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Abstract 

The world is fast becoming a global village and the borders that once separated cultures, 

nations and countries now serve as bridges. Problems that were postponed from the old 

market economies now demand creative solutions and products from the new network 

economy. A major problem facing corporate leadership is the speed at which technology is 

changing the global landscape. Strategies that previously served to bolster profitability and 

sustainability, no longer deliver the same. New leadership skills are required to implement 

change and a new, innovative way with a lasting presence across divides has become 

essential. 

 

By using images portraying examples of principles learned from nature and leadership lessons 

from nature, this study aims at highlighting visual communication and visual memory as a 

primary learning style. The study targets corporate managerial leaders from across the globe, 

probing their experience in leadership and operational change, personal involvement and, 

finally, their opinions on the extent to which nature has the ability to provide leadership lessons 

through images, when global leadership requires an innovative way to develop and sustain 

future operations and strategy design. 

 

Through a qualitative approach and using grounded theory, the study revealed that current 

leadership approaches are indeed insufficient in dealing with adverse global economic and 

leadership challenges. Effective communication and the use of visual aids were indicated as 

a main contributor to successful change management. Poor communication was indicated as 

a clear barrier to the process of change. When addressing leadership development and using 

visual stimulus, the majority of participants confirmed that they could draw leadership principles 

from specific images from nature and that nature can, indeed, be classified as a neutral 

platform without any man-made influences like politics, race, religion, gender, sex and 

language from which to draw direction. In this way, it was possible to conclude humans can 

draw inspiration from nature, which has successfully navigated countless events of change 

over millennia. 

 

 

Key words: Leadership, leadership style, leadership development, visual stimulus, visual 

memory, nature 
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Leadership 

Leadership can be defined as a set of practical skills and traits that enables an individual or an 

organisation to guide other individuals, teams or the entire organisation to reach a specific goal 

and purpose. Leadership includes personal characteristics, situational interaction, vision, 

values, behaviours and style. A leader can be anyone in an organisation, regardless of their 

particular position or role in the organisational structure. 

 

Nature photography 

Nature photography is essentially images captured in a natural environment that involve no 

captured animals. All the behaviour and settings occur in a natural state; no behaviour has 

been altered or influenced to alter the natural behaviour of any subject in the photograph/s. 
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Chapter 1: Context of the Study 

Figure 1.1 illustrates the layout and structure of Chapter 1, which essentially involves the 

background and context of the study. 

 

 

Figure 1.1: Layout and structure of Chapter 1 

 

Ontology

Phenomenology
Axiology

Epistemology

Chapter 1:
Conclusion

Background 

Research Problem

Purpose 

Innovative 
approach via visual 

learning

A new 

understanding

Nature as possible  
training medium

Inter-
connectedness 

between man and 
nature

Contextual

Procedural

Phenomenological

Research Aim

Research 
Objectives

Personal 
Considerations

Visual 
Representation

Limitations of the 
study

Assumptions of 
the study

Contents

Chapter 1:                 
Context of the study



 2 

1.1 Background 

Events over the past 15 years suggest that global political and corporate leadership 

appear to be in a state of flux. For example, highly successful companies like Apple 

reported a drop-in net income of 13% on 30 July 2019 (Nicas, 2019). Similarly, Google 

also reported a drop of 23% in profits for the same period (Paul, 2019). Amazon seems to 

have failed to produce the results they traditionally do (Day, 2019), with management 

being unable to adapt fast enough to these changes, or leadership being unable to 

manage in these times of crisis. In an article recently published by the Centre for Creative 

Leadership, the following six possible challenges are identified that leaders face when 

working in a global environment: developing managerial effectiveness, inspiring others, 

developing employees, leading a team, guiding change and managing internal 

stakeholders and politics (Gentry, Eckert, Stawinski & Zhao, 2016). 

 

The collective view portrayed by the sources in this literature study may clarify the extent 

of this issue. An overview of what constitutes leadership in both effective and poor 

instances will endeavour to create a foundation for the understanding of this problem. One 

definition of leadership is the required process of social influence and the art of motivating 

to maximise the efforts of others towards the achievement of a common goal (Kruse 2013). 

To be the best judge, a leader should have critical thinking skills; respond to situations 

timeously and; be able identify areas that need improvement. 

 

The following examples highlight the characteristics of good leadership, alluding to the 

foregoing information: 

 

 Angela Merkel, Time Magazine's Person of the Year 2015, is the longest-serving 

female democratically elected head of state (Chew, 2015). 

 Alan Mulally, ex-Executive Vice President of Boeing for 37 years and ex-CEO of 

Ford Motor Corporation (Levin, 2014). 

 Paul Kagama, President of Rwanda (2000–) and Head of the African Union (AU), 

was adjudged the 2018 African of the Year at the 8th All Africa Business Leaders 

Awards (Methil, 2018). 
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Similarly, there are numerous examples of poor leadership: 

 

 During the time Martin Winterkorn as CEO (2007–2015), Volkswagen, experienced 

a disastrous emissions scandal (Parloff, 2016). 

 In Zimbabwe, the agricultural sector was devastated after years of food shortages 

fuelled by disruptions caused by ex-President Robert Mugabe's seizure of white-

owned commercial farms (Bloch, E. 2013) 

 Omar Al-Bashir, the ex-President of Sudan, seized power in 1989 in a bloodless 

military coup against the government of Prime Minister Sadiq al-Mahdi – a 

government that was democratically elected by the citizens of Sudan (Skarstein & 

Skretteberg, 2018). 

 

In South Africa, the current political and financial crises that are unfolding in specific state-

owned enterprises (SOEs) are examples of poor leadership. – South African Airways 

(SAA) has been put under business rescue in late 2019 and, over the past four years, the 

Passenger Rail Association of South Africa (PRASA) has recorded huge financial losses. 

1.2 Purpose 

The purpose of the research is to examine whether the introduction of nature images in 

leadership development serves to help participants understand leadership principles 

better and the application of visual memory to strengthen it. As indicated in Chapter 2, this 

combination of factors contributing to leadership improvement has not been academically 

investigated in this manner. The images used in this study differ from those currently found 

in publications, as the images themselves are the lessons; they are not random images 

used to explain a concept. 

 

Visual memory and the connected emotions are acknowledge as one of the strongest 

forms of memory recall, which should lead to a better understanding of the impact that the 

correct connotations can have in appreciating leadership principles in nature. Creating 

these memories and combining them with experiences in nature in the form of still 

photography will be presented as a possible development tool to strengthen the notion 

that leadership principles do exist in nature. Because of the seemingly current general 

disregard for the natural world, business leaders may not be receptive to discussions that 

include nature in their approach or they may be unaware of it. 
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In brief, the research intends to: 

 

 Propose a new understanding of and appreciation for the natural world, explaining 

our connectivity with nature and that order and chaos are part of the balance in 

which we exist. Therefore, leadership requires new and innovative approaches in 

dealing with these current phenomena. 

 Illustrate that the challenges faced by business leaders also exist in nature and 

illustrate how nature successfully deals with these problems. 

 Facilitate a new understanding of the influences that contribute to the disruption in 

the current corporate and political environment and how to use nature photography 

as a moment in time to analyse and make sense of this disruption. 

 Develop a broad understanding of leadership principles in nature and comprehend it 

in such a manner that it will have a lasting effect on incorporating visual memory, 

recalling it in various situations when leadership is needed in times of order and 

chaos. 

1.3 Research problem 

 

In recent times, leadership issues, resulting in both successes and failures, have come to 

the forefront. With the world becoming a global environment, we need to adjust and 

incorporate new and innovative ways of preparing for this new world. Visual memory has 

been proven as the strongest form of memory and, in order to prepare for the new, highly 

competitive world, we have to develop and supply people with new techniques to secure 

sustainability. 

 

The importance of innovation is highlighted in an article written in 2019 by Julia Kylliäinen 

where she confirms from a McKinsey report that 84% of executives consider that their 

future success is dependent on innovation. She continues the discussion that innovation 

allows organisations to remain relevant in a competitive market and plays a vital role in 

economic growth. For an organisation to be competitive they must continue their drive for 

a competitive advantage, this advantage is the single biggest driving force to innovate, 

companies that do are able to sustain their operations, products and services remain 

relevant to their customers in a changing market, (Kylliäinen, 2019). Widening our search 

to include the past nearly 65 years, it is reported from Deloitte that only 12% of the Fortune 

500 companies from 1955 is still operational, (Daunt, V., Gilmore, J., Curtin, I,. Ryan, R., 

Marrinan, D., Kerr, A. & Menzies, V, 2017). Shedding light on more recent times the 
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following information sends a warning of almost gail force proportion to the commercial 

world. At the current churn rate almost 50% of all S7P 500 companies will be replaced 

over the next ten years. That translates that the average company lasted just 12 years on 

the S&P 500, this is a reality we could experience by 2027, (Anthony, S., Viguerie, S., 

Evan,I., Schwartz , & Van Landeghem, J. 2017).  

 

When considering the research problem as stated, the importance of visual memory in its 

ability to be recalled for a longer period of time and remembered in more detail is well 

documented in various articles and discussion forums. A study conducted in 2015 by 

Michele Gloede from the University of Wisconsin indeed extends our knowledge n this 

field and concludes that visual memory is superior to auditory memory despite even 

reverting to extensive auditory training, (Gloede, 2015). 

 

Whereas long-term memory is generally believed to lack detail, it is well established that 

long-term memory can store a massive number of items (Standing, 1973).  The capacity 

of recognition memory for pictures is almost limitless when measured under appropriate 

conditions.  Standing’s (1973) study demonstrates that pictorial material is superior to 

verbal messages in terms of understanding and recall. Psychologist Albert Mehrabian 

(1981) demonstrates that 93% of communication is nonverbal.  His study finds that the 

human brain deciphers image elements simultaneously, while language is decoded in a 

linear, sequential manner taking more time to process.  The mind reacts differently to 

visual stimuli (Mehrabian, 1981).   

 

“A picture is worth ten thousand words” (Barnard, 1927). 

 

The research problem can be summarised in the following primary research question: 

 

To what extent can the use of a visual stimulus contribute to the development of leadership 

capabilities and be viewed as a neutral platform to affect change? 

 

Based on the primary research problem and question, the following secondary questions 

have been identified: 

 

 In which ways are current leadership development approaches insufficient to prepare 

individual responses in preparing corporate direction dealing with adverse global 

economic change? 
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 To what extent would the visualisation of response options enable leadership to 

select the most appropriate action? 

 How effective can nature’s image be as a neutral platform from which to affect 

leadership development? 

 

By conducting this research, the researcher aims at finding this neutral space (i.e. nature) 

and, through a series of wildlife images, establishing a new understanding of managerial 

advancement by using these images as a development tool, depicting leadership lessons 

in nature, supported with the use of visual memory and the advantages of this learning 

style. 

1.4 Research aim and objectives 

1.4.1 Research aim 

The researcher will endeavour to develop an alternative platform that will expose a 

selection of leaders to specific nature/wildlife photographs to demonstrate leadership 

principles, which the researcher trusts will serve as “memory pegs”, steering leaders in an 

alternative and innovative direction as they deal with order and chaos. Therefore, the 

researcher aims at facilitating a paradigm shift in the change management methods, 

thereby developing a new breed of leaders, who will turn their attention to nature for 

guidance, to a natural world with zero man-made influences. 

1.4.2 Research objectives 

Within the context of the research aim, the research objectives are to: 

 

 Create an understanding that the world is currently experiencing leadership 

challenges and that no commercial sector, country or person remains unaffected; 

 Illustrate the importance of learning styles and highlight visual memory as the 

predominant style for the communication of new information and change; 

 Facilitate an understanding of how people may interpret specific images from nature; 

 Determine if any leadership principles can be drawn from these images – i.e. 

whether nature can be recognised as a neutral base with no man-made influences 

affecting its instinctive leadership principles; and 

 Can the images from nature be incorporated as a new and innovative leadership 

development approach that see challenges in a different way and deal with them 

form an alternative perspective as portrayed in these images? 
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1.5 Personal perspectives 

In this section, the ontological, phenomenological, epistemological and axiological 

perspectives related to the research are explained. 

1.5.1 Ontology 

Ontology is defined as a particular theory about the nature of being or the kind of things 

that have existence (Merriam Webster Dictionary 2020). 

 

The researcher had a middle-class South African upbringing with emphasis on strong 

values, along with truth, trust and reliability. He frequently travelled with his family to 

various parts of South Africa, particularly to the national parks. He currently also freelances 

as a qualified photographic guide for CNP (Coetzer Nature Photography), which has taken 

him to various locations around the globe on numerous assignments, including trade fairs, 

international talks, presentations, conversing will fellow nature photographers and nature 

enthusiasts. 

 

Time was spent in Botswana, Tanzania, Kenya and Namibia guiding groups of people and 

cultivating a deep respect for and the fine art of wildlife photography. From the enrolment 

statistics and the demographics of individuals enquiring regarding wildlife tourism, it 

appears that the number of younger people (40 years and younger) is declining. 

1.5.2 Phenomenology 

Phenomenology is a philosophy that is concerned with the question of how individuals 

interpret or make sense of the world around them (Bryant, 2011); i.e. see the world for 

what it is. Recently, the researcher has increasingly become aware of the way in which 

companies destroy all in their path, including resources and people, to achieve the highest 

profit margins and growth – with a total disregard for all that is natural and not replaceable. 

In the words of Hubert Reeves, the Canadian astrophysicist: “Man is the most insane 

species. He worships an invisible God and destroys a visible nature. Unaware that this 

nature he’s destroying is this God he’s worshiping". 

 

It is of great concern to the researcher how nature is being traded, directly and indirectly, 

to benefit personal greed and beliefs. In an article that appeared in The Guardian 

(February 2010), the following question was posed: “The price of environmental 

destruction? There is none”. The article focus on the notion of putting a price on nature 

becoming meaningless, if we treat the ecosystem and nature on which we depend as mere 
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commodities, with a price for trading. The article states that, if the world’s 3000 biggest 

companies have to account for their environmental damage, it would wipe out one-third of 

all their profits (Simms, 2010). 

1.5.3 Axiology 

Axiology refers to the role of values and ethics in the research process (Saunders, Lewis 

& Thornhill, 2009). Simply stated, axiology deals with the values of the researcher in 

conjunction with those of the participants. As mentioned before, the researcher has strong 

opinions regarding a world that consumes more than is needed, using resources without 

a sustainability focus and expanding at all cost. The researcher is concerned about what 

the current generation will leave behind as a legacy in terms of its impact on nature – an 

irreplaceable resource. 

1.5.4 Epistemology 

Epistemology is defined as the relationship between the researcher and the reality, 

(Carson, Gilmore, Pery & Gronhaug, 2001). In certain instances, companies and 

governments across the globe seem to use one resource to its full before moving on to 

the next. Destruction of forests occurs under the so-called watchful eye of countries with 

seemingly no consequence. According to an article in Forests News (2 August 2012), the 

main drivers of deforestation worldwide are no longer subsistence-level farming, but 

corporations converting massive tracts of land for industrial agriculture (Cuba, 2012) 

Rhinos get slaughtered by the thousands in Southern Africa for medicinal use in the East 

and international relations and trade far outstrip resource and natural resource protection. 

As reported by the organisation Save the Rhino (2020), from 2006 to 2018, a total of 7912 

rhinos were killed in South Africa alone and 9273 were killed in Africa. 

 

The researcher has spent a total of eight months in East Africa, following the wildebeest 

migration, witnessing the full splendour of nature's cycle that cannot be altered. In this 

time, he observed numerous people from every corner of the globe rushing in to capture 

a quick image to continue their journey of “selfies” and instant gratification for just being 

there. Very few actually stopped to smell, witness, hear and experience, allowing all their 

senses to absorb the emotions and embedding it in their memory. Very few people seem 

to make the connection between nature and humans. Without delving into religion, it is an 

undisputed fact that humans, animals and plants are connected and co-dependent, and 

this interdependence goes well beyond simple affection. – The connection has been 

playing a crucial and beneficial role in human evolution over the past 2,6 million years 

(Shipman, 2010). 
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1.5.5 Visual representation of man’s continued inter-dependence on 

natural phenomena 

Figure 1.1, an image of a lightning bolt. Although it can result in severe damage and mainly 

fire, lightning also serves an important role in the nitrogen cycle by oxidizing diatomic 

nitrogen in the air into nitrates which are deposited by rain and can fertilise the growth of 

plants and other organisms. (Kimball, 2016). 

 

 

Figure 1.2: Lightning bolt 

Source: Portable Network Graphics (PNG). 2020. https://pngtree.com/free-png 

 

Figure 1.3 represents a tropical cyclone, which is a natural phenomenon that normally 

results in widespread flooding and severe damage. However, rain from these cyclones 

also helps to clear pollutants from the air. Tropical cyclones help maintain the global heat 

balance by moving warm tropical air from the equator to the poles. Without them, the 

tropics would get hotter and the poles significantly colder (Skymet Weather Team, 2013). 

 

https://pngtree.com/free-png
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Figure 1.3: Tropical cyclone 

Source: UPS Battery Centre https://www.upsbatterycenter.com  

 

These two examples of natural phenomena may appear elementary, but they are clear 

evidence that humans cannot function without nature. Humans cannot control heat 

balances or create lightning where nutrients are needed. Humans have been unsuccessful 

in controlling the weather or animals in their natural habitat at large. Therefore, the 

resulting order and chaos fall largely beyond our control. There are “rules” that govern 

these two occurrences, just as there are “rules” in the animal world, governing behaviour 

fundamentally responsible to ensure survival. These survival principles are not hidden: if 

humans take the time to do so, they are clear to observe and, thereby, understand the 

methods of connecting these to daily activities. 

1.6 Limitations of the study 

1.6.1 Contextual limitations 

Geographically, the research will be restricted to Southern Africa – South Africa, 

Botswana, Tanzania, Kenya and Namibia. 

 

https://www.upsbatterycenter.com/
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Participants were by default selected from Europe, North America, Canada and Australia, 

mainly because these countries have a strong currencies compared to those in Africa and 

a strong contingent of nature photographers at present and, as Africa is still one of the 

most sought after destinations to capture nature images, people from these countries tend 

to travel the distance regularly to satisfy their passion for capturing images of animals. 

These images of animals in their nature habitat (lion, elephant, leopard, hyena, rhino, 

cheetah, etc.) can currently be seen in Africa only. 

 

Employing a practical excursion to experience this innovative approach to its full will cost 

money, which involves a limitation – both to the researcher and the private individual as, 

well as any corporate client wishing to expose their employees to the “class room of 

nature”. 

1.6.2 Procedural limitations 

The diversity in global participation could not be maintained at the same level as that of 

photographic tourists. The participants from corporate companies were mainly from South 

Africa – due to the geographical location of the researcher and the willingness and 

financial means to expose staff from all ranks to a concept not widely published. 

 

Small groups of five to eight participants were included in the study. 

1.6.3 Phenomenological limitations 

Phenomenological limitations include the following: 

 

 It is accepted that all respondents took part in the research at their own free will. 

 All respondents answered all the questions honestly. 

 Although not exposed to this innovative approach to leadership and leadership 

development, all respondents did so with an open mind and were willing to take the 

time to understand the concept and to take the necessary time for it to be 

understood. 

 Not all respondents would have been exposed to leadership at the same level. 

1.7 Assumptions 

1.7.1 Contextual assumptions 

The contextual assumptions include the following: 
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 All participants were involved in the research from an ethical and honest perspective. 

 If, by chance, a group of employees/managers from the same company or in a 

similar industry participates, then there is a possibility of obtaining similar results, due 

to the nature of their business. 

 Employees from similar industries, who are experiencing similar challenges, may 

have similar responses react in the same manner.  

 The effect of the COVID-19 pandemic in the way in which corporates change their 

outlook in various areas of operation is another assumption, which raises the 

following questions: 

o Will staff be required to be at the office? 

o Will staff have to attend meetings after office hours? 

o Will corporations still deem personal development as a vital component to adapt 

to new world strategies? 

1.7.2 Procedural assumptions 

All respondents acted honestly and accurately to the research questions. 

For the duration of the study, respondents were not influenced and their views were not 

altered to change the outcome of the research. 

 

All information contained is relevant to current global conditions and circumstances and 

any conclusions are an honest result of the process introduced – not because the 

questions lead the participants to believe what they could not deduct themselves. 

1.7.3 Phenomenological assumptions 

It can be expected that a logic approach will not necessarily lead to results – i.e. the path 

from the theoretical explanation of the approach to practical experience would not 

necessarily mean a result of understanding is guaranteed. 

 

Irrespective of respondents’ level in the organisational structure – particularly in a 

collaborative space – it could be assumed that they would have been exposed to some 

degree of leadership. Therefore, the research and questionnaire would have a certain 

level of relevance. 

 

In terms of the influence of global events on participants’ decision-making, the questions 

were raised: 
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 In the event of a global economic or health crisis, how open will the participants be in 

terms of seeing the bigger picture for its corporate future? 

 Will the respondents only focus on their own survival? 

Concluding remarks 

The researcher will endeavour to draw the attention to a fundamental illustration of the 

connection between nature and man and the use of visual stimulus – particularly images 

from nature – where leadership lessons can be derived from the actual image. This should 

serve as a strong and alternative method to ground leadership with new methods to 

approach daily corporate challenges. 
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Chapter 2: Theoretical Underpinning of Leadership 

2.1 Introduction 

Since 1943, leadership ideas and models have been designed, re-designed and adapted 

to include more current concepts. Historically speaking, executives were perceived as 

strait-laced individuals, always doing the right thing, leading from the front without any help 

or assistance. Moving from an industrial market economy to a network creative economy 

requires, among others, more independent workers with initiative, creativity and passion 

(Jarche, 2013 & 2015). Therefore, it is possible to conclude that a new leadership style is 

required for this new era. Chris Viscomi (2017) observes that, when it comes to alignment 

of a new leadership model, it will be helpful to think creatively and to incorporate areas of 

concern previously in older models not deemed important. 

 

The quality of leaders in organisations and their impact on communities cannot be denied. 

– From an organisational and a global perspective, it is regarded as one of the basic 

factors influencing the survival of the human race (Bennis, 1998). Addressing the 

challenges of the current time, e.g. the recent COVID-19 pandemic, has become 

dependent on the quality of world leaders to a large extent. Similarly, the success of 

organisations and companies is determined by the leadership qualities at their disposal. 

There are numerous examples of the success or downfall of a company being attributed 

to the actions of a particular leader (Brewis, Vrba, De Klerk & Smit, 1999). 

 

In modern theory, a wide range of definitions exists for leadership. For the purpose and 

scope of this study, leadership will be regarded as the practice of influencing others to 

agree on what should be done effectively and the process of enabling individuals to 

collective efforts in accomplishing shared objectives (Ensley, Hmieleski & Pearce, 2006; 

Pretorius, Steyn & Bond-Barnard, 2018). 

 

By focusing on leadership theories, approaches and styles, this chapter presents a 

theoretical exploration of the construct of leadership. The researcher will also explore the 

existing body of knowledge of leadership and the trends in leadership research, as well as 

leadership development and the focus areas of research in leadership development. 

Leadership theories, approaches and styles – which have been researched and explored 

in literature and publications over time – seem to have various applications in variable 

circumstances of leadership. Although not all these factors will be discussed in this 

dissertation, a brief review seems appropriate. 
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Figure 2.1 illustrates the layout and structure of Chapter 2. 

 

Figure 2.1: Layout and structure of Chapter 2 
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2.2 Leadership theories 

Over the past decade, the psychology of leadership has expanded significantly and 

several leadership theories have been introduced. The latest research into leadership 

focuses on questions such as the following: 

 

 Why and how do individuals become great leaders? 

 What makes certain people more suitable for the role of a leader? 

 Why do some individuals excel in leadership, while others shy away from it? 

 

From these behaviours and characteristics involved in leadership, a number of formal 

theories have emerged. Although several leadership theories have emerged, most of 

these can be classified as one of eight major types. These eight major leadership theories 

are discussed in the following sections. 

2.2.1 “Great Man” theory 

The “Great Man” theory stems from the notion of being “born to lead”. According to this 

theory, great leaders are simply born with all the necessary skills – including intelligence, 

charisma, characteristics and social skills – that define them as natural leaders. In other 

words, great leaders are simply born and not made. This theory often portrays leaders as 

heroes, almost a mythical character destined to be in this position, no matter what and 

that they are going to follow this path under any circumstances (Hoffman, Woehr, 

Maldagen-Youngjohn & Lyons, 2011). 

2.2.2 Traits theory 

Similar to the “Great Man” theory, the traits theory of leadership also suggests that people 

inherit certain qualities and traits that make them more suited for leadership. The traits 

theory differs from the “Great Man” theory, in that it identifies particular personality or 

behavioural characteristics that are shared by leaders. These include, but are not limited 

to, extroversion, self-confidence and courage. Where the traits theory becomes 

questionable, is when individuals possess these qualities and still prefer not to be in 

leadership positions, or they do not possess all these qualities and still turn out to be great 

leaders. 
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2.2.3 Contingency theory 

The contingency theory of leadership focuses on the variables related to the environment 

that may determine the particular leadership style that is best suited for a situation. 

According to this theory, there is no single leadership style that is best in all situations. 

Leadership researcher Cherry (2019) suggests that effective leadership does not simply 

centre on the qualities of the leader: it encompasses the correct balance between 

behaviours, needs and context. 

2.2.4 Behavioural theory 

Contrary to the “Great man” theory, the behavioural theory of leadership is based on the 

assumption that great leaders are made and not born. Anchored in behaviourism, this 

leadership theory focuses on the actions of leaders and not on their mental qualities or 

internal states, assuming that leaders can learn how to become leaders through teaching 

and observation. 

2.2.5 Situational theory 

According to the situational theory of leadership, leaders choose the best course of action, 

based upon situational variables. Different styles of leadership may be more suited to a 

specific situation than other. 

2.2.6 Participative theory 

In the participative theory of leadership, it is deduced that the ideal leadership style is one 

that takes participation and input from others into consideration. Leaders applying this 

theory encourage participation and contributions from group members. Therefore, their 

followers and team members feel more inclusive of the process and the decisions that 

ultimately affect them. 

2.2.7 Management theory 

Also known as the transactional theory, the management theory of leadership focuses on 

the role of supervision and organisational and group performance. Managerial theories 

are often used in an organisation to reward employees when they are successful and to 

reprimand or ‘punish’ them when they fail. 

2.2.8 Relationship theory 

Also referred to as a transformational theory, the relationship theory of leadership focuses 

on the connections formed between leaders and followers. Transformational leaders 
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motivate and inspire employees by assisting group members to see the higher importance 

and good of the task, with the underlying idea being that every person fulfils his own 

potential. Transformational leaders are often known for their high ethical and moral 

standards. 

2.3 Leadership approaches 

The most prominent leadership approaches are outlined in this section, including the 

psychodynamic approach, behavioural approach, strategic approach, situational 

approach, trait approach and the skills approach. 

2.3.1 Psychodynamic approach 

In this model, personality is used as a single principle. A pattern of thinking, feeling and 

acting towards the environment is a constant in this approach, although it does not exclude 

other people. In this way, the psychodynamic approach centres on the personalities of 

subordinates and leaders (Stentz, Clark & Matlin, 2012). 

2.3.2 Behavioural approach 

According to the behavioural approach, leaders can shape an environment, which will 

change the behaviour of followers, in order to perform a specific set of tasks (Mosley, 

1998). Interaction takes place between the leader and followers through factors that 

include organisational structures, type of tasks, technology and the size of the business 

(Mosley, 1998). 

2.3.3 Strategic approach 

In the strategic approach, organisational performance is influenced by the executive 

leaders and, therefore, addresses the occurrence of strategic leadership at the upper level 

in the organisation (Dinh, Lord, Garnder, Meuser, Liden & Hu, 2914). 

2.3.4 Situational approach 

The situational approach, which was developed by Hersey and Blanchard in 1969, 

determined that different situations require the application of different leadership 

approaches/styles. The leader is expected to apply both a directive and supportive 

dimension and match them with the competencies and commitment of the followers 

(Northouse, 2016). 
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2.3.5 Trait approach 

The trait approach involves a theory of all people being born with certain traits that will 

make them good leaders. In history, there have been great leaders with instinctive talents 

in terms of social, political and military skills, e.g. Abraham Lincoln, Mohandas (Mahatma) 

Gandhi and Napoleon Bonaparte. All these leaders successfully used the specific skills 

and traits that distinguished leaders from followers (Northouse, 2016). 

2.3.6 Path-goal approach 

Effective leaders influence their followers to such an extent that they change the followers’ 

perceptions of their work, the path to goal realisation and, ultimately, their personal goals 

by increasing their motivation and their ability to perform at their best. Therefore, it focuses 

on the leader's behaviour and how this will increase followers’ goal achievements and 

highlight the paths to these goals (House, 1975). 

2.3.7 Skills approach 

Leadership skills are abilities that can be acquired through time, with training, practice and 

development. These abilities can be divided into human and technical skills to include 

problem-solving, social judgement and general knowledge (Stentz, Clark & Matkin, 2012). 

2.3.8 Leader-member exchange approach 

This leadership approach, which focuses on the relationship between follower and leader, 

is based on the fact that an individual relationship develops between them and leadership 

becomes apparent when real interactions occur that result in reciprocal and incremental 

influence (Avolio, Walumbwa & Weber, 2009). 

2.3.9 Servant leadership approach 

In this approach, leaders tend to serve and make sure their followers’ highest priority 

needs are being served. Strong moral behaviour is shown, as these leaders put their own 

interests second to those of their followers (Northouse, 2016). This leadership style can 

be viewed as a trait or behaviour (Stentz, Clark & Matkin, 2012). 

 

In his book on leadership (Servant as leader), which was originally published in 2008, 

Robert Greenleaf discusses the value of servant leaders and the application of the trait to 

facilitate leadership in this manner. Greenleaf (2008) outlines a number of competencies 

of servant leaders, the most important of which are: 
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 Leaders are committed to the development of people: leaders help others to become 

good leaders; 

 Leaders show empathy, in that they identify with others and accept others for whom 

they are; 

 Leaders are good listeners: a leader's first response to a problem is to listen; 

 Leaders can conceptualise: they articulate a clear vision with passion, which 

engages and energises the rest of the team; 

 Good leaders have foresight (a sense of the future) and use good decision-making 

skills: a lack of decision-making skills can be perceived as an ethical failure; and 

 Leaders are known to demonstrate awareness: they have to open the doors of 

perception to see what is inside, because the reality is necessary to see things in 

perspective. 

 

Although the work of Greenleaf (2008) has been criticised, many of these characteristics 

are still associated with leadership. Although they may not be known under the same 

terminology, the traits and competencies are similar. 

2.4 Leadership styles 

In this section, the following leadership styles will be outlined: charismatic, 

transformational, authentic, transactional and laissez-faire leadership style. 

2.4.1 Charismatic leadership style 

In a range of social relationships, charismatic leadership arises in times of distress, 

uncertainty or extreme enthusiasm. Charismatic leadership is mainly powered by emotion 

and a frantic commitment of followers. Because charisma is regarded as an innate talent 

of an individual, the charismatic leader is not restricted to rise from within an organisation 

(Milosevic & Bass, 2014). 

2.4.2 Transformational leadership style 

Avolio, Walumba and Weber (2009) regard transformational leadership as leader 

behaviours that transform and inspire followers to perform beyond expectations, while 

transcending self-interest for the good of the organisation. This leadership style, which is 

people-focused, includes the four aspects of idealised influence, inspirational motivation, 

intellectual motivation and finally individual attention (Stentz, Clark & Matkin, 2012). 
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2.4.3 Authentic leadership style 

Authenticity translates into the leader’s sincerity and truthfulness. This leader is 

transparent and exhibits ethical behaviour. In order to take others' contributions into 

consideration, the authentic leader promotes openness and the sharing of information. 

This leadership style can be divided into three separate conducts: intrapersonal, 

developmental and interpersonal (Stentz, Clark & Matkin, 2012; Avolio, Walumbwa & 

Weber, 2009). The authentic leadership style is imbedded in trust and is motivated by the 

wellbeing of the followers (Müller, Packendorff & Sankaran, 2017). 

2.4.4 Transactional leadership style 

Transactional leadership, which represents the majority of leadership models, involves the 

interactions between a leader and followers when managers offer financial incentives and 

promotions to those who exceed their goals (Northouse, 2016). The transactional 

leadership style mainly is task-focused (Turner & Müller, 2005). 

2.4.5 Laissez-faire leadership style 

The laissez-faire leader typically avoids making decisions, enforces authority or delegates 

responsibilities (Turner & Müller, 2005). This leadership style is all but outdated or 

ineffective. – Steve Jobs, the founder, chairman and chief executive officer (CEO) of Apple 

Computer Inc., is known to have said that it does not make sense to hire smart people and 

then tell them what to do; we hire smart people so they can tell us what to do (Lipman, 

2018). This leadership model appears rather paradoxical, because of its hands-off 

leadership style in which the leader follows a supportive approach and focuses on 

ensuring that the team can organise in an effective and coherent manner (Scheidlinger, 

1994). 

2.5 Current trends and changes in leadership 

In their paper presented at the 29th Annual Conference of the Southern African Institute 

for Industrial Engineering (SAIIE), Pretorius, Steyn and Bond-Barnard (2018) claim a 

number of changes in leadership in the years directly preceding their findings. These 

changes are discussed in the following sections. 

2.5.1 Challenges of the new era 

Pretorius et al. (2018) observe that, at present, numerous organisations are experiencing 

challenges resulting from uncertainties, globalisation, the fast-changing business 

environment and an increasingly complex working environment. Being able to adapt to the 
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new creative networked economy (Jarche, 2013), which has followed the original industrial 

market economy, a radical shift in leadership style may be needed. Traditionally, 

leadership has been perceived as a vertical top-down relationship. In the new creative 

networked economy, a shift towards a shared and balanced approach to leadership has 

been gaining momentum (Pretorius, Steyn & Bond-Barnard, 2018). 

2.5.2 Alternative business structure 

For the past 20 years, a general perception has been maintained that an organisation 

operates as a “machine” in which management at the top simply directs employees, but 

processes have changed (Fletcher & Käufer, 2003). Replacing this perception of 

management, the organisation can now be seen as a dynamic system of interrelated 

relationships and various new networks of influence. It is obvious that a paradigm shift has 

been occurring, which should be followed by an inevitable change in the construct of 

leadership (Fletcher & Käufer, 2003). The increasing application of newly connected and 

empowered teams – combined with the flattening of organisational structures – results in 

the need for a shift from the traditional model of leadership. 

2.5.3 Leadership as a changing reality 

Traditional definitions of leadership have evolved over the past decades at a constant rate 

(Northouse, 2016). In his study of material of a 90-year period (1900–1990), Rost (1991) 

and documented more than 200 different definitions of leadership. Based on the results of 

Rost’s study (1991) and due to factors such as growing global influences and generation 

differences, it is virtually impossible to compile a single definition of leadership. – 

Leadership will mean something different to whom is defining it and from what perspective 

it is being defined (Rost, 1991). 

 

Despite the number of ways in which leadership can be defined, the following components 

appear to be embedded in the construct (Northouse, 2016): 

 

 Leadership includes influence: it is a single, continuous social process of leaders 

influencing individuals or groups (Barker, 2001). 

 Leadership commences in groups, in that leaders influence groups of people, 

particularly if they strive towards a similar purpose. 

 Leadership is an institutional and an individual trait (Stentz, Clark & Matkin, 2012). 

 Leadership is a process and a leader is affected by the process, which, in turn, 

affects those who follow. 
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 Leadership is available to all – not designated to a single individual. 

 Leadership serves a common goal: if the purpose and goal is mutual between 

followers and leaders. 

2.6 Creative thinking, creativity and global leadership 

Jarche (2013) points out that there was a global shift from an industrial market economy 

to a networked creative economy, which requires, among others, more independent 

workers with initiative, creativity and passion. Old frameworks for managerial leadership 

were largely based on northern hemisphere (rational), western hemisphere (pragmatic) 

principles, but the southern hemisphere (humane) and eastern hemisphere (holistic) 

principles were not sufficiently considered (Lessem & Schieffer, 2014). 

 

The world is currently experiencing unprecedented upheaval and chaos, climate change, 

terrorist and religious attacks, an economic downturn, a general breakdown in society, and 

failure in some political systems. Chaos brings with it disruption and crisis management; 

both to be avoided but inevitable. All these factors indicate that the world is failing to 

produce leaders that can steer a path through the chaos and uncertainty. South Africa 

doesn’t need leaders, they need leadership. (Ramaphosa, 2018). In essence, chaos is 

needed; chaos pushes one outside the comfort zones and, in certain instances, leads to 

innovative and creative thinking, resulting in new products, solutions and ideas. 

 

Globally, companies seem to struggle, since there appears to be a leadership vacuum, 

which results in difficulties developing managerial effectiveness, inspiring others, 

developing employees, leading a team, guiding change and finally managing internal 

stakeholders (Gentry, Eckert, Manusamy, Stawiski, Martin, 2013). In this context, it 

becomes difficult to make the necessary paradigm shift to sustain profits and business 

leaders are looking for alternative methods to create a new way of thinking that will yield 

satisfactory results argues (O’Conner, 2014). 

 

It is particularly the permanently-installed hierarchical structures that cause a lack of 

flexibility in organisations (Peters, 1987), which, in turn, poses a problem in the rapid 

change in technology and global economic challenges, which are catalysts that drive 

change and chaos – even in a state of order. This is confirmed by Tom Peters Y William 

Bogner (1993–2005), who observes that changes in the global economy and technology 

are evidence of visible chaos. Businesses should respond to these changes and not set 

aside, observe and simply accept them. 
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In his book on leadership practices for personal and professional performance, Klemm 

(2017) observes that creativity as a leadership quality should be an essential part of any 

job description. Time and resources should be allocated to this process and the techniques 

used by leaders to influence people should also be creative. 

 

In an article on the importance of creative leadership, Lysa Miller (2018), makes the 

following statement: “Creative leadership drives productivity and fosters success in a 

company". She continues by observing that creativity involves the abandonment of rigid 

structures – a much-desired trait for people in leadership roles in any business. Creative 

leaders have the ability to solve problems by noticing things that others do not, simply by 

looking at things in a new way. In the current changing and business climate, the role of 

creativity in leadership is a vital component of the survival of any organisation (Miller, 

2018). – As stated by William Pollard, English Clergyman, “Without change there is no 

innovation, or incentive for improvement. Those who initiate change will have a better 

opportunity to manage the change that is inevitable”. The role of creative thinking and 

creative leadership can be extended to global level. It has become necessary for global 

leadership to be creative and innovative in advancing sustainability and cultivating a 

creative environment that looks at problem-solving and leadership in a new way. 

 

To cultivate creative leadership and staff, two options can be considered – hiring creative 

employees or training current employees in the skill of thinking and operating more 

creatively. 

 

In 2018, the Manpower Group conducted a comprehensive study, which resulted in the 

following observation: 

With record talent shortages around the world, employers 

should shift their focus from just in time hiring strategies to 

becoming builders of talent for today and tomorrow. 

Developing the right blend of people, skills, processes and 

technology is the only way to execute your business strategy, 

create value and improve people’s lives. 

With new assessments, big data and predictive performance organisations have the best 

tools to identify adjacent skills, help people shift into emerging roles and create clear 

career paths. For individuals, the appetite for learning and continuous upskilling will be the 

route to better employment security. It should be an operational imperative and a strategic 
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priority for organisations and companies to create a culture of learnability, so that people 

are equipped and open to adapt and to move within the company or elsewhere. As 

observed by Jonas Prising, Chairman and CEO of the Manpower Group: 

In this Skills Revolution this is how we will find solutions to 

talent shortages, accelerate growth and help people build 

new skills for sustainable, meaningful careers for the long 

term. 

2.7 Research and existing knowledge in the field of leadership 

A great deal of research has been conducted globally and articles have been published 

on different aspects of leadership. This study primarily deals with the sub-categories of 

leadership captured in Table 2.1 and illustrated in Figure 2.2. Table 2.1 gives a broad 

overview of what has been researched and has drawn interest in the field of leadership in 

recent times. When analysing leadership to identify relevant points of further discussions, 

there are various views from various authors that focus on leadership and what seem to 

be important. Table 2.1 also gives an overview of the literature that has been consulted 

as part of this research. It should be pointed out that the researcher focused on relevant 

studies and scholarly articles that adequately address the inter-relations of the different 

aspects of this study. 

 

 

 

 

 



 26 

Authors (Number of 

times cited where 

information was 

available) 

T
ra

n
s
fo

rm
a
ti

o
n

 

T
ru

s
t 

C
o

m
m

u
n

ic
a
ti

o
n

 

C
re

a
ti

v
it

y
 &

 

In
n

o
v
a
ti

o
n

 

A
c
c
o

u
n

ta
b

il
it

y
 

F
le

x
ib

il
it

y
 

T
ra

in
in

g
 &

 

D
e
v
e
lo

p
m

e
n

t 

F
o

c
u

s
 C

o
rr

e
la

ti
o

n
 

Covey (1615) X X     X 3 

Losada & Heaphy (765)   X     1 

Lee (0, or not available)   X    X 2 

Obiri, et al (1)    X    1 

Amabile  (HBR) (598) 
 X X X X X  

 

5 

IBM (0, or not available) X   X    2 

Pearce & Sims (1352)    X   X 2 

Reiter-Palmon & Illies 

(604) 
   X  X  

2 

Zenger & Folkman  (0, or 

not available) 
 X     X 

2 

Rosenbach (21)   X     1 

Nabil et al (1)    X  X X 3 

Anderson, et al. (1838) 
   X    

 

1 

Cornett 

(0, or not available) 
X    X   

 

2 

Mineo (57)  X      1 

Hughes et al. (109)    X    1 

Medeiros et al (2) X   X  X  3 

Span 

(0, or not available) 
 X      

1 

Horth & Buchner (69)    X  X X 3 

Rynders (118)   X     1 

Gumusluoglu (1359) X   X X   3 

Hurley (115)  X      1 

Day (3114)       X 1 

Houghtonet al. (112)    X  X X 3 
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Table 2.1: Existing knowledge in the leadership field 

 

Harbi, Alarifi, Mosbah (3) X   X    2 

Van den Akker, Heres, 

Lasthuizen (112) 
 X      

1 

Towler  

(0, or not available) 
X  X     

2 

Afshari & Ayoufu (26) X   X   X 3 

Burgis (0;,or not available) X       1 

Lee, Gillespie, Mann & 

Wearing (458) 
 X      

1 

Scott (6)    X    1 

Roffe (11)   X X   X 3 

Webber (337)  X      1 

Clapham (74)    X   X 2 

Strategy Group 

(0, or not available) 
      X 

1 

Khalili A (88) X   X    2 

Katerina, Sarri, Bakouros 

& Petridou (106) 
   X   X 

 

2 

Salim (4) X       1 

Joseph & Winston (809)  X      1 

Tschannen-Moran (218) X X      2 

Agbor (149)    X    1 

Birdi (18)    X   X 2 

TOTAL 12 11 7 21 3 6 14  
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Figure 2.2: Visual representation of existing knowledge in the leadership field 

 

Each of the sub-categories indicated in Figure 2.2 will appear different in contexts of one 

another. For example, trust in isolation would be different from trust in the context of 

creativity and innovation. Therefore, in the selection of the material to interrogate for this 

literature study the researcher focused on resources dealing with at least two of the key 

concepts at the same time. 

 

Table 2.2 outlines the topics that are addressed by the various authors and, where 

available, the number of times they are cited in another paper. The volume of literature 

available on these topics suggests the focus of this study to be topical and a matter of 

interest.  
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Table 2.2. Top ten authors in the leadership field, according to their citation index 

 

In order to ensure the credibility of the sources consulted, the relevant authors were vetted 

in terms of the citation index as at May 2020. The big difference in citation count alone 

cannot be used as the only measure, as not all topics are equally researched. Topics that 

stand out as receiving more attention are: trust, creativity and innovation and training and 

development. 

 

Looking at the last row of the table, it can be seen that the topics of Transformation (blue), 

Trust (orange), Creativity and Innovation (gold) and Training and Development (dark blue) 

received the most attention in the past, while Accountability (light blue) was encountered 

three times and, therefore, it can be concluded that accountability in this context has not 

been investigated as thoroughly as the others. It is notable that trust emerges as the most 

prominent topic (Table 2.2) in discussions on leadership. Seven of the top eleven authors 

mention trust as one of the key components of leadership. Creativity and innovation, 

training and development are also considered important areas of leadership. 

 

The extent to which the focus of this study correlates with other reasonable accessible 

resources is indicated in the far right column. These numbers indicate the number of the 
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Day (3115)       X 

Covey (1615) X X     X 

Anderson et al. (1838)    X    

Gumusluoglu (1359)  X  X X   

Pearce & Sims (1352)    X   X 

Gumusluoglu (1359)  X  X X   

Joseph & Winston (809)  X      

Reiter-Palmon (604)    X  X  

Amabile (598)  X X X X X  

Lee et al (458)  X      

Webber (337)  X      
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focus areas of this study addressed by the various authors. With a correlation number of 

5, the table identifies an article by Amabile and Khaire, in the Harvard Business Review in 

October 2008, as an article with the highest correlations with this study. The deduction to 

be made from this comparison of foci of the sources is that the emphasis of this study is 

of direct interest to researchers, scholars and published authors. However, this research 

can be regarded as original and unique, in that no other research has been done that 

addresses all the factors simultaneously. Since a number of the authors consulted for this 

research can be judged as recognised voices in their respective fields of interest, the 

probability of significance of the content of these resources, the researcher considered the 

literature consulted to be credible. 

 

Visual literacy had become an area of interest for numerous authors. However, because 

some scholars and researchers did not mention this at the time of their research and/or 

publications, it is not mentioned as a sub-category in Tables 2.1 and 2.2. 

 

In Section 2.8, the focus areas of leadership research are discussed in more detail. 

2.8 Focus areas of leadership research 

2.8.1 Transformation 

Business transformation can be regarded as the opportunity to define a bold ambition that 

goes beyond incremental change; the opportunity to rethink business and operating 

models to deliver breakthrough value. It involves strategic decisions that affect 

organisational growth, operation and the type of expected performance improvements 

(Deloitte, 2016). 

 

Neal Burgis (2012) opnes that influential leadership refers to a leader’s ability to incite 

action in his/her followers by mastering the skills of communication and motivation. A 

leader of influence will work to remove the obstacles preventing employees from 

performing at their best. – Without influence leadership does not occur. This notion is 

supported by White (2019), who points out that transformational leaders inspire and 

motivate their workforce without micromanaging; they trust their employees to have the 

right skills and provide them with the required authority to excel and be creative. For 

example, Alan Mulally, the ex-Executive Vice President of Boeing for 37 years and ex-

CEO of the Ford Motor Corporation (2006–2014), saved Ford without resorting to 

bankruptcy or bailouts. Earning $7.2 billion in profit in 2013, Mulally was ranked number 

three on Fortune's list of World's Greatest Leaders; is listed as one of Barron's World's 
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Best CEOs; and was chosen as the Industry Leader by Automotive News in 2010 (Levin, 

2014). 

 

In an online article (Thinking big with the business transformation) Deloitte (2016) identifies 

six keys to unlock breakthrough value. In the current world of unprecedented disruption 

and market turbulence, new value needs to be created and new opportunities unlocked, 

in order to drive new growth and to deliver new efficiencies. Transformation is a process 

that requires to rethink value creation in business – not only today, but also in the future. 

In order to win in today's exponentially disrupted business environment, incremental 

improvements are not enough: organisations are in need of sustained growth and this 

growth requires agile reinvention, winning today aren't enough, we have to be able to 

continue to evolve in the future. 

 

In light of potential risk, aligning business to transformation will require an integrated 

approach that links business strategy to transformation ambitions and execution discipline. 

After engaging with hundreds of the world's leading companies, Deloitte (2016) identifies 

the following six breakthrough key questions to unlock value in the business, both 

revolutionary and evolutionary: 

 

 Question 1: How do we ensure that the transformation goals and objectives 

support our business strategy? Begin with a strategy in mind. 

Having a sound strategy serves as the foundation for a selection of investment 

decisions stretching wider than usual. Not having this foundation or when poorly 

translated into downstream implementation may result in a dilution of the value. Once 

an organisation has invested in articulating its strategy, it has the opportunity to 

translate its strategic goals into a realistic transformational ambition that can be 

implemented on every level of the business. Clarity and mutual consensus on the 

ambition will assist executives to align their goals and activities from a financial and an 

operational perspective to help them adjust elements of transformation strategy based 

on the organisation's ability to achieve those outcomes. 

 

 Question 2: What do we need to improve and how we improve it to achieve 

transformation objectives? Lead with capabilities. 

Inevitably, only a small percentage of a company's total skills is necessary for helping 

an organisation finding new ways of differentiating and competing. To focus on those 

specific capabilities may help deliver greater value, drive competitive advantages and 
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assist the business realise its transformational ambitions. It is crucial to know where to 

start when unlocking value through a business transformation; prioritise efforts to 

identify immediate market opportunities; and build discipline that is needed to establish 

a new trajectory, in order to keep pace with disruption. Leaders should quickly 

establish a route past “people” processes and, technology definitions of capabilities, 

to a process that is more holistic and delivers a more complete picture. These 

capabilities to deliver transformation touches on six dimensions: mission, insights, 

integration, processes, technology and talent. 

 

 Question 3: How do we reinforce a relentless focus on value throughout the 

transformational journey? Drive to value. 

The value expected from transformation is articulated by constantly 

monitoring, measuring and tracking value. After developing clear parameters 

on the way to create value, clear links should be established to execute the 

plan. This value case will become the link between the transformational 

ambition to capability design and that of the execution, which is achieved by 

breaking down the transformational programme into manageable initiatives, 

each with specific target values that are mapped to capabilities. Failure to do 

this may create problems downstream and result in having to backtrack to 

address issues that should have been identified upfront. 

 

 Question 4: Why is it important to extend value beyond the transformation-

and how can we do it? Build-in sustainability. 

The real value of transformation does not happen overnight: it takes time. Leaders 

involved in business transformation are aware of this and they are also aware that this 

value only emerges through sustainable change. In order to put the right capabilities, 

change adaptive culture and competencies in place to secure sustainable growth, the 

value of this transformation, the correct data is essential. Using these data-driven 

change management solutions, it makes it possible for management to analyse a 

quantifiable analytical approach to manage attitudes, behaviours and engagement. 

With adaptive business embracing new methods to deliver value, leaders stand the 

chance to provide a foundation to sustain value post-transformation. If done at section 

or departmental, it can empower and serve as a catalyst to other business leaders in 

the same organisation to model and reward new behaviours and equip the employees 

to make more effective decisions aligned with the business transformation ambition. 
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These leaders must embed change into the core of the business and the strength to 

continue to evolve as new and changing market opportunities arise. 

 

 Question 5: Why are agility and flexibility so critical to an effective business 

transformation? Be agile and flexible. 

Leaders, who are open to transformation in today's disruptive conditions, should be 

prepared to continuously evolve, seeing that the business landscape and technologies 

that shape this environment are constantly evolving. Leaders must be prepared to 

work extra hard in order to embed agility, innovation and the willingness to accept 

disruption with every transformational initiative. The advantage of this agile approach 

is that it can help to deliver progress that will align with the specific transformation 

initiative and value. This agile approach has a further benefit in that it can support the 

business's ability to manage complexity and unpredictability through development 

processes that are not just iterative, but also incremental. Through this agile and 

flexible state, leaders will also consider alternative market scenarios and evolving 

technologies. Throughout this transformation process, leaders will connect peers, 

industry partners, employees and clients, with one goal in mind – to challenge their 

own thinking and anticipate any future disruptions, which they can turn into a 

competitive advantage. 

 

 Question 6: What does effective transformational leadership look like? Invest 

in program talent. 

Transformation can make or break if the right leader and the right talent are not 

recognised. How work gets done and the credibility within the business will depend on 

a strong leader, so as to align the transformation strategic goals. The business should 

free up some top talent and significant investment in business resources to achieve 

the transformation ambition and the return on investment (ROI) often directly 

connected to the calibre and talent aligned with the transformation. It becomes clear 

that who is tasked with transformation has the authority and necessary talent to do so. 

Also, this extra task cannot be simply piled on top of an already full workday. Leaders 

should be strongly connected to roles: splitting duties may dilute the effectiveness in 

this individual, ultimately influencing the transformation ambitions. 

2.8.2 Trust 

By conducting 360 assessments of 87000 leaders, Zenger and Folkman (2019) were able 

to identify three key elements that form the foundation of trust. In this study, relationship 
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is prominent as the main element when trust is analysed as a leadership contribution. See 

Figure 2.3. 

 

 

Figure 2.3: Combination of the three elements of trust 

(Zenger & Folkman, 2019) 

 

2.8.2.1 Positive relationships 

In order to create positive relationships with others and with his team and to install trust 

among his/her followers, a leader has to stay in touch with the issues and concerns of 

others; minimise conflict and have the ability to resolve it; provide honest feedback in a 

helpful way; and balance results with concern for others. 

2.8.2.2 Good judgement 

Apart from having a depth of experience, a leader should be well-informed and 

knowledgeable and should understand technical aspects, because the followers of this 

knowledge and expertise make important contributions to organisational goals and 

objectives and success. Leaders should also have the ability to anticipate and respond 

quickly to problems. Leaders' ideas and opinions need to be trusted. 

2.8.3 Consistency 

In the context of leadership, consistency involves the ability to honour commitments and 

keep promises and to go beyond what has been expected. For example, Paul Kagama, 
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President of Rwanda (2000–) and Head of the African Union (AU), was adjudged the 2018 

African of the Year at the eighth All Africa Business Leaders Awards (AABLA). He 

commanded the rebel force that ended the 1994 genocide. Rwanda's strong economic 

growth has been accompanied by substantial improvements in living standards, with a 

two-thirds drop in child mortality and near-universal primary school enrolment (Methil, 

2018). 

 

With a strong focus on home-grown policies and initiatives, Kagama has contributed to a 

significant improvement in access to services and human development indicators. The 

poverty rate dropped from 44% in 2011 to 39% in 2014. With a population of only 

11.8 million, the gross domestic product (GDP) is $24.6 billion; there is a 6.1% growth; 

inflation is 4.8% and unemployment is 1.3% (Methil, 2018). 

2.8.4 Connectivity and communication 

Apart from real leaders “walking the talk” by delivering what they promise (Rosenbach, 

Sashkin & Harburg, 1996), leadership is almost exclusively a communication activity. 

Effective leaders communicate, promptly, empathically, keeping all team members well 

informed with accurate facts. Because communication is a two-way process that involves 

talking and listening, listening is regarded as an essential leadership skill. As observed by 

Rynders (1999), listening should be perceived to be the highest priority of an active leader. 

Listening requires a leader to understand that the voice of others is essential before and 

he must seek to understand by listening. 

2.8.5 Creativity and innovation 

In 2010, IBM conducted a survey among 1500 corporate heads and public sector leaders, 

in order to determine what drives them in managing their companies. Although conducted 

nine years ago, those surveyed ranked creativity as the most important leadership quality 

for success – even outweighing integrity and global thinking. The participants in this study 

recognised that leading creativity will require CEOs to get rid of long-standing beliefs. 
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Figure 2.4: Most important leadership qualities over the next five years 

(IBM, 2010) 

 

Tanddsaether-Anderson (2019) emphasises the importance and growth of cultural and 

creative industries. The author points out that the cultural and creative industry is one of 

the most rapidly growing economic sectors globally that provides 29.5 million jobs 

worldwide, with a revenue of 2,250 billion US$. In Europe, this creative development has 

become well established as an important asset in the process to strengthen the economic 

structures and to maintain its competitiveness in a global economy (Tanddsaether-

Anderson, 2019). 

 

Creativity is often perceived as only a paintbrush in the hands of an artist or the pen in the 

hands of an architect. Gestalt psychologists define creativity as something that generates 

a new idea, insight, or solution through a process of imagination, rather than through logic 

and reason. Implementing creative thinking into an organisation requires a different 

approach than that of problem-solving and, when this creative thinking approach is 

adopted, it may lead to a rewarding outcome. Creativity functions in parallel with 

innovation: without innovation there is no creativity. Creativity can be regarded as the 

ability to produce new and unique ideas, whereas innovation is the implementation tool of 

a new idea, the solution, process to follow and finally the inception of a product. 

 

Fortuna (2018) identifies the following reasons for the importance of creativity and 

innovation in business: 
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 Why is creativity important to business? 

Both creativity and innovation have been recognised as a sure path to success. 

Stimulating creativity and exploring new ideas and territories will result in increased 

productivity. Employees should be allowed to be creative and to think out of the box. 

The key to a cost-effective business solutions is to give employees time and resources 

to explore new ideas and areas of innovation. The process of problem-solving is 

improved by creativity and will give a business the competitive edge. 

 

 Creativity and innovation in business 

A business that has creative and innovative ideas and that is not a success, is 

unheard of – because creativity is the driving force behind business success, thereby 

setting the bar higher for others to follow and achieve similar success. Creative 

thinking leads to the implementation of innovative ideas in the workplace. 

 

 Importance of creativity in business 

If every company followed the same patterns in marketing, promotion, manufacturing 

techniques and even the goods and service they provide the market, it would have been 

only price that differentiate them from one another. Because creativity is crucial in today's 

creative economies, companies need to differentiate every aspect of their products or 

services. The collaboration of creative minds can push creative ideas to the front and into 

reality. These creative ideas do not come from employees only; it can come from partners, 

customers, target groups, or any other stakeholder. 

2.8.6 Accountability 

Accountability, which is one of the key requirements of an effective and influential leader, 

can be defined as taking ownership to ensure that responsibilities are achieved as 

expected. (Cornett 2018). Accountability is one way of building trust in an organisation: 

employees trust a leader who is not quick to blame others, but instead take accountability 

for their part in the consequences. 

2.8.7 Flexibility 

Flexibility essentially involves the agility to adapt to change. Flexible leaders have the 

ability to change their plans to match the reality of any situation. As a result, they can 

maintain productivity in times of crisis. In the words of Paul Kagame, “Let no one think that 

flexibility and a predisposition to compromise is a sign of weakness or a sell-out” (Methil, 

2018). 
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For example, Angela Merkel, who was announced TIME’s Person of the Year 2015, is the 

longest-serving female democratically elected head of state, the first female chancellor of 

Germany and the third longest-serving head of state at present. She is also only the fourth 

woman to win the honour since it has been bestowed in 1927. She played the lead role in 

managing Europe's debt crisis, thereby keeping the European Union (EU) intact. Merkel 

is one of only two leaders to survive the economic crisis (Chew, 2015). 

2.8.8 Training and development 

Employee training, which is a highly significant aspect of the success and general 

wellbeing of an organisation or a company is basically a system of activities designed to 

educate employees by helping them obtain knowledge and skills to progress 

professionally and personally. Training can change attitudes, knowledge and skills and, in 

some instances, even individual behaviour. With business now competing globally and 

changing rapidly, training employees has become mandatory to secure sustainability. 

 

Justin Shimoon (2019), CEO of AffinityClick, a private mobile communication application 

developer, states the following: 

Based on their skills and involvement, a leader can make a work 

environment better or worse. Strong leaders are essential for growth and 

success, and taking strides to facilitate the necessary skills is an 

important step toward improved culture productivity. 

2.9 Leadership and talent shortages 

The current talent shortages are not a new problem to global management. As illustrated 

in Figure 2.5, employers are applying various strategies to address the issue, including 

investing in learning and development; attracting talent from the market that cannot be 

developed internally; cultivating communities of talent beyond the organisation; and 

helping employees to move to new roles, inside or outside the organisation. 
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Figure 2.5: Methods of solving the issue of talent shortages 

 

In this skills revolution, when new roles emerge as fast as other become obsolete, 

employers have come to the conclusion that it is far more important and more likely that 

what we are about to learn outweighs what we have learned and what we already know. 

Companies are beginning to tackle these talent shortages by re-training and upskilling 

their own workforces. Over 50% that contributed to this survey is investing in learning 

platforms and developing tools to build a sustainable flow of skilled people, this is up from 

20% in 2014, (Manpower Group, 2018). 

2.9.1 Global problem of talent shortages 

Because countries and companies are turning to foreign nationals to fill urgent vacant 

positions, there is a significant increase in the acceptance of foreign nationals joining 

companies on short and long-term contracts. On 9 December 2019, The Irish Times 

reported from the Central Statistics Office (CSO) in Dublin that, because of the economic 

upturn, Ireland continues to attract foreign workers. According to their figures from April 

2018 to April 2019, a total of 88600 people migrated to Ireland of which two-thirds (61700) 

were foreign nationals and the remaining third returning Irish nationals (Burke-Kennedy, 

2019). Similarly, Campbell, Cooper and Simmons, 2014) report on a sharp increase in the 

number of foreign nationals employed in all sectors in the United Kingdom (UK). See also 

Figure 2.6. 
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Figure 2.6: Quarterly employment rate of the UK and foreign nationals, 1997–2013 

 

The talent shortage and skills revolution also impact on the United States of America 

(USA). As reported by Rapoza (2017), the majority of U.S. companies will hire foreign 

workers in that year (2017), even though the new Trump administration intended to limit 

immigration. Approximately 55% of the total number of employers (442) who were 

surveyed, indicated they will hire from outside the USA – an increase of 21% over 2016 

levels (Rapoza, 2017). 

2.9.2 Strategies used to overcome talent shortages 

In 2018, the Manpower Group conducted a talent shortage survey, in an attempt to find 

solutions to address the talent shortage. Figure 2.7 illustrates the strategies that were 

proposed to solve the talent shortage. 
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Figure 2.7: Solving the talent shortage 

(Manpower Group, 2018:7) 

 

Dr. Thomas Chamor-Premuzic, Chief Talent Scientist, Manpower Group had the following 

to say in conclusion (Manpower Group, 2018): 

Even if we don’t know what future jobs will look like, we can safely assume 

that people with the desire and ability to learn, who are smarter, have more 

people skills and are more hard-working, will be better able to perform their 

jobs. 

No matter what your qualifications are, whether you are an engineer, 

salesperson or marketer if you don't have a foundation of soft skills you 

will fail. And you need the right soft skills because there are so many. The 
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best formula is to focus on the universal qualities of learnability: ability, 

likability and drive. Companies that manage to create that culture of 

curiosity and nurture their workforce's "hungry mind" can be expected to 

outperform their less curious rivals in the future. 

Then there is the "how" we measure these skills, and gut instinct - 

"knowing talent when I see it" – is not one. From psychometric tests, 360s, 

and interviews, to new generation tools like big date scraping, social 

network analysis and gamification, we need to shift from biased intuition 

and be better at tapping AI facts. We need to let the data speak. 

We are living in exciting times. It has never been easier to infer people's 

talents. Of course, this also means that if you want to beat your 

competitors, you have to be even more discerning when it comes to 

spotting people's potential before others can see it. Companies perform 

better when they understand their people and people perform better when 

they are understood. 

2.9.3 Talent shortages and global employment 

In certain instances, attracting and employing leadership and management from other 

geographical locations and countries has become easier, because governments are 

realising the shortcomings of their countries and are, therefore, willing to grant these 

applicants the necessary paperwork to allow these organisations to obtain much-needed 

skills. However, the integration of various people and nationalities does not appear to be 

without certain barriers. Social stratification (arrangement of people into groups) among 

these executives may trigger nationality-based social categorisation, which, in turn may 

cause negative ingroup-outgroup team dynamics, political struggles and interpersonal 

animosity (Bunderson, Van der Vegt, Cantimur & Rink, 2016; Harrison & Klein, 2007; Van 

Knippenberg, De Dreu & Homan, 2004). 

 

Following recent theories about the role of social hierarchy and inequality, Bunderson et 

al. (2016) and Harrison and Klein (2007) argue that the negative implications of top 

management team nationality diversity are more likely to emerge when social grouping in 

management teams are high. Socially stratified teams have complex social hierarchies, 

associated with inequality in power, status and privileges, which create negative social 

dynamics in teams, including conflicts about the allocation of responsibilities and tasks 

(Bunderson et al., 2016; Nishii, 2013). 
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The presence of inequality and a fixed status configuration in a top management team 

may negatively impact team processes, as members socially categorise one another 

based on status and adjust their behaviour accordingly (Van Dijk & van Engen, 2013). It 

is well known that high-status people behave more dominantly, have more impact on 

decision-making, and are treated with deference by low-status people (Wittenbaum & 

Bowman, 2005). Status differences and power imbalances in teams tend to prohibit 

effective communication, so that information is exchanged less openly and less completely 

among team members (Boone & Hendriks, 2009; De Brabander & Thiers, 1984). Greve 

and Mitsuhashi (2007) similarly argue that power concentration in top management teams 

(in terms of rank inequality) restricts information exchange and debate, so that less 

powerful members, although possessing valuable information, may withhold their input 

(Eisenhardt & Bourgeois, 1988). 

 

In management teams with high nationality diversity and social grouping, the formal rank 

status amongst executives may become more complex and integrated with their countries 

of origin. This may create significant value differences associated with each nationality 

and result in the formation of nationality-based fault lines, which in turn, strengthen social 

categorisation, stereotyping and ingroup-outgroup separation. (Boone & Hendriks, 2009; 

Harrison & Klein, 2007; Lau & Murnighan, 1998; Nishii, 2013). The more pronounced such 

nationality-based fault lines become, the stronger the effect will be on productivity, 

knowledge exchange and openness to new ideas in the top management teams. 

 

As observed by Matijević, Raguž and Filipović (2015), the global economy, which 

originated at the dawn of the new millennium and culminated in a “world without borders” 

has become an everyday phenomenon of modern business. With the emersion of 

multinational corporations and the increasing power of global economy, communication, 

technology and information transfer have led to the corporate environment being a global 

business partner with partners, suppliers and customers located all over the world. With 

this interconnectedness, it is very important for multinational managers to understand the 

various cultural differences as an aspect of business and take advantage of all the 

resources that such an international environment provides (Matijević, Raguž & Filipović, 

2015). 
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2.9.4 Global employment, cultural changes and Hofstede’s model of 

cultural dimensions 

Employing individuals from other countries have an impact on the culture of the 

organisations, in that different languages, religion, values, etc. accompany these foreign 

nationals. 

 

The Dutch social psychologist, Geert Hofstede, former IBM employee and Professor 

Emirates of Organizational Anthropology and International Management at Maastricht 

University in the Netherlands, developed his original cultural dimensions theory between 

1967 and 1973. Additional research led to it being broadened in later years. Hofstede 

(2011) introduces the following definition of culture: “Culture is the collective programming 

of the mind that distinguishes the members of one group or category of people from 

others”. 

 

Unpacking Hofstede’s model of cultural dimensions, B2U (2017) explains that cultures 

around the world are getting more interconnected and that the business world is becoming 

more global. Simply stated, this means that managers should be able to work with a large 

variety of people from various countries, cultural backgrounds and with different 

perceptions. As most people are strongly immersed in their individual and group cultures, 

they often fail to see how this can affect their thinking patterns and behaviour. 

 

To help alleviate this, Hofstede (2001) suggests a framework with which to compare 

countries on cultural differences and similarities. As illustrated in Figure 2.8, the framework 

involves six cultural dimensions according to which countries can be ranked (Hofstede, 

2001). 
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Figure 2.8: Six cultural dimensions according to which countries can be ranked 

(Hofstede, 2001) 

2.9.4.1 Power distance 

This dimension involves the degree in which less powerful members accept the unequal 

distribution of power is distributed unequally – in essence, how a society handles 

inequalities among themselves. Low power distance means people strive to equalise the 

distribution power and demand justification for any inequality of power. 

2.9.4.2 Individualism vs collectivism 

In this dimension, the focus is on the relative importance of the individual versus the group 

interest. Individualism involves a loosely-knit social framework in which individuals take 

care of themselves and their immediate families only. Collectivism is the opposite: a 

closely-knit framework in which individuals look after themselves and their families, 

resulting in unquestioning loyalty. 

2.9.4.3 Masculinity vs femininity 

Masculinity represents a preference in society for achievement, heroism, assertiveness 

and material rewards for success. On the other spectrum, femininity deals with modesty, 

quality of life and cooperation. In general, a country like Japan is perceived to be 

masculine and Scandinavian countries are perceived as feminine. 

2.9.4.4 Uncertainty avoidance 

The uncertainty avoidance dimension deals with the degree to which members in society 

will feel uncomfortable with uncertainty and vagueness; how a society must accept that it 
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cannot control the future or know what will happen. Countries with a high uncertainty 

avoidance maintain rigid codes of belief and behaviour compared to countries with a low 

uncertainty avoidance index, which maintain a more relaxed attitude where practice 

counts more than principles. 

2.9.4.5 Long vs short-term orientation 

Societies have different ways of dealing with present and future challenges in a country. 

For example, countries with a low score in this dimension would prefer to keep time-

honoured traditions and norms, while seeing a social change in a suspicious light. A high 

score, on the other hand, indicates a more pragmatic approach and these countries are 

more future-orientated, believing in modern education to ready themselves for the future. 

2.9.4.6 Indulgence vs restraint 

This dimension is new to the model. It is defined as the extent to which people try to control 

their desires and impulses, based in the manner in which they were raised. Weak control 

is called “indulgence” (free gratification of basic and natural human drives, have fun and 

enjoy life) and strong control is referred to as “restraint” (suppress gratification of needs 

employing strict social norms). 

Concluding remarks 

This chapter laid the theoretical foundation of leadership, which is the key construct 

involved in this study. Apart from leadership theories, approaches and leadership styles, 

the current trends in global leadership were discussed. The key sections in this chapter 

are the outline of research and existing knowledge of leadership and the focus areas is 

leadership research. In Chapter 3, the focus moves to leadership development. 
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Chapter 3: Leadership Development 

3.1 Introduction 

This chapter, which address leadership development, follows on Chapter 2, where the 

construct of leadership was explored. Leadership development essentially involves the 

process of improving the knowledge, skills and competencies of organisational leaders. 

 

In their analysis of leadership development, identify two distinct areas of development: the 

proliferation of leadership development methods, and leaders’ emotional resonance with 

and impact on others. 

 

As observed by Hernez-Broom and Hughes (2004) in their analysis of leadership 

development, classroom-type of leadership training, which was the primary formal 

development mode for an extended period, is now complemented and, in some instances, 

it has been replaced by a system of activity-based learning. Action learning can be 

formalised as a set of organisational development practices in which real-time 

organisational problems can be tackled. The three main objectives of action learning are 

to deliver measurable business results; communicate learning specifics to a particular set 

of contexts; and finally develop more general leadership skills and capabilities (Palus & 

Horth, 2004). 

 

Goleman, Boyatis and McKee (2002) and Collins (2001), who touch on leaders’ emotional 

resonance with and impact on others, observe the interest in transformational and 

charismatic leaders involves their impact on others, combined with the nature of their 

connectedness to others and other influences. These factors have led to a growing interest 

in topics such as leaders’ sincerity, authenticity, credibility and trustworthiness. 

 

There are numerous reasons for the importance of leadership development and 

leadership development programmes in organisations, e.g. it has a positive effect on 

employee recruitment and retention; it equips leaders with the knowledge and skills to 

enhance employee productivity; it ensures that leadership gaps do not occur, particularly 

in times of leadership change; and it helps in identifying potential leaders who can address 

challenges in uncertain and/or changing business environments. Shimoon (2019) outlines 

the following reasons for making continuous efforts towards leadership 

development/training: 
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Employee satisfaction 

Effective leadership has been rated as the second most influential factor (Casserly, 2012) 

in terms of employee satisfaction in what makes a professional environment appealing. In 

order to improve attitudes and productivity, relationships between employees and 

superiors have to be positive. A culture in which reward opportunities are available and 

leadership styles are more suited to the particular group or environment will not only 

improve employee relationships, but also demonstrate a willingness to learn and grow, for 

the advancement of the organisation. 

 

Company success 

The better the leader, the more success a company will experience. With a leader who 

has a strong emphasis on growth, employees are encouraged to perform at their best, 

because they feel motivated and, in this way, they contribute to achieving organisational 

goals and objectives. Making sure that leaders have the necessary skills for effective 

leadership throughout their entire careers can improve engagement, coupled with the 

completion of specific objectives, for both individuals and the company as a whole. 

 

Talent scouting 

Instead of seeking external candidates to fill company positions, leadership development 

programmes will help identify existing employees who are already demonstrating these 

characteristics (Sanders, C.2017). The growth that is encouraged from within will demand 

strong leadership practices with a possible net result; improved employee loyalty towards 

the company; and an increase in overall efficiency and functionality. 

 

Balance seeking 

Both employees and the company are vital for the success of a business. Successful 

leaders should have the ability to adjust their methods continually to manage these two 

identities. Through continued leadership development and training, the skill to improve 

their methods is provided, which becomes the “armour” of leadership. Providing leadership 

development opportunities can improve loyalty, profit and morale, integrating these skills 

and training allows for growth and sustainable success. 

 

Figure 3.1 illustrates the layout and structure of Chapter 3. 
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Figure 3.1: Layout and structure of Chapter 3 
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3.2 Leadership development in the context of Maslow’s motivation 

theory 

Leaders have to understand the needs identified in Maslow’s theory, as they are strong 

motivators. Because people act to satisfy deprived needs, a satisfied need no longer 

motivates behaviour. As illustrated in Figure 3.3, there is a clear divide between deficiency 

needs and basic needs, which arise from being deprived of something, and growth needs, 

which involve the desire to grow as an individual (Noltemeyer, Bush, Patton & Bergen, 

2012). 

3.2.1 Abraham Maslow’s hierarchy of needs (1943) 

When Abraham Maslow published his Hierarchy of Needs in 1943, which is a theory of 

motivation, he claimed that people are motivated by things and circumstances ranging 

from basic survival to the ability to reach and achieve their full potential (Maslow, 1943). 

In order to gain a better understanding of Maslow’s five-tier approach to motivation, it is 

important to understand the time (1940s) and the circumstances in which the original five-

tier pyramid was developed. 

 

As a result of World War II (1939–1945), which was in full swing, an estimated 70 million 

people lost their lives, which accounted for 4% of the world's population at that stage 

(Amadeo, 2020). Numerous husbands and sons did not return from the battlefields, 

leaving young families without a father figure and children witnessing their grieving 

mothers (Christman, 1998). Devastating levels of poverty were prevalent and people 

received rations of basic commodities like bread, fuel, meat, clothes and soup (IWM, 

2018). Because of the industries that developed to supply the war effort, World War II was 

followed by a period of great economic growth and expansion. 

 

As illustrated in Figure 3.2, in the original (1943) version of Maslow’s Hierarchy of Needs, 

self-actualisation was the pinnacle. According to Maslow (1943), we all possess the ability 

of self-actualisation, although most people do not reach this level, or only manage to reach 

it to a limited degree. 



 51 

 

Figure 3.2: Maslow’s Hierarchy of Needs 

 

Having estimated that only 2% of people may reach the self-actualisation stage, Maslow 

broadened the scope of his original hierarchy in 1970 to include three additional levels of 

needs.  

3.2.2 Maslow’s expanded hierarchy of needs (1970) 

In 1954, when Maslow revisited his original theory, he made further distinctions in the 

stratified higher orders of needs, firstly distinguishing between deficiency and growth 

needs. This distinction has an impact on this study, in that leadership is not only required 

or in areas in which all basic needs seem to be satisfied. In times of crisis (e.g. wars, 

pandemics, etc.) needs will vary significantly and they are more centred on the basic 

needs, such as food and safety. New levels of needs are involved in times of peace and 

prosperity, which include cognitive and aesthetic needs, (Maslow, 1970a), followed by 

transcendence needs (Maslow, 1970b). See Figure 3.3. 
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Figure 3.3: Expanded hierarchy of needs with three additional levels 
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making them feel close to nature and all things beautiful (Aruma, 2013). 

3.2.2.3 Cognitive needs 

The cognitive needs of humans involve their ability and the need to expand their 

intelligence and their “thirst” for new knowledge to facilitate new ways of understanding. 

This cognitive need is the expression of the need to learn, discover, explore and, 

ultimately, gain a better understanding of the world (Maslow, 1970a). 
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3.2.3 Leadership development in the context of Maslow’s hierarchy of 

needs 

Drawing parallels from the original 1943-model of Maslow and connecting them to the 

challenges of the current environment, it can be derived that, in the context of increasing 

employee engagement and facilitating leadership development, it is possible to analyse 

each of the original Maslow essential needs and transpose them to a new employee-

centric model. Figure 3.3 illustrates how these individual tiers can be mapped and 

transformed into mindsets with which employees can be encouraged to strive to be their 

best in the workplace. 

3.2.3.1 Physiological = Seen 

Employees, who are disengaged and dissatisfied, do not feel part of an organisation, 

which results in them working for a pay check only. Due to the lack of connection involved 

in this state, employees normally take more days off from work and tend to change jobs 

and/or employers often. In extreme cases, they may even cause deliberate damage to the 

organisation. Without being given the opportunity to express themselves, employees may 

be of the opinion that their contribution is not valued. 

3.2.3.2 Safety = Accepted 

With building meaningful working conditions and relationships between employees and 

management, employees may feel more accepted at work, but only in as far as getting the 

job done as expected. There may still be a hesitancy among employees to come up with 

new ideas, based on the notion that their input does not matter. From a leadership point 

of view, this barrier is a major stumble block to overcome. 

3.2.3.3 Social = Included 

When they are truly included and, therefore, involved in the organisation, employees 

become open to the opinions, traits and skills of others. This is facilitated by open, non-

threatening communication and feeling appreciated and comfortable. This cultivates a 

proactive feedback culture between employees and management. When this stage is 

reached, organisational units start cooperating, harnessing differences in the pursuit of 

outcomes and solutions in all business areas. 

3.2.3.4 Esteem = Trusted 

At this point, employees feel more trusted and valued by their peers and leadership, 

resulting self-esteem and trust levels increasing dramatically. A new ethos of openness 

among the team and management makes it possible to understand the individual 

motivators of each person, whether it is working in the dynamics of a team or by 
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themselves. This high level of self-belief facilitates and drives motivation, which, in turn, 

powers increased performance. 

3.2.3.5 Self-actualisation = Empowered 

At the top of this model, performers want to be empowered to act autonomously and have 

their actions influence and inspire others. They are not necessarily in leadership positions, 

but because they trust and are trusted, they are regarded as leaders. – “Successful teams 

and organizations are rife with leaders and leadership, not just in the sense of a job title 

but through an engaged culture and by the way things get done” (Heaver, 2016). 

3.3 Designing an effective leadership development programme 

3.3.1 Introduction 

Assessing leadership/management development programmes, Dr. Elance Shelley (2019), 

course convener at the UCT (University of Cape Town) Graduate School of Business, 

concludes that management skills will always be in demand and, therefore, these skills 

and competencies should be upgraded on a continuous basis. Shelley (2019) makes a 

compelling argument that, as we progress in our careers, we will need to spend less time 

on technical skills and more time on dealing with people, getting to grips with the art of 

managing practices and to navigate the challenges of collaborating with others to get the 

job done. 

 

According to Career Junction, the demand for middle management is on the rise; vacancy 

levels for middle and departmental managers grew by 17% from January 2018 to October 

2018; and management skills are second on the list of the most wanted skills in South 

Africa. Irrespective of the industry or the economic sector, the managerial role involves 

managing people; even more so in the current, global networks of connectivity between 

people, customers and other stakeholders. Being good at your job is only one aspect, 

leading a team effectively to be good at their jobs is another (Shelly, 2019). 

 

By taking an in-depth look at what constitutes a leadership development programme, the 

University of Canada West sheds light on the nature and design of a leadership 

development programme. Such a programme, which is implemented to widen the capacity 

of individuals to perform at their most efficient in managerial roles within the organisation, 

has to focus on the development of the individuals and their abilities to take on critical 

responsibilities, designing and executing business strategies, strengthening inter- 

alignments and guiding others with career growth (University of Canada West, 2020). 
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3.3.2 Designing a leadership development programme 

The University of Canada West (2020) outlines the following steps in designing a 

leadership development programme: 

 

Step 1: Define the leadership goals of the organisation. 

Efficient and smart leaders should have extensive knowledge of the specific organisational 

goals. Before any programme can commence, the organisational goals need to be clear 

and documented. Apart from integrating both short and long-term strategic goals in the 

programme, leadership gaps should be considered and the programme should address 

the major issues. 

 

Step 2: Focus on development. 

It is essential to buy into a programme in which individuals are encouraged to develop 

their skills, compared to being trained to do it. This way, the participants think and develop 

constantly. 

 

Step 3: Identify potential leaders. 

Identifying any potential leaders is not an easy an easy task to accomplish, the problem 

being that not all individuals performing above what is expected will necessarily result in 

good leaders. – A good performer does not necessarily possess the traits of a leader. 

Therefore, a development programme must have the ability to cultivate this potential 

growth and change. 

 

Step 4: Gauge performance. 

It is imperative to include measures to gauge the success and acceptance of the 

programme. Without such measures, there would be no tangible evidence to determine 

the success and failure of the development programme. The following factors may 

contribute to measuring the success of a programme: 

 

 Number of employees who successfully complete the programme; 

 Number of successful promotions stemming from the ranks after completion of the 

programme; 

 Effectiveness of the employee's leadership abilities; 

 The ongoing change and employee acceptance to change after completion of the 

programme. 
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3.4 Success and failure in leadership development 

Researchers have been documenting problems with training programmes as far back as 

the 1950s. In 2015, the USA spent $160 billion on employee training and globally, a 

staggering $356 billion was spent (Beer, Finnström, Schrader, 2016). However, in spite of 

the significant budgetary amounts spent on training and development, successes in 

leadership training are not often reported. 

 

Beer, Finnström and Schrader (2016) conducted a study on an expensive leadership 

development programme in a company in the USA. Although the pre and post-training 

surveys suggested changes in participants' attitudes, a re-assessment of this expensive 

programme, as it transpired, determined that little had actually changed in the long-term, 

although the program was inspiring at the time. Upon further investigation, it was 

established that participants found it impossible to apply what they had learned about 

teamwork and collaboration. The main reasons for the knowledge not being transferred to 

the workplace were several managerial and organisational barriers; a lack of strategic 

clarity from the previous General Manager (GM), who followed a top-down management 

style; a politically charged environment; and cross-functional conflict. After consulting the 

new General Manager’s information, Beer, Finnström and Schrader (2016) established 

that, although companies pour vast amounts of money into training and to trigger 

organisational change, the major shortcoming is a need for a new way of thinking about 

learning and development. 

 

It was found that the programme had succeeded in changing frontline supervisors’ attitude 

in terms of management style, but a follow-up study indicated that most participants had 

then reverted to their pre-training views. There were exceptions, though: some managers 

believed in and practiced the specific leadership style proposed in the development 

programme and they experienced the advantage and change they had anticipated. It 

became evident that education and training gain the most success within highly visible 

organisational change and development efforts, provided the drive comes from motivated 

senior leaders who buy into the programme they follow (Beer, Finnström & Schrader, 

2016) 

 

Thottam (2020) conducted a study of the top ten training programmes in different 

companies. For the purpose of this dissertation, the training programmes of three well-

known companies will be discussed as examples. 
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3.4.1 AT&T 

What the company offers: 

As a global communications company AT&T connects 

millions of people with entertainment, high-speed 

Internet and voice services. 

Number of employees: 280 000 

Programmes offered: 

The AT&T University is located in Dallas, Texas. They 

have an executive-led programme that focuses on 

leadership development. In partnership with other 

universities and business schools, they developed the 

first-ever Online Masters of Science in Computer 

Science and, in the process, partnered with Udacity to 

create several self-paced, fast track technical 

credentials called Nanodegrees. 

Years in operation: AT&T was founded in 1885 

Annual turnover in 2018: $170,8 billion 

 

Why they offer this: The Corporate Communications Manager of AT&T, Marty Richter 

reported on the reasons for offering the programmes as follows: 

We can’t depend on just hiring and the traditional educational 

system as sources for retooling or finding new talent. We 

need employees who are ready to work in a competitive and 

more digital world. We’re focused on aligning company 

leaders to strategic business innovation and results, skilling 

and reskilling our 280,000 employees and inspiring a culture 

of continuous learning. 

 

In terms of the kind of employee the company is looking for, Richter comments as 

follows: 

We’re looking for people who are enthusiastic about 

technology and innovation and have excellent 

communication and customer service skills. We’re seeking 

people who can thrive in a fast-paced, diverse work 

environment and who have a commitment to the very highest 

standards of honesty, integrity and respect. 
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3.4.2 Schneider Electric 

What the company offers: 
Schneider Electric is a global specialist in energy 

management and automation. 

Number of employees: 160 000 

Programmes offered: 

Dedicated university that offers academies for executive 

development, leadership, customer education, sales 

excellence and functional skills. 

Years in operation: Schneider Electric was founded in 1836. 

Annual turnover in 2018: 2019 27,2 billion euros 

 

Employer branding specialist, Jenna Roland, reported as follows on the reasons for 

offering these programmes: 

We believe providing high-potential, early-career employees 

opportunities to build their portfolio with multiple positions in 

multiple locations across the company. They will be stronger 

and more committed leaders of our organization in the future. 

 

In terms of the kind of employees the company is looking for, Roland states 

the following: 

We are looking for people to embrace our high-performance culture 

by being straightforward, open, passionate and effective and to 

challenge the status quo. 

3.4.3 Marriot International Inc. 

What the company offers: 

Marriot International is a leading hotel and lodging 

company involving more than 4400 properties in 85 

countries. 

Number of employees: 200 000 

Programmes offered: 

A variety of training programmes are offered to 

employees worldwide, focusing on developing skills, 

providing career guidance and career developing 

programmes for leadership and management. 

Years in operation: 
The company was founded in 1927 and the first hotel 

was opened in 1957. 

Annual turnover in 2018: $20,76 billion 
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The President and CEO of Marriot International, Arne Sorenson, reports as follows on the 

reasons for offering these programmes: 

Marriott International offers our associates training because 

we believe in the well-being and growth of each and 

everyone. 

 

In terms of the kind of employees the company is looking for, Sorenson 

states the following: 

When I'm looking to hire, I look for someone with passion. 

We can train you to work at the front desk, but we can't train 

you to be empathetic or to smile. 

 

In conclusion, it should be noted that these three, diverse companies have certain traits in 

common. – They all stood the test of time without fail; they all invest in their people and; 

believe in training and developing all levels of staff, with managerial training specifically 

being mentioned. 

3.5 South African leadership development and the National 

Development Plan 

The South African National Development Plan (NDP) seeks to ensure that South Africa 

has adequate, appropriate and high-quality skills that contribute towards economic growth, 

employment creation, and social development. In this way, the main aim of the NDP is 

continuous training and development in skill scares occupations. The NDP has further 

created a vision and has identified growth targets to be reached by 2030 – i.e. to eliminate 

poverty, reduce inequality, and drive the economic development of South Africa. 

 

The White Paper on the Transformation of the Public Service (Republic of South Africa, 

1995:48–51) states that part of the creation of a strategic framework is institution building 

and management. Management and leadership skills for senior management in the South 

African public service are, therefore, vital to accelerate service delivery through training 

and continuous skills development programmes. Miller (2005:77), who criticises the 

duplication of training and the lack of training in some departments, states that the training 

is of poor quality and mostly occurs as ad hoc crisis training. 
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In order to achieve the relevant management and leadership skill level, a strategy has to 

be in place to develop managerial leaders; to bring them up through the ranks; and equip 

them with the necessary skills to lead a diverse cultural organisation; and to be innovative 

and sustainable in these disruptive times. 

 

At the 2019 Haggai Education and Training Skills Development Summit at the CSIR 

International Convention Centre in Tshwane (South Africa), the Deputy Minister of Higher 

Education and Training, Mr. Buti Manamela, outlined the objectives of the South African 

Government through the National Skills Development Strategy (NSDS). He indicated that, 

while South Africa must focus on job creation and economic empowerment, the citizens 

of the country need to be upskilled and equipped with much-needed skills and capabilities. 

This can be achieved by employing sustainable career development and training providing 

(Bizcommunity, 2019) 

 

“Employers believe that skills 

development has improved productivity, 

reduced errors in the workplace, and 

improved the quality of product or service 

delivered,” he said. “Trade union 

representatives agreed that this was the 

case. Training has also increased the 

work readiness of young people entering 

the workplace (Bizcommunity, 2019). 
 

 

Because of its strong educational component, training and development should be 

approached in the context of teaching and learning and, therefore, learning theories and 

learning styles should be considered. 

3.6 Affordance theory of learning 

In this study, leadership development will be approached within the context of the 

affordance learning theory. When defining affordance, the cognitive psychologist, Gibson 

(1977) states that we perceive the world not only in the shapes and special relations of an 

object, but also as object action possibilities – i.e. so-called affordances. From these 

affordances, we form a perception of an object and the action associated with it. Gibson 
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(1977) further states that affordances occur naturally in the environment and that it is 

possible for a viewer to perceive them without sensory processing. 

 

Gaver (1991) separates the affordance theory into the following three categories: 

perceptible affordance, false affordance and hidden affordance. 

3.6.1 Perceptible affordance 

 

Perceptible affordance involves the action of the 

object being apparent to the user, e.g. an on/off 

button on a light switch. 

3.6.2 False affordance 

 

False affordance involves an apparent action 

possibility having no real function. This seems 

exactly like drawing cash from an ATM. – Once you 

stand at the ATM, you realise it is only print on a 

bank glass facade and of no use, although you 

were tricked into thinking it does work. 
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3.6.3 Hidden affordance 

 

Hidden affordance refers to an action that is possible 

and, although it is not always visible, it can be inferred, 

e.g. a cane bent into the shape of a walking stick: 

although it can be used as a walking stick, it can also 

be used as a hand weapon. 

 

Affordance theory can be related to the natural world by studying images of snakes and a 

landscape. In this research, affordance is viewed as a vital concept to respondents’ 

reactions to and understanding/misunderstanding of visual stimulation through nature 

images portraying leadership attributes. 

 

 

Figure 3.4: A snake in an upright position 

Source: https://cdn.mos.cms.futurecdn.net/SbogcmneRna5Ts7wdTVEEE-1200-80.jpg 

 

https://cdn.mos.cms.futurecdn.net/SbogcmneRna5Ts7wdTVEEE-1200-80.jpg
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Figure 3.5: A snake in a curled-up position 

Source: Internet https://i.pinimg.com/originals/6e/b6/69/6eb66900f9eb9007075d35a62197d531.jpg 

 

Both Figures 3.4 and 3.5 involve images of snakes. Form our perception, one snake may 

be more aggressive and dangerous than the other, for several reasons. Although it is not 

clear, the snake in Figure 3.4 appears aggressive. The snake in Figure 3.5 has a bright 

colour and pattern, which is normally indicative of a poisonous snake. However, the snake 

does not seem aggressive. 

 

The following questions arise: 

 

 Will we instinctively stay away from both snakes, or just from one and, if so, which 

one? 

 Can the affordance theory, which states that we perceive a function without 

immediately knowing what it is, be adapted to natural phenomena? 

3.7 Learning styles 

On a basic level, learning styles can be regarded as different methods of learning and 

understanding new information – i.e. the method by means of which a person takes in, 

comprehends, expresses and recalls information. One of the most important uses of 

learning styles is the ability to incorporate them into teaching methods and understanding 

that people only learn in certain ways (Pourhosein Gilakjani, 2011). 

3.7.1 Visual learning 

Visual learning involves: 

 

 Learning through observing/seeing information; 

https://i.pinimg.com/originals/6e/b6/69/6eb66900f9eb9007075d35a62197d531.jpg
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 Visuals displaying by means of diagrams, charts and pictures; 

 Replacing keywords with symbols and pictures when taking notes; and 

 Underlining key concepts and using different colours and highlighters when dealing 

with bulk text. 

 

Visual learners learn through seeing things and information and they prefer most of the 

information to be communicated via a series of charts and diagrams. This way, they 

comprehend the information in a more logical way and the critical path becomes clearer 

via these visuals. Visual learning uses images to recall information. 

 

Therefore, teaching a person who prefers the visual learning style involves visual 

components. A visual learner attending a five-hour lecture in which he/she is bombarded 

with text will find it difficult to keep their attention and keep them engaged. Images 

represent an entire concept or several sentences of text, it is very difficult to remember 

large amounts of text after hearing it for the first time. 

3.7.2 Auditory learning 

Auditory learning involves: 

 

 Learning through listening; 

 Discussion groups, reading out loud, while paying attention to the lecturer's tone of 

voice; 

 Preference to discuss information with others to hear their opinion; 

 The use of communication forums to expand notes; 

 Tend to record summarised notes to listen to it again at a later stage; and 

 Preference of attending all discussions and lectures, in order to hear the lecturer’s view 

and the way it is explained to them. 

 

Auditory learners mainly use their ears to collect information. When these learners read 

the information, they usually do so out load, so that they can connect a visual stimulus to 

hearing/listening as their preferred style hearing. These learners also prefer buying 

audiobooks and will even record entire lectures, so that they can go back and listen to it 

again to make sure they have not missed anything the first time around. They prefer to 

engage with discussion groups after an information session, where they will discuss the 

information at length to ensure again that they have not missed anything. 
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3.7.3 Read/Write learning 

Read/write learning involves: 

 

 Learning by reading and writing down information; 

 Re-writing information into their own style and pattern; and 

 Paying attention to detail while using new words that will enhance the skill and make 

the information easier to comprehend. 

 

Read/Write learners prefer typical lecture presentations, where large amounts of 

information is given in text form and they are required to spend hours reading and sourcing 

information from other textbooks and publications. These learners spend hours re-writing 

information in different formats and they create smaller lists to make sense of it all or to 

condense large volumes of text to smaller notes as abbreviations. A student that prefers 

this learning style often re-writes concepts with which they are struggling in their own 

writing style and in words that they comprehend. 

3.7.4 Kinaesthetic learning 

Kinaesthetic learning involves: 

 

 Learning by doing things; 

 Using all senses to comprehend what is asked, while doing things; 

 Information initially being communicated via tutorials, lectures, textbooks, but once the 

actual learning transpires, it is by doing things themselves: touching, feeling, 

observing; and 

 Examination being conducted as practical, rather than theoretical. 

 

This is one of the most difficult ways to learn in a traditional academic environment, in that 

certain disciplines simply do not conform to this style. For example, it is practically 

impossible to explain the study of law practically. On the other hand, for engineering 

students to “build” a solution is a far easier method to understand a complex topic. 

Kinaesthetic learning is also widely used in the automotive industry: if students can take 

apart and re-assemble an engine, the learning curve will be a lot steeper and the result far 

easier to achieve. 
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3.8 Visual learning as the preferred learning style for success 

3.8.1 Visual learning: the facts 

If one wants to reach younger people at an earlier age to 

shape their minds in a critical way, you really need to know 

how ideas and emotions are expressed visually. ~ Martin 

Scorsese 

 

Various papers have been written over time on this topic, because a learning style is 

personal and it centres on individual preferences. For example, in a study on enhancing 

English language teaching by means of visual learning, Philominraj, Jeyabalan and Vidal 

(2017), established that visual learning is one of the most stimulating and exciting learning 

styles. Baratta (2010) also identifies visual learning as one of the most stimulating and 

exciting learning styles, while Jandhyala (2017) opines that visuals hold more appeal to 

learners than plain text. In a study on the use of visual summaries in marketing education, 

conducted by Clarke, Clarke and Yankey (2006), 40% of all college students were 

identified as visual learners. Similarly, Adkins and Brown-Syed (2002), Maal (2004), 

Morrison, Sweeney and Heffernan (2004) suggest that, without visual instruments and 

instruction, students may even underperform, because of the inconsistency between the 

various lectures and their own personal styles. 

 

An insightful table was compiled that summarised the findings from various researchers 

culminating in nine papers all strengthening the notion that visual learning is predominant 

and the strongest of the styles (Clarke, Flaherty & Yankey, 2006). See Table 3.1. 

 

Table 3.1: Research on visual learning 

Study Method N Key findings 

Adkins & Brown-

Syed (2002) 

Web-based inventory 

questionnaire on learning 

styles, consisting of 44 

questions. 

56 

A preference for visual learning 

was discovered. 

44% were visually oriented and 8% 

were mildly visually oriented. 

De Melo & Dwyer 

(1982) 

Compared to student 

comprehension and 

retention of materials with 

both visual and nonvisual 

instructional materials. 

151 

Visual materials both improved the 

comprehension and achievement 

scores for materials tested after two 

weeks. 
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Study Method N Key findings 

James-Gordon & Bal 

(2001) 

A two-questionnaire study 

of 124 questions to 

determine the learning 

styles of engineers. 

42 

Engineers were found to possess a 

strong visual learning preference. 

It was found that design engineers, 

project engineers and team leaders 

can use the same training and 

learning methods. 

Mayer & Massa 

(2003) 

Students in an 

introductory Psychology 

course were recruited. 

There were 14 

Measures, ranging from 

questionnaires to timed 

tests to online behaviour. 

95 

Identification of a verbal-visual 

learning preference was distinct 

from a verbal-visual cognitive style. 

Mayer, Heiser & 

Lonn (2001) 

Four experiments of 

college students viewing a 

visual presentation with 

the concurrent narration 

on the formation of 

lighting. 

 

The authors found that adding 

excessive text to visual learning 

materials may overload the visual 

information-processing the channel, 

causing learners to split attention 

between two sources and lower 

effectiveness. 

Mayer, Bove, 

Bryman, Mars & 

Tapangco 

(1996) 

In a series of three 

experiments, college 

students were exposed to 

text narratives about the 

process of lighting with 

and without illustrations. 

56 

Students with visual illustrations 

were better able to solve problems 

associated with the learning 

materials than those with text only. 

Plass, Chun, Mayer, 

& Leutner (1999) 

English-speaking college 

students studying German 

read a story and were 

presented with a visual 

representation of the 

story/translation. 

103 

Students exposed to both visual 

and verbal annotations scored 

higher on comprehension. 

Stoltz, Blignaut & 

Venter (2001) 

Compared to student 

satisfaction and learning 

using one group that was 

taught with a visual 

summary and another that 

was not. 

84 

69.6% said that visual diagrams 

gave them a broader perspective of 

the coursework and that they 

learned new ways of ordering facts 

and information. 
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Study Method N Key findings 

Zywno & Waalen 

(2002) 

A study was conducted in 

a senior undergraduate 

course. 

The experimental group 

was exposed to 

hypermedia instruction, 

while the control group 

was taught conventionally. 

94 

A strong preference for visual 

learning was recorded (median split 

8–3 on 0 to 11 scale). 

(Clarke, Flaherty & Yankey, 2006). 

3.8.2 Reasons for visual learning being a powerful learning style 

The main reasons for visual learning being the most powerful learning style are outlined 

in the following section. 

3.8.2.1 Reason 1: Visuals sticking in long-term memory 

In both long-term and short-term memory information is stored in chunks, although the 

capacity of the short-term memory is limited. The use of meaningful images makes it 

easier for learners to store information. Researchers have also established that visuals 

make recall of the information better than when information is delivered in aural or textual 

format. 

 

Apart from helping learners to make more sense of learning content and to focus their 

attention, visuals also increase the possibility of the learner remembering the information 

for longer periods. Over time, this effect increases: studies have found that, after a period 

of three days, a learner only retains 10–20% of written or spoken information, but 65% of 

visual information. When testing immediate comprehension in another study, the 

illustrated text was 9% more effective than text alone, but 83% more effective when the 

test was delayed, (Dale, 1969). 

 

Table 3.2 outlines learning recall related to presentation type. 
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Table 3.2: Learning recall related to presentation type 

Presentation 

Ability to recall 

After 3 hours After 3 days 

Spoken/verbal lecture 25% 10–20% 

Written (reading) 72% 10% 

Visual and verbal (illustrated lecture) 80% 65% 

Participatory: role-plays, case studies, practice 90% 70% 

Adapted from: Dale (1969) 

 

…unless our words, concepts, ideas are hooked onto an 

image, they will go in one ear, sail through the brain, and 

go out the other ear. Words are processed by our short-

term memory where we can only retain about seven bits 

of information (plus or minus 2) […]. Images, on the 

other hand, go directly into long-term memory where 

they are indelibly etched. ~ Dr. Lynell Burmark 

3.8.2.2 Reason 2: Making communication quicker and simpler 

It is easier to process information that is broken up into smaller portions, e.g. by using 

bullet points. Using the same information in the form of an image or a video is processed 

even faster. The human brain is able to register images that last a mere 13 milliseconds 

and capable of grasping the sense of a visual scene in less than 1/10th of a second, thereby 

saving time in understanding what the message is, (Lewis, 2014). Over 84% of all 

marketing strategies use images, graphics and animation to pass on information (Brown, 

2017). For the same reason, a movie is always launched with a strong trailer that 

stimulates the senses and creates interest. 

 

With big corporation branding now worth billions, it makes sense, for example, that Apple 

has their logo on every product. Companies even go so far is to use their text font as a 

trademark: when reading text in a paper, potential customers immediately make the 

connotation to the brand. In this way, the text not only transfers information; it also serves 

as a visual reminder of the brand. 
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3.8.2.3 Reason 3: Aiding better comprehension 

Cognitive capabilities are affected by stimulating imagination through visuals, helping 

learners to grasp a concept faster. This visual language also has the ability to broaden the 

capacity of the mind, which comprises absorbing, comprehending and analysing 

information quicker. The example below shows the human brain is almost pre-wired to 

interpret the relationship between objects and delivers almost instant comprehension with 

almost zero effort. 

 

Figure 3.6: Interpretation of the relationship between objects 

(Jandhyala, 2017) 

3.8.2.4 Reason 4: Acting as stimulators for emotions 

Emotions and visuals are processed in the same part of the brain. Memories are also 

generated by linking visual stimuli and emotional responses in a simple way. Therefore, 

strong and powerful images combined with visual metaphors will create strong 

impressions and lasting memories. 

3.8.2.5 Reason 5: Driving motivation 

Students struggle with information that they find boring and, therefore, they lack the 

motivation to make the required effort. Visuals will be the deciding factor to change their 

attitude and perception as to what they need to learn. By using captivating images, 

interesting videos and infographics will all help learners fight boredom and motivate them 

to do better. 
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3.8.2.6 Reason 6: Unsuitable visuals equalling unhappy learners 

The quality of what is presented has a significant effect on how it is accepted and 

perceived. You may have the most interesting videos and images available, but if these 

are of low quality and pixelated, they will fail to fulfil the intended purpose and the learner 

may lose interest. Any image used adds value to course material and supports the learners 

has to meet the following criteria: 

 

 Simplify text when it is difficult to understand; 

 Explain everything, so that it is understood and so that a connection can be made with 

a visual stimulus; and 

 Connect familiar material with unfamiliar material. 

3.9 Influences on learning 

Learning is a complex process that is influenced by different factors. The influences on 

learning are outlined in the following sections. 

3.9.1 Language 

Language has always played an integral role in learning, in that it impacts on the learner’s 

ability to understand and master new concepts. Irrespective of the language, students 

understand new concepts when they can read, write, talk and listen to what is conveyed. 

To speak and write about a new topic is to portray one's understanding of the learning 

process and, if the learner has a weak language ability, his/her learning will also be weak. 

 

Although humans have one of the bets developed language abilities, language plays a 

vital role in nature. To use a single example, it is well documented that elephants can 

communicate over vast distances. From a verbal bilateral perspective, human language 

has no influence on elephant behaviour. 

3.9.2 Politics 

With violence always present in the world, the connection between politics and the cause 

of violence is never far apart. None more so than in South Africa: the history of this country 

has clear evidence of the influence of politics on the learning advancement of its 

supporters and detractors. 

 

Political unrest and armed conflict have affected schooling negatively in various parts of 

the globe (Ntshoe, 1999). This is particularly evident in countries that recently gained 
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independence. Several African countries are still struggling to get rid of Eurocentric, 

colonial curricula and issues regarding the language of instruction and cultural values often 

resulted in conflict and violent protests against certain educational systems. In 1984, the 

National Party in South Africa designed a segregated educational system that resulted in 

separate schools for different cultural, ethnic, tribal and linguistic groups and leading to 

the infamous Bantu Education Policy Act of 1953 (Eiselen, 1953). Resulting in politics and 

more specific, politicians determining where and how people are educated and trained. 

 

Politics as defined by various ways to structure society has no bearing in this manner in 

nature. Politicians may make decisions that affect nature, but nature in itself has no 

politics. Nature does have rules, but in consensus. 

3.9.3 Religion 

Various religions have alternative views on education. For example, the Jewish people are 

by far the best-educated of all the religions. They average 13.4 years of schooling; 99% 

of Jews of 25 years or older have some primary education and 61% have post-secondary 

degrees, (Pew Research Centre, 2016). 

 

It is interesting to note that people without any religious affiliation are among the most 

educated. Globally, the vast majority (92%) of these unaffiliated adults aged 25 years and 

older have a basic education, 68% a secondary school education, and 16% post-

secondary education, (Pew Research Centre, 2016). 

 

There is no religion in nature. – Driven by instinct, groups stay together and/or operate in 

semiotic relationships. 

3.9.4 Gender 

When assessing the impact of gender on learning, it should be divided into three 

categories: (i) gender differences in educational attainment; (ii) the factors that determine 

and shape such gender differences; and (iii) the interventions that have been employed to 

promote gender equality in education (Smyth, 2007). In summary, it is concluded that, in 

most developed countries, female attainment and achievement levels equal and – in some 

instances – even surpass those of their male counterparts. In spite of that, gender 

differences are evident in the subjects taken and academic achievements have been 

attributed to broader social and labour market factors (Smyth, 2007). 
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Sex does exist in nature as in human instances, where we form part of nature. Gender 

plays a role in tasks. Consider, for example male lions that protect the females that bring 

up the young and provide food. Apart from this, gender and gender-related issues do not 

exist in nature. 

3.9.5 Race 

Studies on the impact of race on learning have been conducted since the 60s and 70s A 

study conducted in America that included black and non-black students revealed that, on 

average non-black, students performed better, (Dreeben & Gamoran, 1986). Racial 

differences in learning have also been studied by scholars such as Coleman (1961), 

Heyns (1974), the National Centre for Educational Statistics (1997) and Ogbu (1991). The 

gap between white and black is a longstanding issue and over the years, it has received 

considerable attention and theoretical discussions, e.g. those of Jencks (1972), Miller 

(1995) and Jencks and Phillips (1998). 

 

Although the debate is highly complex, the consensus has been reached that educational 

achievements fall into the following two categories. The first category explains how cultural 

orientations of certain groups either promote or discourage academic achievements and 

the second category involves the way in which the structural position of ethnic groups 

affects an educational environment. These are directly related to the success achieved by 

individuals and the effect race and its complexities have on education and training. 

 

Species with various sub-species exist in the natural world, but the concept of race is not 

relevant when it involves animals. 

3.9.6 Culture 

Education and culture are connected and the cultural pattern of a society can specify its 

educational patterns. A simple example would be the way in which a culture of spiritual 

values can influence the way education is seen as a cornerstone of that society. 

Furthermore, the relationship between culture and education impacts one another in the 

way culture is accepted and taught to its society. Education fulfils a specific purpose, in 

that it informs the individual about the grounding of his/her culture and the way in which to 

follow the culture and its norms, values, rules, standards, etc. To conclude: cultural 

tendencies influence the way people participate in education and learning (Kapur, 2018). 

 

Similar to race, culture also does not exist in the natural world. Certain animals that occur 

over vast areas or even continents do have different behavioural patterns that manifest in 
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survival strategies, but culture does not exist in nature – not in a way that is similar to the 

human cultural divide. 

3.10 Underexplored areas in leadership development research 

Look deep into nature and you shall find the answers. ~ Albert Einstein 

3.10.1 Leadership and change 

Based on the information presented in this chapter, it is possible to conclude that 

leadership and change in our current reality go hand-in-hand. Creativity plays an important 

role in the way in which we change and whether we change. We are currently in a world 

where creativity and creative economies are normal and, according to Jarche, we have a 

new culture that involves doing things differently; a new order of hierarchy; and a new 

management method to prevent chaos. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3.7: Leadership and change 
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3.10.2 Leadership development 

Leadership may be in a crisis and one of the possible solutions would be to embark on 

extensive programmes to train leaders in new creative ways of making sense of the current 

reality to equip the workforce with what is needed at present to service. Training can be 

facilitated via internal programmes or the company may decide to look at what is new and 

relevant externally. Organisations and companies can also look at their current staff 

complement to determine the possibilities. They should bring people through the ranks, if 

they possess the relevant knowledge skills, or they should attract people from outside their 

organisation. Whatever they decide, in the current reality, it will mean a new way of 

thinking. Because we are currently in a creative economic state, it also means that 

organisations are facing new problems and that they should deal with these problems in 

new and creative ways. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3.8: Leadership development 

3.10.3 Use of images in training and development 

As the use of images in training is widely acknowledged as one of the most successful 

methods and also one that is used most frequently. Research shows that the use of 
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images results in the best memory retention over prolonged periods. Using images can 

serve as a foundation from where concepts can be explained and connections can be 

made to imbed new ways of learning in a time that we need innovative ideas to foster 

sustainability. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3.9: The use of images in training 

3.10.4 Combination of concepts 

If the aim is to change leadership by using images and effecting permanent and 

sustainable change, the three concepts cannot be separated. Once these three concepts 

are brought together, certain concepts overlap, which results in further information to be 

considered. 

3.10.4.1 Leadership and change/training 

A process of creativity is required to facilitate the change of management and, ultimately, 

the business or organisation. Creativity involves new ideas and procedures, which can be 

the start of new products or services that will enable the corporation/company to remain 

ahead of its competitors and relevant in the market. By determining what needs to change 

and what is possible, an organisation can go through a series of reflection and analysis to 
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decide what is possible and what is relevant. Only then can it be decided what should be 

done and what training is necessary. 

 

Looking at what was done in the past and at the success/failure of this training will create 

a path of creativity suitable to train a new structure. Not all expertise occurs within an 

organisation and not everybody will gain from training in a similar manner. Therefore, the 

organisation may also consider attracting external skills and expertise. In spite of the 

current global culture, individual people always bring with them unique features. In the 

global culture, these unique feature and abilities should be recognised and ways should 

be found to incorporate them into a harmonious working environment. 

 

 

 

 

 

 

 

 

 

 

Figure 3.10: Leadership and change/training and development in a global culture 

3.10.4.2 Leadership change/images 

Using images in leadership training and development is a highly innovative method that is 

not commonly used. From research conducted it becomes clear that there is a definite 

correlation between memory retention and the use of images, which means that the use 

of images is a way of enhancing memory recall. 

 

A variety of images can be used in training and development. It is even possible to use 

images from nature to link concepts in a new innovative method to create a lasting memory 

in leadership development. 
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Figure 3.11: Leadership change/images 

3.10.4.3 Leadership training with images 

Using images in training and development offers certain advantages, including: 

 

 Images of nature are neutral, in that they have no embedded politics, race or culture. 

 Using images are 54% more effective to change behaviour than any other method. 

 The concept of using images overlap as well, where it can be deemed innovative and 

creative in its use. 

 Most learners can relate to images, as they are the most commonly used form of 

non-verbal communication. 

 Images are remembered for the longest period and they have the fastest recall of 

memory. 

 

See Figure 3.12, which illustrates the combination of the three concepts with their relevant 

information. 

 

 

 

 

 

 

 

 

 

 

Figure 3.12: Leadership 
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COMBINING THE THREE CONCEPTS WITH THEIR RELEVANT INFORMATION 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3.12: Combination of leadership concepts incorporating images as a coaching tool 

 

In the intersections illustrated in Figure 3.12, there is a clearly visible area, where all three 

concepts meet: an area is visible in which information is omitted. This area will be referred 

to as “The Gap”. See Figures 3.13 and 3.14 for further illustrations of the gap. 

 

 

Leadership Training 

 Internal/External 

 Academic or 

mentorship 

 How to attract more 

talent 

 New problems, new, 

more creative 

methods 

 

Leadership and change 

 Creativity, importance (60%) 

 Trust 

 New creative economy (Jarche) 

 Culture (Hofstede) 

 New methods to prevent chaos 

 

Images as a training subject 

 Stories from nature 

 Use of images as memory 

 Use images as a foundation 

 Memory 

 Images, the best form of 

Leadership & change/training 

 The creativity needed to 

facilitate successful change 

 Management can change 

through training 

 Need creative training/new 

ideas and methods 

 Attract suitable employees 

Leadership change/images 

 A new creative way to train 

leadership 

 A new way to enhance memory 

 The connection between memory 

and images 

 Search images from nature with 

some meaning and a link to 

leadership 

Leadership training with images 

 Images are neutral: no politics, no 

language, no culture 

 54% more effective to change behaviour 

 Remembered for the longest time 

 Fastest recall of all memory 

THE GAP 



 80 

 

Figure 3.13: Combination of leadership concepts incorporating images as a coaching tool 
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Figure 3.14: Understanding “the gap” 
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3.11 Coaching as a leadership development strategy 

There is a misconception that leaders are born and not made. Leaders are made by hard 

effort; it is a skill that can be acquired to achieve any goal that is worthwhile. The hard 

work not only involves the time and effort put into the responsibilities of daily tasks, but 

also the hard work involved in gaining leadership skills; the willingness to alter existing 

ways of thinking; and the methods used to acquire new leadership skills. 

 

Leadership coaching is more likely to translate into measurable forms of business value. 

Anderson and Anderson (2005) contend that coaching encourages clients to deepen their 

insights and to translate those insights into action. For Palmer and Whybrow (2008), Hunt 

and Weintraub (2007), coaching holds the promise of transformation, as it is the only 

method that inclines one to grow beyond surface issues. This is possibly due to what 

Lewis-Duarte and Bligh (2012) found in describing how executive coaches use specific 

tactics to gain client commitment that changes behaviour. However, managers and 

leaders at organisations where coaching is used have reported numerous positive effects, 

including improved team functioning, increased engagement, improved employee 

relations and increased commitment (Human Capital Institute & International Coach 

Federation, 2014). 

3.11.1 Using visual aids in coaching 

One obvious use of images is to enhance the presentation of material and there is 

evidence that this is educationally effective. Reviewing a generation of research into 

learning with text and pictures Carney & Levin (2002) concludes that “pictures interact with 

the text to produce levels of comprehension and memory that can exceed what is 

produced by text alone”. Only the use of pictures as decoration with no relevance to the 

text has been found to produce no learning gain (Levin, 1989). Images can achieve a 

number of effects in illustrating material. In the first place, images attract the learner's 

attention, provoke curiosity, and help bring the material to life. Looking at a picture usually 

involves some kind of response. 

 

In study conducted by Vogel, Dickson and Lehman (1986) at the University of Minnesota 

School of Management, it was established that presenters using visual aids are 43% more 

effective in persuading audience members to take a desired course of action than 

presenters who do not use visuals. The scholars concluded that visuals are processed 60 

0000 times faster than text, as the average person reads only 20% of the text on a regular 

webpage, which means one can “paint a picture” for the audience much faster with an 
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actual picture (Vogel, 1986). Visual content is 40 times more likely to be shared on social 

networks, as 90% of information sent to the brain is visual. (Vogel Dickson & Lehman, 

1986). People retain 80% of what they see, 20% of what they read and 10% of what they 

hear (Vogel, Dickson & Lehman, 1986). 

 

A photograph is worth a thousand words through which a complex idea can be conveyed 

with just a single still image. Pictures make it possible to absorb large amounts of data 

quickly. Using photographs to explain complex phenomena is one of the teaching aids of 

the modern education system all over the world (Sadiq, 2013). As the world is changing 

day-by-day, so are the methods of instruction, as the modern curricula require conceptual 

elaborations. According to Sadiq (2013), visual aids have the tendency to materialise the 

thoughts of students in the form of graphics to give them a concrete frame of reference. 

The use of photographs is important for students, because they are more likely to believe 

findings when the findings are paired with coloured images describing complex situations, 

as opposed to other representational data, such as complex text (Sadiq, 2013). 

3.11.2 Persuasive influence of images 

Researchers have recently suggested that images have a persuasive influence on public 

perception (Vogel, Dickson & Lehman, 1986; Levin, 1989; Burmark, 2006; Johnson, 

2004). This idea was tested in a series of experiments reported by David McCabe, an 

assistant professor in the Department of Psychology at Colorado State (Sadiq, 2013). 

Visual images are increasingly being used in learning and teaching resources, particularly 

with access to quality digital images in web-based materials. 

 

The appropriateness of the images being used is crucial to enforce the effectiveness of 

this practice. When used in ways that are consistent with the cognitive theory of visual 

learning, images can be used to promote positive learning experiences for students 

(Sadiq, 2013). Therefore, pictures have an added advantage over text, as dual coding 

takes place in the memory; hence it is easier for the learner to make cross-connections 

between the two different codes and to retrieve information at a later stage (Sadiq, 2013). 

3.11.3 Images of nature as a coaching instrument 

At present, little to no research and/or studies can be uncovered where images of nature 

have been specifically used as a leadership coaching instrument. Information was found 

of motivational speakers and publications that attempted to connect nature with the 

business, but none of these were in-depth as a leadership tool. 
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Ian Thomas, a renowned keynote speaker who is also the head of Leadership Works, links 

managerial issues with the natural world. Thomas (1992) explains the concept of using a 

pride of lions as a subject. King (2018) from the Department of Anthropology at the 

University College of London (UCL) draws parallels with managerial constraints after 

having studied a troop of baboons. 

What is particularly interesting about this, is that while the new findings 

offer important new insight into baboon society, they may also lend us 

insight into principles of leadership in our own lives and in the business 

world.  We tend to think of ourselves as unique in the Animal Kingdom, 

but other animals can also show complex social patterns of despotism and 

democracy, and there may be much that we can learn and benefit from in 

understanding these natural patterns of leadership. Trying to understand 

how primates like baboons make group decisions, how leaders emerge, 

and why followers, well, follow them, may well help us identify how our 

ancestors acquired the psychological foundations upon which modern 

leadership appears to be based (King, 2018). 

3.12 Leadership development with images from nature 

A number of publications have seen the light that look at nature and images of nature to 

create a platform where nature and images of nature can be used as training tools in 

leadership development. 

3.12.1 The wonderful wild 

 

After spending time in the Africa bush, the 

German author, Geza Neitzel (2016) wrote 

a book, The Wonderful Wild: what lessons I 

learned from the African wilderness. She 

presents 12 lessons to be learned from 

nature. Although the lessons are not 

leadership or corporate-specific, the 

essence can be attributed and applied to 

any part of life. 
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Nature Lesson 1: Trust in yourself. 

When time is spent in nature, the individual has to take control and make his own 

decisions. Certain things in life cannot be explained and rationality will not get us 

anywhere. Some issues can only be resolved by following your instincts. 

 

Nature Lesson 2: Remember your instincts. 

South Africa is home to the Cradle of Humankind, which is where it started: where instinct 

developed and where we as a species started to fight for our existence. The wilderness 

has taught us to use our senses. We have eyes to see, ears to listen, hands to touch and 

a nose to smell. Most importantly, we have a heart to feel. 

 

Nature Lesson 3: Live in the moment. 

Being in nature without communication may be a daunting experience. Your body will 

follow a natural rhythm from sunrise to sunset and you live from moment-to-moment and 

embrace the here and now. 

 

Nature Lesson 4: Everything has a purpose. 

Nothing in nature is wasted; everything fulfils a purpose. For example, the cycles of the 

seasons fulfil a role in providing new vegetation to feed the young, making them strong to 

last through the dry months. 

 

Nature Lesson 5: Appreciate small things. 

As humans, we have become so rushed and externally driven that we do not stand still 

and appreciate the simple things like a cool breeze, the smell of rain, the rumble from 

elephants approaching over a distance. 

 

Nature Lesson 6: Be alone. 

Living in cities and urban areas with constant noise from people, traffic and industry, 

humans are losing the sense of simply being by ourselves with only our thoughts as 

company. Nature provides us with this opportunity. We should simply be open to taking 

the opportunity. 

 

Nature Lesson 7: Find your own truth. 

Although many people will try to tell you many things and want you to believe they are 

correct, but in life, it is important to know that there is always more than one truth, 

depending on which side of the truth you choose to stand. 
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Nature Lesson 8: Be grateful. 

Spending time in nature will bring this lesson to the fore without any effort dedicated to it. 

Our own existence is a daily struggle and spending time in nature, adopting a natural 

rhythm, watching the splendour can only mean you will fall in love with this creation. 

 

Nature Lesson 9: Be responsible. 

Once you are grateful and understand the passion that nature brings, being responsible 

should almost be a given, leaving earth feeling that you have done something, however 

small it may be, to make it better. 

 

Nature Lesson 10: Listen. 

With our senses overloaded by daily sounds, cars, machines, people talking, the art of 

simply listening and understanding what we hear is fading. An impala ram will sound an 

alarm when danger is observed; an elephant matriarch communicates with her herd in a 

low rumble when it is time to move. Not all of us have the opportunity to experience this, 

but when dealing with people, do we really wait and listen or do we simply wait eagerly for 

our chance to talk, trying to ensure that we are heard? 

 

Nature Lesson 11: Breathe 

Stand still. Look around you. All you need to do is to inhale and hold it. A deep breath is a 

simple method to gather your thoughts and actions. It will calm you down and provide a 

moment’s notice to consider your actions. 

 

Nature Lesson 12: Love 

Love is the most prominent ingredient in our terrestrial existence: our love for what we do, 

with whom we spend time and what we consider important. Nature does not have to be 

the only love, but an environment without the complications and restrictions of politics, 

race and gender is the ideal place to start your foundation of love. 

3.12.2 African wisdom: inspirational animal lessons for excellent living 

African wisdom: inspirational animal lessons for excellent living, written by Dr. Lanette 

Hatting and Heinrich Claassen, was published in 2015 In e-book format) as a coaching 

tool. However, this is merely a series of random nature images explaining the 

attributes of specific species and linking them to a managerial concept in a lesser 

manner. 
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Example: In Africa Wisdom, an image of two baboons in a grooming ritual, the authors 

simply describe the function of baboons in a troop briefly and then proceed to link this 

to human/managerial behaviour, although not specifically to leadership (Hattingh & 

Classen, 2015). 

 

 

It appears that the use of photographic images as a leadership tool is not well researched 

at present, although the use of images in leadership coaching is widely acknowledged. 

 

The researcher came across a few newspaper articles that mention lessons one can learn 

from nature, but none of them went into any depth or could explain why they might be 

useful or effective. The theory of using nature photography as a tool to explain leadership 

principles as reflected in nature is seldom, if ever used, as a business leadership coaching 

tool. 

3.12.3 Discovering leadership insights from nature: lessons from 

creation 

Wisdom is hidden in the world around us. In the skies above, in the oceans 

deep, high in the mountains, in the trees of the forest, in the coal of the 

diamond mines. These forces unlock hidden gems of our everyday life. 

Come with me as we go on the journey of life exploring the best of things 

in life that are given to us for free. This book will ... (i) provoke the lion in 

you to rise up; (ii) provoke the sleeping giant in you to awaken; (iii) provoke 

the leader in you to manifest and come up higher. ~ Dr. Daniel Longwe 
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In Discovering leadership insights from 

nature: lessons from creation, Dr. 

Daniel Longwe looks at leadership 

lessons from nature. The internet 

reveals various concepts and 

numerous lessons, none of which are 

scholarly articles in peer reviewed 

journals.  

3.12.4 The nature of leadership 

 

In The nature of leadership, David Day 

and John Antonakis (2011), together 

with a team of leading experts, provide 

compelling answers to some of the 

most probing questions surrounding 

leadership, such as: 

 Is leadership measurable? 

 Are there any traits that separate 

leaders from non-leaders? 

 Are there any differences between 

male and female leadership 

styles? 

 Is ethical leadership effective 

leadership? 
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The publication includes 16 chapters divided into five parts: Instruction, Leadership 

Science, Nature, Nurture, The Major Schools of Leadership, Special Topics in Leadership 

and the Conclusion. General coverage within these parts includes research methods, 

leader and leadership development, evolutionary perspectives of leadership, differences 

that are individual, contingency and situational leadership, transformational, shared and 

charismatic leadership, followership, gender, identity and finally concluding with culture 

and ethics. 

Concluding remarks 

Combining the information in Figures 3.10 and 3.11, it becomes possible to deduct that 

leadership is in need of change, with training and development as a possible solution. In 

order to change and to conduct training in the current creative world, it is vital to adapt 

training to be more creative. Within the realm of a global society, it is clear we have a mix 

of cultures that needs to be addressed and considered when we operate in the creative 

world economy. In order to equip leaders and employees to adapt to this new reality, 

innovative and creative ways should be designed to enhance skills and to look at issues 

differently. This is where a gap exists. 

 

Globally, there is a need for a tool that is mutually understood and free form the constraints 

of race, culture, politics, etc. In addition, a method is required that is mutually understood 

across language, cultures, religions, politics and gender. The use of images has been 

proven to have several advantages over other teaching methods. In order to find a space 

with zero man made constraints, nature should be considered as the first option. Nature 

is raw, unscripted and based on one thing only: survival. By combining creative methods 

and the use of nature images, leadership lessons can be taught that are relevant to today’s 

challenges in a neutral space, with new and innovative methods that use visual memory 

as a building block to recall the lessons for future use. 
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Chapter 4: Research Methodology 

4.1 Introduction 

In Chapters 2 and 3, which presented a review of existing literature in the fields of 

leadership and leadership development, work from published authors and scholars was 

analysed and relevant theories were examined. It appears that the global challenges in 

leadership were in need of new and innovative methods, which may make it possible to 

construct a possible solution as a new foundation to develop an alternative understanding 

in a global reality, where leadership capabilities are built from a “zero base”, without any 

man-made influences. 

 

In Chapter 4, designs and methodologies will be scrutinised, so as to make decisions 

about the appropriate methodology and data collection methods will be used to derive 

conclusive answers to the research questions. In other words, Chapter 4 presents the 

actual research design and methodology. Durrheim (2004) defines research design as a 

strategic framework designed for action that serves as a bridge between a research 

question and the actual execution of the research strategy. 

 

How the researcher arrives at the results – i.e. the methodology that is used to obtain the 

results – is almost as important as the results. Research methodology can be regarded as 

a system of broad principles or rules from which specific methods or procedures may be 

derived to interpret or solve different problems within the scope of a particular discipline. 

Schwardt (2007:195) describes research methodology as a theory of how an inquiry must 

proceed. It should be pointed out that a methodology is a set of practices – not a formula. 

The chosen research methodology states the means, strategies and processes that the 

researcher uses to collect data or evidence for analysis, in order to uncover new 

information or to create a better understanding of a new topic. 

 

Figure 4.1 illustrates the layout and structure of Chapter 4. 
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Figure 4.1: Layout and structure of Chapter 4 
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4.2 Research questions 

The primary research question can be formulated as follows: 

 

To what extent can the use of a visual stimulus contribute to the development of leadership 

capabilities and be viewed as a neutral platform to affect change? 

 

Based on the primary research question, the following secondary questions have been 

identified: 

 

 In which ways are current leadership development approaches insufficient to prepare 

individual responses in preparing corporate direction dealing with adverse global 

economic change? 

 To what extent would the visualisation of response options enable leadership to 

select the most appropriate action? 

 How effective can nature’s image be as a neutral platform from which to affect 

leadership development? 

4.3 Research approach 

The research approach refers the plans and procedures involved in the research, from the 

broad assumptions to the detailed methods of collecting, analysing and interpreting data. 

There are three, major research approaches available for the collection of primary data: 

qualitative and quantitative methodology and mixed method. These methods are outlined 

in the following sections. 

4.3.1 Qualitative research 

Initial indications pointed to qualitative research as the most appropriate approach for this 

research, because the nature of the topic relates to a visual stimulus and a specific 

emotion, rather than to pure fact-based, quantifiable data and a mathematically structured 

report leading to graphs, trends and predictions – all based on numerical data responses. 

 

In qualitative research, the emphasis is on the qualities of entities and on processes and 

meanings that are not experimentally examined or measured (if measured at all) in terms 

of quantity, amount, intensity, or frequency. Qualitative researchers stress the socially 

constructed nature of reality; the intimate relationship between the researcher and what is 

studied; and the situational constraints that shape inquiry. In this way, qualitative 
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researchers emphasise the value-laden nature of the inquiry and they seek answers to 

questions that focus on the way in which social experience is created and given meaning. 

Numerous social and behavioural scientists regard the different forms of qualitative inquiry 

as being as much a perspective on how to approach the investigation of a research 

problem as it is a method (Denzin & Lincoln, 2005). 

4.3.1.1 Strengths of the qualitative research approach  

The qualitative research approach offers the following strengths: 

 

 The topics and problems addressed in qualitative research involve a detailed 

description and understanding of participants' personal experiences of the 

phenomenon under investigation – even if it is complex. 

 The research is conducted in small groups or batches, which also limits the amount of 

money spent. 

 As this approach involves new development and findings, the framework of the data 

can be done relatively easily and in a shorter time frame. 

 As the data is collected from a smaller group, it is possible that it can be universal for 

a larger portion of the population. 

 Because the collection of data in qualitative research requires genuine effort, it gives 

a clear vision of what can be expected. 

 Qualitative data makes it possible to explain complex issues. 

4.3.1.2 Weaknesses of the qualitative research approach 

The following weaknesses are involved in the qualitative research approach: 

 

 The data is collected from a relatively small group, which means that it is possible that 

no assumptions or generalisations can be made beyond this group. 

 It may become difficult to maintain and assess the rigidity of the data; the data may be 

difficult to analyse, as it does not fit into standard categories with clear parameters. 

 If the data gathered is in big quantity, it might take time to interpret and to collect. 

 The response from the participants might be affected due to various factors including 

their knowledge, affinity or interest in the topic to name but a few. 

 The results may be influenced by the researchers' own bias and idiosyncrasies, and 

therefore, they may have lower credibility with some administrators. 

 It is more difficult to test hypotheses and theories in the qualitative approach. 
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4.3.2 Quantitative research 

Quantitative research emphasises objective measurements and the statistical, 

mathematical, or numerical analysis of data collected through polls, questionnaires and 

surveys, or by manipulating pre-existing statistical data by using computational 

techniques. Quantitative research focuses on collecting numerical data and generalising 

it across groups of people to explain a particular phenomenon (Earl, 2010). Results are 

mostly portrayed as graphs and tables with statistics as the foundation. 

4.3.2.1 Strengths of quantitative research 

 The results from a specific sample survey can be generalised for entire populations. 

 The reliability of the findings and the data provides strong indicators to guide policy. 

 Results can be broken down by socio-economic group for comparison. 

 Data analysis using statistical software is relatively less time consuming 

 It is possible to use larger groups of people. 

4.3.2.2 Weaknesses of quantitative research 

 Quantitative research does not involve human perception, belief or emotional 

response/s and no in-depth experience description is offered. 

 Data collection and analysis are often time consuming. 

 Interpretation may be biased, in that it is influenced by the researcher’s perspective. 

 In the case of large data sets, it may become unmanageable to restrict the scope of 

the research. 

4.3.3 Mixed methods approach 

The term “mixed method” embodies exactly what it implies: an emergent methodology of 

research that uses a systematic integration of quantitative and qualitative data, while still 

using a single investigation method (Wisdom & Creswell, 2013). In other words, the mixed 

method approach is a combination of the qualitative and the quantitative approach. 

 

Table 4.1 distinguishes between the quantitative and qualitative research approach. 
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Table 4.1: Qualitative versus quantitative research approach 

Quantitative research Qualitative research 

To explain what is observed, the researcher 

should construct a statistical model with the 

aim to classify features. 

The aim is to compile a detailed description. 

It is known in advance what the researcher is 

aiming to achieve. 

Only a broad outline is known to the 

researcher. 

All aspects of the study are meticulously 

designed before any data is collected. 
The design unfolds as the study unfolds. 

A data collection instrument is used. 
Data collection is obtained through 

questionnaires/interviews, etc. 

Data occurs in the form of numbers and 

statistics. 

Data occurs in the form of words, pictures, 

objects and simple answers. 

Objective: Analysis of target concepts and 

precise measurements. 

Subjective: Individuals’ interpretations of 

events are collected. 

Data is more efficient; hypotheses can be 

tested, although contextual detail may be 

missed. 

Data is time-consuming, but richer and less 

able to generalise. 

The researcher tends to remain objectively 

separated from the subject matter. 

The researcher tends to become subjectively 

immersed in the subject matter. 

(Adapted from Neville, 2017) 

4.4 Research design 

The research design is essentially the framework of methods and techniques that are used 

to show the researcher’s path to formulate the problems and objectives and how to present 

the data obtained during this study. 

4.4.1 Major qualitative research designs 

Table 4.2 presents a summary of the major qualitative research designs. 
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Table 4.2: Qualitative research designs 

Phenomenology 

Purpose: a description of 

experiences as we live them. 

 Individuals’ lived situations are examined. 

 Reality is subjective and each individual lives in his/her 

own reality. 

 Phenomenology will focus on our uniqueness and our 

lived situations 

Research question development 

 What is the nature of human beings in certain situations? 

 Concerning the phenomenon to be explored, what does 

the existence of experience and the existence of feeling 

indicate? 

Research method 

 The researcher has no limits to his/her creativity obtaining 

the data.  

Data collection and sampling: 

 Use direct observation; 

 Describe the experience, write it down or select from 

various options; 

 Seek people willing to participate by expressing their inner 

feelings and experience of the phenomenon under 

investigation. 

Data analysis 
 Look for trends and experiences beyond what can be 

explained, communicated or human awareness. 

Outcomes 

 Themes to be identified by the researcher; 

 Development of a structural explanation of the findings; 

 Findings discussed from subjects point-of-view. 

Advantages 

 Unique perspective: the value lies in the way people 

perceive the phenomenon, rather than how this 

phenomena exists purely in a vacuum. 

 Understanding: most probably one of the biggest 

advantages, is the possibility to provide profound, detailed 

understanding of a single phenomenon. 

 Rich data: provided the sample is taken from enough 

participants, then the information is rich and impressive, 

which makes it a truly unique design for understanding a 

particular phenomenon. 

Disadvantages 
 Subjectivity: reliability and validity of the approach may be 

a challenge. 
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 Bias: the researcher bias is very common and with 

phenomenology it is very possible. 

 Presentation: presenting the findings is very difficult; 

qualitative results are hard to present in a way that 

practitioners would consider as useful. 

Grounded theory 

Purpose 

 How people handle problems that exist in a social scene; 

 The formulation and testing of propositions, until a theory 

is developed 

Research method 

 Data collection: interviews, recorded review and 

observation or combinations of these; 

 Comparing results with an existing theory; 

 Juxtapose these two sources of information to investigate 

emerging conclusions. 

Data analysis 

 Formation of the concept; 

 Concept development: selective sampling of literature, 

formation of core concepts; 

 Concept modification and integration. 

Outcomes Theory supported by examples from data 

Advantages 

 Relative simple: used to interpret complex and multi-

faceted phenomena; can accommodate multiple social 

issues; allows for novel insights; is not bounded by the 

constraints of previous research; can be used by different 

researchers with various aims; and be a good entrance to 

novice researchers. 

 Easy to interpret: valuable when existing literature is 

unable to explain the phenomena; the researcher can 

move beyond preconceived theories of the social world; it 

is possible to result in substantive and meaningful 

concepts and in the production of substantive theory. 

 Broad scope: data collection methods with an interpretive 

paradigm can be used in a grounded theory methodology. 

Disadvantages 

 Data overload: it is a detailed method that may result in 

large volumes of data and for a novice researcher, it may 

be overwhelming and very difficult to see the bigger 

picture. 

 Validity: a relative young method and, because some ‘old 

school’ authorities still do not deem it sufficient, therefore 

funding may be a problem; the beginning and end of the 
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research is not always clear; data accumulation is not 

always suitable for projects with specific aims. 

 Bias: because the researcher is involved in the process of 

design and data collection, there is a strong possibility that 

the questions can be biased, resulting in skewed data and 

inaccurate results and findings. 

Ethnography 

Purpose To describe the characteristics of a culture 

Method 
Identify the culture; review studies; and determine the 

variables for the study. 

Data collection 

 Get access to and immerse in the culture; 

 Collect data through direct and indirect observation and 

interaction with the research subjects. 

Data analysis Describe the characteristics of the culture. 

Outcomes Description of the culture 

Advantages 

 Information on cultures: people obtain information and 

learn more about folks living in other countries, their 

cultures, traditions and norms, which has the possibility to 

open interest and lead to people becoming more 

accepting of others. 

 Information on the target market: corporations have the 

ability to determine who buys their products/service and 

why they actually do it and, based on this data, specific 

strategies can be developed to target different cultural 

groups. 

 Understanding human behaviour: behavioural scientists 

can use ethnography data to understand why and how 

people react to stimuli in certain ways and what factors 

cause people to make certain decisions and why people 

take specific actions. 

Disadvantages  Time consuming: it will take the researcher considerable 

time to get to know the group and to win their trust; it will 

take months to observe the group’s daily lives and to 

comprehend their culture, norms and traditions. 

Historical design 

Purpose 
To anticipate potential future effects through examination of 

the past and understanding the present. 

Method  Developing research questions; 
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 Formulating the ideas after selection of the topic after 

related literature has been reviewed; 

 Obtaining an inventory of resources, archives, papers, 

etc.; 

 Clarifying the reliability and validity of data; 

 Developing a research outline to organise and 

investigative the process; 

 Collecting data. 

Data analysis 

 Combining data to streamline the response/s’ 

 Creating a method whereby data can be accepted and/or 

rejected; 

 Reconciling conflicting evidence. 

Outcomes 
 Selecting the ways of presentation, e.g. biography, 

chronology. 

Advantages 

 Unique: permits research of topics that can be studied in 

no other fashion; 

 The only method that focuses exclusively on the past and 

studies evidence from the past; 

 Wide range: no other method has this wide range of 

evidence available. 

Disadvantages 

 Fractional view: only a part of the information can be 

attributed to the past, due to the sheer volume of data that 

may be available, or the data is limited to only what is 

available; 

 Validity: data is not observed by trained observers and, 

therefore, it may be questionable; 

 Limited control: restricted to available data. 

Case study 

Purpose 
A detailed description of from one community, family group, 

person or institution 

Method Interaction and direct observation with a research subject 

Data analysis Synthesis of experience 

Outcomes In-depth description of the experience 

Advantages 

 Client observations become new data: it is possible to 

show the route taken to specific decisions and results 

generated; these observations may make it possible for 

other, similar circumstances to replicate the results 

discovered; 
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 Opinion turns to fact: data generated is in real-time; 

positive and negative development helps to turn opinions 

into information; 

 Cost effective in terms of the cost involved is accessing 

data, interviews etc.; 

 The information already exists to a large extent and simply 

needs to be retrieved. 

Disadvantages 

 Time consuming: the sheer volume of data that needs to 

be sifted through the main contributor; the accuracy of 

answers from participants needs to be first verified; 

 Labour intensive: the researcher is personally involved in 

all aspects of the data collection, file reviews, conducting 

personal interviews, etc. 

4.4.2 Grounded theory as research design 

After considering the topic, nature, purpose and objectives of the research, the grounded 

theory was identified as the most suitable qualitative design for this study. 

 

The value of grounded theory lies in the fact that it avoids making assumptions. Instead, 

it adopts a more human or natural view of actions and selections in a social context 

(Simmons, 2006). One of the most important aspects of grounded theory is that it provides 

a methodology that will develop an understanding of a social phenomenon that is not pre-

formed with other theories and paradigms (Milliken, 2010). 

 

Grounded theory is well suited when the researcher is in need of an exploratory method 

for investigating social processes that has attracted little attention, or when a new point or 

view of an existing topic appears promising (Milliken, 2010). According to Strauss and 

Corbin (1994), a researcher who uses grounded theory, aims at generating a substantive 

theory that will explain a phenomenon in a specific context. In this way, grounded theory 

is suitable when no other current theory exists, or where one does exist but is too abstract 

to be tested (Martin & Turner, 1986; Suddaby, 2006). However, a researcher, who uses 

qualitative content analysis, aims to “systematically describe the meaning” of the material 

that is obtained by means of specified research questions (Schreier, 2012). 

 

In both grounded theory and content analysis follow coding processes, although the focus 

is not on finding relationships among categories or building a theory as such: the focus is 

on obtaining categories from the data (Schreier, 2012) 
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4.5 Data collection 

The research goal determines the data collection method to a large extent, with the 

understanding of the input and outcome being vital. Several data collection methods are 

used frequently, including: 

 

 Observation and participant observation; 

 Interviews; 

 Focus groups; 

 Surveys/Questionnaires; 

 Experiments; 

 Secondary data analysis and archive studies; and 

 Mixed methods (Combinations of methods). 

The questionnaire/survey was the preferred data collection method for this study, 

because: 

 

 Data can be collected from a smaller number of participants to be representative of a 

larger number of people being studied; 

 The survey may provide answers on a larger sample that may include general 

attributes, behaviour, preferences, attitudes and opinions; 

 Surveys are designed to draw information from a designated group systematically to 

describe demographic information, such as, age, gender, education, etc.; and 

 Surveys can draw patterns from the population and explain any trends out of the 

ordinary. 

 

Refer to Annexure 1 for the actual survey that was compiled to answer the relevant 

research questions, as posed at the start of this chapter. 

4.5.1 Steps involved in survey research as data collection method 

The following steps are involved in survey research: 

 

Step 1: Define the objective of the survey. 

Be clear in what is expected to be gained from the survey, e.g. there is no need to try to 

sell motor vehicles to a country that has no roads. The researcher should gain a real 

understanding of what is to be achieved with the collected data. Therefore, it is imperative 
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that the questions asked in the survey are relevant to the research aim and objectives and 

the data required.  

 

Step 2: Use existing information. 

The researcher has to establish what information from the target population is at his/her 

disposal. If they are customers who have been loyal to your company or you personally, 

then some information will already be at hand. In this research, it will include information 

on leadership style, employment position and managerial responsibilities may be useful to 

target population. 

 

Step 3: Get the ball rolling. 

In Step 3, the researcher creates the questionnaire, distributes the survey to the target 

population, analyses the data and keeps the target population informed on what is being 

done with the data, and thanks them again for their participation. In addition, the 

researcher has to make sure the questions are relevant and stimulate the curiosity of the 

participants, so that they want to complete this with honesty and enthusiasm. 

4.5.2 Potential obstacles to survey research 

Potential obstacles to survey research include: 

 

 Time on hand to collect data: conducting interviews takes considerable time, even 

more so, if the questions expect an extensive response. 

 Surveys are convenient, but they may lack crucial information. 

 Decision-makers with the necessary information to contribute may be too busy to do 

participate in the research. 

 Response rates may be low. 

 Questions that include sensitive topics like religion, politics, etc. may be left un-

answered. 

 Questions that may provide information that is not useful to the intended research. 

4.5.3 Criteria of a good questionnaire 

The following criteria are involved in a good questionnaire: 

 

 Be clear about what needs to be measured and have a firm understanding that the 

data will actually contribute the quality of the collected data. 



 103 

 The questions should be neutral, in order to ensure that the opinion of the researcher 

is not reflected in the questions. 

 The language used in the questionnaire must be clear, with the emphasis on the 

correct words/phrases. 

 When industry-specific terms are used, they need to be explained, to make sure they 

are correctly understood. This will prevent certain questions not being answered. 

 Avoid the use of negative words, which may influence the participants and have an 

influence of the answers that are selected.  

 Supply enough variance in the answers. Be careful not to ask countless questions with 

only a yes/no response. Answers should also include options including: Strongly 

Agree, Agree, Neutral, Disagree and Strongly Disagree as alternatives. Consider short 

statements where the respondent selects one option that is more appropriate to 

him/her. 

 Questions within a question must be avoided: every question can only have one 

answer. 

 Unwanted assumptions must be avoided. A survey has only one purpose, which is to 

obtain factual data. 

4.5.4 Overview and intended outcome of the questionnaire/survey 

The questionnaire in this study consists of two parts: General and Specific. The 

questionnaire has a total of 15 general questions and 21 specific questions, all of which 

were broken down and grouped into sections that targeted specific information clusters. 

Information pertaining to gender, race, religion, age etc. was omitted, because, in the 

researcher’s view, these differences should have no influence in this study. 

 

Tables 4.3–4.5 provide the relevant information on the questionnaire. 

 
Table 4.3: Aim and intended outcomes of the general section of the questionnaire 

Questions: General 

Section 
Aim and intended data obtained from the selected answers 

Questions 1–4 

Getting a sense of the target population and where they personally fit into the participant profile 

Question 1 

It is important to know that specific industries experience more 

change than others, e.g. over the past five years, the South African 

mining industry has seen significant change and various challenges 

regarding new laws stipulating local and foreign ownership and 

various disruptions from unions. Therefore, the survey could not only 
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target the mining sector, because the results might have included 

biased opinions from people in similar circumstances experiencing 

change in a similar way. Therefore, the survey included respondents 

from an array of industries, so as to obtain a true reflection across 

various sectors of employment. 

Question 2 

With corporations of various sizes it would be important to obtain 

views from the respondents stating the size of the operations in 

which they were involved. In small operations, 50 people plus, top 

management might be tasked to steer the company change. In larger 

corporations with expansive structures of decision-making and 

management levels ranging from shift managers to middle 

management, senior management and executive management, all 

with various levels of responsibility and decision-making 

responsibilities, the task of change will be wider spread. It is 

important to note that the size does not determine if the company will 

go through change or not: current global events affect organisations.  

Question 3 

Specifying the respondents’ actual position in the organisation – 

Entry level employees will have less exposure to decisions affecting 

company policy, strategy, market shifts, innovation and sustainability. 

The aim was to collect information from respondents who have 

decision-making responsibilities and who could set new policies by 

adapting to circumstances. 

Question 4 

The number of years spent in entry/managerial positions was 

significant, because a recently promoted respondent might not have 

experienced any leadership challenges at a level where his/her 

answer could influence the question outcome. As the survey aimed 

at gaining information on leadership challenges, it was unlikely that 

any significant portion of respondents would be at entry level 

employment. The population was targeted at employees on 

managerial level. Therefore, the number of years employed with the 

current employer would indicate the respondents’ exposure to 

managerial responsibilities. 

Questions 5–15 

A series of ten questions drew information or respondents’ experience in dealing with change 

and leadership behaviour in times of global challenges, including their perception on what was 

effective and what could have contributed to various outcomes. In the latter part of this section, 

questions were directed at determining where the process of change occurred and whether 

internal or external expertise was used. Finally, Questions 14 and 15 specifically focused on 

the research aim of shedding light on the process of change and how the use of visual tools in 

combination with alternative communication contributions can affect the change. 
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Table 4.4: Aim and intended outcomes of the specific section of the questionnaire 

Questions: 

Specific 

Section 

Aim and intended data obtained from the selected 

answers 

Questions 1 & 2 
Re-affirm the respondents’ preferred manner in receiving information, 

ultimately determining their learning style. 

Question 3 

This was a specific question with a Yes/No answer to obtain 

information as triangulation with General questions 10–13. It was 

important that the respondents did not belong to the lowest ranked 

employees, as these employees would probably not be aware of the 

decisions made to affect change. 

Questions 4, 5 & 6 

These three questions covered a highly significant part of the 

research, in that they focused on determining a preference at the hand 

of an example where the participant not only had to select his/her 

preferred method in receiving new information (Question 4), but also 

the impact on memorising specifics. Question 4 also triangulated with 

Questions 1 and 2, re-affirming the respondents’ preferred method of 

receiving new information. 

Question 5 

Question 5 is a simple Yes/No answer, if the respondent had joined 

a company that had been without any challenges over the past five 

years. If so, then the remainder of the survey might not have been of 

interest to the respondent. With the global turmoil of the past ten 

years the probability of a Yes answer was very low. 

Question 6, 7 & 8 

These questions aimed at gaining a clear understanding of 

respondents’ perception of what contributed to positive change and 

what detracted from it. The actual methods used to communicate 

relevant information to staff or in the event that it did not happen 

what could have been effective in this process. 

Question 9 

This question involved the respondents’ understanding of the 

different approaches that could be used to influence positive change 

management. 

Questions 10–13 

Triangulation was used to understand that the respondents were aware of the change that 

occurred in their organisations, followed by information to determine the methods used in dealing 

with the change and whether involved internal or external capabilities. 

Questions 14 & 15 

Although part of the general section, these were two highly specific questions dealing with the 

way in which communication transpired in its various forms and whether any change in these 

types of communication would have made any significant difference.  
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Questions: 

Specific 

Section 

Aim and intended data obtained from the selected 

answers 

Question 7 

Question 7 set out to determine whether images by themselves or 

those with accompanying text drew attention and be perceived as 

conveying information. Although an elementary example, it was a 

good starting point to introduce the respondents to visual learning. 

Although there is an incorrect answer, selecting Option D would have 

been a negative starting point to what followed, further examples 

would hopefully alter the views of respondents who selected  Option 

D. 

Questions 8–12 

These questions were specifically asked to collect information on the 

respondents’ exposure to any leadership principles that might exist in 

nature and, if so, if they had experienced any of these first hand. 

Question 13 

This was a highly significant question that involved the absence of 

religion, gender, race, etc. in nature forming the basis for additional 

research and strengthening the foundation of a neutral platform from 

which nature operates. 

Question 14 

It was of the utmost importance that respondents understood the 

influence of man-made influences on current leadership behaviour, 

and to determine if this had any influence or not at all. The response 

to this question might have influenced the validity of the responses to 

the following questions. 

Question 15–18 

A series of specifically selected nature images where presented to 

respondents, with one of the selected Images having the potential to 

portray leadership principles more than the others. To make the 

selection as non-biased as possible, all the images involved the same 

specie per question and, where possible, from the same scene. The 

aim was to determine if the respondent was able to select the correct 

image, thereby agreeing that leadership could be observed by looking 

at selected images. All selections were personal and subject to the 

way in which the respondents observed the actual scene and what 

they could draw from it.  

Question 19 

This was a direct question that was posed in the hope that the 

selections made in Questions 16–18 would lead to an answer that 

strengthened the main aim of the study. It was effective as a 

triangulation question to check on Questions 15–18.  

Question 20 
Question 20 was a probing question and, most probably, a summary 

of all the research done for this paper. By selecting appropriate 
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Questions: 

Specific 

Section 

Aim and intended data obtained from the selected 

answers 

answers that already confirmed a positive outcome, this question 

presented the gateway to further research. 

Question 21 

Based on the current global situation of the COVID-19 pandemic, this 

was a valid question that addressed the viewpoint of change being 

inevitable and that leadership would need to adapt. 

 

Connecting the survey questions to the sub-questions form the original problem 

statement, the researcher had to be certain that the survey addressed al the sub-questions 

to provide relevant answers strengthening an outcome aligned with the main research 

aim. 

 

Table 4.5: Sub-research questions 

Sub research questions Survey questions 

In which ways are current leadership development approaches 

insufficient to prepare individual responses in preparing corporate 

direction dealing with adverse global economic change? 

General: 1–15 

To what extent would the visualisation of response options enable 

leadership to select the most appropriate action? 
Specific: 1–7 

How effective are images from nature as a neutral platform from which 

to affect leadership development? 
Specific: 8–21 

4.6 Validity 

To validate the research involves ensuring that what is researched is believable and true. 

Validity is an essential criterion for evaluating the quality and acceptability of the research 

(Burns, 1999). When using different instruments to validate data, the quality of these 

instruments is of the utmost importance, because the researcher’s conclusions are drawn 

and based on the use of these instruments (Fraenkel & Wallen, 2003, p. 158). The 

following procedures were employed to validate the instruments applied. 

 

 Content validity 

All instruments and data were reviewed by suitable experts in the field of research. 

Based on their findings and comments, any unclear or obscure questions were revised 

and/or reworded, if found to be to complex. Any ineffective or non-functioning 

questions omitted. 
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 Researcher's bias 

The researcher was aware of his own values, beliefs and world views and 

endeavoured to be as non-judgemental as possible in the process; to report the 

findings honestly; and perform the evaluation accurately. 

 The questions were constructed in such a manner that answers could not be 

manipulated to strengthen any pre-determined outcome, resulting in a skewed reality 

of what was aimed at being obtained. 

4.7 Population and sampling 

In qualitative research, sample size tends to be small to support the vital case-specific 

analysis (Sandelowski, 1996). The actual sample size is not a clear cut science, in that 

various opinions exist. One common thread is the concept of saturation – i.e. the point at 

which the researcher thinks that the answers are becoming redundant and nothing new is 

being added. Based on the information in various articles, a sample size between 20–30 

participants seemed adequate for this study. 

 

In this study, the researcher focussed on a target population consisting of various 

corporate executives, who are either employed in large multi-national companies, medium 

size enterprises, or in smaller, one man operations. Non-probability sampling was applied, 

because not every potential respondents in the target population was able to participate 

in this survey. 

4.8 Data analysis 

Data analysis involves the process that a researcher follows to reduce data to a story and 

interpretation (LeCompte & Schensul, 1999). The following two main approaches can be 

used in qualitative data analysis can be formed: deductive and inductive approach. 

The deductive approach involves analysing the data based on a structure that is 

predetermined by the researcher. The questions asked in the survey can serve as a guide 

for analysing the data. This method is fast and easy to use when the researcher indicates 

the likely response that can be received from the sample population. The inductive 

approach, which is not based on a predetermined structure, is often used when there is 

little knowledge of the research phenomenon. The approach is generally more time-

consuming than that involved in the deductive approach. 
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The non-numeric data collected in qualitative research includes transcripts, interviews, 

video recordings, text and images. In this study, the researcher used a questionnaire to 

collect the data. 

 

For the purpose of this study, the data was collected in a way that a story could be told, 

than rather producing several statistical graphs and charts. A selected use of these charts 

or graphs can helped the reader to understand the data, while highlight the most 

interesting findings. 

 

It should be pointed out that, although a qualitative research methodology is used in this 

study, the data will mainly be presented in a series of charts and graphs. The researcher 

was aware of the difference in presenting styles, but needed a method that could portray 

the data analysis in a predominantly visual format. 

 

The researcher took the following into consideration in the data analysis process: 

 

 Be careful not to get involved in too much detail. The key is to separate the main 

findings from the information on the outskirts and to focus on the essential data that is 

relevant to the aim, objectives and questions. 

 Respect confidentiality and avoid using respondents’ identifications in the report. 

Rather, state ‘a faculty member’ or ‘a respondent reported’ than actually the 

participants’ details ‘Mr Wilson’. 

 Code all the data obtained in a manner that can be transferred to the selected reporting 

method. When all the data is present and correct, calculate how many people selected 

each response and present the results logically. 

4.9 Ethical considerations 

Once the questionnaire had been designed, it was submitted for ethical clearance. As this 

study employed a qualitative method research design, the researcher accounted for the 

inherent ethical challenges. 

 

Notwithstanding, there are some ethical principles that should be taken into consideration 

when conducting research. The following core principles should be highlight the need to 

(i) do good, also known as beneficence and (ii) do no harm, also called non-malfeasance. 
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The ethical principle of non-malfeasance involves the researcher committing to the 

following ethical principles and considerations: 

 

 Minimising any risk to respondents/participants by ensuring anonymity and 

respecting their privacy; 

 Protecting participants’ anonymity and confidentiality, by holding any information in 

confidence; 

 Avoid deceptive practices, as there is no point to be involved in any covert research 

and/or deceptive practices, 

 Obtain consent from respondents by ensuring that they understand what will be 

required from them and the understanding that they are taking part in the research; 

 All participants have the free will and the right to withdraw from the research at any 

given time and their decisions should not be challenged; and 

 Follow the guidelines of the Singapore Statement on Research Integrity. 

Concluding remarks 

Chapter 4 presented the research methodology involved in the study. It explored the major 

research approaches and the advantages and disadvantages involved in each approach, 

followed by a comprehensive explanation of research design, which focused on qualitative 

research. In conclusion, the researcher reported on the questions in the questionnaire by 

focusing on the aim and intended data to be obtained from the selected answers. 
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Chapter 5: Data Analysis 

5.1 Introduction 

In the previous chapter, questions were broken down in groups with relevant intended 

aims and questions that were similar in nature were grouped together. Chapter 5 presents 

the analysis of the primary data collected by means of the questionnaire and in the survey 

research design. A table showing which questions addressed the various sub-questions – 

all working in conjunction to address the primary research question – was given. A 

summary of the questions is given in Table 5.1. 

 

Table 5.1: Summary of questionnaire 

Sub-questions Survey questions 

In which ways are current leadership development approaches 

insufficient to prepare individual responses in preparing corporate 

direction dealing with adverse global economic change? 

General: 1–15 

To what extent would the visualisation of response options enable 

leadership to select the most appropriate action? 
Specific: 1–7 

How effective can images from nature be as a neutral platform from which 

to affect leadership development? 
Specific: 8–21 

Primary research question 

To what extent can the use of a visual stimulus contribute to the development of leadership 

capabilities and be viewed as a neutral platform to effect change. 

 

A total of 46 questionnaires were completed and returned to the researcher. In this section, 

every question will be introduced, including the various options given to respondents, and 

the results of the question will be summarised in a table. In order to present a visual 

account of the results, a pie chart showing the results of each question as a percentage 

of the total will also be provided. 

 

Figure 5.1 illustrates the structure and layout of Chapter 5. 
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Figure 5.1: Layout and structure of Chapter 5 

Primary Question:
To what extent can the use of a 
visual stimulus contribute to the 
development of leadership 
capabilities and be viewed as a 
neutral platform to effect change. 

Secondary Question 1:
In which ways are current 
leadership development 
approaches insufficient to prepare 
individual responses in preparing 
corporate direction dealing with 
adverse global economic change.

Secondary Question 2:
To what extent would the 
visualisation of response options, 
enable leadership to select the most 
appropriate action.  

Chapter 5:                 
Data Analysis

General 
Questions: 

1-15

Secondary Question 3:
How effective can natures’ image be 
as a neutral platform from which to 
affect  leadership development.  

Primary Question:
To what extent can the use of a 
visual stimulus contribute to the 
development of leadership 
capabilities and be viewed as a 
neutral platform to effect change. 

Specific 
Questions: 

1-7

Specific 
Questions: 

8-21
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5.2 Presentation of results: General questions 

Section 5.2 presents a description of the results per survey question in the general section 

of the questionnaire. 

5.2.1 Geographic location of respondents 

The geographic distribution of respondents is outlined in Table 5.2 and Figure 5.2. 

 

Table 5.2: Geographic distribution of respondents 

Switzerland Canada UK USA Germany Australia SA Total 

1 1 2 3 3 2 34 46 

2% 2% 4% 7% 7% 4% 74%  

 

 

Figure 5.2: Pie chart of the geographic distribution of respondents 

 

As reflected in Figure 5.2, 26% of respondents live and work outside the borders of South 

Africa, compared to a total of 74% living and working within South Africa. Respondents 

2%2%

4%7%
7%

4%

74%

Geograhic location of respondents

Switzerland Canada UK USA Germany Australia South Africa
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from North America, including Canada, provided 9% of the total; respondents from Europe 

for 13%, and respondents from Australia for 4%. 

5.2.2 General Question 1 

In the original questionnaire, six industries were targeted for the data collection. Although 

more industries could have been added, seven groups were regarded as sufficient for this 

study. During analysis, the financial sector emerged as a representative from the “other” 

group of responses and is shown as a stand-alone. Six respondents fell into this category. 

 

The results of Question 1 (General), which dealt with the industries in which the 

respondents were employed, are presented in Table 5.3 and Figure 5.3. 

 
Table 5.3: Results of General Question 1 

THE INDUSTRIES IN WHICH RESPONDENTS ARE EMPLOYED 

Mining 
Manufacturing/ 

Engineering 

Services/ 

Retail 

Information 

Technology 
Agriculture Financial Other 

3 9 5 5 4 6 14 

7% 20% 11% 11% 9% 1 30% 
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Figure 5.3: Pie chart of the results of General Question 1 

 

The results clearly indicated that companies in all the sectors across the globe that 

participated in the study were experiencing similar pressure to change and to focus on 

providing sustainability, with leadership difficulties the common denominator. 

5.2.3 General Question 2 

Table 5.4 and Figure 5.4 capture the results of Question 2, which dealt with the company 

sizes of the respondents. 

 

Table 5.4: Results of General Question 2 

COMPANY SIZE 

1–50 51–100 101–500 500–1000 > 1000 

14 2 6 5 19 

30% 4% 13% 11% 41% 

 

7%
20%

11%

11%9%

13%

30%

Question 1

Mining Manufacturing & Engineering Service & Retail

Information Technology Agriculture Financial

Other
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Figure 5.4: Pie chart of the results of General Question 2 

 

The two largest percentage contributions of the total came from the smallest (1–50; 30%) 

group and the biggest (>1000: 41%) group. If the variable company size is grouped into 

small, medium and large companies, then the respondents indicated that small companies 

(1–5 & 51–100) represented 34% of the total; medium companies (101–500) 13%, and 

large companies (500–100 & >1000) – 52% of the total. 

5.2.4 General Question 3 

Table 5.5 and Figure 5.5 capture the results of Question 3, which addressed respondents’ 

level of employment, ranging from entry level to top management. 

  

30%

4%
13%11%

41%

Question 2

1 — 50 51 — 100 101 — 500 500 — 1000 > 1000
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Table 5.5: Results of General Question 3 

LEVEL OF EMPLOYMENT 

Entry level Supervisor 
Middle 

management 

Executive 

management 

Top 

management 

3 1 16 11 15 

6% 2% 35% 24% 33% 

 

 

Figure 5.5: Pie chart of the results of General Question 3 

 

From middle management upwards (92%), the number of respondents involved in the 

change process was noticeably higher than that of the supervisor and entry level 

employees. Executive and top management indicated that they were directly involved in 

leadership challenges, combined with change, when comparing the level of employment 

involved in Question 5. This aligns with the expectations of an employee on this level in 

terms of giving his/her input or making decisions affecting leadership and change. 

 

6%

2%

35%

24%
33%

Level of employment

Entry Level Supervisor Middle Management EXCO Top Management
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5.2.5 General Question 4 

Table 5.6 summarises the responses to Question 4 (General), which dealt with 

respondents’ job experience, expressed as the number of years employed at the current 

employer. 

 

Table 5.6: Results of General Question 4 

YEARS EMPLOYED WITH CURRENT EMPLOYER 

0–1 year 1–3 years 3–5 years 5–10 years > 10 years 

1 8 6 6 25 

2% 17% 13% 13% 54% 

 

Figure 5.6 provides a pie chart of the results of General Question 4. 

 

 

Figure 5.6: Pie chart of the results of General Question 4 

 

According to the responses to Question 3, the majority of the respondents fell into the 

following three groups: middle management, executive and top management. The 

2%

17%

13%

13%
54%

Years employed with current employer

0 — 1 year 1 — 3 years 3 — 5 years 5 — 10 years >  10 years
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responses to this question indicated that the bulk (54%) was made up of employees that 

had been with their current employer for more than ten years. The advantage of this 

information is that 54% of respondents being employed for ten or more years at the same 

company should have a clear understanding of leadership and change issues, in that they 

had probably experienced it in some form over this period. 

5.2.6 General: Question 5 

Question 5 (General) dealt with operational and leadership challenges during the past five 

years. The results are captured in Table 5.7 and Figure 5.7. 

 

Table 5.7: Results of General Question 5 

DID YOUR COMPANY EXPERIENCE OPERATIONAL AND LEADERSHIP CHALLENGES 

IN THE PAST FIVE YEARS? 

Yes No 

29 17 

63% 37% 

 

 

Figure 5.7: Pie chart of the results of General Question 5 

63%

37%

Question 5

Yes No
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As illustrated in Figure 5.7, 63% of the respondents had experienced leadership 

challenges in the past five years. 

 

An article published by the World Economic Forum in 2015 reports that leadership is 

experiencing a global a crisis. This was supported by the results of General Question 5, 

in that 86% of the respondents agreed that the world was experiencing a leadership crisis, 

e.g. as governments have grown, their mechanisms have been plagued by decades of 

factional alignment and deep levels of corruption (Shahid, 2015). Additionally, global 

economic change has been on the rise, with various challenges experienced in every 

industry. A total of 37% of respondents indicated that they were not experiencing 

operational and leadership challenges. 

5.2.7 General Question 6 

Question 6 (General) established respondents’ satisfaction with the steps taken to address 

operational and leadership challenges. The results are captured in Table 5.8 and Figure 

5.8. 

 

Table 5.8: Results of General Question 6 

ARE YOU SATISFIED THAT THE STEPS TAKEN TO ADAPT TO POSSIBLE 

OPERATIONAL AND LEADERSHIP CHALLENGES AS IN QUESTION 5 WERE 

SUCCESSFUL OR NOT? 

Yes No 

34 12 

74% 26% 
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Figure 5.8: Pie chart of the results of General Question 6 

 

As reflected in Figure 5.8, 74% of respondents indicated they were satisfied with the steps 

taken to address leadership challenges. Given the fact that 94% of the respondents 

occupied positions in middle management, it could be assumed that the respondents 

might have been involved in this process and that they were satisfied with the way in which 

leadership challenges were addressed. Only 26% of the respondents indicated their 

dissatisfaction. 

5.2.8 General Question 7 

The results of General Question 7 are recorded in Table 5.9 and Figure 5.9. 

  

74%

26%

Question 6

Yes No
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Table 5.9: Results of General Question 7 

IF YES IN GENERAL: QUESTION 6, WHAT POSSIBLY CONTRIBUTED TO THE 

SUCCESS? 

MARK ALL COLUMNS THAT ARE APPLICABLE. 

Clear 

strategy 

on the 

issue at 

hand 

Clear 

communication 

from 

management to 

all staff levels 

Clear 

communication 

of what is 

expected by 

every individual 

‘Buy-in’ 

from all 

staff to 

effect 

change 

Consultation 

from industry 

experts to 

gain 

knowledge 

Use of 

various 

techniques 

and 

managerial 

resources 

15 21 16 5 4 9 

21% 30% 23% 7% 6% 13% 

 

 

Figure 5.9: Pie chart of the results of General Question 8 

 

As reported in General Question 7, communication and a clear strategy were selected as 

the most significant option to address leadership challenges and change successfully. In 

this way, it became clear that failure could be contributed to poor communication and a 

lack of staff “buy-in”. Poor communication received a combined response of 34% (17% & 

19%), the absence of a clear strategy 23% and limited staff “buy-in” a further 19%. 

23%

17%
19%

19%

10%
12%

Question 8

No clear Strategy on the issue at hand

No clear Communication from Management to all staff levels

No clear communication of what is expected by every individual

Limited ‘Buy-In’ from ALL staff to effect change

No consultation from industry experts to gain knowledge

No use of various techniques and managerial resources
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5.2.9 General Question 8 

General Question 8, which was a follow-up question on General Question 7, determined 

to the actions that contributed to the failure of addressing the challenges involved in 

leadership challenges and change. The results are captured in Table 5.10 and Figure 

5.10. 

 

Table 5.10: Results of General Question 8 

IF NO, IN GENERAL: QUESTION 6, WHAT POSSIBLY CONTRIBUTED TO THE FAILURE? 

MARK ALL COLUMNS THAT ARE APPLICABLE. 

No clear 

strategy on 

the issue at 

hand 

No clear 

communication 

from 

Management 

to all staff 

levels 

No clear 

communication 

of what is 

expected by 

every 

individual 

Limited “buy-

in” from all 

staff to effect 

change 

No 

consultation 

from industry 

experts to 

gain 

knowledge 

No use of 

various 

techniques 

and 

managerial 

resources 

12 9 10 10 5 6 

23% 17% 19% 19% 10% 12% 

 

 

Figure 5.10: Pie chart of the results of General Question 8 
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Limited ‘Buy-In’ from ALL staff to effect change

No consultation from industry experts to gain knowledge

No use of various techniques and managerial resources
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As reported in General Question 7, communication and a clear strategy were selected as 

the most significant option to address leadership challenges and change successfully. In 

this way, it became clear that failure could be contributed to poor communication and a 

lack of staff “buy-in”. Poor communication received a combined response of 34% (17% & 

19%), the absence of a clear strategy 23% and limited staff “buy-in” a further 19%. 

5.2.10 General Question 9 

General Question 9 determined the respondents’ understanding of the methods that might 

be used to influence positive change. From a total of six possible options, the respondents 

were able to select all the options they deemed relevant in the implementation of effective 

change management, focusing on positive influences that might facilitate the process. 

 

The results of General Question are captured in Table 5.11 and Figure 5.11. 

 

Table 5.11: Results of General Question 9 

WHEN EFFECTIVE CHANGE MANAGEMENT IS IMPLEMENTED, WHAT COULD POSITIVELY 

INFLUENCE AND FACILITATE THE PROCESS? 

MARK ALL COLUMNS THAT ARE APPLICABLE. 

Use innovative 

and new 

methods to 

address the 

issues, make 

sure old 

mistakes are 

not repeated 

If the process is 

explained to all 

using clear 

communication 

as it occurs 

Do nothing at 

first, adopt a 

‘wait and see’ 

approach 

before making 

hasty decisions 

Management to 

consult with 

industry 

specialists and 

external 

consultants to 

get a clear view 

of existing 

patterns and 

solutions 

Management 

must first get all 

the facts, 

decide on a 

strategy and 

then only 

communicate 

this strategy 

Consult with all 

staff to come up 

with an 

acceptable 

strategy 

Option A Option B Option C Option D Option E Option F 

33 31 2 18 25 17 

26% 25% 2% 14% 20% 13% 
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Figure 5.11: Pie chart of the results of General Question 9 

 

As indicated in Table 5.11 and Figure 5.11, communication (45%) in Option B (25%) and 

Option E (20%) was prominent, with option A, which involved considering new and 

innovative methods obtaining a total of 26% of the responses. Only 2% felt like they should 

rather wait before making hasty decisions, option C. At 13%, Option F might draw some 

attention, because, in General Question 7 only 7% of the respondents indicated that a 

“buy-in” from all staff was necessary. However, in response to this question, they indicated 

that it was becoming more important. The 14% vote that Option D attracted might result 

from the fact that a large portion of the respondents (93%) came from middle management 

and up, with possible experience in this process and in the effect it might have when staff 

did not give their active support (“buy-in”) to the process. 

 

 

26%

25%

2%

14%

20%
13%

Question 9

Option A Option B Option C Option D Option E Option F
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5.2.11 General Question 10 

General Question 10, which followed on the results of General Question 9, established if 

the respondents were personally involved in and responsible for any actions in the 

operational and leadership challenges in their organisations. The results are captured in 

Table 5.12 and Figure 5.12. 

 

Table 5.12: Results of General Question 10 

FOLLOWING ON FROM GENERAL QUESTION 5. WERE YOU PERSONALLY INVOLVED 

AND RESPONSIBLE FOR ANY ACTIONS TAKEN WHEN OPERATIONAL AND 

LEADERSHIP CHALLENGES OCCURRED IN YOUR ORGANISATION? 

Yes No 

28 14 

67% 33% 

 

 

Figure 5.12: Pie chart of the results of General Question 10 

 

The results reflected that 67% of the respondents had been directly involved in and 

responsible for actions taken when their organisations experienced leadership challenges 

and change. Only 33% of the respondents were not involved in or responsible for these 

challenges. 

67%

33%

Question 10

Yes No
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5.2.12 General Question 11 

This was a triangulation question that was included in the questionnaire to determine how 

the change was managed – i.e. from which perspective. Five options were given to 

determine the level of engagement. The results are captured in Table 5.13 and Figure 

5.13. 

 

Table 5.13: Results of General Question 11 

DID THE COMPANY DEAL WITH THESE POSSIBLE PROCESSES OF CHANGE 

PREDOMINANTLY FROM AN INTERNAL PERSPECTIVE ONLY? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

6 20 6 6 2 

15% 50% 15% 15% 5% 

 

 

Figure 5.13: Pie chart of the results of General Question 11 

 

Of the total respondents, 65% of the respondents strongly agreed or agreed with the given 

statement: 15% strongly agreed and 50% agreed. These results pointed to a strong level 

15%

50%
15%

15%

5%

Question 11

Strongly Agree Agree Neutral Disagree Strongly Disagree
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of agreement that most of the change happened internally. Those respondents who 

disagreed (15%) and strongly disagreed (5%) were combined at 20%. 

5.2.13 General Question 12 

The results of General Question 12 are reflected in Table 5.14 and Figure 5.14. 

 

Table 5.14: Results of General Question 12 

DID THE COMPANY DEAL WITH THESE POSSIBLE PROCESSES OF CHANGE 

CONSULTING WITH INDUSTRY EXPERTS, THUS EXTERNAL SOURCES? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

3 11 11 15 2 

7% 26% 26% 36% 5% 

 

 

Figure 5.14: Pie chart of the results of General Question 12 

 

As a combined response of 33% (strongly agree 7% and Agree 26%), one third of the 

respondents agreed that external sources were used to deal with change. A total of 26% 

7%

26%

26%

36%

5%

Question 12

Strongly Agree Agree Neutral Disagree Strongly Disagree
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expressed a neutral response and disagree (26%) and strongly disagree (5%) were 

combined as a total of 41%. 

 

After responding with a clear majority in General Question 11 that change was dealt with 

internally, some respondents seemed to be uncertain as to responding to General 

Question 12. If the two strongest selections of agreement are combined in this question – 

namely Strongle Agree (7%) and Agree (25%) – a total of 33% of repondants agreed to 

the question. 

 

In this question, they indicated 33% if we add, strongly agree and agree. This is still 

indecisive, given the fact that 36% of the respondents disagreed. In this way, it was 

possible to conclude that not all respondents were entirely sure of how the process was 

dealt with, with 26% selecting neutral as the relevant option. 

5.2.14 General Question 13 

The results of General Question 13 are captured in Table 5.15 and Figure 5.15. 

 

Table 5.15: Results of General Question 13 

WAS THE RESULT A POSITIVE OUTCOME WHETHER THE PROCESS USED WAS 

INTERNAL OR EXTERNAL? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

4 17 16 5 1 

9% 40% 37% 12% 2% 
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Figure 5.15: Pie chart of the results of General Question 13 

 

In total, 49% respondents indicated that change was successfully implemented, whether 

internal or external sources were used: 9% strongly agreed and 40% agreed. A total of 

37% of the respondents expressed a neutral response and 14% disagreed: 12 disagreed 

and 2% strongly disagreed. 

5.2.15 General Question 14 

The results of General Question 14 are presented in Table 5.16 and Figure 5.16. 

  

9%

40%

37%
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Question 13
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Table 5.16: Results of General Question 14 

DID COMMUNICATION OCCUR IN ONE OF THE FOLLOWING WAYS DEALING WITH THE 

SCENARIOS IN QUESTIONS 11 AND 12? 

PLEASE ONLY CHOOSE ONE. 

Verbal 

communication 

as a presentation 

Written by 

means of a 

memo to all the 

staff 

Visual 

presentation of 

the facts using 

only text 

Visual 

presentation 

using text and 

graphics 

Visual 

presentation 

using only 

graphics and 

images 

13 9 5 19 2 

27% 19% 10% 40% 4% 

 

 

Figure 5.16: Pie chart of the results of General Question 14 

 

As indicated in Figure 4.16, 54% of the respondents (10% + 40% + 4%) indicated that 

information in a visual format was used as a medium to deal with the leadership and 

change issues. Verbal communication produced a result of 27% of the responses and all 

communication in the form of a written memo to staff produced a result of 19%. 

27%

19%
10%

40%

4%

Question 14

Verbal communication as a presentation Written by means of a memo to all the staff

Visual presentation of the facts using only text Visual presentation using text and graphics

Visual presentation using only graphics and images
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5.2.16 General Question 15 

In General Question 15, the respondents were given similar options as those in General 

Question 14, but they had to select their preference in dealing with leadership challenges 

and change. However, in this question, the purpose was to establish which communication 

method would have made a difference to a negative outcome. The results are captured in 

Table 5.17 and Figure 5.17. 

 

Table 5.17: Results of General Question 15 

IF THE RESULT WAS NOT A POSITIVE OUTCOME AS IN QUESTION 13, WHICH 

COMMUNICATION METHOD MIGHT HAVE MADE A DIFFERENCE? 

Verbal 

communication 

as a presentation 

Written by 

means of a 

memo to all the 

staff 

Visual 

presentation of 

the facts using 

only text 

Visual 

presentation 

using text and 

graphics 

Visual 

presentation 

using only 

graphics and 

images 

10 1 0 14 4 

35% 3% 0% 48% 14% 

 

 

Figure 5.17: Pie chart of General Question 15 
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Although verbal communication resulted in a result of 35%, it is visual communication in 

the last three options that combined to a result of 62% (48% & 14%) as the strongest 

method to have made a difference. Written memorandums to staff gathered 3% of the total 

result. 

5.3 Presentation of results: Specific questions 

In this section, the results of the specific questions, which were posed in the second part 

of the questionnaire, are captured and interpreted. 

5.3.1 Specific Question 1 

Specific Question 1 was similar to General Question 14, but in this case, the emphasis 

was on the method preferred when dealing with new concepts. Only three options were 

provided for responses. Table 5.18 and Figure 5.18 reflect the results of this question. 

 
Table 5.18: Results of Specific Question 1 

WHEN DEALING WITH NEW CONCEPTS OR INFORMATION, IN WHICH FORMAT DO YOU 

PREFER TO RECEIVE THE INFORMATION? 

Verbal Text Visual 

4 11 31 

9% 24% 67% 
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Figure 5.18: Pie chart of the results of Specific Question 1 

 

At 67%, respondents identified the visual format as the predominantly preferred, followed 

by text (24%) selection, and, lastly verbal format (9%). 

5.3.2 Specific Question 2 

In Specific Question 1, the respondents were asked in which format they would prefer to 

receive new information. At 67%, the visual format was selected as the preferred format 

by the majority of respondents. In this question, the respondents were probed about the 

preferred method of instruction. The results are captured in Table 5.19 and Figure 5.19. 

 

Table 5.19: Results of Specific Question 2 

WHEN LEARNING NEW SKILLS, HOW DO YOU PREFER TO BE INSTRUCTED? 

Reading text 

describing what to do 

Listening to audio, 

describing what to do 

Seeing visuals, 

showing what to do 

Being instructed by 

means of a video 

illustrating the steps 

to follow 

2 0 17 27 

4% 0% 37% 59% 

9%

24%

67%

Question 1

Verbal Text Visual
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Figure 5.19: Pie chart of the results of Specific Question 2 

 

As indicated by the results, the respondents preferred being instructed via video illustration 

(59%) and watching other visuals (37%). Combining the results of these two visual 

methods produced a total of 96%. 

5.3.3 Specific Question 3 

This was a specific question that required a simple yes or no response. As indicated in 

Table 5.20 and Figure 5.20, 78% of the respondents confirmed that their organisations 

had implemented training as a tool to facilitate change. The remaining 22% indicated the 

opposite. 

 

Table 5.20: Results of Specific Question 3 

HAS YOUR ORGANISATION EVER CONSIDERED OR IMPLEMENTED TRAINING AS        

A TOOL TO FACILITATE CHANGE? 

Yes No 

36 10 

78% 22% 

 

4%
37%

59%

Question 2

Reading text describing what to do

Seeing visuals, showing what to do

Being instructed by means of a video illustrating the steps to follow
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Figure 5.20: Pie chart of the results of Specific Question 3 

5.3.4 Specific Question 4 

In this question, the researcher introduced an actual image to the respondents’ options. 

The respondents had to select their preference to describe a certain scenario or to have 

information to be presented to them. The results are captured in Table 5.21 and Figure 

5.21. 

 

Table 5.21: Results of Specific Question 4 

WHICH OF THE FOLLOWING FORMATS WOULD YOU PREFER TO DESCRIBE THIS 

BIRD SPECIES? 

Option A Option B Option C 

Text: A striking black 

and white wagtail with 

black underpants 

contracting with white 

underpants, a white 

supercilium and a white 

Audio: The exact text 

read and recorded, 

played back at you 

Visual: Exact text with similar or other 

images attached of the same bird species 

78% 22%

Question 3

Yes No
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WHICH OF THE FOLLOWING FORMATS WOULD YOU PREFER TO DESCRIBE THIS 

BIRD SPECIES? 

Option A Option B Option C 

patch in the folded 

wing. Juvenile birds are 

greyer, while birds of 

the nominate 

subspecies show grey 

flanks. They are 20 cm 

long (Sinclair & Peter, 

2003). 

 

3 0 43 

7% 0% 93% 

 

 

Figure 5.21: Pie chart of the results of Specific Question 4 
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A total of 93% of the respondents preferred option C, which involved an image and text 

describing the image. Only 7% of the respondents chose option A, which involved text 

only. 

5.3.5 Specific Question 5 

This question follows on from Specific Question 4. By considering the options of Specific 

Question 4, respondents had to choose the format that will be lead to the fastest recall. 

The results are recorded in Table 5.22 and Figure 5.22. 

 

Table 5.22: Results of Specific Question 5 

FROM Q 4: WHICH OPTION MIGHT BE THE QUICKEST TO RECALL? 

Option A Option B Option C 

2 1 43 

4% 2% 94% 

 

 

Figure 5.22: Pie chart of the results of Specific Question 5 
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With 94%, Option C was selected as the method to recall the information the fastest. In 

other words, respondents regarded the combination of a visual image with relevant text 

as the superior option by far. Option A obtained 4% and Option B 2% of the total support. 

5.3.6 Specific Question 6 

Following a similar structure than Specific Questions 4 and 5, this question required the 

respondents to indicate the option that should enable them to recall information for the 

longest period possible. The results are presented in Table 5.23 and Figure 5.23. 

 

Table 5.23: Results of Specific Question 6 

FROM Q4: WHICH OPTION MIGHT BE REMEMBERED FOR THE LONGESTPERIOD OF 

TIME? 

Option A Option B Option C 

1 0 34 

3% 0% 97% 

 

 

Figure 5.23: Pie chart of the results of Specific Question 6 
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With a significant margin of 97%, Option C (visual image with text) was selected again as 

the preferred option to recall information for the longest period. Option A obtained a 3% 

response rate, whereas Option B obtained no responses. 

5.3.7 Specific Question 7 

The researcher continued to ask questions on information and instructions being most 

effectively conveyed when text and visuals are combined. In this question, the researcher 

probed to determine whether a specific image with text had more “food for thought” than 

an image without text only. The results are captured in Table 5.24 and Figure 5.24. 

 

Table 5.24: Results of Specific Question 7 

SELECT THE OPTION THAT MIGHT HAVE MORE INFORMATION TO PORTRAY THAN 

THEOTHER, IF AT ALL? 

Option A 

 

Option B 
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SELECT THE OPTION THAT MIGHT HAVE MORE INFORMATION TO PORTRAY THAN 

THEOTHER, IF AT ALL? 

Option A 

 

Option C 

 

Option D None 

 

Option A Option B Option C Option D 

28 12 5 0 

64% 25% 11% 0% 

 

Switch ON!!!!! 
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Figure 5.24: Pie chart of the results of Specific Question 7 

 

Option A was chosen by 64% of the respondents, Option B by 25%and Option C by 11%. 

None of the respondents selected Option D. 

5.3.8 Specific Question 8 

Question 8, which involved a more direct and specific in its approach, asking respondents 

if leadership existed in nature. The results are captured in Table 5.25 and Figure 5.25. 

 

Table 5.25: Results of Specific Question 8 

DOES LEADERSHIP EXIST IN NATURE? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

27 15 2 0 0 

61 34 5 0 0 

 

64%

25%

11%

Question 7

Option A Option B Option C
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Figure 5.25: Pie chart of the results of Specific Question 8 

 

The combination of the two strongest options (i.e. strongly agree and agree) produced a 

result of 95% of the respondents agreeing that leadership did occur in nature. The 

respondents who were indecisive, indicated their neutral stance at 5% of the total. 

5.3.9 Specific Question 9 

Specific Question 9 questioned the respondents on the possibility of observing leadership 

in nature through images. The results are captured in Table 5.26 and Figure 5.26. 

 

Table 5.26: Results of Specific Question 9 

IF LEADERSHIP IN NATURE DOES EXIST, CAN IT BE OBSERVED THROUGH IMAGES 

OF SCENES WHERE LEADERSHIP IS PORTRAYED? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

21 20 2 1 0 

48% 45% 5% 2% 0% 

 

61%
3…

5%

Question 8

Strongly Agree Agree Neutral
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Figure 5.26: Pie chart of the results of Specific Question 9 

 

In Specific Question 8, 95% of the respondents indicated that they agreed that leadership 

existed in nature. In this question, the combination of responses expressing agreement 

(45%) and strong agreement (48%) produced a total of 93% of the respondents agreeing 

that leadership in nature could be observed through specific images that portray such 

characteristics. 

5.3.10 Specific Question 10 

In this question, the respondents were asked whether they think humans could draw 

knowledge from leadership in nature. The results are presented in Table 5.27 and Figure 

5.27. 
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Table 5.27: Results of Specific Question 10 

CAN WE AS HUMANS DRAW KNOWLEDGE FROM NATURE’S LEADERSHIP? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

21 22 3 0 0 

46% 47% 7% 0% 0% 

 

 

Figure 5.27: Pie chart of the results of Specific Question 10 

 

Combining the two strongest responses – strongly agree at 46% and agree at 47% – 

accumulating a 93% support of this statement. Noticeably, not a single participant 

disagreed and 7% of the respondents choose to remain neutral. 

5.3.11 Specific Question 11 

The results of Specific Question 11, which addressed the observation of leadership in 

nature, are presented in Table 5.28 and Figure 5.28. 
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Table 5.28: Results of Specific Question 11 

HAVE YOU EVER OBSERVED LEADERSHIP IN NATURE? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

24 18 3 1 0 

52% 39% 7% 2% 0% 

 

 

Figure 5.28: Pie chart of the results of Specific Question 11 

 

Of the original 46 respondents, a total of 42 respondents agreed they had experienced 

leadership in nature: 52% of the respondents strongly agreed and 39% agreed, making 

up the combined total of 91%. A total of 7% of the respondents remained neutral and 2% 

disagreed with the given statement. 

5.3.12 Specific Question 12 

In Specific Question 11, the respondents agreed that leadership in nature existed and, in 

Specific Question 12, the researcher aimed at determining if the respondents agreed or 
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not that these leadership attributes had been in existence for millennia. The results are 

captured in Table 5.29 and Figure 5.29. 

 

Table 5.29: Results of Specific Question 12 

DO YOU AGREE THAT LEADERSHIP HAS EXISTED IN NATURE FOR MILLENNIA? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

23 16 3 0 0 

55% 38% 7% 0% 0% 

 

 

Figure 5.29: Pie chart of the results of Specific Question 12 

 

Combining the response of strongly agree (55%) and agree (38%), provided a total of 93% 

respondents believing that leadership in nature had been in existence for millennia. Only 

7% of the respondents opted to stay neutral. 
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5.3.13 Specific Question 13 

The concept of nature being free from man-made influences is highly significant in the 

understanding of the instinctive attributes of leadership in nature. The results of this 

question are presented in Table 5.30 and Figure 5.30. 

 

Table 5.30: Results of Specific Question 13 

DO YOU THINK THAT NATURE AND SPECIFIC LEADERSHIP PRINCIPLES IN NATURE, 

EXIST FREE OF MAN-MADE INFLUENCES LIKE, POLITICS, RACE, GENDER, RELIGION, 

ETC.? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

19 21 2 0 0 

45% 50% 5% 0% 0% 

 

 

Figure 5.30: Pie chart of the results of Specific Question 13 

 

A total of 95% of the respondents were in agreement with the question: 45% strongly 

agreed and 50% agreed. The remaining 5% of the respondents decided to remain neutral. 

 

45%

50%

5%

Question 13

Strongly Agree Agree Neutral



 149 

5.3.14 Specific Question 14 

In Specific question 14, the respondents selected only two options: strongly agree (67%) 

and agree (33%), which meant that all the respondents agreed that leadership was 

influenced by man-made influences. The results are presented in Table 5.31 and        

Figure 5.31. 

 

Table 5.31: Results of Specific Question 14 

WOULD YOU AGREE THAT MAN-MADE INFLUENCES (POLITICS, RACE, GENDER, 

RELIGION, ETC.) HAVE ANY EFFECT ON THE GLOBAL LEADERSHIP ENVIRONMENT 

AS HUMANS EXPERIENCE IT? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

28 14 0 0 0 

67% 33% 0% 0% 0% 

 

 

Figure 5.31: Pie chart of the results of Specific Question 14 
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5.3.15 Specific Question 15 

The aim of Specific Questions 15–18 was to explore the notion of an image – any nature 

image for that matter – portraying leadership in nature. The results of Specific Question 

15 are presented in Table 5.32 and Figure 5.32. A clear majority over the selection of 

Option D (None) will indicate that those participants did not agree with the fact that images 

of nature could portray leadership capabilities. The results indicated the contrary, the 

majority (96%) of the respondents selected an image and only 4% selecting option D. 

 

Table 5.32: Results of Specific Question 15 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A 

 

Option B 
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WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option C 

 

Option D None 

 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A Option B Option C Option D 

2 22 24 4 

4% 39% 48% 9% 

 

 

Figure 5.32: Pie chart of the results of Specific Question 15 
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5.3.16 Specific Question 16 

The results of Specific Question 16 are presented in Table 5.33 and Figure 5.33. 

 

Table 5.33: Results of Specific Question 16 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A 

 

Option B 

 

Option C 
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WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option D None 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A Option B Option C Option D 

4 1 36 6 

9% 2% 76% 13% 

 

 

Figure 5.33: Pie chart of the results of Specific Question 16 

 

Similar to Specific Question 15, the majority of respondents (87%) selected a specific 

image portraying leadership capabilities. Option D (None) was selected by 13% of the 

respondents, which meant that these respondents did not select a single image that 

portrayed any leadership characteristics. 
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5.3.17 Specific Question 17 

As indicated in Table 5.34 and Figure 5.34, 91% of the respondents selected one of the 

images and only 9% selected Option D (None). Although the selection of any image would 

be correct, in the researcher’s opinion, Option B did showcase more leadership 

characteristics. With a 67% score, it appeared that the respondents agreed. 

 

Table 5.34: Results of Specific Question 17 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A 

 

Option B 
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WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option C 

 

Option D None 

 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A Option B Option C Option D 

7 31 4 4 

15% 67% 9% 9% 

 

 

Figure 5.34: Pie chart of the results of Specific Question 17 
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5.3.18 Specific Question 18 

As indicated in Table 5.35 and Figure 5.35, 93% of the respondents selected one of the 

given images. Only 7% of the respondents selected Option D to indicate that they did not 

believe that any of the images portrayed any leadership characteristics. 

 
Table 5.35: Results of Specific Question 18 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A 

 

Option B 
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WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option C 

 

Option D None 

 

WHICH OPTION PORTRAYS POSSIBLE LEADERSHIP CHARACTERISTICS, IF AT ALL? 

Option A Option B Option C Option D 

17 24 2 3 

37% 53% 4% 7% 

 

 

Figure 5.35: Pie chart of the results of Specific Question 18 
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5.3.19 Specific Question 19 

Specific Question 19 essentially summarised what was asked in Specific Questions 15–

18. The results are captured in Table 5.36 and Figure 5.36. 

 

Table 5.36: Results of Specific Question 19 

IS IT POSSIBLE TO DRAW ANY LEADERSHIP PRINCIPLES FROM NATURE’S IMAGES 

WHEN THEY ARE SPECIFICALLY CAPTURED TO PORTRAY THESE LEADERSHIP 

PRINCIPLES? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

16 21 7 0 0 

36% 48% 16% 0% 0% 

 

 

Figure 5.36: Pie chart of the results of Specific Question 19 

 

With 84%, the majority of the respondents agreed that leadership principles could be 

drawn from images in nature, specifically captured for this purpose. – A total of 36 % of 

36%
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the respondents strongly agreed and 36% agreed with this notion. Only 16% of the 

respondents choose to stay neutral on the topic. 

5.3.20 Specific Question 20 

Specific Question 20 is a summary of the previous 19 questions. The focus and aim of the 

research come together in the following, single question: 

Can the use of these nature images portraying leadership be a possible 

method to teach leadership principles and serve as an alternative platform 

addressing leadership change and challenges? 

 

The results are captured in Table 5.37 and Figure 5.37. 

 

Table 5.37: Results of Specific Question 20 

CAN THE USE OF THESE NATURE IMAGES PORTRAYING LEADERSHIP BE A 

POSSIBLE METHOD TO TEACH LEADERSHIP PRINCIPLES AND SERVE AS AN 

ALTERNATIVE PLATFORM ADDRESSING LEADERSHIP CHANGE AND CHALLENGES? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

14 20 8 2 0 

32% 45% 18% 5% 0% 

 

 

Figure 5.37: Pie chart of the results of Specific Question 20 

32%

45%

18%

5%

Question 20

Strongly Agree Agree Neutral Disagree



 160 

When the response are split into two parts – the responses of neutral, disagree and 

strongly disagree on the one hand and the responses of agree and strongly agree on the 

other hand, 77% of the respondents agreed to the original statement. 

5.3.21 Specific Question 21 

As reflected in Table 5.38 and Figure 5.38, a total of 91% of the respondents agreed with 

the statement – 58% strongly agreed and 33% and agreed – 5% remained neutral and 

2% strongly disagreed. 

 

Table 5.38: Results of Specific Question 21 

DO CURRENT WORLD EVENTS (COVID 19 & FINANCIAL RECESSION) HAVE ANY 

INFLUENCE ON LEADERSHIP VIEWS AND THEIR WILLINGNESS TO EMBARK ON A 

POSSIBLE NEW INNOVATIVE PATH CHANGING THE TRADITIONAL VIEWS OF WHAT 

LEADERSHIP IS, WHERE IT ORIGINATED, AND THE WILLINGNESS TO CONSIDER A 

NEW APPROACH? 

Strongly agree Agree Neutral Disagree 
Strongly 

disagree 

25 14 2 1 1 

58% 33% 5% 2% 2% 

 

 

Figure 5.38: Pie chart of the results of Specific Question 21 
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Concluding remarks 

A total of 15 general questions and 21 specific questions were asked in the questionnaire. 

From the initial response, the researcher was satisfied that the respondents answered the 

questions in an honest and non-biased manner. In Chapter 6, the findings and emerging 

trends will be discussed in detail. 
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Chapter 6: Data interrogation and correlation 

6.1 Introduction 

This chapter presents more detailed discussions of the findings in Chapter 5, as well as 

analyses of the conclusions and correlations. Triangulation between questions is 

highlighted where clear patterns emerge. To draw conclusions and to determine if any 

trends do exist, the researcher will use the previously reported structure of questions 

grouped together to answer the three sub-questions, which lead to answering the primary 

research question: 

To what extent can the use of a visual stimulus contribute to the development of leadership 

capabilities and be viewed as a neutral platform to effect change? 

 

In certain questions, responses may be grouped together to simplify the results. 

 

Figure 6.1 illustrates the structure and layout of Chapter 6. 
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Figure 6.1: Structure and layout of Chapter 6 
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6.2 Sub-questions and survey questions 

6.2.1 Sub-question 1: General Questions 1–15 

This section commenced with a number of background questions regarding the 

geographical location of the participant, the level of employment, the number of years 

employed with the current company and the company size. 

 

In the following questions, a more direct approach was followed to determine whether the 

respondents had experienced any leadership challenges. If they had experienced such 

challenges, a clear understanding needed to be reached as to the extent to which the 

respondents were involved; their personal opinion of what contributed to its success or 

failure; and what they would have done differently in the event of an unsatisfactory 

outcome. This section ended with a number of questions on whether the process followed 

was driven internally or if the company used external specialists. Strong emphasis was 

placed on the notion that change can only be successful if there are certain protocols in 

place as to the ways in which the change process is made known to the affected people. 

6.2.2 Sub-question 2: Specific Questions 1–7 

Without directly asking the question, respondents were probed to reveal their preferred 

learning style. The researcher asked questions regarding the methods by means of which 

the respondents preferred to receive information. This section concluded by showing the 

respondents images with various options and information. This final section was a vital 

building block for what followed. 

6.2.3 Sub-question 3: Specific Questions 8–21 

The final section followed a more direct approach. The aim was to determine whether the 

respondents agreed that leadership exists in nature; that is has been present for millennia; 

and if they agreed that leadership principles can be observed through carefully selected 

images. A pivotal point in the final section was for the respondents to acknowledge 

nature’s attributes in leadership and to realise that nature is free from human influences. 

 

This section culminated with a series of questions where images of similar animal species 

were shown, all in different scenarios, either as portraits or action images. The idea was 

not to determine if the respondents chose a specific image that was, in the researcher’s 

opinion the better choice, but to establish if they would select any image. The option was 

also given not to select any image. The last three question in this final section asked 
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valuable and to-the-point questions. The researcher wanted to determine whether the 

participants were of the opinion that leadership principles could be portrayed in images 

specifically captured to showcase the concept; if it was possible for these images to serve 

as an alternative platform addressing leadership change and challenges; and, considering 

current global events, if they thought that leaders would be willing to embark on a new 

innovative path by changing the traditional views of leadership, where it originated and the 

acceptance of such a possible new approach. 

 

The culmination of Sub-questions 1–3 with the corresponding general and specific 

questions lead to answering the primary question: To what extent can the use of a visual 

stimulus contribute to the development of leadership capabilities and be viewed as a 

neutral platform to effect change? 

 

Table 6.1: Sub-questions and survey questions 

Sub-questions Survey questions 

In which ways are current leadership development approaches 

insufficient to prepare individual responses in preparing corporate 

direction dealing with adverse global economic change? 

General: 1–15 

To what extent would the visualisation of response options enable 

leadership to select the most appropriate action? 
Specific: 1–7 

How effective can nature’s images be as a neutral platform from which to 

affect leadership development? 
Specific: 8–21 
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6.3 Geographical location of respondents 

Although the researcher resides in South Africa, it was important to include respondents 

from outside the South African borders, in order to determine if these respondents had 

experienced leadership challenges at any stage of their careers, similar to those of the 

South African respondents. 

 

An article published for the Council on Foreign Relations (Coronavirus: how are countries 

responding to the economic crisis?), Masters (2020) observes that the corona virus is 

throttling the global economy: in a matter of weeks, the virus pushed the world to the brink 

of another recession – this time, more severe than the 2008 credit crunch. Given the 

unprecedented nature of this pandemic, the depth of this downturn will depend on various 

factors, including economic intervention, fiscal and monetary policymakers working 

without real guidelines and bailouts that could collectively exceed $10 trillion (Masters, 

2020). It is obvious that a crisis of this magnitude will have far-reaching consequences in 

terms of future employment for individuals; companies having to adjust forecasts and 

change their vision; and increased pressure on leadership to secure sustainability and 

market share. 

 

Given the global impact of the health/financial crisis involved in the COVID-19 pandemic 

and constrained economies it was important to include respondents from other countries 

to ensure that the questions were relevant and they represented the globe at its current 

state. In an insightful article written in conjunction with the World Economic Forum, Harry 

Kretchmer reports on the rising unemployment figures in the G7 countries (Canada, 

France, Germany, Italy, Japan, UK and USA). Even in relatively stable economies, such 

as the United States of America (USA), Canada and Japan, claims for unemployment 

benefits have soared (Kretchmer, 2020). Analysing the various responses it seemed that 

there was no significant deviation in the answers provided between those living and 

working in South Africa and those living in the rest of the world. 

6.4 General Questions 1–15 

The general section dealt with the respondents' perception of how they experienced the 

process of leadership challenges and change. These questions were specifically designed 

and grouped together to answer Sub-question 1: In which ways are current leadership 

development approaches insufficient to prepare individual responses in preparing 

corporate direction dealing with adverse global economic change? 
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6.4.1 General Questions 1–5 

The respondents included in the survey were employed in different industries. From the 

responses, it became clear that all the industries involved experienced some form of 

leadership challenge in the past five years. This was supported by the fact that 63% of the 

respondents indicated in Question 5 that they did experience change. 

 

This results aligned with the Global crisis survey, 2019 of the PwC. In the survey, 2084 

senior executives were interviewed, who were employed in organisations of different 

sizes, from 25 industries and across 43 countries. A total of 1430 respondents experienced 

at least one crisis in the past five years (PwC. Global Crisis Centre, 2019). PwC reported 

that 68% of the interviewed executives indicated they had a corporate crisis, compared to 

63% in this study. In this study, senior executives were those respondents in position on 

executive and top management level. Question 3 established the level of employment and 

the results were that 57% (24% on executive level and 33% on top management level) of 

respondents fell into this category of management. 

 

By providing five options, Question 2 determined the company size in which the 

respondents were employed. The largest group (>1000) comprised 41% of the total 

respondents, as 92% of the target group were employed from middle management and 

up, and in Question 5, 63% admitted to leadership challenges. It can be concluded that, 

in the larger organisations, change and leadership challenges were more prevalent. The 

smallest group seemed to be fairly stable, with only a few leadership challenges. 

Respondents in the 101–500 (13%) group experienced the most frequent change. 

Christopher Hoenig reported on this in 2001, observing that leadership demands increase 

exponentially as company size increases (Hoenig, 2001). 

 

Question 4 provided five options to determine the years spent with the respondents current 

employers. The bulk from the respondents (54%) had been with their current employers 

for more than ten years. Considering that 92% of the respondents filled positions from 

middle to top and executive management, it appeared that employees on these levels do 

not change jobs often. However, in an article in People Management (9 January 2020), 

Palmer reports the contrary (Palmer, 2020). It should be kept in mind that the article was 

written in 2020, while the world is in the grip of a global pandemic. 
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You're seeing a lot more people moving around, wanting variety, wanting 

different challenges, maybe needing more gratification quicker, 

[Employers] that have adapted to the [tougher] marketplace are more 

successful and are attracting people and retaining people. 

Matt Weston, Managing Director of the recruitment firm Robert Half UK. 

 

The Kelly Group in South Africa conducted a survey spanning over a two year period, 

2015–2016. In this report, they concentrated on the “job-hopping millennials” (born 

between 1980 and 1996). According to the Gallup report in 2016, 21% of this group 

reported that they left a job in the past 12 months to take up another – i.e. three times 

more than any other generation group – and 60% indicated that they were open to other 

opportunities. These figures give the indication that this trend is age-related. In South 

Africa, it is reported that 47% of employees have been in their current positions for less 

than 12 months (Kelly, 2016). 

 

In this study, the respondents painted another picture, in that they did not move between 

positions often: 67% had been with their current company for more than five years. The 

age of the respondents in this study was not known and it was also not known if these 

employers did as suggested and adapted to change. Although the information obtained in 

this study showed a different trend than that in the Kelly Group study, the respondents in 

this study (54%) indicated that they had been with their current employers for ten or more 

years. Drawing conclusions from the Kelly Group study, this might be an indication that 

the respondents were most probably in an older age group – also due to their managerial 

positions. However, the Kelly Group report sheds light on industry-specific trends in 

employee movement in the USA – not in South Africa. Therefore, the researcher has no 

reservations to accept the findings in Question 4 as a true reflection of the current (2020) 

situation in South Africa. 

6.4.2 General Questions 6–13 

In this section, probing questions were asked to determine if the respondents were 

satisfied that successful steps were taken to address leadership challenges and change; 

what contributed to success and failure; and whether the company made use of internal 

or external sources to facilitate the change. 

6.4.2.1 General Question 6 

The majority of respondents (74%) answered “Yes” to Question 6, thereby indicating that 

they were satisfied with the steps taken to address leadership challenges and change. 
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This strong, positive response validated later questions on the actual process followed 

and the reasons for either success or failure. 

6.4.2.2 General Questions 7 & 8 

Questions 7 and 8 focused on the process of change and its success or a failure. Clear 

communications and general “buy-in” from employees were identified as the two most 

valuable tools to use in the process. If the options where clear communication and “buy-

in” were selected, then a total of 60% of the respondents indicated this in Question 7 and 

55% indicated this response in Question 8. A clear strategy also obtained significant 

support for both questions. – In Question 7, where the options were to select successes, 

21% of the respondents indicated that a clear strategy is important, and in Question 8, 

23% indicated that the lack of a clear strategy contributed to the failure of the process 

implementation. Strategy can only be implemented successfully with communication and, 

therefore, the notion of the importance of communication is strengthened. Laurie Lewis, 

who reported on this in 2011, observes that, besides several alternative factors, 

communication is the most vital aspect to consider while change is occurring (Lewis, 

2011). 

6.4.2.3 General Question 9 

Question 9 was pivotal to this section. The respondents were given six options as to what 

could positively influence the change process. The selection distribution over the six 

options was fairly even. At 2%, Option C (where nothing is done with a “wait and see” 

attitude) stood out as the least preferred method. The most selected options were Options 

A (26%), B (25%) and E (20%). Combined, these three option had 71% response rate, 

whereby the respondents identified innovative and new ideas to address issues and a 

process of clear communication and strategy communication to facilitate the change 

process positively. The responses to Question 9 correlated with Question 7 in terms of the 

importance of communication in the change process. 

6.4.2.4 General Questions 10–13 

Questions 10–13 clarified whether the respondents were personally involved in the 

change process and determined if the process was dealt with internally or externally. In 

question 10, 67% of the respondents indicated that they were personally involved in the 

process. From Question 3, it was known that 93% of the respondents occupied positions 

from middle to top and executive management. 

 

Question 11 gave an indication that the change process was addressed internally. If the 

options “strongly agree” (15%) and “agree” (50%) are combined, a total of 65% of 
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respondents agreed that it was done handled internally. This made it possible to conclude 

that management dealt with the process of leadership challenges and change themselves. 

Question 12 was in triangulation with Question 11 to make sure from which perspective 

the process was dealt with. 

 

In Question 13, the respondents had to indicate whether the outcome was positive, 

irrespective of which internal or external sources were used. Combining the percentages 

into three groups gave a clear indication that it was a positive outcome: 

 

 Group 1: Strongly agree (9%) and Agree (40%) = 49% in total 

 Group 2: Neutral as Group 2 (37%) 

 Group 3: Disagree (12%); strongly disagree (2%) = 14% in total 

6.4.3 General Questions 14 & 15 

Crucial information was obtained from the final two questions in the general section. In 

Question 14, the respondents had to select one of three methods in which communication 

was prevalent when the company dealt with leadership challenges and change. The 

options were verbal, text, or visual communication as the predominant way of dealing with 

change, either being internal or external. Although the result was a spread over the three 

options, grouping them, the three groups resulted in the following total percentages: verbal 

communication: 27%; text or written communication: 19%; and combining all visual 

communication: 54% (10% + 40% + 4%). 

 

The options given in Question 15 were similar to those given in Question 14, with the 

exceptions that the respondents had to select these options since the process of 

leadership challenges and change was not successful and whether the options, if used by 

management, would have made any difference to guarantee a successful outcome. The 

result clearly showed that the use of visual communication, using text, graphs and 

graphics, was the preferred method of communication when dealing with this process. The 

three options with visual communication as a method, received 62% of the total 

percentage (0% + 48% + 14%); verbal communication received 35%; and 3% of the 

respondents selected written or text. 

 

Therefore, the researcher could conclude that visual presentation was the preferred 

medium of communication, whether the process was internal or external, positive or 

negative in its outcome. 
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6.5 Specific Questions 1–21 

This section aims at addressing Sub-questions 2 and 3: 

 

 Sub-question 2: To what extent would the visualization of response options, enable 

leadership to select the most appropriate action? (Specific Questions 1–7) 

 Sub-question 3: How effective can nature’s images be as a neutral platform from 

which to affect leadership development? (Specific Questions 8–21). 

 

The questions in the second sections of the survey were specifically designed to provide 

information on the learning styles that preferred visual memory as a tool to determine if 

specific images from nature held any leadership lessons. 

6.5.1 Specific Questions 1–7 

As revealed by the results of the general section, almost two thirds of the respondents 

(63%) had been involved in change; communication was regarded as vital in dealing with 

leadership challenges and change; and the respondents preferred communication with 

some form of visual basis. Given this, the following seven specific questions were 

designed to gain a deeper insight into visual learning and its superior advantage, being 

remembered far easier and for a longer period. 

6.5.1.1 Specific Questions 1 & 2 

Specific Questions 1 and 2 asked the respondents their preferred method of receiving new 

information and their preferred method of instruction. In the first question, they were given 

three options – verbal, text and visual – on how they preferred to receive new information 

and, at 67%, a visual method was identified as the preferred medium of receiving new 

information. 

 

Question 2 had four options relating to the preferred method of instruction when mastering 

new skills. Visual learning was selected as the preferred method, with a combined 

percentage of the total at 93% (37% + 59%). According to Medina (2009), the majority of 

scientific and education researchers agree that about 75% of learning is through vision. – 

“The more visual the input becomes, the more likely it is to be recognized and recalled” 

(Medina, 2009). 

6.5.1.2 Specific Question 3 

Question 3 correlated with Questions 1 and 2, asking if the organisation had considered 

training as a tool to facilitate change. A total of 78% of the respondents acknowledged 
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this, which indicated that learning types and methods – including text, verbal and visual – 

formed a part of organisational tools to facilitate change. 

6.5.1.3 Specific Questions 4–6 

Questions 4–6 used three options each, with Question 4 leading to Questions 5 and 6. At 

this point – and for the first time in the survey – the respondents had to choose a learning 

style from an actual example. They were given specific text (a randomly selected bird 

species) and asked how they would like to receive the information. The given options were: 

text, verbal and visual. A total of 93% of the respondents opted to receive information 

visually, with the specific text attached. 

 

In Questions 5 & 6, the respondents were asked to identify the learning style that would 

result in the fastest recall and for the longest period. In both questions, Option C was 

selected, with Question 5 obtaining a 94% total selection and Question 6, a total of 97%. 

Based on the results of these three questions, it became evident that visual presentation, 

with its potential of fast recall, was the preferred learning style by a clear margin. These 

results align with the findings of researchers at the University of Iowa, who have 

established that, when it comes to memory, we do not remember information we hear 

nearly as well those we see and touch (Cole, 2014). 

 

Question 7 gave the respondents three images and four options as to whether the three 

images portrayed any information. Option D (None) could be selected, if the respondents 

felt that none of the images (A, B & C) could be positively connected to the question. Not 

a single respondent selected option D: all 46 respondents were able to find some 

information relevant to their personal view in one of the given images. 

6.5.2 Specific Questions 8–14 

The following seven specific questions had similar options from which to select responses, 

ranging from “Strongly agree” to “Strongly disagree”. Where applicable, these responses 

were grouped together into three groups: agree, neutral and disagree. 

6.5.2.1 Specific Questions 8–12 

Questions 8–12 concentrated on the respondents' beliefs that leadership does exist in 

nature; whether the respondent had any experience observing it; and if it does exist at all. 
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Combining the responses yielded the following results: 

 

 Question 8: Agree: 95%; Neutral: 5% 

 Question 9: Agree: 93%; Neutral: 5% & Disagree: 2% 

 Question 10: Agree: 93% & Neutral: 7% 

 Question 11: Agree: 91%; Neutral: 7% & Disagree: 2% 

 Question 12: Agree:93% & Neutral: 7% 

 

Based on these results, the researcher could conclude that an overwhelming number of 

the respondents agreed that leadership does exist in nature; that it can be observed by 

simply looking at images portraying this; that humans can draw knowledge from these 

images; and that these leadership characteristics and lessons in nature have been around 

for millennia. These findings strongly align with the view of Denise DeLuca at the 

University of Washington (2014): 

Leadership inspired by nature reflects and reinforces nature’s paradigm 

and principles. Where traditional leadership reflects assumptions that the 

"real world" is driven by individuals, scarcity, competition, greed, fear, and 

resistance, natural leadership emerges from a worldview based in systems 

thinking, a sense of abundance, synergies, trust, curiosity, and resilience. 

6.5.2.2 Specific Questions 13 & 14 

Specific Questions 13 and 14 were vital to concluding the first section of the specific 

questions. The response to Question 13 involved the respondents’ perspectives as the 

existence of leadership principles in nature and if these principles exist free from man-

made influences such as politics, race, gender, religion, etc.? Those in agreement totalled 

95% of the total responses; 5% of the respondents remained neutral; and none of the 

respondents disagreed with this statement. 

 

Question 14, which required respondents’ personal perspective, was highly relevant in 

terms of the global state of leadership. All the respondents (100%) agreed that man-made 

influences (similar to those given in Question 13) do have an effect on the global 

leadership environment as it is currently being experienced. All respondents strongly 

agreed or agreed with the given statement. 
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6.5.3 Specific Questions 15–18 

Specific Questions 15–18 followed a similar approach. The respondents were given four 

options. In three of the options, they had to look at images from nature and select an 

image, if they thought that it displayed leadership characteristics. In Option D (None) could 

be selected, if they viewed none of the images as displaying leadership characteristics. 

The aim of these questions was not to select a correct image: the questions were based 

on the respondents’ personal opinions. In Questions 8–12 the respondents indicated that 

it was possible to draw leadership characteristics form specific images in nature. These 

questions involved a more specific selection from actual images. The following results 

were obtained: 

 

 Question 15: Images selected: 91%; None: 9% 

 Question 16: Images selected: 87%; None: 13% 

 Question 17: Images selected: 91%; None: 9% 

 Question 18: Images selected: 93%; None: 7% 

 

With a very small number of respondents, the respondents were in agreement that 

selected images from nature could portray leadership capabilities. 

6.5.4 Questions 19–21 

6.5.4.1 Specific Question 19 

Question 19 was in triangulation with Questions 15–18. The respondents were asked 

whether it was possible to draw leadership principles from images from nature. A total of 

84% were in agreement with the statement (36% strongly agreed & 48% agreed), while 

only 16% of the respondents chose to stay neutral. These results were in line with those 

of Specific Questions 15–18. 

6.5.4.2 Specific Question 20 

Question 20 probed the respondents' views of whether images from nature portraying 

leadership principles could be used as an alternative platform to address leadership 

challenges and change. The results made it possible for the researcher to conclude that 

this was, indeed, possible. – A total of 77% of the respondents agreed (32% strongly 

agreed and 45% agreed); 18% of the respondents remained neutral and 5% disagreed 

with the statement. 
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6.5.4.3 Specific Question 21 

Specific Question 21 was the final question of the survey. Using current economic 

circumstances, with the COVID 19 pandemic as a specific example, the respondents were 

asked if they thought current global events had any influence on leadership views and the 

willingness of leaders to embark on new and innovative methods, thereby changing the 

traditional view of what leadership and its origin. There was no wrong or a right option 

involved in the question: it required the respondents’ personal views. 

The resulting percentages could be divided into the following three groups: 

 

Group 1: Agree: 91% (Strongly agree: 58% & Agree 33%); 

Group 2: Neutral: 5%; 

Group 3: Disagree: 4% (Disagree: 2% & Strongly disagree: 2%). 

Concluding remarks 

In total, 15 general questions and 21 specific questions were asked in the survey. The 

researcher was satisfied that the respondents had answered the questions in an honest 

and non-biased manner. The fact that 26% of the respondents resided outside South 

Africa gave credibility to the study and highlighted the extent of a global trend in the context 

of leadership challenges and change. A closer look at these responses showed that they 

were no different from the remaining 74%: the responses were in line with those of the 

South African respondents. 

 

The fact that 63% of the respondents indicated that they had been experiencing leadership 

challenges over the past five years strengthened the researcher’s assumption that the 

world is currently experiencing leadership challenges and change. When considering the 

methods used to deal with these issues, it became clear that communication and staff 

“buy-in” formed the foundation of the process. In the specific questions, attention was 

drawn to learning styles and ways in which information can be conveyed more successfully 

and remembered for a longer period. Information that conveyed visually, which can be 

retained for longer periods, took preference over any other learning style. With a 93% 

response rate in Option C (combination of visual and text), Specific Question 4 was proof 

of this. 

 

Finally, the respondents were asked a selection of questions on the possibility of nature 

holding valuable leadership lessons. Acknowledgment of this was confirmed with 
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consistent support in Questions 15–18, which involved viewing images from nature that 

portrayed this principle. 

 

Based on the results and findings, the researcher is confident that the research aim of the 

study was reached successfully and that it was possible to conclude that a visual stimulus 

(in the form of a specific image from nature) can contribute to the development of 

leadership capabilities and be viewed as a neutral platform to effect change. 
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Chapter 7: Overview, Recommendations, Limitations, 

Conclusions and Possible Future Research 

7.1 Introduction 

This chapter represents an overview of the research, as well as the conclusions, 

recommendations and limitations involved in the study. It will commence with an overview 

of the research problem, followed by a comprehensive understanding of and insight into 

the main research question and sub-questions. The collected primary data, the research 

results and the research findings discussed in Chapter 6 will be linked to the aim of the 

study. Finally, the research limitations will be outlined and recommendations for future 

research will be made. 

 

Figure 7.1 illustrates the structure and layout of Chapter 7. 

 



 178 

 

Figure 7.1: Structure and layout of Chapter 7 
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7.2 Overview 

The purpose of the study was to examine the possibility of using images from nature in 

leadership development. This should give the respondents a better understanding of 

leadership principles and the application of visual memory to strengthen the application. 

 

As documented in Chapter 1, the researcher set out to propose a new understanding of 

and appreciation for the natural world, considering our connectivity with nature and the 

fact that order and chaos are part of the balance in which we live. Therefore, leadership 

requires new and innovative approaches in dealing with these ever-present phenomena. 

 

Additionally, the researcher should emphasise the importance of visual memory as a 

learning tool by using images from nature to retain memory, advance memory recall and 

to determine whether these images from nature can be used successfully as an effective 

method to develop leadership skills and imbed leadership principles from nature, thereby 

influencing decision-making in corporate leadership. 

 

Lastly, the aim of the research was to develop a platform that would expose the 

respondents to a selection of images from nature, some of which portrayed strong 

leadership characteristics, thereby demonstrating that leadership principles do exist in 

nature and that leaders can use these “memory pegs”’ as an alternative method to see 

order and chaos from an alternative perspective. This also demonstrated that the lessons 

from nature are neutral and instinctive – not altered by man-made influences. 

 

Table 7.1: Overview of research results in parallel with research aim, secondary questions and 

questionnaire responses 

PRIMARY RESEARCH QUESTION 

To what extent can the use of a visual stimulus contribute to the development of leadership 

capabilities and be viewed as a neutral platform to effect change? 

Create an understanding that the world is currently experiencing leadership challenges and that 

all commercial sectors, countries and individuals are affected by it. 

Link: Secondary Question 1 

In which ways are current leadership development approaches insufficient 

to prepare individual responses in preparing corporate direction dealing with 

adverse global economic change? 

General 

Questions 1–15 
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Result/s 

A total of 63% of the respondents indicated they had experienced operational and leadership 

challenges during the past five years. This might not seem like an overwhelming majority, but 

the fact that 67% of the respondents had been with their employer for more than five years, was 

a clear indication that a large portion of these employers experienced a stable and well managed 

operation and therefore they are satisfied to stay on. Additionally, it should be pointed out that 

not all leadership challenges were negative and perceived as a reason to change employer. 

When dealing with new information and change, the importance of communication was 

prominent in the responses provided in Questions 6–9. The majority of change was addressed 

internally (General Question 11: 65%), which pointed to the fact that the organisations believed 

that they had the necessary skills and abilities to deal with leadership challenges and change. 

This correlated with the majority of respondents being with their current employers for an 

extended period, surviving challenges and trusting their own knowledge and abilities to survive 

challenging times. However, the concern does arise as to the factors and influences from a wider 

spectrum that might have been ignored or overlooked. 

Illustrate the importance of learning styles and highlight visual memory as the predominant style 

when new information and change are communicated to employees. 

Link: Secondary Question 2 

To what extent would the visualisation of response options enable leadership 

to select the most appropriate action? 

Specific 

Questions 1–

7 

Result/s 

In these questions, the focus is shifted to specific choices in learning styles.                        In 

Question 1, 67% of the participants initially identified visual as the preferred instruction style. 

However, surprisingly, in the next question, 96% of the respondents indicated that they preferred 

to be instructed with visual aids when new skills must be learned. This partial contradiction 

between Questions 1 and 2 is noteworthy. It is evident that visual stimulus was preferred across 

cultures, countries and industries, as confirmed by the 93% response in Question 4 of 

respondents selecting a combination of visuals and text. In this way, it could be concluded that 

visuals outweighed any other learning style; that visuals will lead to the fastest recall (Question 

5: 94%) ; and that visual will also be remembered for the longest period (Question 6: 97%). 

 Facilitate an understanding of how people might interpret specific images from nature; if any 

leadership principles can be drawn from these images; and whether nature can be 

recognised as a neutral base, with no man-made influences affecting its instinctive 

leadership principles; and 

 Can these specific images from nature be incorporated as a new and innovative approach 

in developing leaders who see challenges in a different way and deal with these form an 

alternative perspective, as portrayed in these images? 
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Link: Secondary Question 3 

How effective can images from nature be as a neutral platform from which to 

affect leadership development? 

Specific 

Questions 8–

21 

Result/s 

In Question 8, a combined total of 95% of the participants agreed that leadership does exist in 

nature. This result was higher than expected. The researcher would have regarded a result of 

65% plus as satisfactory. In the previous section, it was established that images/visuals are a 

powerful learning strategy that results in the highest recall. In response to Question 9, a total of 

93% of the respondents were in agreement that leadership can be observed in nature by looking 

at images portraying this notion. The trend continued in Questions 12–18, where an average of 

90% of the participants indicated that they were able to draw leadership principles from the given 

images from nature. The researcher was highly satisfied with the high up-take of the concept. 

Again, a result of 65% plus would have been a strong indication worthy of the research. This 

section concluded with clear evidence that the use of images from nature in conjunction with the 

relevant information and context can be used as intended – as an innovative and alternative 

method to develop leadership principles. Finally, in Specific                  Question 21, a total of 

91% of the respondents stipulated that a new and innovative approach is certainly necessary to 

survive the current global challenges. 

7.3 Limitations 

All research involves constraints and limitations and this study is no different. The 

limitations of this study are as follows: 

 

 The study primarily focused on respondents employed in the corporate environment 

and, therefore, the results cannot be extended to the public sector. 

 Although 26% of the participants came from outside the South African boarders, the 

study did not include respondents from Asia. For example, in 2012, the World Wildlife 

Fund (WWF) ranked Vietnam as the worst country in terms of trafficking animal parts 

and live species. Vietnam tiger farms and the people’s high demand for rhino horn as 

a supposed cure for various ailments contributed to them being at the top of the WWF 

list. Neighbouring China, which is widely regarded as the world’s largest market for 

illegal wildlife products, came in second and Laos third, (World Wildlife Fund, 2012). 

Therefore, the researcher cannot assume that respondents from Asia would have 

carried the same view as the rest of the respondents. The inclusion of respondents 

from the Asian countries might have enriched the study and added a broader 

understanding of the influence of nature on a global scale. 
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 The selected images were merely a sample of what is available. In spite of the images 

portrayed in Specific Questions 15–18, the image selection was non-biased and the 

images had not been included in any other studies, research papers or surveys. 

 Although unlikely, the COVID-19 pandemic might have impacted on the respondents’ 

views, in that it involves major financial global consequences. Therefore, probability of 

this impact and the associated risk of such impact on leadership, visual literacy and 

attitude towards learning alternatives should be acknowledged as a possibility. 

 Lastly, the influence of the current global economic outlook (COVID-19 and the 

accompanied financial recession) on the respondents is unclear. It is possible that the 

respondents might have changed their views and responses – particularly in terms of 

leadership challenges during the past five years –if they were to complete the 

questionnaire at this stage. 

7.4 Recommendations 

This research was intended to relate the use of visual memory and its rightful place as one 

of the main learning styles and to investigate whether images form nature portray any 

imbedded leadership principles that can be used as an alternative and innovative method 

of developing leadership capabilities. 

 

Based on the data analysis and research results and findings, it can be concluded that 

visual memory is the preferred learning style. This is strongly supported by the fact that 

90% of the respondents selected specific images to address the primary research question 

and support the research objectives. 

7.5 Conclusion and possible future research 

Nature photography has been a passion for the researcher for the past 20 years. Over this 

period he has been fortunate to have hosted many “captains of industry” from every corner 

of the globe, forging strong relationships and spending many hours together discussing 

global trends in business and nature. Therefore, it was insightful to analyse 46 individual 

questionnaires and to determine the participants’ perception of leadership in nature. The 

fact that such a significant percentage of respondents agreed that it is possible to portray 

leadership principles in nature made it possible to accept the researcher’s underlying 

assumption. In the specific section of the survey, the responses to four questions (Specific 

Questions 15–18) clearly proved this, in that an average 90% of the participants were in 

agreement with leadership principles being portrayed in nature. The essence of grounded 
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theory lies in the expansion of existing beliefs and theories. As such, further iterations 

along the lines of the following could be valuable and worth extended research. 

 

Future research into visual memory and the use of images from nature as an alternative 

source of leadership principles should be considered – one the researcher will make a 

strong case for in future studies. The researcher is of the opinion that this research 

provides an opportunity for further studies and grounded theory allows for the development 

of an alternative view on existing theories. Possible areas may include, but are not be 

limited to, the following: 

 

 Propose a new understanding and appreciation for the natural world, explore our 

connectivity with nature and the fact that order and chaos are part of the balance of 

our reality; 

 Unpack the extent to which the challenges that people face also exist in nature and 

illustrate the way in which nature successfully deals with these problems; 

 Explore nature photography as a “moment in time” to analyse and make sense of 

disruption that leaders face; and 

 Develop a method in which these lessons from nature can be classified and 

appropriately be retrieved, in such a way that they will have a lasting effect and can be 

recalled in various situations when leadership is needed, whether in times of order and 

chaos. 

 

Nature, especially visually represented in images, carries valuable lessons to business 

leaders. 
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