
In the early 2000s, Starbucks faced declining customer satisfaction and employee

morale. CEO Howard Schultz led a cultural renewal aimed at reconnecting the
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company with its core mission: “to inspire and nurture the human spirit—one person,

one cup, and one neighbourhood at a time” (Info Exchange, 2023).

Schultz (1997) used personal storytelling to make this mission relatable. He spoke
openly about his background and values, which helped employees—referred to as
“partners”—feel more connected to the company (Groysberg & Slind, 2012). His

authenticity built trust.

The company aligned strategy with culture by integrating its values into daily
operations. Starbucks reopened Partner Open Forums. These meetings gave

employees a voice and created a space for open discussion (O’Reilly, 2024).

This approach led to stronger engagement. After Schultz reintroduced benefits and
stock programs, Gallup (2025) reported a 20% rise in partner engagement. Employee

turnover dropped, while customer satisfaction improved.

Starbucks also invested in learning. It introduced the College Achievement Plan,
which offered full tuition for online university programs (McKinsey & Company,

2021). This initiative supported personal development and strengthened brand loyalty.

To monitor culture, Starbucks used the Denison Organizational Culture Survey
(Denison Consulting, 2024). The company tracked changes in areas like consistency

and involvement. These results guided updates in training and leadership practices.

This case highlights several key lessons. A clear mission matters. So does leadership
that communicates with sincerity. Employee participation builds trust, and learning
opportunities create long-term commitment. While no strategy guarantees success in
every case, Starbucks shows that cultural renewal is possible with sustained effort and

the right tools (PeopleResults, 2023).
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6. Contemporary Theoretical Responses & Critical Refutation

This section will present four contemporary managerial responses: new models of
performance and career, contributions from key theorists, the integration of emotional
intelligence, and a critical refutation of the claim that these ideas merely repackage

19th-century paradigms.

6.1 New Approaches to Performance Management and Career Development
Agile Management

Agile management uses short cycles to handle uncertainty (Rigby, Sutherland, &
Takeuchi, 2016). It places work in empowered, cross-functional teams. These teams
deliver faster results and adapt quickly. Many firms report higher customer
satisfaction after adopting agile (Rigby et al., 2016). Critics warn that agile can fail

without clear strategic direction (Hodgson & Briand, 2013).

Continuous Performance Management
Annual performance reviews are becoming obsolete. Adobe's switch to continuous
feedback reduced voluntary turnover by 30% while accelerating promotion rates by

25% (Burke & Noumair, 2022).

Organizations now favour continuous performance conversations over annual
reviews. Cappelli and Tavis (2016) describe how weekly check-ins and small, real-
time rewards encourage learning and boost motivation. They frame performance talks
as learning moment. This shift boosts skill development and motivation Some
managers struggle to give timely, constructive feedback (Cappelli & Tavis, 2016).
They frame these talks as learning moments rather than verdicts. This shift leads to
faster skill development and higher motivation. A high-performance work system
aligns training, feedback, and promotion paths (Davila, Epstein, & Shelton, 2009).

Coaches replace commanders to foster innovation through collaborative goal setting.
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However, many companies struggle to equip managers with coaching skills, leading

to uneven adoption (Hodgson & Briand, 2013).

6.2 Contribution of Contemporary Management Theorists

Recent scholars have challenged the assumptions of stability and control that earlier
theories constituted. Gary Hamel (2007) argues that management must be a
continuous engine of innovation. He called on managers to act as designers of new
practices, not just supervisors. Birkinshaw and Ridderstrale (2015) advocate for
"Adhocracy", where small, dispersed teams respond to rapid change without waiting
for top-down orders. Kallinikos (2011) shows how information artifacts can reshape
social practices and urges leaders to govern through data flows. Tsoukas and Chia
(2002) elevate the notion of an organization to "becoming" as an ongoing process
rather than a stationary machine. Together, these thinkers offer new frameworks that

go beyond machine metaphors.

6.3 Integration of Emotional Intelligence

Emotional intelligence (EI) now sits at the heart of leadership models. Daniel
Goleman (1998) demonstrates that self-awareness and empathy distinguish top
leaders. Leaders who master EI foster cohesive teams and reduce conflict. Meta-
analysis of 127 studies shows El-trained leaders deliver 19% higher profit margins
(Kozlowski et al., 2021). Leading firms embed EI into talent frameworks and training
curricula. They teach managers to recognize and manage emotions in themselves and

others.

6.4 Critical Refutation of the 19th-Century Root Claim
Building upon Birkinshaw and Mol’s (2006) seminal work on Management
Innovation, this analysis employs three evaluative dimensions to challenge the

assertion:

28 / 36



Classical Contemporary Empirical
Criterion
Paradigm Innovation Validation
47% efficiency
gain in SCRUM
Conceptual Taylorist task
Agile role fluidity | implementations
Novelty fragmentation _
(Rigby et al.,
2016)
Unilever’s 12-
month—2-week
Practical Fayol planning Real-time data strategic
Disruption cycles pivoting recalibration
(Davenport et al.,
2021)
Haier’s
Theoretical Weberian Organizational Rendanheyi
Expansion bureaucracy "becoming" model validation
(Tsoukas, 2022)

Some critics dismiss these modern theories as mere rebranding of classical ideas.
They liken agile teams to Taylor’s task divisions and equate EI with early human
relations insights. They view digital strategy as a tech-focused twist on Fayol’s
planning. They label “becoming” as a variant of contingency theory. However, each
contemporary approach departs from classical premises. Agile replaces fixed
hierarchies with adaptive networks (Rigby, Sutherland, & Takeuchi, 2016).

Continuous performance models swap static scores for learning loops (Cappelli &
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Tavis, 2016). EI injects psychological and relational skills absent from early
frameworks (Goleman, 1998). Digital transformation centres ecosystems and data at
the core of strategy (Kane et al., 2015). Organizational becoming treats change as
constant, not exceptional (Tsoukas & Chia, 2002). These shifts demand new mindsets,
skills, and organizational designs. They therefore represent genuine theoretical

innovations rather than superficial updates.

6.5 Toward Future Visions of Management

For decision-making, the decision-making process will be more based on data
analysis and facts, rather than relying solely on experience and intuition. Executives
will use predictive analytics to anticipate market shifts and talent needs (Chui et al.,

2023).

From the career perspective, career paths will become more fluid and project-based.
Employees will assemble skill sets instead of climbing fixed ladders. Organizations
will support this shift with microlearning modules and Al-driven coaching (Hill,

2025).

Organizations will centre future management on human—AlI collaboration. Managers
will serve as possibility catalysers who translate Al insights into strategic action. They
will also act as uncertainty mappers to guide teams through rapid technological
change (Hill, 2025). Effective leadership will require fluency in data interpretation

alongside emotional intelligence (Chui et al., 2023).

The purpose of the organization will change as the digital ecosystem expands.
Companies will pursue social and environmental goals alongside traditional profit

targets (Hill, 2025).

In conclusion, the management of the future will weave technology, human values,
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and adaptive structures into a cohesive system. It will require new ways of thinking,

skills, and governance models to thrive in an Al-enhanced world.
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