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Abstract in English 

Throughout past centuries, leadership developed to a topic of paramount 

importance considered not only individually, but also in interrelation with other 

concepts such as learning, change, and/or transformation. Because of this, it 

appears reasonable to further elaborate on this pivotal issue. Since the usage of 

fiction has been identified by researchers as an educational tool of great value, the 

aim of this research is to elaborate the illustration of these three concepts in their 

reciprocity within fiction. A main focus was placed on occurring disparities amongst 

the perceptions of students with a different educational background. In order to 

analysis these aspects, both secondary data sources and empirical data from 

focus group sessions were used. Three key findings were acquired:  

1) Universally valid interpretations of the concepts seem to be lacking.  

2) Characters within novels and movies were designated by participants as useful 

metaphors for a leader’s learning ability regarding change and transformation. 

Particular areas were further specified as learning opportunities.  

3) Similarities, as well as disparities were apparent among the responses from 

students with different fields of study. As a probable reason for conformities, the 

value of fiction as a superior educational tool was indicated. In contrast, 

distinguishable frames of reference were a reasonable cause for discrepancies 

among the responses.  
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Abstract auf deutsch 

Das Konzept „Führungswesen“ entwickelte sich über die Jahrhunderte zu einem 

Thema von höchster Bedeutung. Dies gilt sowohl für seine separate Betrachtung, 

als auch in Verbindung mit anderen Konzepten wie Lernfähigkeit, Veränderung 

und Transformation. Aus diesem Grund erscheint es sinnvoll dieses 

entscheidende Thema weiter zu erforschen. Die Verwendung von Fiktion für Aus- 

und Weiterbildungszwecke wurde von Forschern als Mittel von großem Wert 

identifiziert. Daher ist das Ziel der vorliegenden Forschung die Reziprozität dieser 

Konzepte innerhalb von Fiktion zu erarbeiten. Ein Schwerpunkt dieser Arbeit liegt 

dabei auf Abweichungen innerhalb der Wahrnehmung von Studenten mit 

unterschiedlicher schulischer Vorbildung. Sowohl sekundäre Datenquellen, als 

auch empirische Daten, welche in Form von Fokusgruppen erlangt wurden, 

wurden verwendet, um diese Aspekte zu analysieren. Drei Hauptergebnisse 

wurden dabei gewonnen:  

1) Ein Mangel an allgemeingültigen Auslegungen scheint bei allen Konzepten 

gegeben.  

2) Charaktere in Film und Literatur wurden von den Teilnehmern als brauchbare 

Metaphern für die Wechselbeziehung der Lernfähigkeit einer Führungsperson und 

der angestrebten Umsetzung von Veränderung und Transformation dargestellt. 

Dabei wurden zudem bestimmte Bereiche, welche die Möglichkeit zum Lernen 

bieten, aufgezeigt und benannt.  

3) Parallelen und Unterschiede waren zwischen den Antworten der verschiedenen 

Studiengruppen erkennbar. Als möglicher Grund für Übereinstimmungen wurde 

der Wert fiktiver Materialien für bildende Zwecke angegeben und begründet. 

Verschiedenartige Bezugssysteme wurden hingegen als wahrscheinliche Ursache 

für Abweichungen zwischen den Antworten der jeweiligen Teilnehmergruppe 

angeführt.   
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Glossary 

Leadership 

Leadership refers to the process of framing the reality and understanding of others 

in order to align their visions, objectives and goals to either personal or 

organizational ones, supporting undertaken actions to move in the same direction 

and to achieve these agreed upon goals. This process is based upon persuasion, 

inspiration, and coaching, as well as guidance by examples and geared to 

advance the potential of individuals, teams and the entire organization. 

Learning 

Learning refers to a determinant of relatively permanent change in behavior 

potentiality, which evolves from experience as well as observation and cannot be 

attributed to any temporary factors. This potentiality might cause actual change in 

performance – either as an improvement or deterioration. 

Change 

Change can occur in varying forms, which were labeled differently by diverse 

researchers. According to Anderson and Ackerman Anderson (2001), three types 

can be identified: developmental, transitional and transformational.  

The former represents an enduring “improvement of existing skills, performance 

standard, or condition”. The second type is defined as “the required response to 

more significant shifts in environmental forces or marketplace requirements for 

success”. And the last and most complex type of change is a drastic shift from a 

prior state to a novel one and includes the aspect of people. (Anderson & 

Ackerman Anderson, 2001) 
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1 Introduction 

 “Everything I learned I learned from the movies.“ 

(Audrey Hepburn) 

1.1 Background, topic justification and value 

Diverse investigations emphasize the omnipresence and consequences of change 

in the business environment (Darcy & Kleiner, 1991, p. 12). Factors such as novel 

ideas, technological innovations or variances within political, socio-cultural or 

international settings can influence this environment and result in diverse changes 

(Jain, M. Trehan & R. Trehan, 2010, p. 5). Due to these aspects organizations 

were and are required to adapt and to react to new surroundings (Beer & Nohria, 

2000, p. 133). Thus, they are continuously changing, transforming, and learning 

(Bennis & Nanus, 2007, p. 178). In order to fulfill these tasks successfully, 

effective management and leadership are considered as crucial in guiding 

employees and organizations throughout the implementation of changes (Gill, 

2002, p. 307, 309). A leader’s learning ability is important in this context. They 

differentiate themselves from others not only in their ability to learn within 

organizational backdrops, but also with the role they possess within a learning 

organization, in which they guide and boost so-called innovative learning. (Bennis 

& Nanus, 2007, pp. 175-177, 190) 

For this aspect, evidence has been found within scientific research (Ibid, p. 190) 

and yet it has not been studied in the context of novels and movies thus far. 

Fictional sources may provide, for instance, additional insight into social learning 

to the same extent as reality (Hall & Norris, 1993, p. 36). Moreover, the usage of 

fiction and film is of special value for leadership studies since they allow audiences 

and readers to analyze human interactions that are presented in all their nuances 

(Warner, 2007, p. 1). Emotions activated by movies can even impact audiences 

and their learning outcome in the long run (Wraith, 2012). Films and literature can 

also be used for the explanation of difficult concepts (Gallos, 1993, p. 127) and for 

familiarization of students with specific unknown topics in order to improve their 
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learning outcome (Short & Ketchen, 2005, pp. 816-817). Provided leadership 

content is comparable or even exceeding the content of books, lectures or case 

studies (Clemens & Wolff, 1999, Introduction) and research demonstrated that 

students were able to perceive leadership perspectives and understanding that 

surpassed traditional teaching approaches. Such a learning approach can be 

beneficial for future managers (Harrison & Akinc, 2000, p. 407) as managerial 

tasks today are extended to include requirements for leadership skills (Morham & 

Quam, 1999, p. 5). However, the utilization is not limited to academic courses and 

has also been implemented in seminars (Clemens & Wolff, 1999, Introduction). 

Hence, it is observable that the content analysis of novels and movies can be 

useful for leadership studies and for investigating specific leaders’ behaviors in 

more detail.  

Already existing studies about the exercise of leadership through the depiction in 

literature and films focused on an array of topics. Harrison and Akinc (2000, pp. 

394-395), for instance, analyzed leadership bases, perceptions, ethics, power, 

culture, socialization, groups, diversity, communication, motivation, decision-

making, conflict and change with students in a freshmen course. Short and 

Ketchen (2005, pp. 818-825) illustrated diverse concepts concerning strategy, 

leadership, organizations, environment, as well as organizational performance. 

Leadership in general in addition to leaders’ performances were analyzed based 

on classical literature and films within multiple scientific researches (e.g. Egan, 

2000; Etzold, 2012; Nelson, 2008; Warner, 2007). Although various researches 

have been conducted regarding characters within novels and movies as 

metaphors for leaders, the interrelations of change, transformation and a leader’s 

learning ability have not been covered thus far. Hence, the research of this master 

thesis will be a content analysis of selected novels and movies with a special focus 

on characters in novels and movies as metaphors for leaders’ learning ability 

concerning change and transformation. As the author attended programs with both 

a “Marketing and Sales” and a “Leadership” major, she assumes that the 

perceptions of a leader’s learning ability as well as of its role within fictional 

sources will be perceived differently by students with these distinctive academic 
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backgrounds. Therefore, within this thesis the author further will focus on a 

comparison of acquired data using metaphors, stories etc. as extraordinary 

sources of knowledge and on different aspects that might cause occurring 

disparities or similarities in students’ perceptions.  

The value of the chosen topic is seen by the author personally in the new aspects 

that are analyzed within novels and movies as well as in the comparison of the 

perceptions of the two distinctive study programs. The first issue might be 

especially interesting for people who are involved in training programs or any other 

form of seminars using novels and movies for explaining leadership and concepts 

related to leadership. These may include consultants, coaches, managers, lectors 

or students. The second issue – diverging perceptions – might be of special 

interest for future students of both programs as well as for researchers interested 

in underlying aspects of these differences or similarities such as sensemaking or 

frames of reference.  

1.2 Research objectives and anticipated outcome 

Based on the above outlined situation, two major objectives should be achieved 

with in-depth research: 

Firstly, the research should provide insight into the topics of leadership, leaders’ 

learning abilities, change and transformation as well as into the relation between 

these concepts. In order to achieve this objective, previously available secondary 

data will be gathered, compared and analysed.  

Secondly, an empirical study will be conducted in the form of a content analysis 

with focus groups, where participants come from different academic programs. 

The aim is to gather detailed insight into the individuals’ perceptions of a leader’s 

learning ability concerning change and transformation within a variety of novels 

and movies. A special focus will be placed on the role of leader’s learning ability 

within novels and movies concerning the failure and success of desired change 

and/or transformation. It is intended to identify diverse categories for the 
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determined learning abilities of leaders. The acquired results will be compared with 

each other in order to discover possible variances between students from 

programs either focused on marketing or leadership.  

Therefore the following two research questions are formulated, which should be 

answered through this research:  

How do characters in novels and movies illustrate a leader’s learning as such and 

the impact of that learning on the implementation of change and transformation? 

Are there any disparities to be found in the sense of perception among different 

groups of students, namely those that study leadership and those that study 

marketing? 

The expected outcome of the thesis shall be an interpretation of the meaning in 

the concepts of learning ability, change and transformation. This shall be 

accomplished by analysing and comparing diverse secondary research data. 

Moreover, the relation between these concepts shall be explained by means of 

existing secondary data. A personal understanding by the author predicated on 

this input shall be presented. This theoretically based part is of particular 

importance in order to provide both the reader and the author a basis of 

understanding for the subsequent empirical investigations.  

This empirical part is an attempt to identify the influences a leader’s learning ability 

has on the implementation of change and transformation. Any observable 

categories of these learning abilities shall be further identified. The author does not 

consider this area as an intensely analysed field of research and therefore 

significant to elaborate on. Additionally, educational programs of different tracks 

have a tremendous impact on how concepts are perceived. Hence, results 

acquired from focus group participants with different academic backgrounds are 

assumed to differ to some extent. Evident deviations as well as similarities will 

therefore be identified through the comparison of the focus group data. Aspects 

that might cause such occurring similarities and differences will subsequently be 
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discussed based on a secondary literature review. This part is considered an 

attempt to provide additional opportunities of using fiction in leadership education 

as well as to emphasize the benefit of such an application. The comparison of 

acquired data will thereby illustrate probable pitfalls regarding the utilization of 

fiction as educational tools for individuals without preconceptions in the field of 

leadership studies.  

1.3 Methodology 

1.3.1 The author’s presence within the thesis 

Prior to expanding on the applied methodology, it appears important to clarify the 

role of the author within this work. Harwood (2005) argued in full length for the 

value and significance of personal pronouns within scientific papers. The author’s 

presence within the work and self-promotional aspects are, amongst others, 

betoken reasons for such utilization (Harwood, 2005, pp. 1211-1212). An entire 

exclusion of personal pronouns only achieves, according to Daudi (1986, p. 115), 

an illusory objectivity since subjective perceptions are the initiator at the outset.  

However, no self-promotional aspects will be included within this thesis and 

subsequently no personal pronouns applied. Thus, it is of particular importance to 

clarify the presence of personal interpretations within this work. Such indications 

are regarded as beneficial for the elaboration of the topic and for an improved 

understanding by the author and the reader. 

1.3.2 Applied methodological views: Systems and actors view 

This thesis encompasses the outlook both of systems as well as actors. The 

former method perceives the reality as based on facts and focuses on objective as 

well as subjective aspects. However, subjective opinions are seen as 

unquestionable facts within the systems view. (Arbnor & Bjerke, 2009, p. 39) The 

latter method considers the reality as socially constructed, wherein one of its 

constructors attempts to create knowledge (Ibid, p. 41).  
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A sole allocation of one particular view to the entire thesis is rarely feasible as both 

views are applied in a complementary manner. However, the systems view is 

exclusively employed within the theoretical part. Concepts of significant 

importance for this thesis as well as related approaches are primarily explained 

separately based on statistics and prior research. Subsequently, relations and 

reciprocity of obtained information will be discussed in order to acquire an 

understanding of this interrelation. This process is consistent with aspects of the 

systems view (Ibid, pp. 39, 102-103)  

Within the empirical part of this thesis both views are applied. In terms of the 

systems view, the focus is laid on two distinctive systems. In order to answer the 

first research question, selected novels and movies are seen as systems within 

which concepts are analyzed in their relations. Regarding the second research 

question, the distinguishable educational situations define the systems. Not only 

obtained information is examined within the systems, but systems as impacting 

aspects on the information are also compared with each other. Thus, the focus 

within the empirical part is placed more on various “situations of structures and 

relations” than on extracted independently viewed aspects (Ibid, p. 40). 

Nevertheless, the actors view is also applicable within the empirical part of this 

thesis. In terms of answering both research questions, the main intention of this 

research is placed on interpretations and understanding of social interactions. 

Participating students are therefore “made into subjects for an innovative 

knowledge interest”, which is in accordance to the actors view. (Ibid, p. 44) 

1.3.3 Data sources and grounded theory 

In order to determine the most important aspects of the topic, a mixed approach is 

needed. A qualitative strategy in form of a textual analysis of secondary data is 

useful in the beginning of the research in order to receive further information about 

the situation and in-depth explanations. In addition to definitions and fundamental 

knowledge, frameworks and approaches of the concepts “leadership” – and 

leaders in particular – “learning ability”, “change” and “transformation” will be 

described, compared and analyzed in order to establish a better insight into the 
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development of the concepts. It is further important for an enhanced 

understanding of the concepts and for generating a knowledge base for the 

following parts: an explanation of the relation between the concepts and the 

empirical part. This part, also including the following relation description, will be 

accomplished with secondary data from available literature. 

Moreover, working with focus groups is reasonable in order to receive detailed 

information about the individuals’ perceptions concerning leaders and their 

learning abilities within novels and movies. Because discussions can be 

monitored, guided and even stimulated, it is a useful tool for gathering the needed 

information in order to answer the previously outlined research questions 

successfully. Furthermore, this approach is rational since the expected responses 

are considered as likely to vary for each participant and evolve during the 

discussion rounds. In order to support the participants, to guarantee an 

acquirement of profound information and to facilitate the discussion rounds, 

unstructured questions were supplementary utilized. The usage of questions 

although they were formulated with an open structure, resulted in a pre-coded 

approach of the focus group sessions. This was beneficial since such an approach 

allows comparisons of personal views as well as the quantification of obtained 

material, which will subsequently be achieved through coding and content analysis 

(Fischer, 2010, pp. 181, 199-203). Thus, qualitative data encompasses a 

paramount component of this research. 

Since evolving theories will be generated through the author’s personal analysis 

and interpretations of acquired qualitative data, grounded theory as a prevalent 

methodology aiming on knowledge creation will be deployed within this work. 

Grounded theory was illustrated by Corbin and Strauss (2008, p. 1) as an 

approach “to denote theoretical constructs derived from qualitative analysis of 

data”. Moreover, personal experiences as influencers on material analysis are not 

only tolerated within this approach but even considered as desirable (Ibid, p. 13). 

Thus, it seems reasonable to elaborate understandings and theories based on this 

method.  
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2 Evolution of the concepts leaders and leadership 

“Si tu veux construire un bateau, ne rassemble pas tes hommes et femmes pour leur donner des 

ordres, pour expliquer chaque détail, pour leur dire où trouver chaque chose. Si tu veux construire 

un bateau, fais naître dans le cœur de tes hommes et femmes le désir de la mer.“ 

(Antoine de Saint-Exupéry – La citadelle) 

Studies of leadership and people who exercise it have their origins in the 

beginning of civilization (Stone & Patterson, 2005, p. 1). However, the focus of 

studies and the interpretations of the terms have changed significantly throughout 

the years. Hence, no generally accepted definition exists. (Bennis & Nanus, 2007, 

pp. 3-4) In order to understand the concepts of leadership and leaders it is 

essential to elaborate on the evolution and the interrelation between the concepts. 

The purpose of this chapter is, therefore, to provide insight into the concepts of 

leadership and leaders as well as into their correlation. Hence, the evolution and 

the historical development of leadership approaches will be depicted. The 

indication of differing interpretations throughout the years will not only present the 

complexity of the concept but also outline a basic understanding that will be 

ameliorated by a personal reflection of the author. Furthermore, the role of leaders 

within the concept of leadership will be discussed and the changing perception of 

a leader will be outlined. 

2.1 Leadership 

In order to understand and discuss the role of a leader it is crucial to comprehend 

the concept of leadership. Bennis (1959, pp. 259-260) stated in 1959 that even 

though leadership is one of the most studied topics in social psychology, it is the 

area where the least is known. The complexity of the topic and constant focus 

reversals resulted in an absence of consensus (Ibid, p. 260) – although the last 

decades have not provided an enhanced clarification. Due to the array of research 

investigations the actual available amount of definitions encompasses more than 

850. The existing interpretations are mainly contradicting and impacted by fashion 
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and trends. (Bennis & Nanus, 2007, p. 4)  Since the interpretations and 

approaches are exceedingly numerous, it is essential to outline the development 

of key ideologies and examine the underlying meaning and related shortcomings 

in detail. 

2.1.1 Development of leadership research 

The commencement of leadership studies can be seen as related to the advent of 

history records (Grint, 2011, p. 3). Even though leadership can be observed and 

studied from the Egyptian and ancient Greek times onwards (Stone & Patterson, 

2005, p. 1), the major stages of research in this field can be found within the last 

decades (Parry & Bryman, 2006, pp. 447-448). To each approach a specific period 

of time can be aligned (Ibid) although some of them occurred and descended 

within a short period of time or even concurrently (Van Seters & Field, 1990, p. 

30), were reconsidered at a later date, as the trait approach (Kirkpatrick & Locke, 

1991, pp.48- 49) or Fiedler’s Contingency Model (Parry & Bryman, 2006, p. 449), 

or combined with subsequent ideas, as the great man theory (Kirkpatrick & Locke, 

1991, pp.48- 49). Thus, the denoted period of time should be seen more as an 

indication of dominance of the research field than a sole and restricted time span 

for consideration (Parry & Bryman, 2006, p. 448). Each approach further indicates 

an altered stage in the leadership theory development (Van Seters & Field, 1990, 

p. 30), which is graphically illustrated in figure 1. 
 

 

 

 

 

 

 

 

 

 

 

Figure 1: The evolutionary tree of leadership theory 
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Source: Source: Van Seters & Field (1990)  

2.1.1.1 Personality focused approaches: Great man and trait theory 

As one of the initial formal theories the great man theory epitomizes the 

commencement of leadership process comprehension (Van Seters & Field, 1990, 

p. 30). Albeit this theory is not part of the main stages of leadership studies 

according to Parry and Bryman (2006, p. 447), it is fundamental to be considered 

for the advent of later theories such as the trait approach (Kirkpatrick & Locke, 

1991, p. 48). Its roots can be detected in the 19th century and its popularity 

persisted until the early 20th century (Ibid). Within the great man theory leaders are 

viewed as born and appointed due to their inheritance and destiny (Bennis & 

Thomas, 2007, p. 5; Kirkpatrick & Locke, 1991, p. 48). Carlyle’s lectures of 1840 

“On heroes, hero worship and the heroic in history” is one of the constituting 

studies of this theory and showed that great men impact the history extensively 

(Boring, 1950, pp. 339-340). Nevertheless, Spencer (1873 as cited in Boring, 

1950, p. 340) contradicted Carlyle’s theory, stating that the society is influencing 

the great man rather than the reverse. Both aspects are crucial, however, and 

have a reciprocal impact (Boring, 1950, p. 350).  
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The trait approach emerged from the great man theory (Kirkpatrick & Locke, 1991, 

p. 48) and had its major influence on leadership studies until the late 1940s (Parry 

& Bryman, 2006, p. 448). Instead of focusing on particular persons, as in the great 

man theory, (Van Seters & Field, 1990, p. 30) the emphasis in the trait approach is 

placed on general attributes such as characteristics, competencies or values of 

leaders. Since these aspects are assumed to be of an enduring nature, leaders in 

this approach are also seen as born instead of made. (Fleenor, 2006, p. 830; 

Parry & Bryman, 2006, p. 448) A leader’s behavior is viewed as originating entirely 

from the hold traits and as subsequently being constant throughout diverging 

situations (Fleenor, 2006, p. 830; Gardner, 1993, p. 6).  

Controversially to these earlier studies, Kirkpatrick and Locke (1991, pp. 48-49; 

59) declared that the aspect of heredity or acquisition of possessed traits is 

irrelevant in this approach since some characteristics are learned and others 

inherited, although the possession of the “right stuff” that is absent in some 

individuals is crucial. It both can differentiate leaders from others and enable 

leaders to accomplish challenging opportunities occurring within particular 

situations. Thus, it can be observed that even though there is no consensus 

concerning the acquirement of traits, there is a consent regarding the importance 

of these traits for leaders. Supplied information about those traits enabled 

organization to select (Parry & Bryman, 2006, p. 448) and train (Kirkpatrick & 

Locke, 1991, p. 59) individuals based on their potential to become leaders.  

However, further investigations discovered that situational variables have a 

noticeable influence on the effectiveness of leadership and the perceivable 

differences between leaders and followers. Thus, specified traits that distinguish 

effective from ineffective leaders and consequently serve as selection criterion for 

leadership positions are not universally valid. (Fleenor, 2006, pp. 830-831)  

2.1.1.2 Style approach 

From the late 1940s until the late 1960s the focus of leadership studies shifted 

from the leaders’ personality to their behavior (Parry & Bryman, 2006, p. 448) and 
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its correlation with the efficiency and contentment of their followers (Stone & 

Patterson, 2005, p. 3). Although Kirkpatrick and Locke (1991, p. 59) involved a 

training aspect in the trait theory the general focus on the aspect of training 

instead of a leader’s selection arose with the emergence of the style approach 

(Parry & Bryman, 2006, p. 448).  

An array of theories can be assigned to this approach, including the Michigan 

State studies, the Managerial Grid Model or McGregor’s Theory X and Y (Van 

Seters & Field, 1990, p. 31). Especially the research from the Ohio State 

University had an impact far beyond its institutional boundaries throughout several 

decades. Within this study, two main components of leadership were declared: 

consideration and initiating structure. The former is “a leadership style in which 

leaders are concerned about their subordinates as people, are trusted by 

subordinates, are responsive to them, and promote camaraderie.” The later is “a 

style in which the leader defines closely and clearly scope and manner of activities 

subordinates are supposed to do and actively schedules work for them.” (Parry & 

Bryman, 2006, p. 448) Since both styles are detached dimensions a leader can 

possess them simultaneously (Hersey, Blanchard & Johnson, 2001, p. 93). Further 

researches even advocated a combined leadership style with both dimensions 

high placed as favorable and most effective (Parry & Bryman, 2006, p. 448).  

However, obtained results were often inconsistent (Korman, 1966 as cited in Parry 

& Bryman, 2006, p. 448), situational influences ignored (Hersey et al. 2001, p. 

124; Korman, 1966 as cited in Parry & Bryman, 2006, p. 448) and a lack of 

informal leadership examination observable. Indicated behavior ratings were 

further not distinguishable from imaginative leaders and hence rather generalized 

concepts. (Rush, Thomas & Lord, 1977 as cited in Parry & Bryman, 2006, p. 449) 

Another peril of behavior approaches can be seen in the usage of rather 

attitudinally appearing models such as McGregor’s Theory X and Y. Predicting 

behavior based on models that focus on attitudes and feelings can be challenging 

and complicated to achieve since underlying values and attitudes can result in 

widely differing outcomes and behaviors. (Hersey et al., 2001, pp. 122-123) 
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2.1.1.3 Contingency approach 

Social and technological changes in the 1960s until the 1980s impacted the 

internal as well as the external environment of organizations and adjusted the 

emphasis of leadership research on the situational aspects (Stone & Patterson, 

2005, pp. 4-5). Discrepancies concerning the situation were regarded as 

influencing the effectiveness of diverse approaches in leadership (Parry & Bryman, 

2006, p. 449) and occurring theories considered previously one-dimensional 

factors in reciprocity and interrelation (Van Seters & Field, 1990, pp. 34-35). 

A widely discussed theory is Fiedler’s Contingency Model (1967 as cited in Parry 

& Bryman, 2006, p. 449), which differentiates leaders based on a so-called Least 

Preferred Coworker scale as either relationship- or task-motivated. Each type of 

leader achieves effective outcomes in distinct situations but lacks adaptability to 

differing or changed situational requirements. Thus, either the situation has to be 

altered (Parry & Bryman, 2006, p. 449) or a suitable leader has to be selected in 

accordance to the situational exigencies (Stone & Patterson, 2005, p. 5).  

With their life-cycle theory (Annex 2.1) Hersey and Blanchard provided a 

contradicting idea and behold a leader’s behavior – concerning tasks and 

relationship – as adaptable in accordance to the present needs and in particular to 

the maturity level of the followers (Hersey & Blanchard, 1996, p. 46; Hersey et al., 

2001, p. 190). This theory also implies that no superior leadership style is 

available. Leaders rather have to adopt the most suitable style to the present 

situation and follower readiness in order to achieve the most effective outcome. 

(Hersey et al,. 2001, p. 188)  

Even though each contingency theory contains its individual deficiencies, diverse 

general shortages can be identified such as inconsistency concerning the findings 

and lacking traceability of situational factor selection for consideration. The 

theories further deprived directions in cases of incompatible situational factors and 

were regarded as not considerably deviating from previous approaches and 
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intricately applicable for cross-sectional researches. (Bryman, 1986 as cited in 

Parry & Bryman, 2006, p. 450) 

2.1.1.4 “New leadership approach”: transactional and transformational  

In the early 1980s a so-called “new leadership approach” emerged including an 

array of differently labeled leadership theories (Parry & Bryman, 2006, p. 450). 

Despite various disparities these also had several aspects in common or in a 

comparable manner (Bryman, 1992 as cited in Parry & Bryman, 2006, p. 450). 

Primarily, the role of leaders changed in these theories. Instead of elements of an 

influencing process they were perceived as managers of meaning who define the 

organizations’ reality through uttered visions. Even though some ideas were 

portended by researchers such as Selznick and Zaleznik at an earlier stage of 

investigations, the main impact for these more current approaches proceeded from 

Burns study in 1978. (Parry & Bryman, 2006, p. 450) 

Burns (2010, pp. 4, 19-20, 425-426) stated that leaders can be differentiated by 

their leadership styles – either transacting or transforming. The former is based on 

reciprocity since transactional leaders provide incentives to their followers for the 

accomplishment of the leaders’ objectives and goals. The later leadership involves 

an alignment of the leaders’ and the followers’ pursuits. The vital component of a 

vision in this theory is evident as it cannot only form, lead and harmonize the 

followers’ actions (Bennis & Nanus, 2007, p. 85) but also transform them and an 

entire organization (Kouzes & Posner, 1998 as cited in Parry & Bryman, 2006, p. 

451). Throughout subsequent studies Burns’ term “transacting” was changed into 

transformational leadership (Parry & Bryman, 2006, p. 450-451). Bass extended 

Burns’ ideas (Ibid, p. 451) and described both theories as interrelated rather than 

inconsistent. Transactional leadership is more the base for transformational 

leadership, whereas performance, endeavor (Bass, 1998, p. 4; Hater & Bass, 

1988 as cited in Bass & Avolio, 1990, p. 22) and followers’ satisfaction (Bass, 

1998, p. 3) can be enhanced as well as a leader’s effectiveness improved (Bass & 

Avolio, 1990, p. 23).  
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Nevertheless, this approach also involves diverse limitations. The main focus is 

solely laid on leaders in higher positions and informal leaders, whereas failed 

leaders as well as situational aspects are neglected. Furthermore, general 

perceptions of leaders might influence the approach and Bass’s theory in 

particular as he measured behaviors of leaders by means of questionnaires. 

(Parry & Bryman, 2006, pp. 452-453) 

2.1.1.5 Dispersed leadership 

An alternative view that redeems the restraints of the “new leadership approach” 

contains dispersed or distributed leadership. Based on five expressions within the 

leadership literature, Parry and Bryman (2006, pp. 454-455) argue for the 

development of this theory, which is less focused on formal leaders and depicts 

leadership as an extensively spread activity. The extent of activity spread can 

vary. Some researchers declare leadership more as a function, which can be 

jointly executed by individuals within an organization, than a role of a particular 

person. Consequently, preset identification of followers and leaders ought to be 

inexistent. Others elucidate leadership as a rotating role depending on the actual 

needs of an organization. (Shamir, 2007, Introduction) 

Whereas Spillane (2005, p. 144) agrees with Parry and Bryman (2006, p. 454) on 

the importance of the changed focus from leaders’ roles on the leadership 

processes within this theory, other arguments by Parry and Bryman can/should be 

discussed. The aspect of a leader’s capacity to enable followers to lead others and 

themselves (Kouzes & Posner, 1998 as cited in Parry & Bryman, 2006, p. 454) is 

construed by Parry and Bryman (2006, p. 454) as an indicator for another focus 

shift on leadership teams instead of heroic leaders. However, the focus on the 

team members and the process instead of an individual leader is the main 

distinction of this approach (Avolio, Walumbwa & Weber, 2009, p. 431) and a 

mutual impact amongst the team members due to leadership is a key aspect 

(Pearce & Conger, 2003 as cited in Avolio et al., 2009, p. 431; Spillan, 2005, p. 

145). Therefore, the capability of a leader to support leadership abilities of others 

ought rather to be seen as a precondition of dispersed leadership than as an 
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aspect of it. This is evident in the perspective of researchers, which have been 

denoted as stronger versions of this approach by Shamir (2007, Introduction). 

Teams therein carry over leadership functions through collectively leading their 

work tasks. (Shamir, 2007, Introduction) 

2.1.1.6 Post-charismatic and post-transformational leadership approach 

In the late 1990s the post-charismatic and post-transformational leadership 

approach appeared (Storey, 2004 as cited in Parry & Bryman, 2006, p. 448, 455) 

and focused on offsetting deficiencies of the new leadership approach theories 

(Parry & Bryman, 2006, p. 455). Encased learning, distributed leadership and 

knowledge acquired through a learning ability from experiences -either success or 

failure – were, according to Fullan (2004, pp. 185-203), the basis of this model. 

One of the emerging theories is pragmatic leadership, which included functional 

and problem-centered aspects. Leaders within this theory do not only identify 

problems in the society but also provide solutions for them. (Mumford & Van 

Doorn, 2001, p. 282)  

Another focus of this approach was laid on the spirituality of leadership. 

Discussions about lacking authenticity of transformational leadership and the dark 

sides of charisma lead to the increasing importance of morality and ethics in the 

leadership studies. (Parry & Bryman, 2006, p. 456) Instead of ignoring or replacing 

previous leadership theories, however, spirituality leadership should combine 

leaders’ and followers’ morality (Ibid, p. 456) with support of organizational 

performance (Sass 2000 as cited in Parry & Bryman, 2006, p. 456). Therefore, it 

should rather be seen as an aspect of other leadership theories than as an 

additional and independent theory (Parry & Bryman, 2006, p. 456).  

A view that goes even further is the trend to replace a sole focus on cognitive 

scientific aspects by additionally studying leadership as an art and its aesthetics 

(Ibid, pp. 456-457), which emphasizes the society’s significance and humanistic 

facets (Hatch, Kostera & Kozminski, 2005, p. 2). The interrelation of the different 

sides is obvious in Hatch and his colleagues’ study/examination of the three faces 
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of leadership, which was predicated on other scholars’ belief that culture and 

consequently managerial culture as well is related with arts and religion. In order 

to adapt an organization to the extensive changes in business, successful leaders 

had and have to combine aesthetics, which encompass creativity and ethics, with 

technical management. A so-called “face of the artists” allegorizes a leader’s 

capability to use creativity to detect opportunities for change within the 

organizations. The “face of the priest” represents the ability to inspire and motivate 

others to strive for change as well as to accept it. (Ibid, pp. 1-4) Even though 

underlying aspects of these ideas were not novel for leadership, no influence on 

the field of research was present until the 1990s (Parry & Bryman, 2006, p. 457).  

2.1.1.7 Followership 

The latest and most recently occurring approach in leadership studies is 

followership, which has previously not been a main focus of research (Riggio, 

Chaleff & Lipman-Blumen, 2008, pp. 1-2; Yukl, 2013, p. 221) and is still in its initial 

stages (Kelley, 2008, p. 15). Differences and interrelations between leaders and 

followers have indeed been part of investigations and theories before such as in 

transformational and transactional leadership (Riggio et al., 2008, p. 2; Burns, 

2010, pp. 3, 20) or the life-cycle theory (Hersey & Blanchard, 1996, p. 46). But 

followers were mainly treated by implication (Riggio et al., 2008, p. 2) and their 

behavior and attitudes determined as evidence (Yukl, 2013, p. 221) and result 

from (Avolio et al., 2009, p. 434) an effective and impacting leader’s performance. 

Nevertheless, the significance of followers as counterparts of leaders has widely 

been agreed upon (Riggio et al., 2008, p. 2) and has been visible in prior studies 

such as by Smircich and Morgan (1982, p. 258), which demonstrated that without 

the component of others, leadership does not exist. 

So-called follower-centered approaches developed the role of followers within 

leadership studies further and analyzed leaders’ behavior from the followers’ point-

of-view (Shamir, 2007, Introduction). These approaches originated from Meindl, 

Ehrlich and Dukerich’s argumentation about the ‘romance of leadership’ (Bligh, 

Kohles & Pillai, 2011, p. 1060), wherein leaders are viewed by others – internally 
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or externally – as the initiator of success or failure within organizational activities 

(Meindl, Ehrlich & Dukerich, 1985, pp. 79-80, 96; Bligh et al. 2011, p. 1059). 

However, followers became the centre of studies for the first time in Kelley’s 

controversial article ‘In praise of followers’ in 1988 (Kelley, 2008, pp. 5-7; Riggio et 

al., 2008, p. 2), wherein the main focus shifted from the perceived behavior of a 

leader to the followers’ perception of their personal behavior and roles regarding 

interrelations with leaders (Carsten, Uhl-Bien, West, Patera & McGregor, 2010, p. 

543; Kelley, 1988, pp. 143-144). Based on two behavioral dimensions – a 

passive/active scale ranking, as well as the degree of independent and critical 

thinking – differences regarding followers’ behavior effectiveness were analyzed 

and five followership patterns identified: Sheep, Yes-People, Alienated Followers, 

Survivors and Effective Followers. (Kelley, 1988, p. 143) Followership can, 

therefore, be seen as another range within leadership literature in addition to 

approaches mainly focused on leaders and leadership, theories discerning 

followers’ significance and investigations on a follower-centered leadership view. 

(Carsten et al., 2010, p. 543) 

2.1.2 Influence vs. leading by meaning 

Stogdill (1950 as cited in Parry & Bryman, 2006, p. 447) uttered his understanding 

of leadership as “the process (act) of influencing the activities of an organized 

group in its efforts towards goal setting and goal achievement.” This interpretation 

coincides with other explanations until the 1980s but exceedingly diverges from 

later defining terms. This demonstrated that there was, as mentioned above, a 

salient change detectable in interpretations of the concept of leadership at that 

time. In the centre of these previous understandings was mainly a combination of 

influence, group and goal achievement whereas novel studies focus on the 

management of meaning. (Parry & Bryman, 2006, p. 447, 450) This recent idea is 

apparent in Smircich and Morgan’s (1982, p. 258) interpretation of leadership as 

“the process whereby one or more individuals succeeds in attempting to frame and 

define the reality of others”. Hence, a leader in later theories defines a sense for 

others (Parry & Bryman, 2006, p. 447) and aims to create it through a personal 

and reasonable interpretation, which is provided to convince followers to adopt or 
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redefine it. Before giving sense to others, however, leaders are obliged to make 

sense of stimuli within particular contexts for themselves. (Gioia & Chittipeddi, 

1991, pp. 442-443) Emerging sense and interpretations can subsequently be 

conveyed to others through actions or further tools such as language, rituals, 

stories or symbolic construction (Pfeffer, 1981 as cited in Smircich & Morgan, 

1982, pp. 261-263; Smircitch & Stubbart, 1985, pp. 730-731). 

2.1.3 The author’s own understanding of the concept 

After reviewing the historical development of the concept of leadership and, its 

diverse explanations and perceptions, it appears predictable to express and 

include the author’s own interpretation. The following section should be seen 

rather as a personal understanding and explanation of the concept of leadership 

than an altered version of existing terminologies.   

‘Leadership refers to the process of framing the reality and understanding of 

others in order to align their visions, objectives and goals to either personal or 

organizational ones, supporting undertaken actions to move in the same direction 

and to achieve these agreed upon goals. This process is based upon persuasion, 

inspiration, and coaching, as well as guidance by examples and geared to 

advance the potential of individuals, teams and the entire organization.’   

(Framing the reality and understanding in this regard denotes the provision of the 

previously made sense not only in order to enhance the comprehension of a 

presented vision but also to develop a desire of others to strive into the same 

direction. Supporting undertaken actions means to foster useful demeanor, to 

abolish detaining behaviors as well as to motivate others throughout the enduring 

approach. The usage of persuasion instead of influence ought to express the 

importance of common comprehension of the vision, which is crucial for a sincere 

aspiration to achieve the same goals. Inspiration refers to the encouragement and 

enabling of individuals to discover, appraise and utilize novel paths and 

opportunities. Coaching in this regard encompasses all activities that extend 

personal growth and effectiveness through enhancement of requested 
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competences, skills and performances and abolishment of undesirable or even 

imperiling ones. Guidance by example, herewith, indicates the obligation of 

leading individuals to reflect uttered demands and ideas with their actual 

behavior.) 

2.2 A leader as only one part of the leadership system 

Individuals assume various roles within groups while the role of a leader is 

exclusively one of them (Gardner, 1990, p. 1). According to Bennis and Thomas 

(2007, p. 137), leadership consists of three elements – a leader, the follower(s), 

and an aligned vision. Hence, it seems evident that a leader can be seen as only 

one part of the leadership system. In order to understand the role of a leader 

within this system in its entirety, it is essential to comprehend all related 

components of the concept of leadership.  

2.2.1 Follower(s) – the driving force 

The existence of disparities and reciprocity between leaders and followers was, as 

mentioned above, emphasized in different leadership interpretations (Riggio et al., 

2008, p. 2; Hersey & Blanchard, 1996, p. 46). However, the importance of a 

leader’s counterpart – the follower(s) – is most apparent in Smircich and Morgan’s 

(1982, p. 258) previously mentioned explanation of leadership as “the process 

whereby one or more individuals succeeds in attempting to frame and define the 

reality of others”. Thus, leadership and subsequently the role of a leader are 

absent without the existence and involvement of others (Yukl, 2013, pp. 221-222) - 

and vice versa (Bennis & Nanus, 2007, pp. 30-31).  

However, followers are not only limited to a passive and perceiving role since they 

have to allow leaders to frame the reality for them (Smircich & Morgan, 1982, p. 

258), make sense out of the provided interpretation by the leader and ought to 

communicate a diverging understanding of the transferred information back to the 

leader (Gioia & Chittipeddi, 1991, pp. 442-443).  On the one hand, these aspects 

emphasize the appreciation of leadership as a social process created through 
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interactions (Berger & Luckmann, 1966 as cited in Smircich & Morgan, 1982, p. 

258) and exceedingly depend on both-sided activities (Smircich & Morgan, 1982, 

p. 258) – on the other hand, these facets show that followers can be seen as the 

driving force of leadership. Their participation and interactions remarkably impact 

both the occurrence of leadership and the extent of development.  

2.2.2 Vision – the basic principle 

The second element of leadership is a vision (Bennis & Thomas, 2007, p. 137), 

which alludes to a desirable and reasonable future state that greatly diverges from 

the past (Bennis & Nanus, 2007, pp. 82-83) or the present one (Ibid; Senge, 2010, 

p. 512). A fascinating vision can not only attract individuals’ attention but also 

generate and enhance followers’ confidence in their capability to achieve an 

aspired prospective state. Through a vision, purpose can further be initiated, 

encouraged and converted into action. It can also endow followers with a sense of 

importance as well as form, guide and harmonize individuals’ behavior and 

support a leader in clearly communicating his/her demands (Bennis & Nanus, 

2007, pp. 26-29, 76, 85).  

Without explicitly expressing a desired future in a vision and instead providing 

solely detailed information about the unsatisfying current situation, an alteration of 

the present reality is unlikely. People are in need of a clear image of a possible 

outcome to clarify the importance of involved changes. (Senge, 2010, p. 512) A 

vision is, therefore, exceedingly essential (Welch, 2011) and can be seen as the 

basic principle of leadership.  

According to Welch (2011; Krames, 2002, p. 198), visions have to be composed in 

a simple manner without any complicated formulation. In order to be incorporated 

they have to be repeated continuously (Krames, 2002, p. 198; Welch, 2011; 

Bennis & Nanus, 2007, p. 101) and in a variety of ways (Bennis & Nanus, 2007, p. 

133). However, a vision should never be perceived as a stable and enduring 

statement. It rather has to be adapted and altered in accordance to internal and 

external requirements (Ibid, p. 101; Senge, 2010, p. 515). 
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2.2.3 Leaders – the linking element 

Considering the other elements – follower(s) and vision – the role of a leader in the 

concept of leadership can be examined and understood in its diverse facets. The 

main task and point of origin of a leader is to articulate a vision (Bennis & Nanus, 

2007, p. 131; Senge, 2010, p. 512), which is subsequently communicated to 

others. The conveyance of a vision aims at convincing the followers to adopt or 

redefine it (Gioia & Chittipeddi, 1991, p. 443), as well as at inducing them to 

implement it (Bennis & Nanus, 2007, p. 101; Krames, 2002, p. 198). To achieve 

the goal of translating a vision into reality, leaders have to show trust of their 

employees and provide them the necessary authority (Bennis & Nanus, 2007, p. 

101; Dayton as cited in Bennis & Thomas, 2010, p. 138). Thus, a leader can be 

considered as the linking part between a formulated vision and the follower(s) as a 

perceiving component.  

These aspects are part of a novel perception of leaders that varies remarkably 

from the previously prevailing view. Instead of solely giving direction, making 

decisions and supporting followers (Senge, 2010, p. 512), leaders are now 

required to possess additional skills (Ibid; Ashby & Miles, 2002, p. 5; Roche, 2002, 

p. 36), which intend to enhance the followers’ capabilities in general (Ashby & 

Miles, 2002, p. 5) and frame their future through continuous learning (Senge, 

2010, p. 512). An array of additional qualities haven been classified by 

practitioners and researchers but two themes were prevailing – emotional quotient 

and soft skills. (Thompson, 2002, p. 11) According to Conger, Miles and Ashby 

(2002, p. 216), these two skills can be used synonymously and yet they were 

separated by other researchers (e.g. Thompson, 2002, p. 11; Unwin, 2002, p. 

146). Goleman (2012) even indicated social skills as a sub-quality of emotional 

quotient, which he relabeled as emotional intelligence. Therefore, both aspects will 

be discussed separately in the following section.  
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2.2.3.1 Emotional intelligence 

Emotional quotient, which was popularized by Daniel Goleman as emotional 

intelligence (McLaughlin, n.a.), is a characteristic of successful leaders and 

combines an array of qualities, namely “persuasion, persistence, passion, [...] 

empathy” (Ashby & Miles, 2002, p. 6), “self-control” and self-motivation (Goleman, 

1996, Aristotle’s Challenge). Goleman (2012) adapted this list of qualities at a later 

date and named five main skills: self-awareness, managing one’s own emotions, 

motivation, empathy and social skills. These can form a particular culture and work 

environment (Goleman, Boyatzis & McKee, 2001, p. 44), enhance decision making 

regarding organizational and career issues (DuBrin, 2007, p. 96) and is applied in 

order to motivate others (Ashby & Miles, 2002, p. 6), as well as to use the 

possessed intelligent quotient (IQ) in the most efficient way (Goleman, 1996, 

Aristotle’s Challenge). Emotional intelligence is often misinterpreted as permanent 

friendliness whereas it is rather the ability to apply the most appropriate behavior 

in accordance to the situational needs (Goleman, 2012), which is also intrinsic in 

the term self-awareness (Conger, Miles & Ashby, 2002, p. 216).  

Within the context of emotional intelligence a leader’s mood and behavior are 

impacting aspects since they are mirrored by followers and therefore require a so-

called ‘emotional leadership’ as well as adaption to the situational needs. Thus, it 

is essential to respect and enact the four key components of emotional 

intelligence: self-awareness, self-management, social awareness, and relationship 

management. (Goleman et al., 2001, p. 44, 49) Even though the latter two 

encompass empathy and interpersonal skills regarding communication (Ibid, p. 

49), the concept of emotional intelligence is based on individual psychology 

(Goleman & Boyatzis, 2008, p. 76) and focuses on individuals’ capacities 

(Goleman, n.a.). The later developed concept of ‘social intelligence’ that focuses 

on relationships between leaders and followers and their interactions can, 

therefore, be seen as an extension of the concept of ‘emotional intelligence’ (Ibid; 

Goleman & Boyatzis, 2008, p. 76.). 
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2.2.3.2 Soft skills 

In addition to or as part of emotional intelligence, modern-day leaders have to 

possess an array of soft skills in order to be successful. According to Thompson 

(2002, pp. 11-12) especially decisiveness, agility, capacity, motivation and 

authenticity are needed. The importance of the first skills is evident since an 

organization’s environment is exceedingly impacted by diverse factors such as 

novel ideas, technological innovations or variances within political, socio-cultural or 

international settings, which cause diverse changes (Jain et al., 2010, p. 5). 

Hence, leaders have to react and make a decision immediately, which requires 

agility and decisiveness. The third aspect, capacity, can either be innate or 

acquired through experiences and be differentiated into two distinguishable forms 

– knowledge and tolerance for change or ambiguity. Another crucial soft skill of 

modern-day leaders is motivation. Other than capacity, motivation is solely innate 

and cannot be developed through training. The last required soft skill is 

authenticity, which comprises a consistent and credible behavior from an individual 

throughout various different situations. Depending on the stage of development 

and the size of an organization, these competences can be combined in different 

manners adapted to the specific situational needs. (Thompson, 2002, pp. 11-12)   

2.2.4 Managers by comparison 

Today, the term ‘leader’ is increasingly used synonymously with the term 

‘manager’, although, two major obstacles are inherent in this view. Individuals 

without managerial positions are entirely excluded from leadership and as leaders. 

Moreover, no further interpretations of the concept of leadership are needed if 

leadership is simply reduced to an acquired position. (Senge, Kleiner, Roberts, 

Ross, Roth & Smith, 1999, p. 15) Thus, it seems evident to distinguish between 

managers and leaders. In respect to the newly defined role of a leader of today 

and especially the aspect of a vision within this role, the differentiation between 

leaders and managers is apparent. While leaders handle emotional resources, 

managers deal primarily with physical assets such as “capital, human skills, raw 

materials and technology”. Hence, the focus of managers is laid on efficiency, 
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productivity (Bennis & Nanus, 2007, pp. 85-86), continuity (Kotter, 2002, p. 48) 

and the accomplishment of organizational goals (Hersey et al., 2001, p. 9). The 

leaders’ focus, conversely, is on change (Kotter, 2002, p. 48), effectiveness, 

individuals within the organization, as well as the followers’ pride and job 

satisfaction, which both contribute to an enhancement of individuals’ 

achievements. Managers can, therefore, be seen as “people who do the things 

right and leaders [… as] people who do the right thing”. (Bennis & Nanus, 2007, 

pp. 20, 85-86) 

The role of managers has further been impacted by the development and 

increasing implementation of novel organizational structures and designs such as 

a team-based organization. Even though it seems that the tasks of managers have 

primarily been reduced within such a system, the role of a manger has been 

enlarged with requirements for leadership skills. Instead of solely giving 

instructions, managers have to consistently direct teams, which fulfill tasks that 

have been previously accomplished by managers. (Morham & Quam, 1999, p. 5) 

Consequently, the concept of management can be seen as a part of leadership, 

which is the broader concept (Hersey et al., 2001, p. 9).   

Overall, it was demonstrated that leadership, as well as leaders as part of this 

concept, passed through diverse developments and encompass today a broader 

range of tasks and skills that focus on interpersonal and emotional issues in 

addition to previous exclusively managerial tasks.  
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3 Learning ability: Making sense of the concept 

“Let’s try to remember it. Might come in handy again.” 

(Blackberry – Watership Down) 

Learning is an essential aspect of effective leadership (Brown & Posner, 2001, p. 

275; Burns, 2010, p. 63) and crucial within a continuously changing environment 

(Marshall-Mies, Fleishman, Martin, Zaccaro, Baughman & McGee, 2000, p. 137; 

Mumford, Zaccaro, Harding, Jacobs & Fleishman, 2000, pp. 26-27; Olson & 

Hergenhahn, 2009, p. 9; Von Pierer, 2002, p. 93). To understand the correlation 

between the two conceptions in its entirety, however, it is essential to elaborate on 

the concept of learning independently and solely based on the connection 

between both of them.  

Hence, this chapter’s purpose is to deliver insight into the concept of learning as 

well as into the correlation of learning ability and leadership. Thus, diverse learning 

interpretations as well as appending aspects such as types, settings and methods 

will be depicted and contradictions will be portrayed. Thereby, a basic 

comprehension will be generated and altered by the author’s personal 

understanding. Moreover, the role of learning and learning ability within leadership 

will be discussed in a general, a leader specific and an organizational context.  

3.1 Learning 

Investigations regarding the concept of learning have their origin more than 2000 

years ago during the time of ancient Greek philosophers such as Socrates, Plato 

and Aristotle (Hammond, Austin, Orcutt & Rosso, 2001, p. 2). Today, they 

represent one of the subjects of paramount importance within psychology. 

However, the identification of a definition is complex (Olson & Hergenhahn, 2009, 

p. 1) since diverse meanings are attributed to this blanket term (Hall & Norris, 

1993, p. 36) and even prevalent interpretations are not generally admitted (Olson 

& Hergenhahn, 2009, p. 1). Thus, an array of differing explanations of the term 

exist, ranging from personal interpretations of the concept as “having the 
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opportunity to do things that you’re not very good at, and that requires a large 

investment in people’s development and a certain amount of inefficiency” (Pfeffer, 

2002, p. 99) to entries in dictionaries such as the American Heritage Dictionary, 

which defines learning as “to gain knowledge, comprehension, or mastery through 

experiences or study”. The mentioned lack of consensus is especially evident 

concerning the second interpretation since disagreement exists amongst 

psychologists due to the consideration of involved terminologies such as 

knowledge, comprehension and mastery as indistinct. (Olson & Hergenhahn, 

2009, p. 1)  

Nevertheless, throughout the variety of present interpretations, two distinctive 

types of definitions can be identified: theoretical and factual definitions. 

Fundamental processes or conditions are depicted in the former kind of definitions 

whereas the latter “relates the phenomenon of learning to observable events in the 

physical world”. (Kimble, 1961, p. 2) Definitions such as the one mentioned above 

by Pfeffer (2002, p. 99) focus on the aspect of changing behavior and can, 

therefore, be assigned to the second type of definitions. But this is a personal 

explanation and does not include other aspects that are part of an interpretation 

agreed upon by researchers of factual definitions. This widely approved 

terminology explains learning as “a more or less permanent change in behavioral 

potentiality that occurs as a result of practices” (Kimble, 1961, p. 2). Yet this 

interpretation cannot be seen as generally accepted either.  

The aspect of behavioral change involves four arguable points: duration, 

importance, other factors, and the form of actual behavioral change. The duration 

of behavioral change is an aspect of disaccord as these changes can be caused 

by temporary issues such as fatigue or illness, as well. Changes originating from 

impermanent causes are less enduring (Olson & Hergenhahn, 2009, p. 3) and 

individuals might apply previous behavioral patterns after a limited time frame 

(Maier, Prange & Von Rosenstiel, 2001, p. 16). Thus, the kind of permanence is 

the differentiator between these initiators although an unambiguous specification 

of related duration is difficult to define (Olson & Hergenhahn, 2009, p. 3).  
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The importance of actual change in behavior is another aspect of disagreement 

within this factual interpretation. Behavior is indeed the measurable subject matter 

in the field of psychology (Olson & Hergenhahn, 2009, pp. 1-3). However, 

researchers’ perception about the significance of change within behavior varies 

from a consideration as the terminal component of the learning process (Hall & 

Norris, 1993, p. 36) to an equation with learning, such as within Skinner’s studies 

(Olson & Hergenhahn, 2009, p.3). For the majority of researchers in this field, 

however, behavioral change is a possible result of learning. This view is 

compatible with the fact that learning can also occur without immediate 

implementation in someone’s behavior (Ibid, p. 4; DuBrin, 2007, p. 44). Thus, 

learning should be seen as “a change in behavior potentiality” instead of the actual 

translation of such a potentiality, which can be, in turn, denominated as 

performance (Olson & Hergenhahn, 2009, p. 4). Olson and Hergenhahn’s (2009, 

p. 6) redefinition of Kimble’s interpretation of learning as “a relatively permanent 

change in behavior or in behavioral potentiality that results from experience and 

cannot be attributed to temporary body states such as those induced by illness, 

fatigue, or drugs” can, therefore, not be considered as a sufficient reinterpretation. 

This is by virtue of the inclusion of performance as part of learning, whereas it 

should rather be seen as a probable result of a learning process.  

Nevertheless, learning and its outcome should not be considered as the sole 

influencers on behavior and performance (Campell, 1990 as cited in Maier et al., 

2001, p. 16). Behavior is impacted more by an array of additional issues such as 

“individual’s ability […], personal volition […], social approbation […], and the 

personal arising from given circumstances” (Von Rosenstiel, 2000 as cited in 

Maier et al., 2001, p. 16).Thus, aspired or expected performance and behavior 

might not occur even though required novel skills have been successfully acquired 

throughout a learning process (Maier et al., 2001, p. 16). Another aspect – which 

has not been clarified within the previously discussed interpretations, – is the form 

of change. Definitions such as by Pfeffer (2002, p. 99) or in the American Heritage 

Dictionary (Olson & Hergenhahn, 2009, p. 1) might rather convey the perception of 

solely enhanced performance as a result of learning, although improvement is only 
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one possibility. Undesired behavior can also be learned and even lead to an 

impairment of performance. (Maier et al., 2001, p. 16) However, such a negative 

result has to be distinguished from inferior performance levels over a limited time 

frame, which can be part of the entire learning process and even required for a 

development in performance. Such temporary deteriorations are caused by 

unlearning phases of prior behavior that are antecedent to learning phases of 

novel behavior, which might result in enhancement of performance. (Friedrich & 

Mandl, 1992 as cited in Maier et al., 2001, pp. 15-16) Nevertheless, the form of 

occurring change of behavior or performance has to be considered in order to 

assist learning processes that lead to desired outcomes.  

Therefore, it is evident that available interpretations of the concept of learning are 

not ample and no universal agreed upon explanation is given. In order to 

understand the concept in a better way and to provide a personal interpretation by 

the author it is crucial to also discuss other issues of the concept of learning, 

namely theories, methods and settings.  

3.1.1 Learning theories relevant for leadership 

Throughout history, diverse theories of learning occurred. Researchers grouped 

these theories under different main orientations, where four key clusters (detailed 

list in Annex 1.2) continuously appeared, either as core categories or sub-

divisions: behaviorist, cognitive, humanists and social or situational orientation 

(Hammond et al., 2001, pp. 2-9; Smith, 2003). While diverse approaches are 

identifiable within each orientation, two types1 are of major importance for learning 
                                                

1 Within Hall and Norris’ article ‘Learning for leadership’ the terms types and theories of learning 
are used synonymously while other investigations classify ‘social learning’ solely as a learning type 
(e.g. Ellison & Fudenberg, 1993, p. 612) or as a learning theory (e.g. DuBrin, 2007, pp. 128-129; 
Maier et al., 2001, pp.18-19). Conceptual learning has also been labeled as a theory from other 
researchers such as Culatta (2013) even though it is more part of further learning theories and 
models, such as Kolb’s ‘Cycle of experimental learning’ (Galer & Van der Heijden, 2001, p. 856), 
Thorndike’s ‘Connectionism’, Bruner’s ‘Constructivist Theory’ (Culatta, 2013) or in Piaget’s studies 
about child development (Hunt, 1962, p. 7). Conceptual learning should, therefore, be seen rather 
as a learning type than a theory, whereas social learning can be classified as either a theory or a 
type.  
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leadership and consequently for further explanations regarding learning in relation 

to leadership as well: conceptual and social learning (Hall & Norris, 1993, p. 36). 

Such an implication can be stated since leadership today should be considered 

more equivocal to learning instead of learned (Brown & Posner, 2001, p. 275). 

In terms of conceptual learning, people are seen “as having their own unique sets 

of maps or scheme in their minds which help them make sense of the world they 

are in.” These maps are based upon experiences and they can be altered, 

developed and reformed through learning. (Hall & Norris, 1993, pp. 36-37) Hence, 

this learning type is highly related to sensemaking, which entails, according to 

Starbuck and Miliken (1988 as cited in Weick, 1995, p. 4), “placing stimuli into 

some kind of framework”. Through such a placement, individuals are allowed “to 

comprehend, understand, explain, attribute, extrapolate, and predict” the 

respective stimuli (Ibid). Stimuli or cues can be both – placed within frameworks 

and detected, and/or detached and made palpable within frames (Snow, Rochford, 

Worden & Benford, 1986 as cited in Weick, 1995, p. 109). A frame or a map can 

consequently not only direct attention to cues but the context of such a frame is 

concurrently required for making sense of a particular cue as neither of them can 

accomplish the task of sensemaking independently. (Weick, 1995, p. 110) 

However, conceptual learning involves an extension of a bare understanding 

through adaptation of novel considerations and information as well as through re-

framing of existing maps due to these new experiences (Hall & Norris, 1993, pp. 

36-37). Hence, conceptual learning can be seen as a refocused investigation in 

the field of sensemaking or an addition to sensemaking theories.    

Social learning, on the other hand, encompasses “the process of observing the 

behavior of others, recognizing its consequences, and altering behavior as a 

result” (DuBrin, 2007, p. 128), although actual change in behavior does not have 

to occur immediately afterwards. Rather, mental maps are adapted, as in the 

conceptual learning theory, due to observations and its consideration and can 

subsequently be used at any suitable moment. (Hall & Norris, 1993, p. 37) The 

social learning theory extents the concept of learning by an ontological dimension, 

though, whereby identity formation is involved in addition to mere knowledge 
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acquirement (Elkjaer, 2003, p. 39, 43). Moreover, the focus of this theory is on 

interpersonal relations (Elkjaer, 2003, pp. 43-44) and novel behaviors (Maier et al., 

2001, pp. 18-19) instead of an individual’s mind (Elkjaer, 2003, pp. 43-44) and the 

evocation of particular, preexisting behaviors which have been the center of 

behavioral learning theories (Maier et al., 2001, pp. 18-19). However, an 

individual’s cognition is an essential issue since a person’s perception and 

interpretation of the social environment impact the detection of behavior desired to 

imitate (DuBrin, 2007, pp. 128-129).  

In addition to imitating others, the aspect of modeling represents a crucial part 

within social learning (Hall & Norris, 1993, p. 37; Maier et al., 2001, p. 19) as a 

facilitator for learning of complex behavior (DuBrin, 2007, p. 44; Hall & Norris, 

1993, p. 37). According to DuBrin (2007, p. 45), modeling involves adoption of 

particular skills observed from others and can be used as a synonym to imitation. 

Hall and Norris (1993, p. 37), in contrast, differentiate modeling by assigning the 

aspects of attitude acquisition in addition to a bare behavior imitation. The 

argumentation for distinguishing imitation and modeling is comprehensible in 

cases of an observer’s apparent learning from models about undesired behavior – 

either punished (Maier et al., 2001, p. 19) or unpunished (Grusec, 1992, p. 781). 

Individuals can, therefore, not only learn through observation from others which 

behavior is desirable but also which behavior might result in a negative or even 

harming outcome for them. Thus, individuals might adopt their behavior to 

observations of others’ behavior without personal experiences of the responses to 

the individual (Ibid). Such models, which represent persons possessing desired 

behavior and attitudes, might be found not only within organizations (Maier et al., 

2001, p.19) but also within fictional sources such as novels and movies (Hall & 

Norris, 1993, p. 37).  

Within social learning theory, modeling is a method for learning complex behavior 

(DuBrin, 2007, p. 44; Hall & Norris, 1993, p. 37). Another appealing method for 

learning is shaping, which “occurs when a person learns through the reinforcement 

or rewarding of small steps that build up to the final or desired behavior”. However, 

besides positive responses in the form of rewards and reinforcements, 
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punishments in an array of diverging forms can be applied as well to support 

individuals throughout their development process. (DuBrin, 2007, p. 45) 

3.1.2 Setting types of learning 

People are continuously learning regardless of place and time. However, 

differentiations on the subject of settings – into formal, informal and non-formal 

learning – have been made by researchers even though no general consensus 

exists. (OECD, 2013) The most apparent type is formal learning, which is not only 

organized but also contains structure (Conner, 1997-2012; OECD, 2013; US 

Bureau of Labor Statistics, n.a.) and clearly stated objectives (OECD, 2013). This 

intentional learning is opposed to informal learning, which is more accidental, 

unorganized (OECD, 2013; US Bureau of Labor Statistics, n.a.) and an enduring 

process (Conner, 1997-2012). Furthermore, informal learning implicates neither 

structure nor objectives. The most disputable approach is non-formal learning that 

can be seen as a mixed approach of the former two types. (OECD, 2013) 

Studies about usage and support of informal and formal learning in form of training 

sessions within organizations arose in the late 1990s, although obtained results 

were exceedingly diverging for both forms of training. The US Bureau of Labor 

Statistics (1996) specified in its ‘survey of employer-provided training’ that 85% of 

all surveyed employees in 1995 received formal training while on the current job 

and 70% even throughout the year previous to the survey. In a report based on 

data from 1993 and 1994, Löwenstein and Spletzer (1998, pp. 8-9) specified the 

percentage of workers which received formal training while with the current 

employer, with 45% and with 17% the percentage of workers that received it within 

the last 12 months. The increase of formal training can be caused by a 

commencing knowledge acquirement regarding quantity and return of on-the-job 

training (Ibid, p. 1). The results for informal training were initially even more 

varying from 16-96% (Ibid, p. 5; US Bureau of Labor Statistics, 1996). After an 

exclusion of data which was inaccurate due to imprecise collection approaches, 

however, both studies determined that 96% of all employees received informal 

training within their current organization (Löwenstein & Spletzer, 1998, p. 11).  
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The importance of such informal learning is evident in Conner’s (1997-2012) 

review of research, in which she stated that it accounts for 75% of the learning 

within organizations. Nevertheless, a lack of understanding, cognition and 

evaluation regarding learning, which occurs outside formal systems, prevails even 

though an array of countries commenced paying attention to the additional setting 

types of learning (OECD, 2013). A reason for this lack might be the paradox that is 

inherent in learning within organizations. Internally, organizations aspire for ample 

learning and yet they burke learning within the entire company since exceeding 

investments as well as temporary inefficiency are implied in learning processes. 

(Pfeffer, 2002, p. 99) However, organizations have to comprehend that continuous 

learning can be a competitive advantage as it might enhance and fasten 

adaptation processes and diffusion of experiences as well as facilitate innovations 

and creativity (Conger et al., 2002, p. 213) although providing people access to 

information is not sufficient. Organizations should rather permit and encourage 

informal learning in form of interpersonal communication since such personal 

contacts represent beneficial sources for knowledge exchange. (Pfeffer, 2002, p. 

99)  

3.1.3 The author’s understanding 

The review of diverging understandings of the concept of learning, its theories, 

methods and settings rendered it necessary to present the author’s own 

interpretation. The following should be considered solely as a personal 

understanding and explanation of the concept of learning based on the previously 

discussed interpretations and connected issues and not as a superior version to 

available definitions.  

 ‘Learning refers to a determinant of relatively permanent change in behavior 

potentiality, which evolves from experience as well as observation and cannot be 

attributed to any temporary factors. This potentiality might cause actual change in 

performance – either as an improvement or deterioration.’   
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(In this respect, determinant denotes the aspect of being one impacting factor 

amongst others on changes in behavior potentiality. Hence, it should not be seen 

as the paramount influencer. The sole usage of changes in behavioral potentiality 

instead of behavior shall emphasize the impact on occurring and possessed 

aptitude and separates the aspect performances from learning. Experience and 

observation refer to the variation of sources, which might cause or support a 

learning process. Therefore knowledge and information are involved, which are 

based on personal experiences as well as on experiences from others that have 

been observed and adopted. Temporary factors include body states such as 

“fatigue, illness, maturation, and drugs”, which can have a modifying effect on 

behavior (Olson & Hergenhahn, 2009, p. 3). Performance as a potential result 

from learning and changed behavioral potentiality is mentioned in both forms – as 

an improvement. This indicates that any knowledge, behavior or attitude can be 

learned regardless of their influence on behavior potentiality and subsequently on 

potential performance.)    

3.2 Learning ability within leadership 

Learning ability is a fundamental part of leadership (Yukl, 2010, p. 68) as well as 

its effectiveness (Marshall-Mies et al., 2000, p. 138; Spreitzer, McCall & Mahoney, 

1996, p. 102) and divergent from other skills such as conceptual or social 

capabilities. Both self-awareness and ‘learning how to learn’ are implicated. The 

former involves an individual’s ability to comprehend personal strengths and 

weaknesses. The latter implies not only the ability to reflect on cognitive processes 

of oneself but also on opportunities of enhancement. (Yukl, 2010, p. 68) 

According to Hall and Norris (1993, p. 36), the capability to learn is, aside from a 

desire for learning, knowledge about achievable outcomes, receipt feedback and 

practice opportunities, a main condition for the majority of learning types. Spreitzer 

et al. (1996, p. 18) denoted, in contrast, seeking for and using feedback as 
                                                

2 Executive and leader are used synonymously in the article “Early identification of international 
executives” by Spreitzer et al. (e.g. pp. 3, 4, 7)  
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dimensions of learning ability. Within their research, they further determined four 

additional dimensions of learning ability – culturally adventurous, seeking 

opportunities to learn, openness to criticism and flexibility. These dimensions 

coincide with eight dimensions of competencies – broad business knowledge, 

sensitiveness to cultural diversity, courage to take a stand, bringing out the best in 

people, integrity, insightfulness, commitment to success and readiness to assume 

risk – leadership development and represent potential identifiers of prospective 

leaders. The facilitation of leadership development is possible through four 

distinctive processes, which are embodied in the fourteen dimensions: price of 

admission, sense of adventure, receptivity to learning contexts and changes as a 

result of experiences (Annex 1.3). The interrelation between the two types of 

dimensions and leadership is especially evident within the last two processes. 

(Spreitzer et al., 1996, pp. 34-36) Receptivity to learning opportunity is not only 

essential for developing competencies in accordance to future needs of the 

business environment (McCauley, 1986 as cited in Spreitzer et al., 1996, p. 35), 

but also embodied in different dimensions from both types. Integrity e.g. involves 

assuming responsibility for one’s own actions, which might provide learning 

opportunities about them. Due to this opportunity identification, it is listed as one of 

the dimensions that are part of the third process. Retaining existing competencies 

as well as incorporating novel ones is part of the fourth process. Particularly 

flexibility and the usage of feedback are dimensions that are essential in this 

aspect. (Spreitzer et al., 1996, pp. 35-36) Thus, learning capability is not only 

essential within leadership but also for leadership development in general. 

Furthermore, it is apparent that learning ability and particular competencies are 

highly related and reciprocal. 

3.2.1 A leaders’ capabilities 

Self-awareness is implicated, as mentioned above, in learning ability (Yukl, 2010, 

p. 68) as well as in the five skills of emotional intelligence (Goleman, 2012; 

Conger, Miles & Ashby, 2002, p. 216). Since emotional intelligence is one of the 

additional skills which are required from modern-day leaders (Thompson, 2002, p. 



Learning ability: Making sense of the concept 

Vanessa Prause  36 

11), it is obvious that the ability to learn is one of the most crucial qualities of 

leaders (Bennis & Nanus, 2007, p. 176; Conger et al., 2002, p. 215).  

The need for a leader’s learning ability is palpable in respect to the todays’ 

constantly changing environment (Bennis & Nanus, 2007, p. 176; Reinemund, 

2002, p. 62). By gaining novel understanding, ideas and challenges, leaders are 

not only empowered to improve themselves but also to perpetuate momentum 

(Bennis & Nanus, 2007, p. 176, 190). Moreover, leaders that strive for success 

have to be conscious of the need to adapt their leadership styles to the latest 

requirements that are caused by such a continuous change (Reinemund, 2002, p. 

62). This demand entails, aside from the acquirement of novel skills, introspective 

reflections and the potentiality of objective development. Considering perceived 

feedbacks and conducting adaptations are, furthermore, included. Therefore, new 

environmental requirements can be identified and leaders can adjust themselves. 

(Conger et al., 2002, p. 215)  

However, all individuals are continuously learning and the aspect that 

distinguishes leaders from the rest is the ability to learn “in an organizational 

context”. This indicates their capability to identify and focus on issues that are 

most essential for an organization as well as to benefit from an organization as a 

source of learning opportunities. (Bennis & Nanus, 2007, pp. 176-177) For this 

purpose particular skills are needed, which have been denoted by Donald (1982 

as cited in Bennis & Nanus, 2007, p. 177) as ‘the new competencies’: 

“acknowledging and sharing uncertainty, embracing error, responding to the 

future, becoming interpersonally competent and gaining self-knowledge”. Bennis 

and Nanus (2007, p. 177) endorsed the importance of these skills throughout an 

array of interviews with successful leaders. Nevertheless, both authors designate 

“the role of a leader in organizational learning” as the paramount differentiator 

between leadership learning and any other learning form (Ibid).  
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3.2.2 Learning organizations 

Today, organizations are faced with numerous challenges such as globalization, 

diversity and an increasing perception of knowledge as the key form of capital 

(Daft, Murphy & Willmott, 2007, p. 29). They are further confronted with continuous 

change, which can either be rapid as e.g. in the form of mergers or relocations or 

slow as e.g. in the case of new product launches or lay-offs. In accordance to 

these novel situations, organizations have to learn in order to adapt themselves to 

the latest demands. This type of learning is called organizational learning and 

defined as “the process by which an organization obtains and uses new 

knowledge, tools, behavior, and values”. It is applied within the entire organization 

regardless of the level. Nevertheless, individuals are elementary for facilitating 

such learning (DuBrin, 2007, p. 344), which is more evident in the definition of 

organizational learning as “an organization in which everyone is engaged in 

identifying and solving problems, enabling organizations to continuously 

experiment, improve and increase its capabilities” (Daft et al., 2007, p. 29, 689). 

Individuals build the ground-level of organizational learning, which is interrelated 

with a group and an organizational level (Crossan, Lane & White, 1999, pp. 524-

525). On the group level learning is accomplished through cooperation aimed on 

goal achievement, whereas feedback from the environment and change 

anticipation are the sources for learning on the level of the entire system. 

Throughout all these levels novel knowledge is converted into “new goals, 

procedures, expectations, role structures, and measures of success.” (Bennis & 

Nanus, 2007, pp. 178-179) 

According to Bennis and Norris (2007, pp. 180-181), two diverse types of 

organizational learning can be denoted: maintenance and innovative learning. The 

former “is the acquisition of fixed outlooks, methods, and rules for dealing with 

known and recurring situations.” Thus, it is mainly focused on current situations, 

problem-solving and continuity. Since these aspects are, as mentioned above, key 

aspects of managerial tasks (Kotter, 2002, pp. 48-49), this learning type can not 

only be seen as a crucial capability for stability but also as a key skill of managers. 

Innovative learning, on the other hand, is essential for an enduring survival and 
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“can bring change, renewal, restructuring, and problem reformulation” (Bennis & 

Nanus, 2007, p. 181). It can therefore be seen as a capability that is fundamental 

for leadership as it is focused on prospective issues, which are designative for 

leaders (Kotter, 2002, pp. 48-49). Both types were differently labeled by Senge 

(2010, pp. 511-512) as adaptive and generative learning. Adaptive learning, which 

is about reacting in accordance to actual environmental changes, is defined as the 

initial stage in a development towards a learning organization, whereas generative 

learning is an attempt to extend capabilities (Senge, 2010, p. 511). Thus, instead 

of considering the two types of organizational learning as tasks of either managers 

or leaders, they should be regarded as complementary learning types. This 

consideration is also in accordance with the previously mentioned view of 

leadership skills as additional requirements of managers of today (Morham & 

Quam, 1999, p. 5). 

3.2.2.1 Modes and frameworks of organizational learning 

The mode of learning varies, as in the case of individuals, due to an array of 

influencers such as an “organization’s purpose, culture, environment, operating 

style, and ability to absorb change”. Yet six approaches are prevailing, namely 

reinterpretation of history, experimentation, analogous organizations, analytical 

processes, training and education, and unlearning. The former aspect includes 

applying knowledge based on experiences and traditions from the past to new 

situations as well as redefining traditions according to novel requirements. The 

second issue stands for controlled tests of formulated hypotheses about 

prospective directions. This might even support marketing efforts in general. The 

third approach means the observation of competitive organizations, whose 

attempts can be evaluated and implemented in one’s own organization if 

applicable and beneficial. Analytical processes are used to monitor the 

environment and its trends in order to identify emerging aspects and responses in 

accordance. Such processes are crucial as a basis for effective intuitive decisions 

by leaders. The fifth issue – training and education – is mainly focused on formal 

training processes, which may have informal training as a by-product. Unlearning 

is the last mode and represents the need for discarding formerly used knowledge 
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that contradicts with a changed environment. As the mode varies due to diverging 

impacting factors, however, so does the pace of learning. Accordingly, leadership 

is the pivotal aspect which evokes “energy, force, cohesion and purpose”. (Bennis 

& Nanus, 2007, pp. 182-189)  

Researchers presented an array of diverging frameworks and yet most of them 

lacked a focus on underlying processes and tensions of strategic renewal 

(Crosson et al., 1999, p. 522). Therefore, the 4I framework of organizational 

learning can be seen as instructive since it covers these lacking aspects (DuBrin, 

2007, p. 346). Within this framework (Annex 1.1) four processes – intuiting, 

interpreting, integrating and institutionalizing – are illustrated on three levels – 

individual, group and organizational – as mentioned above. The structure is 

generated by the different levels and linked by the processes. The processes are 

allocated to the specific levels, whereby particular processes are solely applicable 

within a singular level such as intuiting on the individual level. Throughout the 

processes, ideas and pattern based on personal experiences are recognized 

(intuiting), uttered to one self as well as to others (interpreting), generally 

understood and implemented into actions (integrating) and finally translated into 

routines (institutionalizing). (Crosson et al., 1999, pp. 524-525)  

3.2.2.2 Leaders and organizational learning 

An indispensable requirement for leaders3 within a learning organization is 

changing the system design of an organization (Bennis & Nanus, 2007, p. 195; 

Daft et al., 2007, pp. 29-33, 469). The main focus should shift from efficient 

performance to constant learning. Therefore, five organizational elements have to 

be modified: “structure, tasks, systems, culture and strategy” (graphically 

                                                

3 Daft et al. (2007, pp. 29-33) use the term ‘manager’ instead of ‘leader’ although managers in 
novel organizational structures can be seen more as leaders as their needed skills were extended 
by leadership requirements. Morham & Quam (1999, p. 5), as mentioned above, demonstrated this 
for team-based organizations, whose aspects are to some extent comparable with issues of  
learning organizations such as horizontal structure, collaboration, empowerment and shared 
information (Daft et al., 2007, pp. 30-32, 469; Morham & Quam, 1999, pp. 4-5, 8-9).   
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illustrated in Annex 2.2). Organizations that focused on performance are 

characterized by a vertical structure, a rigid culture, competition, a formal system 

and routine tasks. A learning organization, conversely, comes with a horizontal 

structure, an adaptive culture, collaboration, sharing information and 

empowerment. Thus, a leader has to support the organizational change to use and 

benefit from a learning organization (Daft et al., 2007, pp. 29-33, 469), where 

individuals are enabled to develop their abilities in order to actively impact their 

future. To accomplish this shift, leaders should act as “designers, teachers, and 

stewards”, which require, as previously mentioned, novel skills within the areas of 

vision formulation, appearing and intricate mental models and encouragement of 

systemic thinking patterns. The role of a leader as a designer involves three key 

tasks, namely idea governance, development of policies, strategic thinking and 

structure, as well as creation of learning processes for continuous improvement of 

these policies, strategies, and structures. The second role, as a teacher, involves 

the recreation of individuals’ reality perception. Thereby the focus is not solely laid 

on relatively obvious reality levels such as events of behavior patterns but rather 

on systemic structures, which are the underlying reason for behavior and 

consequently for events. The third role as a steward can be accomplished on two 

levels, either for the followers of for an underlying organizational purpose. 

Nevertheless, all three roles necessitate specific skills, as mentioned above, that 

have to be acquired through a leader’s enduring learning ability. (Senge, 2010, pp. 

512-517)  

However, regarding their responsibility within learning organizations, leaders 

further have to understand that more than a sole examination of individual’s 

learning within an organization is needed. They additionally have to encourage 

and enable learning on all levels within an organization and examine the 

interrelations between them. Therefore, leaders should primarily understand the 

different related aspects, which might be facilitated by the 4I framework. (Crossan 

et al., 1999, pp. 534-535) Subsequently, leaders can apply diverging tools and 

approaches to promote knowledge exchange and the general implementation of 

organizational learning. Transformational leadership might e.g. lead in the general 
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direction of learning, and transactional leadership can be used for reinforcing 

institutional learning on the group level. (Dusya & Crossan, 2004 as cited in 

DuBrin, 2007, p. 347) In order to fully guarantee organizational wide knowledge 

exchange, leaders should further create formal, as well as informal tools (DuBrin, 

2007, pp. 351-352). Additionally, leaders have to be aware of the impact their 

behavior can have on innovative learning, which has been identified by Bennis and 

Nanus (2007, pp. 180-181), as mentioned above, as one of the organizational 

learning types. In addition to rewarding and punishment systems, a leader’s 

behavior can guide and fuel this kind of learning. Since leaders are also learning 

within the organizational context as well as from the environment and others, 

however, both parties – leaders and a learning organization – are interlinked 

reciprocally. (Ibid, pp. 176-177, 190-191) 

In summary, learning is a concept which has been studied from a variety of 

different perspectives. A variety of approaches and the lack of consensus 

regarding interpretations illustrate the complexity of this concept. Nevertheless, the 

importance for leaders and organizations of today is not disputed. There is 

consensus regarding the augmenting relevance of a learning ability for leaders 

and organizations within contemporary environmental situations.  
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4 Change and transformation 

 “A little change never hurt, huh? A little variety?” 

(McMurphy – One flew over the cuckoo’s nest) 

The importance of the aspect of change within leadership and learning has been 

illustrated to some extent in the previous chapters. The focus on change is for 

instance a differentiator between leaders and managers (Kotter, 2002, p. 48) and 

change in behavior is widely seen as an indicator for occurring learning (Kimble, 

1961, p.2). Moreover, leaders (Bennis & Nanus, 2007, p. 176; Reinemund, 2002, 

p. 62) as well as organizations (DuBrin, 2007, p. 344) have to possess the ability 

to learn in order to react to the continuously changing environment of today. Brown 

and Posner (2001, p. 275) illustrated further that change is a linking part between 

leadership and learning because it is not only the fundamental nature of learning 

but also firmly linked with leadership. Thus, it appears essential to elaborate on the 

concept of change and its specific role within leadership in more detail.  

The intention of this chapter, therefore, is to describe the concept of change in 

general and transformation in particular as well as their subsequent significance 

for leaders and followers. Diverging driving forces and types of change will 

primarily be illustrated and discussed, whereby a special focus is laid on 

transformation as one type of change. Thereby, an understanding of the different 

aspects of the concept of change will be generated, which will then be enhanced 

by relating it to the concept of leadership and particularly to leaders and followers.  

4.1 Driving forces for change 

According to Weick and Quinn (1999, pp. 362, 381), planned change within 

organizations is generally evoked by some sort of failure and would not occur in 

cases of properly accomplished tasks by individuals. Nevertheless, more explicit 

forces, which can either be internal or external, can be specified as particular 

triggers (Anderson & Ackerman Anderson, 2001, p. 16; Weick & Quinn, 1999, p. 

362).  However, the character of organizational change has progressed immensely 
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throughout the last forty years and led to an array of forces arising from diverging 

sources (Anderson & Ackerman Anderson, 2001, p. 15) such as novel ideas, 

technological innovations or variances within political, socio-cultural or 

international settings (Jain et al., 2010, p. 5). These drivers can elicit awareness 

as well as action (Anderson & Ackerman Anderson, 2001, p. 15) and for today’s 

organizations, it is a pre-requisite to respond instantly to these occurrences 

regardless of their origin (Anderson & Ackerman Anderson, 2001, p. 15; Beer & 

Nohria, 2000, p. 133; Thompson, 2002, p. 11). However, understanding the entire 

scope of the driving forces of change is an essential precondition to react 

accordingly (Anderson & Ackerman Anderson, 2001, p. 16).  

The so-called ‘Drivers of Change Model’ is a useful portrayal for an insightful 

comprehension due to the fact that it illustrates drivers in a sequence 

encompassing seven diverging sources (graphically illustrated in Annex 2.3 and 

described in detail in Annex 1.4). Each involved driver elicits the following one and 

yet they can simultaneously be iterative and reciprocal. The first four forces – 

environment, marketplace requirements for success, business imperatives and 

organizational imperatives – are external and impersonal. (Anderson & Ackerman 

Anderson, 2001, pp. 16-17, 24, 41-42) They further require managerial skills (Ibid, 

p. 24) rather than skills that were previously listed as characteristics for modern-

day leaders such as a focus on individuals (Bennis & Nanus, 2007, p. 85). The 

subsequent three triggers – cultural imperatives, behavior and mindset (both from 

leaders and employees) – are, in contrast, internal, personal and more allocable 

as novel skills required by leaders. Through the sequential portrayal, the impact of 

external sources on internal aspects is further depicted within this model. This 

interrelation is vital to such an extent that a disregard of internal factors can result 

in a general failure of change implementation. Nevertheless, the same negative 

result can be achieved through an exclusive focus on internal aspects. Hence, 

both factors can be regarded as equally important for a successful implementation 

of change or transformation within an organization. (Anderson & Ackerman 

Anderson, 2001, pp. 16-17, 24-26) 
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However, the identification of these drivers emerged not collectively but rather 

successively over the last decades. Prior to the 1970s, endeavors for change were 

solely observable to an exceedingly limited extent. The realization of significance 

intrinsic in external forces appeared at the beginning of the 1970s. The 

consideration of internal drivers arose subsequently during the 1980s and 

developed throughout the following twenty years. (Ibid, pp. 24-27) This evolvement 

is comparable to the development of novel skills of leaders. Aspects which are, as 

mentioned above, central in leadership skills of today such as followers’ adaptation 

to new demands (Gioia & Chittipeddi, 1991, p. 443), empowerment (Bennis & 

Nanus, 2007, p. 101), emotional intelligence (Thompson, 2002, p. 11) or learning 

ability (Bennis & Nanus, 2007, p. 176; Conger et al., 2002, p. 215) are also part of 

the latest stages of organizational changes (Anderson & Ackerman Anderson, 

2001, p. 27). Thus, aspects of paramount importance within leadership are 

equivalent to the ones of organizational change.  

4.2 Types of change 

In addition to drivers of change, diverging types of change can be identified. 

Researchers widely agree on two particular types and yet the terminology varies. 

Tushman and O’Reilly (2010, p. 205) distinguish incremental and revolutionary 

change, while Daft (2004, pp. 400-402) renamed the second type as radical. 

Weick and Quinn (1999, pp. 362, 365-366), conversely, designated the two main 

types as episodic and continuous change, whose distinction was examined 

according to Dunphy’s five properties of change theories: organizational 

metaphors, analytic framework, ideal organization, inventory theory, and role of 

change agent (Annex 1.5). The former type entails organizational changes “that 

tend to be infrequent, discontinuous, and intentional” and occurs when 

organizations are forced to progress due to environmental demands, which conflict 

with actual organizational states. The latter involves changes “that tend to be 

ongoing, evolving, and cumulative” and is based on the assumption that diminutive 

incremental alterations over an enduring period of time will result in considerable 

change. (Ibid, pp. 365, 375)  
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Since both types are dependent on the observer’s perspective, they can further be 

seen on two diverging analysis levels – macro and micro. Changes from a remote 

position are regarded more as detached occurrences while those from a closer 

position more as part of a constant flow of alteration and modification. Each point 

of view differently impacts the degree of noticeable change, the cognition of inertia 

as well as the extent of attainment. Moreover, both types are driven by dissimilar 

forces. Inertia and divergence are main forces on episodic change, whereas 

alertness promotes continuous change. (Ibid, pp. 362, 365, 379, 382) Therefore, 

episodic change can be seen as required to respond reactively and drastically to 

actual demands in order to perpetuate (Tushman & O’Reilly, 2010, p. 205; Weick 

& Quinn, 1999, p. 379) and continuous change as an opportunity for innovation 

creation. (Weick & Quinn, 1999, p. 375) Both issues make it perspicuous that 

instead of seeing both types as alternative appearances they should rather be 

considered as complementary views and applied according to the requirements. 

This is vital nowadays in a constantly changing environment, which demands 

revolutionary or episodic change on a continuous basis. (Tushman & O’Reilly, 

2010, pp. 203, 205, 209-210) 

The approach of Anderson and Ackerman Anderson (2001, p. 19) distinguishes 

diverging types of change based on the different criterion scope – either reduced 

to content or enlarged on people. Content aspects are for instance solely required 

for those stages business and organizational imperatives that were mentioned 

above in the ‘Drivers for Change Model’. Conversely, people encompass an 

enlarged extent of change by involving the stages culture, behavior and mindset. 

Thereby, they expand the number of organizational change types and designate 

developmental, transitional and transformational change (Annex 2.4). The former 

two are comparable to some extent with the previously mentioned types of 

change. (Ibid, p. 19) 

Developmental change, for instance, represents an enduring “improvement of 

existing skill, method, performance standard, or condition” (Anderson & Ackerman 

Anderson, 2001, p. 34), which are also intrinsic in continuous or incremental 

change (Tushman & O’Reilly, 2010, p. 205; Weick & Quinn, 1999, p. 366). 
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However, divergence between actual organizational performance and 

environmental requirements is denoted as a driver for developmental change 

(Anderson & Ackerman Anderson, 2001, p. 34), which contradicts other 

approaches that designate it as a triggering factor of episodic or revolutionary 

change instead of continuous or incremental change (Tushman & O’Reilly, 2010, 

p. 205; Weick & Quinn, 1999, p. 365). However, shifts in environmental demands, 

which provoke developmental change, are indicated as “relatively small” 

(Anderson & Ackerman Anderson, 2001, p. 34) and can, therefore, be regarded as 

equivalent to responses to daily contingencies that are named as triggers for 

continuous change (Weick & Quinn, 1999, p. 366).  

Transitional change, on the other hand, is defined as “the required response to 

more significant shifts in environmental forces or marketplace requirements for 

success” (Anderson & Ackerman Anderson, 2001, pp. 35). This explanation is 

congruent with the argument of Weick and Quinn (1999, p. 365), which stated 

divergence based on deviation between actual organizational situation and 

environmental needs as the driving force for episodic change. The need for such a 

shift is provoked by a disparity of organizational state and environmental 

requirements. Predictors for such a mismatch can be seen in an array of aspects 

such as “hovering stock price, stagnation in product development, equipment 

failure and obsolescence, productivity drops, loss of control over costs and 

information, [and] dips in employee moral” (Anderson & Ackerman Anderson, 

2001, p. 40). Transitional change is further applied in form of replacements of 

preexisting issues (Ibid, p. 35), which is also given in the case of episodic (Weick 

& Quinn, 1999, p. 368), radical (Daft, 2004, p. 401) or revolutionary change 

(Tushman & O’Reilly, 2010, p. 209). Aspects related to humans and culture, exist 

within this type of change although they are not prevailing. Leaders might, for 

example, be confronted with resistance to change due to an individuals’ lack of 

appropriate skills or comprehension of the need for change and its benefits. 

Retaining former behavior due to emotional commitment or custom can also cause 

obstacles for leaders’ change processes. A predominant position of these issues 

is, conversely, the key indicator of the last type of change – transformational – and 
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therefore used as a differentiator between the two types. (Anderson & Ackerman 

Anderson, 2001, pp. 37-38) However, people and culture are indicated as 

important aspects within radical (Daft, 2004, p. 402), revolutionary (Tushman & 

O’Reilly, 2010, p. 205) or episodic change (Weick & Quinn, 1999, p. 368) and are 

even mentioned within incremental (Tushman & O’Reilly, 2010, p. 205) and 

continuous change (Weick & Quinn, 1999, p. 368). Thus, it seems evident that 

neither developmental nor transitional changes are fully equivalent to the 

previously discussed types of the two-type approaches. The different 

classifications should, therefore, rather be seen as diverging approaches 

considering and analyzing change based on distinguishable criteria – either 

viewpoints or scope.  

4.3 Transformational change 

The last and most complex type of change indicated by Anderson and Ackerman 

Anderson (2001, pp. 19; 39-47) is transformational change. It is, as transitional 

change, a drastic shift from a prior state to a novel one. The main differentiator 

between the two types is the aspect of people, which is included in 

transformational change but excluded in transactional change. The aspect of 

people embodies culture, behavior and mindset that are, as previously mentioned, 

the last stages within the ‘Drivers of Change Model’. Thus, the scope of 

transformational change is more comprehensive and implies a permutation of 

human awareness which consequently amends the organizational or individual 

perception of “the world, their customers, their work, and themselves”. (Ibid, pp. 

19, 39-47) 

Besides the aspect of the extended scope, uncertainty regarding the resulting 

novel state is another indicator for transformational change. During the initiating 

stage of the change process unambiguous knowledge about an outcome is not 

required or given and occurs more during the process itself. This is also a 

differentiator between transactional and transformational change. While needed 

outcomes of transactional change are known and change processes can be 

adequately planned in advance, change processes of transformational change 
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can, at its best, be facilitated and influenced. A pursuit of control might even 

restrain creativity and the progress in general. Therefore, chaos is requisite for the 

commencement of transformational change and the origin of a prospective novel 

state. (Ibid, pp. 39-40) 

Due to this uncertainty, a straight direction of change, as it is the case in planned 

change processes such as in case of transitional or developmental change, is 

nonexistent, neither at the initiating stage nor during the progress itself. 

Transformational change is instead a process, which requires continuous course 

correction adapted from incessant learning from all involved parties. The extent of 

needed adjustments is reciprocally proportional to the degree of learning ability 

and course modification (Annex 2.5). Thus, the former decreases proportionately 

to the augmentation of the others. (Ibid, p. 43)  

These arguments presented above demonstrate that transformational change can 

be considered the most extensive form of change incorporating all stages of the 

‘Drivers of Change Model’. It can, therefore, be described as the major change 

effort, which simultaneously does not exclude other types of change. Hence, 

developmental and transitional change might occur within transformational change 

processes even though they are neither impacting nor dominant. (Ibid, p. 47) 

4.4 The role of leaders and followers within change 

Since the environment is constantly changing, organizations are, as previously 

mentioned, required to adapt and react to new surroundings (Beer & Nohria, 2000, 

p. 133). In order to fulfill these tasks, effective management and leadership are, as 

indicated above, regarded as crucial to guide employees and organizations 

through the implementation of change (Gill, 2002, pp. 307, 309). Thus, it is 

apparent that change represents the most essential part of leadership (Kotter, 

2002, p. 48). While focusing on each particular type of change, the rising need for 

leaders rather than plain managers is perspicuous. Within developmental change, 

leaders have to communicate a vision to their followers and provide information, 

which explain the need for improvement in order to actually implement it. 
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Regarding transitional change leaders also have to unambiguously acquaint 

followers with the obstacles of the current state and with the aspired new state. 

Thereby, transitional change processes are handled as projects with a clear 

outcome, a planned path and a determined duration. Leaders, however, have to 

be aware of their role as they might cause impediments in form of change 

reluctance caused by lacking support during the process, ambiguous expectations 

or induced confusion due to deficient planning and implementation. (Anderson & 

Ackerman Anderson, 2001, pp. 35-38) A leader’s functions within these types of 

change are implied in the previously mentioned defined vision of leadership tasks 

(Bennis & Nanus, 2007, p. 131; Senge, 2010, p. 512) and communication, which 

are geared to adoption (Gioia & Chittipeddi, 1991, p. 443) and implementation on 

the part of the followers (Bennis & Nanus, 2007, p. 101; Krames, 2002, p. 189).  

However, the interrelation between leaders and change processes is especially 

apparent in the case of major change – transformational – that cannot be 

managed and planned in a traditional way. It can at its best be supported and 

provoked by leaders. Instead of giving a clear direction and path towards clarified 

objectives, as in the cases of developmental and transitional change, leaders have 

to steer the individuals’ focus on an organization’s purpose, vision and values. A 

focus on these aspects throughout the entire organization will align employees and 

motivate them to move toward a novel state by reframing the future through 

constant learning as well as challenging preceding behavior, culture and mindsets. 

(Anderson & Ackerman Anderson, 2001, pp. 34, 43-46) The interrelation between 

the concepts of leadership and change is palpable since these issues are all 

indicated as characteristics of new leadership skills, as mentioned above (e.g. 

Senge, 2010, p. 512; Thompson, 2002, pp. 11-12).  

An underlying necessity for change implementation is a leader’s ability to detect 

signals from the environment, to identify the adequate type of change and its 

outcomes. Followers might be able to realize an existing discrepancy between an 

organization’s actual state and environmental requirements independently of 

leaders. Nevertheless, change will rarely be initiated without the leader’s cognition 

of the demand although followers can call a leader’s attention to the need. The 
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percipience of required change, however, is not sufficient. The majority of leaders 

fail regarding the implementation even though their ability to realize the need for 

change increased considerably. As a reason for this scenario is the absence of 

change execution in its entirety.  To prevent these occurrences, leaders ought to 

know diverging drivers of change, types and adequate proceedings. (Anderson & 

Ackerman Anderson, 2001, pp. 15-16, 39-41) 

Regarding transformational change leaders have to give up their pursuit for 

change control while striving for provided feedback or information, which enable 

course or outcome alteration. Moreover, a leader’s as well as an organization’s 

and followers’ learning ability should be optimized in order to learn from the 

situation and deviations from plans for course or desired outcome alteration. (Ibid, 

p. 43) Leaders might facilitate an organizational wide learning and striving for 

change by acting as an example, decentralization, empowerment, and risk-taking 

(Tushman & O’Reilly, 2010, p. 211).  

Overall, change is a concept of particular importance within leadership and 

learning. An array of forces driving change can be identified and organizations of 

today are required to comprehend their scope in order to react accordingly. 

Change itself can be differentiated into a two-type or a three-type approach 

depending on whether change is analyzed based on viewpoints or scope. 

Transformation thereby constitutes the most comprehensive form of change 

including organizational as well as interpersonal and cultural aspects. It can even 

be regarded as the overall change that might encompass other types of change. 

The specific role of leaders within this concept is the need for identification and 

communication, without which change can rarely be implemented within 

organizations.  
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5 Empirical study: leadership in novels and movies 

“Die Praxis sollte das Ergebnis des Nachdenkens sein, nicht umgekehrt.“ 

(Herman Hesse) 

The previous chapters illustrated the concepts of leadership, learning and change, 

as well as their interrelation. In order to explain some aspects of the concept of 

leadership or its relation to other concepts such as change, some researchers 

have already utilized novel and movies as depictions (e.g. Egan, 2000; Etzold, 

2012; Harrison & Akinc, 2000; Nelson, 2008; Short & Ketchen, 2005; Warner, 

2007). Studies revealed diverse benefits of theory explanation through fictional 

sources as portrayals. Movies and novels can, for instance, provide insight into 

social learning to the same extent as reality (Hall & Norris, 1993, p. 36), the entire 

nuances of human interactions can be analyzed (Warner, 2007, p. 1), and the 

audiences’ learning outcome can be enhanced in the long run (Wraith, 2012). 

Challenging concepts can further be explained by the usage of fiction (Gallos, 

1993, p. 127) as well as students’ familiarization with novel topics facilitated (Short 

& Ketchen, 2005, pp. 816-817). Leadership content that is displayed within novels 

and movies is tantamount to or even transcending books, lectures or case studies 

(Clemens & Wolff, 1999, Introduction). Obtained perspectives and understanding 

of leadership are thereby surpassing traditional teaching approaches (Harrison & 

Akinc, 2000, p. 407). However, the connection between the three concepts 

leadership, learning and change, has not been studied within fictional sources. 

In order to demonstrate the usability of fictional sources for illustrating the 

connection amongst these concepts, primary research was conducted which will 

be described and analyzed within this chapter. Within the research, a particular 

focus was placed on the differences in perception among students from the field of 

marketing and leadership. Hence, the design and structure of the applied primary 

research methods – focus group sessions and unstructured questions – will be 

depicted in the following part. Material, which was selected and used within this 

primary research, will further be specified as well as justified. Subsequently, 

gained data will be analyzed, compared considering the educational background 
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of the participants and summarized within a framework to be discussed. However, 

it has to be emphasized that the acquired data as well as the subsequent analysis 

of this data is solely based on personal interpretations – either from the 

participants or the author.  

5.1 Sampling groups, measurement instruments and procedure 

Focus group sessions were completed repetitively with individuals that are 

currently studying within the master programme “Leadership and Management in 

International Context” at the Linnæus University in Kalmar and within the master 

programme “Marketing and Sales” at the IMC FH Krems.  

At the Linnæus University four sessions, each with five to nine participants, were 

conducted in order to guarantee an adequate and profound insight into the diverse 

perceptions of characters as a metaphor for leaders and their learning ability within 

novels and movies. The first two sessions focused on films and the second two on 

novels. At the IMC FH Krems, five sessions were conducted with five to seven 

participants. Three sessions focused on films and two on movies. There were 

varying numbers of participants at both universities due to last minute 

cancellations. However, the session with nine participants at the Linnæus 

University in Kalmar demonstrated that a limited amount of participants is more 

feasible and useful. Discussions arouse more successfully in an environment with 

five to seven participants since all attendees contributed actively and continuously 

in these settings. Thus, the designated number of participants in the sessions at 

the IMC FH Krems was reduced.  

Before each session summaries of the content, as well as selected parts of novels 

were made available to the participants. The selection of the provided parts or 

scenes was based on previous content analyses and personal content 

interpretations by the author. All chosen scenes and parts illustrate or contribute to 

an enhanced understanding of the situations or the development of the characters’ 

role as a leader and their learning ability regarding change and/or transformation. 

During the movie sessions, selected scenes of movies were shown, distributed in 
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a written form and discussed, whereas the novel session took place in form of 

discussion rounds about the previously provided material.   

Unstructured questions were further used and answered individually after viewing 

the scenes of the movies or after reading the provided parts of the novels, 

respectively. Completing these questions allowed the participants to reflect on all 

relevant aspects previous to the discussions and a deeper insight into individuals’ 

perception was thus guaranteed.  

During the discussions, which were videotaped, the provided questions were used 

as a starting point for discussions. All participants primarily debated about their 

personal understanding of the content and their individual perceptions, whereby 

the author assumed the role of an observer. At times, the author inquired about 

additional explanations in the event of unspecific answers or arguments, however, 

this only occurred if and when other participants did not do so. Moreover, the 

author initiated further discussion points with additional questions in the event that 

ongoing debate ceased.  

5.2 Material selection 

After a profound literature review had been conducted, an array of novels and 

movies were selected in accordance to the previously discussed concepts and 

their connections. Six films and four novels were chosen due to the personal 

interpretation and perception of the author. The focus was laid on the diversity of a 

leader’s learning ability regarding change and/or transformation. This 

multifariousness was accomplished through differing learning opportunities that 

either were used successfully or disregarded. The occasions enabling or requiring 

learning were attributed to history or past experiences, environment, required 

personal or situation adaptation, modes of communication, aligning contradiction 

people, and others. Applied fictional sources (listed in Annex 1.6) are allocable to 

these issues. However, responses received from the participants were only partly 

congruent with the following argumentation, which should therefore solely be seen 

as the author’s interpretations and reasoning for the material selection.  
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• Peter Pan – History or past experience 

The novel “Peter Pan” illustrates the importance of a leader’s learning ability from 

past experiences in order to successfully implement change. Peter’s lack of 

memory and learning from the past is evident in diverse scenes such as when he 

immediately forgets that he was crying during the first meeting with Wendy or 

when he cannot remember the names of the children or their existence at all 

during their journey to Neverland. It is further evident when he forgets the 

adventures he just experienced or when he can remember neither Tinker Bell nor 

Captain Hook. Peter’s lacking memory of prior experiences of unfairness even 

results in his surprise and helplessness when he is fighting Hook. Thus, he seems 

incapable of using past experiences in order to alter strategies and future 

outcomes. Moreover, he is continuously enjoying repetitive happenings without 

striving for change or allowing change regarding his followers since he bans them 

if they grow up. (Barrie, 2008, p. 24, 39, 46, 73, 85-86, 157) 

• One flew over the cuckoo’s nest – Environment 

Within the movie “One flew over the cuckoo’s nest” a different example of a 

leader’s learning ability is apparent, which is also disregarded. McMurphy is an 

obvious leader, which is evident in his ability to inspiring, changing and 

transforming his followers as can be seen in Chief’s active participation in the 

second basketball match, Billie’s achievement of self-confidence and his ceased 

stuttering. Furthermore, Cheswick summons the courage to publicly disagree with 

Nurse Ratched while demanding another vote for watching the World Series. 

Nevertheless, McMurphy does not pay attention to the environment and present 

obstacles. This is demonstrated when he is surprised at the power held by Nurse 

Ratched and the doctors as well as at the fact that most of the patients are 

voluntarily in the mental institution. McMurphy’s ignorance and lacking ability to 

learn regarding the given power structure also ultimately leads to his failed 

implementation of situational change as is visible in the scenes of Billie’s and his 

own death.   
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•  Dead Poets Society – Environment 

The content that is relevant for leadership lessons in the movie “Dead Poets 

Society” is comparable to the one in ‘One flew over the cuckoo’s nest’. Mr. Keating 

is able to inspire, change and transform the majority of his students, which are his 

followers in the story, but he fails regarding an enduring implementation of 

situational change. The change within the followers is, for instance, apparent in the 

case of Neil, who follows his own dreams instead of obeying his father’s 

instructions. It is further evident with Todd, who is able to overcome his shyness 

and stand up for his beliefs when Keating is forced to leave the institution. 

However, Keating’s lacking learning ability regarding the environmental forces is 

noticeable during his conversation with Mr. McAllister as well as with Mr. Nolan. 

This ignorance of the given power structure and internalized traditions ultimately 

results in Keating’s failed attempt to change the situation of his followers in order 

to support their ongoing development. 

• Lord of the flies – communication & aligning contradicting people 

Within the novel “Lord of the flies” different occasions in which designated learning 

ability occurs are identifiable. Diverse leaders can be denominated within this 

novel but the character for which this book was selected is Ralph. He is the 

elected representative of the group of stranded school boys and yet he 

continuously loses the support of his followers. As an underlying reason for this 

development his lacking ability to learn regarding effective ways of meaning 

conveyance can be named, as well as concerning the alignment of contradicting 

parties. Ralph seems, for instance, to successfully communicate a vision in the 

beginning but can neither transfer all intended instructions nor motivate the others 

to implement his ideas such as in the case of the shelters or the fire (Golding, 

2010, pp. 61-62, 83, 117-119, 151, 246). Ralph further struggles with the 

alignment of the diverse groupings, which is observable in the constant alienation 

of Jack and his classmates (Ibid, pp. 151). Ralph lacks the ability to learn to adapt 

his ways of communication in order to transfer the meaning properly and to align 
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Jack’s group as well, which ultimately leads to a separation of the entire group, his 

lost role as a leader and arising violence (Ibid, pp. 206-210, 279-280, 288-292).  

•  Watership Down – Others  

The novel “Watership Down” was chosen because it illustrates a leader that 

successfully learns from others and thus supports change and transformation of 

the entire situation. Hazel, who is the indicated and perceivable leader within the 

story (Adams, 2012, pp. 55; 120-121), is able to appreciate knowledge and advice 

provided from his followers (Adams, 2012, p. 383). Such appreciation is for 

instance noticeable when he listens to the anxiety and visions of his brother Fiver, 

to Blackberry’s idea on how to cross the river on wood, to Bigwig’s experiences 

about streets, cars and lights when they have to cross the road and to Kehaar 

when they are stuck in the boot (Adams, 2012, pp. 9, 35-37, 46-48, 300, 373-374). 

Hazel can even remember this acquired information and implement it in a novel 

situation afterwards such as at the farm (Ibid, pp. 217-218).  He furthermore 

directly addresses others for their advice such as when they got invited to the 

Cowslips Warren or about the plan of how to free does from Efrafa (Adams, 2012, 

pp. 66-68, 247-248, 296). However, Hazel is also able to learn from any upcoming 

opportunity within his environment such as the mouse and Kehaar or with the dog 

at the farm (Ibid, pp. 145, 160-161, 185-188, 199, 405-408, 427, 432, 441-444). 

•  The War of the buttons – History or past experience 

The novel “War of the buttons” shows how a leader successfully uses past 

experiences and others as learning sources for implementing change and 

transformation. The indisputable leader within this story is Lebrac (Pergaud, 2012, 

pp. 18, 149-154, 244-257; Pergaud, 2010, pp. 26-27, 117-120, 177-188), who 

continuously tries to find ways to win the war against the boys from Velrans such 

as fighting naked after losing all buttons, shoelaces and braces to the enemies 

(Pergaud, 2012, pp. 80-88; Pergaud, 2010, pp. 71-77) or getting repair kits as 

fighting naked is too cold (Pergaud, 2012, pp. 135-154; Pergaud, 2010, pp. 108-

120). Lebrac’s ability to learn from others is observable when he is not able to find 
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a hiding place of their treasure himself and La Crique provides a solution in form of 

building a hut (Pergaud, 2012, pp. 223-227; Pergaud, 2010, pp.167-169).  

•  The scent of a woman – Required personal or setting adaptation 

In the movie “The scent of a woman” the need for the personal development of a 

leader to successfully implement change and transformation is visible. Frank 

constantly challenges Charlie and thus supports a change and transformation 

within Charlie. However, without developing himself he is not able to create the 

environment to ensure enduring effects on Charlie, which is congruent to Bennis & 

Thomas (2007, p. 175) statement “It’s being a sin to put changed people back into 

an unchanged organization”. Anderson and Ackerman Anderson (2001, p. 27) 

agreed on this aspect by indicating “conscious transformation means attending to 

the consciousness of the people in your organization”. Frank’s personal learning 

and development can be seen when Charlie convinces him to leave his hotel room 

for a ride or when Charlie prevents him from committing suicide. Within these 

moments Frank does not only offer Charlie the opportunity to grow even further 

but he also learns about himself. Thus, both –leader and follower – are changing, 

which can be seen in Charlie’s case when he takes over the lead and for Frank 

during his speech and when he comes back home.  

• My Fair Lady – Required personal or setting adaptation 

The movie “My Fair Lady” illustrates a failure of a leader’s personal development 

in order to implement change and transformation. As mentioned above, the 

organization has to change (Bennis & Thomas, 2007, p. 175) as well as the 

leader, and all other people involved have to be conscious for the enduring 

effectiveness of a leader’s transformation (Anderson & Ackerman Anderson, 2001, 

p. 27). However, Professor Higgins enables Eliza’s transformation as it is obvious 

during her entire training and her final success in respect to her proper 

pronunciation. Yet he lacks personal development. This is revealed when Eliza 

directly confronts Professor Higgins with her concerns about her future. She is 

neither able to fit into her former life nor into Professor Higgins’, who does not 
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appreciate her achievements. Thus, this story demonstrates the need of a leader’s 

personal development, which is based on constant learning about him-/herself.  

• A bug’s life – Environment & ways of communication 

The movie “A bug’s life” was selected as it allegorizes not only a leader’s ability to 

learn from the environment, but also about successful ways of communication, 

which ultimately cause change and transformation. Flik inspires some, such as 

Dot, but does not succeed concerning the others of the anthill. He fails in 

communicating his inventions several times until he learns to convey his ideas 

indirectly through the circus bugs and Princess Atta. Flik also uses the cues from 

the environment to discover novel opportunities and inventions such as the bird, 

which was evoked by his experiences with a bird and knowledge about Hopper’s 

actual fears.  Additionally supported by his courage and his capability to inspire the 

others with a speech, he is changes and transforms the situation for the entire 

anthill.  

•  Remember the Titans – Aligning contradicting people 

The movie “Remember the Titans” was selected as it is a useful metaphor for 

pointing out a leader’s learning ability in order to align contradicting parties in order 

to ultimately implement change and transformation. Boone, who is the appointed 

coach, is also a leader since he gives his team members a vision and the support 

they need to accomplish their goals. In order to align the opposed groupings he 

learns how to challenge them frequently, such as when he assigns individuals 

from each group as roommates and calls for additional training sessions. 

Furthermore he forces them to learn about each other, which leads to a better 

mutual understanding. Coach Boone is thereby enabled to transform the individual 

members and to assemble a conjoint team.  
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5.3 Data analysis  

Prior to the sessions all participants were urged to reflect on the concepts leader, 

learning ability, change, and transformation, as well as to complete a general part 

of the unstructured questions according to their individual understanding 

(Responses summarized in Annex 3.1). The sessions themselves were 

videotaped and the main aspects subsequently summarized in tables (Annex 3.2.1 

– 3.2.10). Acquired data from participants was primarily analyzed separately for 

each study program and based on the previously discussed theories. Some 

aspects within the responses were repeated and others can be seen as more 

complementary. However, individual aspects that were contradicting with the 

previously discussed theory and other responses to a considerable extent were 

particularly mentioned within the analysis as opposed or conflicting understanding. 

Results from institutions were then compared and discussed considering the 

educational background. Thus, in the following subchapter detailed analyses of the 

data acquired from students with varying fields of study will primarily be discussed, 

compared with each other and probable reasons for diverging or corresponding 

perceptions identified.  

5.3.1 Leadership students’ perception 

Based on the responses to the general part, it was apparent that the overall 

interpretation of the concept of leader (Annex 3.1) corresponded between all 

participants of the study program “Leadership and Management in International 

Context” as well as according to the various previously discussed leadership 

theories and to leaders’ roles and requirement explanations. The specification of 

possessing a special gift, motivation capacity, understanding others as well as the 

ability to manage them can, for instance, be recognized within personality focused 

approaches (e.g. Fleenor, 2006; Kirkpatrick & Locke, 1991). Other indicated 

issues such as being trusted, inspiring, encouraging, getting the best out of others 

and oneself, adaptive capacity, influencing, motivating or pushing followers to 

become leaders themselves, sense giving, creativity, gut feeling and giving 

directions can be identified within an array of further theories, namely the 
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consideration structure within the style approach, contingency approach, 

transformational leadership, dispersed leadership, post-charismatic and post-

transformational leadership approach. Additional characteristics - self-awareness 

authenticity, conveyance and embodiment of vision and stories and possession of 

social intelligence – are not only involved in some of the approaches but also 

previously mentioned as required for the leaders of today (e.g. Ashby & Miles, 

2002; Bennis & Nanus, 2007; Goleman et al., 2001; Parry & Bryman, 2006; 

Senge, 2010; Thompson, 2002).  

The diverse explanations of the participants’ understanding of the concept of 

learning ability were comparable and mainly involved statements about the 

importance of acquiring and using knowledge and skills for personal development 

and situational adaptation (Annex 3.1). The attendees’ understandings are partially 

in accordance with an array of scientific interpretations (e.g. American Heritage 

Dictionary; Pfeffer, 2002; Kimble et al., 1961) although no universal validity is 

given amongst these definitions. The significance of learning ability for leaders, 

which was mentioned by some participants, was indicated by researchers, as well 

(e.g. Spreitzer et al., 1996; Yukl, 2010).  

However, the interpretations of the concepts change and transformation were 

diverging and differed in some cases to an ample extent (Annex 3.1). Comparing 

the indicated responses to the previously discussed theory4 it can be stated that 

the meaning of and the interrelation between both concepts were not perspicuous 

to the majority of attendees. 

 Regarding change, novel environmental situations were indicated as impacting or 

causing factors for change by some participants and yet it was also specified that 

change is the creation of a new environment itself. Therein it was not clarified 

whether the newly created environment represents the internal setting within an 

                                                

4 The types of change by Anderson and Ackerman Anderson (2001) were used for comparison 
since it is only within this approach that transformation is indicated as a type of change, whereas it 
is excluded in the approaches by Tushman and O’Reilly (2010) or Weick and Quinn (1999). 
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organization or the external surrounding in general. Therefore, the statement of 

change as the creation of a new environment itself can be seen as contradicting to 

Anderson and Ackerman Anderson’s (2001, pp. 34-35, 39) explanations wherein 

change is defined as an enhancement or a shift of state responding to 

environmental shifts. The diverse types, classified by Anderson and Ackerman 

Anderson (2001), are furthermore confounded within the attendees’ responses of 

change as personal development and mind modification. According to Anderson 

and Ackerman Anderson (2001, p. 39), cultural, behavioral and mind shifts are the 

main differentiators between transformation and the other types of change. Hence, 

the modification of a mind is an indicator for transformation instead of other types 

of change. Another contradiction is the differing perceptions of change as either a 

process or an event and a significant moment although all types of change are a 

process (Ibid, p. 33).  

Concerning transformation, some statements covered aspects that were implied 

within the theory. Understanding transformation as a progressive, fundamental, 

more intense and larger form of change were for instance in accordance to 

Anderson and Ackerman Anderson (2001, p. 39). The involvement of human 

aspects as particular characteristics of transformation was also consistent with the 

theory (Ibid, pp. 37, 39). However, other explanations were partly or entirely 

contradicting. The description of the concept as a process, which is consistent with 

Anderson and Ackerman Anderson’s approach, was, compared to the responses 

about the concept change, noticeable more frequent. Interestingly, it was also 

classified as the process of change itself by one participant, which is not in 

accordance with the theory. Also contradicting are the perceptions of 

transformation as the recognition of needed change, as planned or as 

unconscious. However, transformation, according to the theory, cannot be planned 

and is a conscious process (Ibid, pp. 33, 43).   

5.3.1.1 Experiences 

Participants from the study program “Leadership and Management in International 

Context” identified the interrelation between a leader’s ability to learn from past 
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experiences and the outcome of desired change and/or transformation in the 

context of four reviewed novels. Within the novel “Peter Pan”, attendees named for 

instance Peter’s lacking learning ability and inability to remember the reasons for 

the failure of any form of implemented change (Annex 3.2.7). Thereby, the 

attendees expressed that Peter as a leader was neither able to learn from prior 

mistakes nor from other sources of experiences. They further indicated that, in 

cases of occurring learning, acquired knowledge was not beneficial as Peter was 

not able to recall this knowledge at a later time. Due to this lack of learning and 

recalling acquired knowledge, Peter neither had the desire for nor the ability to 

change anything. On the other hand, according to the attendees, Wendy 

demonstrated a consistent learning ability about Peter’s personality and behavior 

throughout the story. She remembered and reflected on events in their connection 

and adapted to Peter as well as to the environment he created. She was also 

described as able to develop her communication capabilities and to implement 

change within Peter, who did not forget her completely.    

Within the novel “Lord of the flies” (Annex 3.2.10) three leaders were identified, 

where all participants agreed upon Jack and Ralph as possessors of the leading 

position on a continuous basis. Actions from both leaders were primarily declared 

as failing concerning the implementation of change or transformation by the 

participants. Ralph was for instance not able to adapt himself or his ways of 

communication and lacked the understanding of attempts to handle Jack’s 

rebellion. The attendees further indicated that he was not able to foresee Jack’s 

rebellion due to various previous occurrences. Due to these deficits of learning 

ability, Ralph continuously forfeited followers. Jack, on the other hand, was not 

able to learn to cope with Ralph’s authority or to put himself on an equal level with 

Ralph instead of considering himself as a superior. Jack further lacked the ability 

to learn or apply knowledge from previous experiences such as building shelters 

or keeping a fire burning. However, it was agreed during the discussion round that 

Jack finally succeeded since he gained followers and established a separate 

group. He accomplished this by satisfying the needs of the boys and improving his 

mode of communication. Thus, to the attendees Ralph appeared as having an 
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absence of the ability to learn from his past experiences, whereas Jack was 

perceived as capable to develop due to his evolving learning ability.  

In regard to the novel “Watership Down” (Annex 3.2.8), all attendees named 

diverse characters as possessors of leadership characteristics but described 

Hazel as the linking part and agreed upon him being the main leader. Hazel’s 

actions to implement change and transformation were successful due to an array 

of indicated reasons. Participants named for instance his ability to learn from 

experiences as well as from others as impacting factors for this success. Through 

this ability, he was enabled to adapt himself to situational requirements, to embody 

a vision and to convince others to follow, which was previously perceived as a 

successful change.  

Lebrac, the protagonist of the novel “The War of the buttons”, was also described 

as a leader, who successfully implemented change and transformation due to his 

ability to learn (Annex 3.2.9). Thereby, his capability to learn from prior failures and 

from disadvantages of previous ideas, to think beyond regular patterns and to 

solve problems in a positive way were amongst other aspects mentioned as the 

main reasons for occurring change and transformation within the group and their 

actions.  

Thus, learning from past experiences was designated as a crucial factor for a 

leader’s success or failure regarding implementing change and transformation in 

all three reviewed novels.  

5.3.1.2 Others: Followers and leaders 

The correlation between a leader’s capacity to learn from others and the result of 

aspired change and/or transformation was observable within the participants’ 

responses regarding three novels and two movies: “Peter Pan”, ”Watership Down”, 

“The War of the buttons”, “One flew over the cuckoo’s nest”, and “The scent of a 

woman”. Participants indicated for instance during a discussion about the novel 

“Peter Pan” Peter’s deficit of learning from others (Annex 3.2.7), which was 
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evident throughout the story. Peter did not use any opportunity to gain long-term 

knowledge from his followers or any other person around him. Wendy, conversely, 

was considered as capable of learning from Peter’s personality and behavior. 

Based on these learning opportunities she was able to develop her methods of 

communication and accept not to remind Peter about his weaknesses anymore.  

Another reviewed fictional source within which an absence of a leader’s learning 

ability was identified as reason for a failing implementation of change or 

transformation, was the movie “One flew over the cuckoo’s nest” (Annex 3.2.5). 

Participants saw McMurphy as either ignoring or not using facts concerning 

consequences and present authorities or their power. This shortfall of the ability to 

learn resulted in a failure of changing the environment. However, he was also able 

to acquire knowledge about others, which was beneficial for him to transform the 

other inhabitants by applying adapted treatments. The perceptions of his success 

regarding the second aspect were strongly debated amongst the participants and 

a universally valid understanding did not occur during the discussion round.  

Successful usage of others as a source of learning was identified within the novel 

“Watership Down” (Annex 3.2.8). Hazel was not only described as a superior 

listener, but also as gaining and using knowledge from others in accordance to 

situational needs. This behavior was perceived as a main reason for the success 

of their approaches and implemented change. A comparable situation is apparent 

in the novel “The War of the buttons” (Annex 3.2.9). Lebrac was described as 

capable of listening to others and their opinions and therefore capable of using 

others’ ideas for enhanced outcomes and constant improvements.  

Within the movie “The scent of a woman” a reciprocal relation among the classified 

leaders Frank and Charlie occurred (Annex 3.2.1). This interrelation is what the 

attendees named as the source of learning ability for both and ultimately leads to 

the successful transformation of both characters. Charlie, for instance, learned to 

become a leader himself and to step up against Frank, which caused a more 

positive perception of the world within Frank. However, Charlie was only able to 

achieve this development through Frank’s learning capability. As underlying 
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reason, the opinions of the participants differed since Frank’s learning ability to 

support Charlie was indicated in addition to Frank’s moments of learning as sole 

instants wherein Charlie became a leader himself. Nevertheless, attendees agreed 

that the development of both characters was highly dependent on their individual 

learning ability and their relation of mentor and mentee, which shifted throughout 

the story.  

Hence, other characters as a source of learning that is essential for a leader’s 

attempt of implementing change or transformation is apparent in all four reviewed 

fictional sources. 

5.3.1.3 Environment and external power 

The third source of learning, as stated by the participants, which is vital for the 

successful implementation of change and transformation, was the environment. 

Within the group of students in the field of leadership characters in one novel and 

two movies were declared as demonstrating this interrelation with either a lack or a 

successful learning ability from the aspects of the environment. Both observable 

leaders – McMurphy and Nurse Ratched – within the movie “One flew over the 

cuckoo’s nest” were for instance indicated as having an absence of learning ability 

from this particular source of information (Annex 3.2.5). McMurphy was described 

as failing regarding an enduring change within his followers. The main reason 

therefore was his deficit of realizing his responsibilities and of identifying and using 

available facts about the situation, his followers, existing authorities and their 

power. Due to this ignorance, he ultimately failed in implementing change within 

his followers in the long-run and the environment in general. Nurse Ratched, on 

the other hand, was not willing to learn from McMurphy’s positive impact on other 

patients. Her attempts to regain and strengthen her power supported McMurphy’s 

success in respect to gaining followers. She succeeded in keeping the actual 

system in place but did not provide the best possible treatment to her patients in 

the form of an improved system. 
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Mr. Keating, as the stated leader within the movie “Dead Poets Society” showed, 

according to the participants, a lacking learning ability regarding his 

responsibilities, influence on the students, knowledge acquisition about students, 

his ignorance of existing traditions and the environment itself (Annex 3.2.2). Thus, 

he was not able to implement change in its entirety and even caused negative 

outcomes such as Neil’s suicide.  

A further reviewed fictional source, within which an absence of a leader’s learning 

ability was identified as reason for a failing implementation of change or 

transformation, was the novel “Lord of the flies” (Annex 3.2.10). Neither Ralph nor 

Jack primarily demonstrated, according to the attendees, the existence of their 

learning ability. Ralph for instance was unable to adapt to new situations or handle 

Jack’s opposing behavior, although indicators within his environment gave him the 

opportunity to foresee such a rebellion. Jack also failed regarding aspects such as 

his deficit of applying knowledge from previous situations. However, he finally 

succeeded to some extent because he gained followers by satisfying the needs of 

the boys and creating new means of communication. The separation of the group, 

initiated by Jack, was nevertheless perceived by the participants as a failure and 

his subsequent behavior as a form of toxic leadership.  

Nonetheless, Flik’s learning ability within the movie “A bug’s life” (Annex 3.2.6) 

was described as a positive example for successful learning from the environment. 

Here, it was indicated that he managed to recognize and discover learning 

opportunities within traditions and the environment he faced for his inventions.  

Therefore, all four sources emphasized the importance of a leader’s capability to 

learn from its environment in order to implement change and transformation 

successfully.  

5.3.1.4 Requirements regarding personal and situational adaptation 

As the fourth area that requires learning ability, participants indicated requirements 

regarding personal and situational adaptation during the discussion about the 
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movie “My Fair Lady” (Annex 3.2.4). Learning as an ability was to some extent 

evident within both leaders – Eliza and Professor Higgins. Eliza for instance, 

accomplished to learn a proper way of speaking and behavior from Professor 

Higgins, which allowed her to reduce his power over her. Professor Higgins, on the 

other hand, was capable of constantly improving his teaching methods due to 

Eliza’s need, but he failed regarding any form of recognition regarding appreciating 

Eliza’s accomplishments.  He further showed an absence of realizing needs for 

personal and situational adaptation in order to complete Eliza’s transformation in 

its entirety. He failed, therefore, in providing an evolved setting for a changed 

person, which is, according to Bennis and Thomas (2007, p. 175) required. In 

order to accomplish this task, participants named an enhanced level of 

understanding, emotional capability and increased flexibility as needed for 

Professor Higgins, which is in accordance to Anderson and Ackerman Anderson’s 

(2001, p. 27) statement that consciousness of a leader and other involved people 

is important for conscious transformation. Therefore, it is evident that a leader’s 

learning ability regarding required personal and situational adaptation is 

fundamental.  

5.3.1.5 Communication 

The participants from this educational background identified the interrelation 

between a leader’s capability to learn from the effectiveness of applied 

communication means and the outcome of desired change and transformation 

regarding two movies. Within the movie “A bug’s life” an array of leaders was 

identified by the participants, although solely Flik demonstrated, according to the 

students, as to being competent to learn from previous and current ways of 

communication in order to enhance their effectiveness (Annex 3.2.6). Thereby, he 

was for instance not able to convey his ideas successfully to others in the 

beginning as it was obvious with his inventions. Due to his constant learning 

process, however, he was successfully able to improve his means of 

communication by transferring messages through the entire ant hill through the 

warrior bugs and Princess Atta. He was further able to realize the improved 

effectiveness of the transferred message by only providing information that was 
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required to initiate change and transformation and that motivated others to 

implement his vision and ideas. Compared with employing other sources of 

learning ability, he accomplished a successful change and transformation within 

the others and of their entire situation.  

Another reviewed fictional source, within which the existence of such a learning 

ability was named as a reason for a successful realization of change and 

transformation, was the movie “Remember the Titans” (Annex 3.2.3). The 

participants described for instance Gerry and Julius not only as leaders besides 

the two coaches, but also as the leaders that learned to improve their modes of 

communication. This particular source of learning ability enabled them to transfer 

Boones’ vision, to convert it with the followers into reality and therefore to apply 

change and thus transformed the individual members into a unified team.  

Communication can therefore be considered as a vital source of learning 

opportunities for leaders that strive for the implementation of change and 

transformation.  

5.3.1.6 Underlining basis: trustworthiness and self-belief 

The aspects of trustworthiness and self-belief or -confidence were furthermore 

denoted by attendees as important for leaders, who desire a successful realization 

of change and transformation. Both issues were identified within Flik in the movie 

“A bug’s life” and described as being learnable through experiences (Annex 3.2.6). 

However, they are not so much on a stable or constantly increasing level but 

rather are subject to deviations. Flik acquired for instance self-confidence to stand 

up against Hopper after destroying the food offering. He further showed this kind 

of learning ability when he regained his self-esteem through Dot, who reminded 

him of his vision by using the stone metaphor. In this case, she was described as 

the cue or provider of information that caused a rise of knowledge. The 

significance of a leader’s trustworthiness was, according to the participants, 

particularly evident within the change process desired by Flik. He alone was able 

to initiate change in moments when others trusted him. This was for instance the 
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case when others decided to leave their traditions behind and to realize his idea of 

a bird as well as when they lost their trust again and sent him into exile. Hence, it 

is apparent that these aspects are learnable but have to exist within a leader since 

they are fundamental for the conversion of any desired change and 

transformation.  

5.3.2 Marketing students’ view 

The responses about the concept leader (Annex 3.1) of the participants from the 

study program “Marketing and Sales” also agreed with several previously 

discussed leadership theories. Applied behavior adapted to the situational needs 

in order to achieve the most effective outcome is for instance consistent with the 

contingency approach (Hersey et al., 188; 190; Hersey & Blanchard, 1996, p. 46). 

Illustrating leaders as either decision makers and delegators or persons trusted by 

his/her followers is, in turn, conform with the initiating and consideration structure 

within the style approach (Parry & Bryman, 2006, p. 448). Considering leaders 

from the follower’s perspective (e.g. people follow voluntarily and motivate the 

leader) is for instance comparable to the followership theories (e.g. Carsten et al., 

2010; Kelley, 1988). Other indicated issues such as the importance of personality 

features, sense-giving, inspiring, developing followers, and leading by example 

can be recognized in personality focused approaches and theories about 

transformational, dispersed, post-charismatic and post-transformational leadership 

(e.g. Burns, 2010; Hatch et al., 2005; Kirkpatrick & Locke, 1991; Kouzes & Posner, 

1988; Parry & Bryman, 2006). However, one participant also indicated that a 

leader controls people without their cognition, which neither is corresponds to the 

theories nor to the responses from the other attendees.   

The participants’ responses concerning their individual understanding of the 

concept of learning ability were equivalent. Statements about the acquirement and 

usage of knowledge and skills for personal development and adaptation to 

situational requirements were mainly indicated in addition an array of sources as 
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opportunities for learning (Annex 3.1). These comprehensions are partially5 

consistent with diverse scientific interpretations (e.g. American Heritage 

Dictionary; Pfeffer, 2002; Kimble et al., 1961).  

Concerning the attendees’ understanding of the concept of change, more 

distinctions to the previously discussed theory6 occurred, whereas 

comprehensions of the concept of transformation were mainly according to the 

theory (Annex 3.1). Due to the disparities amongst the indicated responses about 

change, it is evident that the interrelations between both concepts were 

ambiguous for some of the participants.  

The designated identification of the environment as an impacting factor for 

change, which occurs in the form of a shift of state is for instance consistent with 

Anderson and Ackerman Anderson’s (2001, pp. 34-35) explanations. However, the 

statement of unconscious implementation of change contradicts this theory (Ibid). 

Moreover, the diverse types, distinguished by Anderson and Ackerman Anderson 

(2001), are confused within the attendees’ responses of change as personal, value 

and attitude development as well as mind modification. The indication of a short-

term duration of change further conflicts with the theory since the need for 

improvement, as in the case of developmental change, is for instance on a 

continuous basis (Ibid, p. 34).  

Regarding transformation, the majority of responses were comprised within the 

theory as well. The comprehension of transformation as a drastic, deeper, more 

radical and significant form of change corresponds to Anderson and Ackerman 

Anderson’s interpretations (2001, p. 39). Furthermore, developments of values, 

norms, the state of mind, behavior and the personality are also in accordance to 

                                                

5 Partially since no universal validity is given amongst these interpretations and they are highly 
discussed and disagreed upon (Olson & Hergenhahn, 2009, p. 1).  

6 Anderson and Ackerman Anderson’s (2001) types of change were used for comparison since it is 
only within this approach that transformation is indicated as a type of change, whereas it is 
excluded in the approaches by Tushman and O’Reilly (2010) or Weick and Quinn (1999). 
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the previously discussed theory (Ibid, pp. 37; 39). Explanations of transformation 

as slow process of change or as the element between the old and the new state, 

in contrast, contradict to Anderson and Ackerman Anderson’s (2001, p. 39) 

definition.   

5.3.2.1 Experiences 

For participants of the study program “Marketing and Sales”, the interrelation 

between a leader’s learning ability from previous experiences and the outcome of 

desired change and transformation was apparent within one reviewed movie and 

three novels. During a discussion about the novel “Peter Pan”, attendees identified 

for instance an absence of the capability to acquire knowledge and skills from the 

past within the leader Peter (Annex 3.2.7). Such a deficit was demonstrated in his 

constant oblivion, which is recognizable throughout the entire story. Peter was for 

instance incapable of recalling experiences from previous fights with Captain Hook 

and therefore surprised by Hook’s unfair manners. Due to this shortfall he was not 

capable of learning from prior experiences. Moreover, he neither desired change 

nor saw the need for it. This behavior resulted not only in a continuous repetition of 

actions but also in the loss of followers’ trust and faith which was evident in their 

leaving Neverland. This perpetual circle is stressed in his rapid replacement of 

followers such as Wendy by her daughter.  

A reviewed fictional source, within which both the absence and the existence of 

such an ability to learn was mentioned as impacting the outcome of implemented 

change and transformation, was the novel “Lord of the flies” (Annex 3.2.10). Ralph 

was for instance declared as failing regarding the acquisition of knowledge and 

skills from past experiences or previously made mistakes and subsequently not 

successful in the pursuit of change. This was apparent as he did not adapt the 

group’s organization after realizing that the existing one was not working properly, 

as demonstrated in his abortive attempts to cooperatively build shelters. However, 

in one particular situation an ability to learn from the past was discernable. In this 

case, Ralph understood that his diplomatic and pleasing leadership style was not 

applicable after the others ran away to convert his idea of a fire before he could 
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finish his speech. Jack, conversely, was able to learn from failures and ultimately 

succeeded in separating the group.  

Within the novel “The War of the buttons”, the students described Lebrac as a 

leader who accomplished the implementation of change and transformation due to 

his ability to learn from prior experiences (Annex 3.2.9). Thereby, he detected 

opportunities and needs for improvement in personal failures and past 

occurrences. Such a learning ability is for instance manifested in the idea of 

fighting naked to prevent the loss of buttons, from which he suffered personally 

during the previous fight.  

Flik, as a developing leader within the movie “A bug’s life” also showed, according 

to the participants, the presence of the ability to learn from personal experiences in 

the past (Annex 3.2.6). His entire transformation was caused by his ability to learn 

from previous mistakes and failure.  

Thus, learning from past experiences was denoted as a pivotal factor for a leader’s 

success or failure regarding employing change and transformation in all four 

reviewed fictional sources.  

5.3.2.2 Others: Followers and leaders 

Others characters, i.e. followers and leaders, were an additional area that 

necessitates learning ability and that was specified by attendees of the focus 

group sessions within five discussed fictional sources: “Peter Pan”, “One flew over 

the cuckoo’s nest”, “Watership Down”, “The scent of a woman”, and “The war of 

the buttons”. Peter, who was designated by the students as a leader aside from 

Wendy in the novel “Peter Pan”, ignored and showed no interest in others or their 

opinion (Annex 3.2.7). Consequently, he was neither able to learn from them nor 

build closer relationships with them, which extensively impacted opportunities 

regarding the implementation of change or transformation.  
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Another example for the nonexistence of a leader’s learning ability from others 

was recognized within the movie “One flew over the cuckoo’s nest” (Annex 3.2.5). 

Both named leaders – McMurphy and Nurse Ratched – were unable to learn from 

the followers or each other. During one of the meetings McMurphy, for instance, 

showed that he neither had any interest in, nor had put any effort into becoming 

acquainted with their background. He thus revealed that he analyzed everything 

solely from his perspective without respecting differences among people. For the 

participants, another lack of his learning ability from others was apparent in his 

interactions with Nurse Ratched. He disregarded her as an opportunity to learn 

from, which resulted in occurrence of a variety of harmful and negative 

consequences. Nurse Ratched, on the other hand, also displayed a lack of 

learning ability from others since she elided McMurphy and his approaches as 

having a positive impact on the other patients.  

However, the successful exertion of others as a source of learning was depicted 

within the novel “Watership Down” (Annex 3.2.8). The participants agreed upon 

Hazel as the leader of the group although all rabbits showed leadership skills and 

contributed actively to the desired outcomes and changes. He was particularly 

perceived as the possessor of the leading role since he coordinated and guided 

the entire group and was ultimately mainly responsible for final decisions. 

Throughout the story, he repeatedly demonstrated that he overcame challenges 

and adapted to change by appropriately detecting and using the different 

strengths, knowledge and experiences from the other group members. He was 

thus able to overcome his own weaknesses such as the lack of intelligence in 

comparison to Blackberry or less physical strength in comparison to Bigwig, both 

of which he was aware. The participants further described Hazel as being open-

minded and highly appreciative of input from others, something which was made 

obvious when he asked Bigwig about his experience with roads and cars. 

Nevertheless, he is conscious of his learning from the others and even indicated 

this explicitly on various occasions such as after Bigwig informed him about the 

jeopardy of roads or when Blackberry utilized the wood or the boat to cross or 

travel on a river. Moreover, he applied the input from others to convince the 
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warren of prospective actions and thus successfully implemented diverse changes 

throughout the story.  

The situation within the novel “The War of the buttons” (Annex 3.2.9) is 

comparable to the previous one. Lebrac, the designated leader, was able to 

implement change due to information he obtained by listening to others. He 

appreciated their concerns and problems such as the issue of fighting naked and 

took his followers’ opinion and ideas into consideration for making his own 

decisions. The latter aspect for instance was mentioned as apparent when they 

built a shelter based on the idea of one of the group members. Furthermore, to the 

attendees, Lebrac appeared to have utilized provided input for the adaptation of 

his solutions to their individual needs, such as introduction an array of ideas in 

order to collect money for the group and subsequently available to the boys. The 

importance of this ability was agreed upon by all participants as an essential 

aspect for occurring changes throughout the story.  

Attendees identified two leaders which were able to learn from each other in the 

movie “The scent of a woman” (Annex 3.2.1): Frank and Charlie. The former was 

identified as being in the leading position, especially in the beginning of the movie, 

but passed it on to Charlie in particular situations, such as the scene with the 

suicidal attempt. In such situations Frank was further encouraged to learn from 

Charlie to see a positive side of life, for example. After this event, Frank was 

furthermore more willing and open to change and transform himself. Regarding 

Charlie, the ability to learn from someone else in order to develop as a leader and 

change oneself is evident throughout the movie. Due to Charlie’s ability to learn 

from Frank and to support him throughout his crisis, Charlie evolved as a leader 

who is not only able to handle but also motivate Frank.   

All five fictional sources therefore emphasized that importance of a learning ability 

from others is a paramount aspect for a leader who desires the implementation of 

change or transformation.  
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5.3.2.3 Environment and external power 

The correlation between a leader’s ability to learn from his/her environment and 

the outcome of intended change and transformation was further visible in the 

students’ responses about three movies and one novel. Within the movie “One 

flew over the cuckoo’s nest”, the absence of a learning ability was for instance 

detectable within McMurphy as a leader (Annex 3.2.5). He was inadequate in 

noticing and respecting existing impact and power from Nurse Ratched and the 

environmental situations in general. Hence, according to the participants, with an 

enhanced ability to learn from these aspects he might have been able to prevent 

dramatic consequences that resulted from his reluctance to learn.   

Another reviewed fictional source within which a nonexistence of a leader’s 

learning ability in this context was detected, was the movie “Dead Poets Society” 

(Annex 3.2.2). As a main reason for Mr. Keating’s ultimate failure concerning 

change and transformation was his unwillingness to accept present external power 

and to conform his teaching methods to the existing rules at the school. It was 

further revealed that Mr. Keating might have succeeded if he had explained his 

approaches and underlying reasons to colleagues instead of ignoring them. 

Nevertheless, he was perceived as a personification of negative consequences 

regarding change and transformation caused by his lacking ability to learn from his 

environment.  

Students from the field of marketing identified Hazel from the novel “Watership 

Down” as a positive example of a leader who was able to learn from his 

environment and situational conditions (Annex 3.2.8). He was always able to 

produce novel ideas such as helping the mouse and Kehaar with the intention that 

this might come in handy in the future. Another mentioned example was the 

inspiration he got from the dog on the farm to use him against General 

Woundwort. A comparable behavior is observable in the movie “A bug’s life”, 

where Flik accomplished to extract ideas from the environment for his riot against 

the grasshoppers (Annex 3.2.6).   
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Hence, all four sources underlined the importance of a leader’s ability to use the 

environment. Thereby situations and surroundings can either be employed as a 

possible opportunity for ideas and knowledge or as a source for the identification 

of potential threats. Both aspects can be crucial for the ultimate implementation of 

change or transformation.  

5.3.2.4 Requirements regarding personal and situational adaptation 

A further area needing learning ability that was indicated by the participants are 

requirements regarding personal and situational adaptation. The movie “My Fair 

Lady” was for instance named as a source in which this necessity was evident to 

the attendees (Annex 3.2.4). However, some students indicated that it is rather the 

behavior of the people around Eliza that has to change. They thereby separated 

human beings from the environment and considered them additional impacting 

factor. Nevertheless, their change could have supported and completed her 

transformation, but this did not occur because they were not aware of this aspect. 

This can be seen as a shortfall of consciousness of involved individuals that is, 

according to Anderson and Ackerman Anderson, vital for conscious 

transformation. They subsequently failed to provide an evolved surrounding for 

Eliza as a changed person, which was explained by Bennis and Thomas (2007, p. 

175) as important for a successfully enduring change. It is consequently 

demonstrated that a leader’s learning ability regarding required personal and 

situational adaptation is essential.  

5.3.2.5 Communication 

Participants from the study program “Marketing and Sales” described the 

significance of learning from effective existing communication methods for a 

leader’s pursuit for the implementation of change and transformation in two 

fictional sources. Flik as one of the leaders in the movie “A bug’s life” was named 

as an example for the successful usage of present communication means for 

detecting improvement opportunities (Annex 2.2.6). He became conscious of 
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innovative ways to convey his messages and ideas more effectively and 

convincing to others.  

The novel “Lord of the flies”, conversely, provided an example of the absence of a 

learning ability regarding the effectiveness of available communication means 

(2.2.10). According to the participants, Ralph was not able to formulate his plans in 

a clear and understandable way nor share his ideas with the others or delegate 

tasks to them. His final goal of being rescued for instance was not conveyed 

properly to the others since Ralph did not explain particular approaches and steps 

in-between in order to accomplish this goal. He merely reminded his followers 

constantly of his position via a shell instead of applying new and adequate ways to 

communicate with them. Ralph’s followers therefore neither listened to him nor 

implemented his ideas.   

Pre-existing means of communication can therefore be regarded as important 

sources for a leader’s learning process. Noticing inadequacies and learning from 

the effectiveness of the applied communication tools can enable a leader to 

convey messages in a more effective and convincing manner and ultimately 

realize change or transformation.  

Furthermore, responses from both student groups were in accordance regarding 

Flik’s (A bug’s life) ability to learn from the effectiveness of present communication 

means. Through an optimization of these ways to convey messages to followers, 

he accomplished a successful realization of desired change and transformation.  

5.3.2.6 Self-leadership and aligning contradicting people 

The participants from the educational background of marketing identified the 

interrelation between a leader’s capability to learn to lead oneself and the outcome 

of desired change and transformation within the movie “Remember the Titans” 

(Annex 3.2.3). Self-leadership was described by the attendees as especially 

essential for successfully implementing change or transformation because the 

process of transformation or change begins within an individual leader. But this 
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aspect was, according to the participants, not as important for the coaches since 

they previously possessed this knowledge and leadership skill in order to 

accomplish their mission. However, this issue was essential for the captains and 

the team as a whole, which had to learn to lead themselves. The captains were 

thus enabled to unite the individual players into one entire team and the team 

members were able to join the team actively and play collaboratively.  

Regarding Coach Boone, nevertheless, the participants identified another 

important aspect of learning: a leader’s learning ability in order to align 

contradicting parties for ultimately implementing change and transformation. In his 

role as a leader, Coach Boone was constantly learning to improve his methods in 

order to align all individual players into one unified team. In order to accomplish 

this aim, Coach Boone adapted himself continuously to all occurring situations. 

Thus, the ability to acquire self-leadership skills and to bring together contradicting 

people is fundamental for the realization of change and transformation although it 

is, compared to previously discussed areas for learning, an aspect that has to be 

learned rather than a source of learning ability.  

5.3.2.7 Underlining basis: trustworthiness and self-belief 

Trustworthiness and self-belief or -confidence were two aspects which were 

designated by participants as vital for leaders, who strive for a successful 

realization of change and transformation. Within the movie “A bug’s life”, both 

aspects were identified as crucial for Flik’s development and maintenance as a 

leader (Annex 3.2.6). In the beginning of the film he was regarded as a weak 

leader by the participants since he was not able to convince others due to the lack 

of self-confidence and self-belief. These aspects were not only named as crucial 

for a leader but also related to trustworthiness due to the fact that self-belief is, 

according to the participants, not sufficient without incorporating one’s beliefs. It is 

therefore of no advantage to disguise facts or lie about them, as Flik did in the 

movie when he did not inform the other ants about the actual occupation of his 

“warrior” bugs. Consequences for losing the trustworthiness as a leader were 
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evident when the colony discovered truth about Flik’s “warrior” bugs. They did not 

only lose their trust in Flik himself but also into his ideas. Nevertheless, Flik 

learned and even regained his confidence, defended his beliefs and confronted 

the enemy. Hence, these aspects are learnable but a leader has to possess them 

as they are essential for the implementation of any desired change and 

transformation 

5.3.3 Discussion and justification 

After reviewing and analyzing the perceptions of the students within the fields of 

study leadership and marketing separately, it seems palpable to compare these 

viewpoints with each other. A main focus was hereby placed on two aspects: 

determining similar as well as deviating views and identifying underlying reasons 

for both aspects. The purpose of the following section is therefore to compare the 

perceptions of participants from both educational backgrounds, outlining 

consistency as well as distinction between their responses and proposing probable 

reasons for these detections.  

5.3.3.1 Congruent opinions 

A wide variety of similar points of view was detected between the responses from 

students in the field of leadership and marketing. Regarding the personal 

understandings of the concepts of leadership and learning ability, the majority of 

the participants from both fields of study were in agreement regarding previously 

discussed theoretical approaches with their responses. Moreover, the indicated 

explanations of the individuals concerning the concepts of change and 

transformation mingled Anderson and Ackerman Anderson’s (2001) types of 

change in a comparable way. A noticeable number of students from both 

educational backgrounds named personal development and modification of mind 

as indicators for change in general, whereas Anderson and Ackerman Anderson 

(2001, p. 39) named these aspects more as characteristics of transformational 

change. Another aspect, which was contradicted the previously reviewed theory 

but was mentioned by students of both study programs was the interpretation of 
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transformation as the process of change itself. However, the majority of both 

participant groups described transformation as a more intense and extended form 

of change, whereby they were in accordance with the theory.   

In terms of the participants’ understandings and interpretations of the content of 

the fictional sources, the responses were consistent with each other to a certain 

extent (Annex 1.7). Thus, attendees named the novels “Peter Pan”, “Lord of the 

flies” and “The War of the buttons” as depiction for the importance of a leader’s 

learning ability for a successful implementation of change. Within “Peter Pan”, 

students from both fields of study agreed on his constant oblivion as the main 

reason for a deficit of learning and subsequently the absence of desire or ability to 

change. Concerning the novel “Lord of the flies”, both groups of students identified 

Ralph as a leader who lacked the ability to learn from his past failures and 

experiences and named this particular aspect as a main reason for his ultimate 

failure regarding the implementation of change and transformation. The responses 

to the novel “The War of the buttons” were further comparable. In this case, 

Lebrac was described as a leader that succeeded to learn from prior mistakes and 

experiences and was able to use acquired knowledge and insight to successfully 

implement change and transformation.  

All of the indicated fictional sources named as depictions for a leader’s learning 

ability from others in order to realize change and transformation were consistent 

with the participants’ responses. The detailed explanations for these perceptions 

were comprehensively coherent with these, as well. Thus, Peter Pan for instance 

was portrayed as ignoring any opportunity to learn from other individuals around 

him. This occurrence was also perceived in the case of McMurphy (One flew over 

the cuckoo’s nest), who disregarded Nurse Ratched as a source for learning. The 

novels “The War of the buttons” and “Watership Down” as well as the movie “The 

scent of a woman” were revealed as successful examples of utilizing others as a 

source for learning opportunities by the participants at both universities. The 

perception of Lebrac (The War of the buttons) and Hazel (Watership Down) as 

leaders, who were capable of using knowledge and input from followers to develop 

ideas in accordance to situational needs was consistent amongst participants. A 
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comparable agreement was observable in the case of Charlie’s (The scent of a 

woman) ability to learn to lead himself from Frank as another leader.   

In the third area – the environment and external power – which was described by 

the participants as an opportunity to learn, the students showed a similar 

perception of the three fictional sources: “One flew over the cuckoo’s nest”, “Dead 

Poets Society” and “A bug’s life” to a certain extent. In the former, McMurphy was 

portrayed as unable to extract and use facts and information that might be 

beneficial for the implementation of change and transformation from the 

environment. The situation is comparable regarding Mr. Keating in the movie 

“Dead Poets Society”, who was also described as lacking the ability to learn from 

existing traditions within his environment. In the movie “A bug’s life”, conversely, 

Flik was overall considered being competent to discover and use learning 

opportunities for innovative ideas from the environment.  

The identification of a necessary personal or situational adaption in order to 

complete the implementation of change or transformation was recognized by 

participants of both educational backgrounds in the movie “My Fair Lady”. Both 

groups perceived Professor Higgins as lacking the ability to learn about this 

requirement and jeopardizing the entire transformation of Eliza with this 

shortcoming.  

Another aspect upon which participants generally agreed on was the necessity of 

trustworthiness and self-belief or –confidence as the underlying basis for 

successful leadership regarding change or transformation implementation. Aside 

from the consent towards the requirement of these issues, the students further 

agreed with the ease of learning regarding them.  

Consequently, it can be stated that participants from the two diverging fields of 

study considered diverse aspects and areas to learn from within the fictional 

sources in a comparable manner.   
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5.3.3.2 Fiction as superior educational tool: a possible reason for similarity 

One reason for the occurring similarities might be the remarkable value of fictional 

material as a tool for educational purposes. Story-telling is an important aspect of 

leadership and enables leaders to convey their messages successfully (Sansolo, 

2010, Introduction; Gardner, 2011, p. 9). Due to the insufficient availability or 

quality of adequate stories, fictional sources have been utilized in order to provide 

additional insight and further clarifications (Sansolo, 2010, Introduction). Fictional 

literature and films present stories about people in context (Clemens & Mayer, 

1999, Introduction; DiSibio, 2006, p. 15), provide human interactions in all their 

nuances and are therefore a special source for analyses (Warner, 2007, p. 1). The 

explanation of complex concepts (Gallos, 1993, p. 127) and the familiarization with 

unknown topics can be facilitated and the learning outcome thus enhanced (Short 

& Ketchen, 2005, pp. 816-817). Provided leadership content was even seen as 

equivalent to or exceeding content of conventional information sources such as 

books, lectures or case studies (Clemens & Wolff, 1999, Introduction). An 

additional research confirmed this opinion and revealed that students were able to 

perceive leadership perspectives and understanding that surpassed traditional 

teaching approaches (Harrison & Akinc, 2000, p. 407).  

These aspects might have an impact on the acquired data and subsequently the 

available results due to the fact that the unstructured questions were available to 

the participants over a period of time that extended the actual session. Indeed, 

students received relevant material previous to the sessions and were urged to 

complete the general part of these questions before the actual assembly, although 

the possibility to revise prior annotations existed. A partial number of students from 

the study program “Marketing and Sales” even indicated an occurred change of 

understanding on retrieved questions. Thus, the noticeable extent of similarity 

amongst the students’ perception might be caused by a retrospective elaboration 

of the provided content. Within this research evidence for this argumentation is not 

given and provides an opportunity for prospective investigations.  
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5.3.3.3 Diverging point of views 

However, various discrepancies amongst the students’ perceptions were 

detectable, as well. The participants’ responses on the general part of the 

unstructured questions demonstrated that in terms of the concept of leadership, 

contradictions amongst the groups were not predominant. Nevertheless, 

leadership students specified certain aspects that are part of researchers’ 

explanations about roles and requirements of modern-day leaders, in addition to 

issues that they agreed upon in a comparable manner with marketing students. 

Marketing students, conversely, did not consider these requirements, including the 

emotional quotient or a vision. Rather, they utilized terms such as “goal” and 

“objectives”. By focusing on the diverging interpretations of these concepts, the 

deviating approaches of understanding from participants with differing educational 

backgrounds are more evident. Goals were defined as “objectives that are specific 

with respect to magnitude and time [… and] should arise from an analysis of the 

business unit’s opportunities and strengths, not from wishful thinking” (Kotler & 

Keller, 2009, p. 92). A vision is, as mentioned above, a desirable and reasonable 

future state that greatly diverges from the past or the current state (Bennis & 

Nanus, 2007, pp. 82-83). Thus, the responses of the leadership students were 

more extensive regarding the varying theoretical approaches than the individual 

explanations of the marketing students.  

Regarding learning ability, the designated understanding of marketing students 

was mainly equivalent to the explanations of participants from the field of 

leadership, although some aspects were mentioned by only one group of 

attendees. Marketing students for instance included sources of learning 

opportunities as an additional issue within their responses. The importance of 

learning ability for leaders was, on the other hand, included in the explanations of 

the leadership students. Disparities amongst responses concerning the concepts 

of change and transformation were, however, not detectable and 

misunderstandings within the concepts were contradictory.  
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Responses relating to the participants’ understanding and interpretation of the 

fictional sources were, as mentioned above, comparable to a certain extent 

(Annex 1.7). Nonetheless, differences were observed, as well. Entire indicated 

fictional sources or detailed explanations within these sources varied for instance 

in the responses about novels and movies as depictions for illustrating the 

importance of a leader’s learning ability from experiences. Leadership students 

perceived Peter as capable of learning from experiences in some situations but 

denoted his exceeding limitation in recalling knowledge as prevailing and 

abolishing probable effects of his actual learning processes. These students 

further discussed Wendy as a leader who was able to learn about Peter’s 

personality and behavior from her experiences with him. Thereby, they provided 

further angles of analysis which were not implied within the responses from 

students in the field of marketing. Jack from the novel “Lord of the flies” was also a 

character that caused deviating interpretations from both groups of participants. 

Leadership students considered him as primarily failing regarding any learning 

from experiences but also as developing this skill throughout the story. Marketing 

students, conversely, described Jack’s learning ability as successful throughout 

the novel. The most extensive disparity was evident in the denotation of differing 

fictional sources as metaphors that illustrated this particular kind of learning 

opportunity. Leadership students named and discussed the novel “Watership 

Down” and its most apparent leader Hazel as another example, whereas 

marketing students mentioned Flik within the movie “A bug’s life” as an additional 

example.  

In respect to the sources themselves, the indication of fiction as a metaphor in the 

area of “others” for a leader’s learning ability regarding a successful 

implementation of change and transformation did not deviate, although 

interpretations within the sources were distinguishable. Leadership students, for 

instance, referred to Wendy (Peter Pan) as a leader who was able to learn from 

Peter, his personality and behavior. Marketing students did not mention her at all 

but conversely included Nurse Ratched (One flew over the cuckoo’s nest) as a 

leader who elided the positive impact of McMurphy and his approaches and 
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subsequently ignored him as a learning opportunity. Within the movie “The scent 

of a woman”, students from the leadership program identified the reciprocity 

between Frank and Charlie’s learning ability. According to these students, both 

leaders were capable of learning from each other when they were learning 

themselves. Marketing students, on the other hand, identified another benefit of 

Lebrac’s learning ability from others in the novel “The War of the buttons”. In this 

regard, they stated that the leader Lebrac was using the acquired input for the 

adaptation of solutions to individual needs of his followers.  

Students from both educational backgrounds showed a partially deviating 

perception of aspects within two movies in the third area of learning – environment 

and external power.  As a leader in the movie “One flew over the cuckoo’s nest”, 

McMurphy was accredited with an absent realization of his responsibilities by the 

leadership students. During the discussion rounds with these participants, it was 

further stated that Nurse Ratched was not willing to admit McMurphy’s impact on 

others and the situation. Within the movie “Dead Poets Society”, these students 

designated a similar issue in respect to Mr. Keating. Depending on the attendees 

in the group, varying additional sources were further specified to illustrate the 

environment and external power as learning sources. The leadership students 

indicated that Ralph (Lord of the flies) was unable to adapt to novel situations or 

conflicts, although signs within the environment were evident. However, the 

inability to apply previously acquired knowledge from the environment was 

attributed to Jack as a leader. A successful approach of using the environment as 

a learning opportunity for novel ideas was attributed to Hazel in the novel 

“Watership Down” by participants with a focus in marketing.  

In the area of communication as a learning source, attendees from the study field 

of leadership perceived Ralph as unable to learn from the effectiveness of applied 

means of communication in the novel “Lord of the flies”. Marketing students, 

conversely, identified this ability in a successful manner within the leaders Gerry 

and Julius in the movie “Remember the Titans”.   
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Nevertheless, one of the most extensive differences was apparent in the detection 

of self-leadership and the alignment of contradicting people as learning 

opportunities or aspects that require learning. Marketing students explained these 

aspects in the context of the movie “Remember the Titans”. According to them, 

Gerry and Julius had to learn how to lead themselves, whereas Coach Boone was 

required to learn effective ways through which to align contradicting people into 

one team. These aspects were not discussed by students from the study field of 

leadership.  

5.3.3.4 Different frames of reference: a probable reason for disparity 

Aside from identifiable similarities, an extensive amount of discrepancies amongst 

the participants’ responses were determined, as well. An underlying reason for this 

occurrence might be the existence and impact of differing frames of reference. A 

frame of reference was defined by Cantril (1941 as cited in Weick, 1995, p. 4) as 

“a generalized point of view that directs interpretations” and can be considered as 

a position from which a person observes, grasps, evaluates, and comprehends 

information. Consideration of incidences and derivative understanding are 

influenced by such a frame of reference. An extensive deviation amongst 

individuals is evident as both aspects – occurrences’ consideration and derived 

meaning – depend on previous experiences as well as on a context, with which a 

sensed stimulus from the surrounding is assigned. (White, 1990 as cited in Weick, 

1995, pp. 106-107)  

The relevance for this research is apparent since prior experiences are highly 

influenced by the educational background of both participant groups. The 

diverging mention of either a vision or a goal within the discussion rounds is 

thereby more reasonable. Visions as an essential part of leadership were 

comprised within the subject matters of the program “Leadership and Management 

in International Contexts”. Students from the field of study of marketing in contrast 

gave more consideration to topics such as management by meaning, which 

involves object and goal setting (Kotler & Keller, 2009, p. 92). Hence, 

distinguishable frames of reference impacted by the educational background might 
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be named as a possible reason for the perceivable extent of discrepancies 

amongst the students’ perception. However, no more evidence for this 

argumentation is given in this research than the previously mentioned feasible 

reason for discernible similarities. Future research for verifying this point of view is 

therefore advisable.  

5.4 Towards a framework 

Taking the various perceptions of the participants into consideration, a framework 

arose which is illustrated in figure 2 below. Therein, the different areas which were 

designated as learning opportunities or requirements by the participants are 

illustrated in their interrelation.  

Past experience is depicted as an all-encompassing aspect since the other areas 

can be highly interconnected with it. Students pointed this relation out in several 

responses. According to attendees with a focus in leadership, self-confidence and 

self-belief are for instance learnable through experiences (Annex 3.2.6). Marketing 

students explained that past failures regarding applied methods of communication 

are a crucial issue for detecting opportunities for improvement. Thus, not only 

learning from the effectiveness of current communication tools is important, but 

also the reflection of past mistakes. Thereby, the interrelation of experiences and 

the other areas is apparent and the illustration as a compassing influencer is 

reasonable. 

By displaying areas such as environment, others, communication and 

requirements for personal or situational adaptation between the outer circle of past 

experiences and the inner one of learning ability, it was possible to generate an 

easily interpreted graphic image of their position in -between. Thereby, it was 

aimed to depict the impact from past experiences on these areas and 

subsequently an aspired successful usage of the diverse areas as learning 

opportunities. The one-way arrows are placed to outline the sole usage of 

available information within these areas, whereas the two-sided arrow delineates 

the need of learning from, as well as about this area and its requirements. 
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Trustworthiness and self-belief are portrayed as an underlying basis for all these 

aspects. These issues are, as previously mentioned, also impacted by past 

experiences but they further constitute the basic principle of leadership 

development and consequently for implementing change or transformation.  

Actual change and transformation is depicted as a probable eventual result of 

successful learning ability from all sources. 

 

 

 

 

 

 

 

 

 

 

 
 

 

    Source: Author  

Figure 2: Framework - Leader's learning ability towards change and/or transformation 
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6 Limitations and future research 

“A man’s got to know his limitations.“ 

(Harry Callahan – Magnum Force) 

In the subchapter “Fiction as superior educational tool: a possible reason for 

similarity” it was reported that responses to the general part might have been 

impacted by adaptations subsequent to reviewing the respective material. This can 

be seen as a limitation since it might have caused an increased amount of 

similarities amongst the perceptions of students from different educational 

background but it cannot be validated as a major reason. A comparable situation 

is present in the argumentation with distinguishable frames of reference as a 

reason that might have led to disparities amongst the responses from both study 

groups. Thus, empirical validation of these issues might be an interesting field for 

future research.  

Another limitation can be seen in the extensive amount of available literature and 

the inherent lack of conformity regarding interpretation and understanding of the 

concepts relevant for this research. Due to this scope of data, used theories and 

literature had to be restricted. Nevertheless the exclusion of further existing 

information and approaches does not indicate its irrelevance. An inclusion would 

solely have exceeded the intended scope of this research.  

The existing subjectivity of acquired data and its analysis might be seen as a 

further limitation. This subjectivity occurred, on the one hand, due to the sole 

obtaining of data in the form of individuals’ personal perceptions and explanations. 

Interpretations of this data and discussed results were, on the other hand, to a 

considerable extent based on the author’s understanding. The data itself as well 

as its analysis can therefore neither be regarded as entirely objective nor as 

generally valid. Hence, a reinterpretation of the acquired data and a subsequent 

comparison of attained results with the present outcome might be an interesting 

field for future research.  
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The restriction of provided material to specific movie scenes or parts of a novel 

was also limiting the research. Extending the scope of material might result in 

more profound discussions and additional data. In spite of this probable 

enrichment of information, a review of entire movies and novels was avoided in 

order to retain a close contact to the actual concepts under discussion and 

therefore to a more limited scope of material. Notwithstanding, repeating the 

applied empirical approach in such an extended manner might be conducted in 

further researches.  

However, provided material in the form of content summaries, extracts of the 

novels, and transcripts of viewed scenes is not included within this thesis due to its 

scope. Nevertheless, this material will be gladly provided upon request. 
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7 Conclusion  

“I guess that’s what happens at the end, you start thinking about the beginning.“ 

(Mr. Smith –Mr. and Mrs. Smith) 

Bearing in mind the literature review and the empirical part of this thesis 

retrospectively, it seems befitting to consider this research as fruitful and revealing. 

The progress can further be regarded as tantamount to an appealing learning 

process for the author. The research itself and the conduction of the focus group 

sessions in particular made the author aware of the indefinite opportunities 

fictional sources provide for leadership education and training as well as the 

enthusiasm that can be provoked in the participants by the usage of such sources 

as basis for discussions. Knowledge and personal frames of reference undeniably 

developed throughout the working process and designated a personal enrichment. 

In terms of the theoretical review within this thesis the research designated a 

success. Available literature and researches provide nowadays an extensive 

scope of diverse perspectives on the concepts leadership, learning, and change. 

This immense variety even resulted in a widely dissension regarding universally 

valid definitions of each of these concepts. The complexity in terms of leadership 

is nowadays intensified since required skills of leaders are constantly expanding 

due to environmental challenges and needs. As a crucial factor for successful 

leadership of today, constant learning was identified by an array of researchers 

(e.g. Marshall-Mies et al., 2000; Spreitzer et al., 1996; Yukl, 2010). This ability is 

important to react to the continuously changing environment (Beer & Nohria, 2000, 

p. 133; Bennis & Nanus, 2007, p. 176; Reinemund, 2002, p. 62). However, insight 

into the topics as well as into the relation amongst them was indicated in the 

respective chapters and understanding of the concepts for both the reader and the 

author generated, which complies with the first objective of the research.  

In regards to the first research question - How do characters in novels and movies 

illustrate a leader’s learning as such and its impact on the implementation of 
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change and transformation – the outcome of the empirical research signifies some 

key findings.  Participants were not only enabled to detect and argue for learning 

abilities within characters of fictional material but also identified particular areas as 

learning opportunities that ultimately impact change and transformation. The 

environment, others, communication, and the requirement for personal or 

situational adaptation were argued for emerging areas that provide opportunities to 

learn. The aspects self-leadership and aligning contradicting people were in 

contrast areas that offer such an opportunity but also require to be learned by a 

leader. Further discussed issues were past experience, trustworthiness and self-

belief. Participants showed within their responses that the former is an essential 

area for learning as well as interrelated with other areas. The latter were regarded 

as an underlying basis for the development of a leader and thereby pivotal. 

However, these aspects were also described as learnable. The interrelation 

between these arising aspects was further possible to be depicted by the author in 

a framework. 

In terms of the second research question – Are there any disparities to be found in 

the sense of perception among different groups of students – the outcome 

indicated that similarities as well as discrepancies between the responses were 

apparent. As a probable underlying reason for noticeable similarities the author 

argued for the value inherent in the utilization of fictional sources for educational 

purposes. Distinguishable frames of reference were, on the other hand, specified 

as a possible reason for detectable differences. However, it has to be declared 

that this argumentation was based on the author’s understanding and 

interpretation of the empirical data in relation to reviewed theoretical literature. It is 

therefore of theoretical nature and not validated empirically. Thus, an empirical 

validation of this reasoning might be accomplished by a future research. 

Nevertheless, this research should represent an insight into the usability of movies 

and novels as depictions for leadership in general as well as in relation to 

additional concepts and theories. This perspective offers another opportunity that 

enables managers and leaders to widen their frames of reference as well as their 

point of views. Thereby, it ought to inspire leaders of today and tomorrow, coaches 
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and students to perceive fiction as further possible sources for personal 

development and talent management. The author personally considers the usage 

of novels and films as depictions 

 of particular value and as an appealing are of study for every kind of leadership 

issue since emotions and enthusiasm can be evoked within the audiences, as it 

was also occurred within this research. Furthermore, complex concepts can be 

explained in an understandable way (Gallos, 1993, p. 127) and students 

familiarized with unfamiliar topics (Short & Ketchen, 2005, pp. 816-817). It also 

provides leaders additional stories, which they can use for conveying messages in 

a more effective way to their followers (Sansolo, 2010, Introduction): 

“Because sometimes the truth isn't good enough, people deserve a little more”. 

(Batman - The Dark Knight) 
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1 Tables 

1.1 The 4I Framework of a learning organization 

 

 

 

 

 

 

 

 

 
Source: Crossan, Lane & White (1999) 
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1.2 Four orientations to learning 

 

Source: Smith (2003) 

Aspect Behaviorist Cognivist Humanist Social and situational 

Learning 
theorists 

Thorndike, Pavlov, Watson, 
Guthrie, Hull, Tolman, 
Skinner 

Koffka, Kohler, Lewin, 
Piaget, Ausubel, 
Bruner, Gagne 

Maslow, Rogers Bandura, Lave and Wenger, 
Salomon 

View of the 
learning 
process 

Change in behavior Internal mental process 
(including insight, 
information processing, 
memory, perception 

A personal act to fulfill 
potential. 

Interaction /observation in social 
contexts. Movement from the 
periphery to the centre of a 
community of practice 

Locus of 
learning 

Stimuli in external 
environment 

Internal cognitive 
structuring 

Affective and cognitive 
needs 

Learning is in relationship between 
people and environment. 

Purpose in 
education 

Produce behavioral change 
in desired direction 

Develop capacity and 
skills to learn better 

Become self-actualized, 
autonomous 

Full participation in communities of 
practice and utilization of resources 

Educator's 
role 

Arranges environment to 
elicit desired response 

Structures content of 
learning activity 

Facilitates development 
of the whole person 

Works to establish communities of 
practice in which conversation and 
participation can occur. 
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1.3 Processes comprised by dimensions for leader development 

Process  

Price of 
admission 

Sense of adventure Receptivity to learning 
contexts 

Changes as a result of 
experiences 

Competencies 

Commitment to success X    

Insightfulness X    

Courage to take a stand X    

Broad business knowledge X    

Readiness to assume risk X    

Sensitiveness to cultural 
differences 

  X  
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Bringing out the best in people   X  

Integrity   X  

Learning ability 

Openness to criticism   X  

Seeking feedback  X   

Usage of feedback    X 

Seeks opportunities to learn  X   

Cross-culturally adventurous  X   

Flexibility    X 

 

Source: Based on Spreitzer et al. (1996)   
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1.4 Driving forces for change 

External drivers 

Environment “Dynamics of the larger context within which organizations and people 
operate [... such as] social, business and economic, political, 
governmental, technological, demographic, legal, and natural 
environment.“ 

Marketplace 
requirements 
for success 

“The aggregate set of customer requirements that determine what it 
takes for a business to succeed in its marketplace and meet its 
customers’ needs.” 

Business 
imperatives 

“Business imperatives outline what the company must do strategically to 
be successful, given its customers’ changing requirements.” 

Organizational 
imperatives 

“Organizational imperatives specify what must change in the 
organization [...] to implement and achieve its strategic business 
imperative successfully.” 

Internal drivers 

Cultural 
imperatives 

“Cultural imperatives denote how the norms [...] must change to support 
and drive the organization’s new design, operations, and strategy.” 

Leader and 
employee 
behavior 

“Leader and employee behavior denotes the ways in which leaders and 
employees must behave differently to re-create the organization’s 
culture to implement and sustain the new organizational design 
successfully.” 

Leader and 
employee 
mindset 

“A shift of mindset is often required for organizational leaders to 
recognize changes in the environmental forces and marketplace 
requirements”. 
 

“A change in employee mindset is often required for them to understand 
the rationale for the changes being asked of them. “ 

“Leaders and employees must change their mindset to implement and 
function in the organization’s new design and strategy successfully.” 

 

Source: Based on Anderson & Ackerman Anderson (2001) 
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1.5 Distinctions between episodic and continuous change 

Source: Weick & Quinn (1999)  
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1.6 Selected material for the focus group sessions 

Films Novels 

One flew over the cuckoo’s nest Peter Pan – J.M. Barrie 

Dead Poets Society Watership Down – R. Adams 

My Fair Lady The War of the buttons – L. Pergaud 

A bugs life Lord of the flies – W. Golding 

The scent of a women  

Remember the Titans  
 

Source: Author 
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1.7 Comparison of indicated areas of learning opportunities 

Areas Congruent mentions of fictional 
sources named for illustrating 
this area 

Diverging mentions of 
fictional sources named for 
illustrating this area 

Past experiences Peter Pan 

Lord of the flies  

The War of the buttons 

Watership Down (LNU) 

 A bug’s life (IMC) 

Others Peter Pan  

One flew over the cuckoo’s nest  

Watership Down  

The scent of a woman  

The War of the buttons  

----- 

Environment One flew over the cuckoo’s nest 

Dead Poets Society 

A bug’s life 

Lord of the flies (LNU) 

Watership Down (IMC) 

 

Personal or 
situational 
requirements 

My Fair Lady ------ 

Communication A bug’s life Remember the Titans (LNU) 

Lord of the flies (IMC) 

Self-leadership & 
Aligning 
contradicting people 

------- Remember the Titans (IMC) 

Self-belief/-
confidence & 
Trustworthiness 

A bug’s life  

Source: Author 
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2 Figures 

2.1 Life-Cycle theory of leadership 

Source: Hersey & Blanchard (1996) 
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2.2 From performance to a learning focus: changing an organizational design approach 

 

Source: Daft et al. (2007)  
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2.3 Drivers of Change Model 

 

Source: Anderson & Ackerman Anderson (2001)  
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2.4 Comparison of the three types of organizational change 

 

Source: Anderson & Ackerman Anderson (1999)  

 



Figures 

Vanessa Prause   124 

2.5 Learning and course correction in transformational change 

Source : Anderson & Ackerman Anderson (2001)  
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3 Responses by participants of the focus group sessions 

Data acquired throughout the discussion rounds is displayed in the following tables (Annex 2.2.1-2.2.10) in black, whereas 

information that was solely expressed within the responses to the unstructured questions is written in green.  

3.1 Part I – General questions 

 Linnæus University Kalmar IMC FH Krems 

Leader Awareness of personal values and principles; influence on 
outcomes, understanding of personal scope (heart driven, 
relationship building and cultivating personal development) 

Capability to inspire others 

Motivating & influencing others; aim: get the best out of 
leaders and followers 

Encouraging other to transform a vision into reality 

Possession of specific skills; embodies vision and stories; 
creation of one’s own environment; understanding 
followers; adaptive capacity 

Inspiring others; shared vision; need for authenticity; acting 
accordingly to believes and vision 

Knowing how to make other to follow one’s path; guiding 
or forcing them; fairness or rudeness in order to push 
people to get the best out of themselves 

Can be taken as a model; inspires others & makes them 
follow the example; about showed actions & character; 
Morality, sense of fairness & other good personality 
features important; capable to influence others’ action, 
changing their behavior & attitudes towards a certain 
particular aspect or towards the leader’s world view 

Strong will; doesn’t easily succumb to difficulties; 
knowledge about motivating, uniting & leading others; 
problem solving skills; clear view on objectives; extremely 
reliable 

Charismatic person; guide others; maintain states; 
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Influencer of others for a particular goal achievement 

Inspiring others; help followers to become leaders by 
motivation and pushing them; 

Influencer others through vision and other forms of 
communication to attain a certain goal or state of mind 

Like a mother; gives courage & support, letting someone 
go for the pursue of dreams; influencer; being confident 

Leading others to work on the same goal  

Influencer of others towards his/her goals, ideas, vision; 
can change others’ world view 

Influencing or impacting the behavior of others (through 
vision, meaning, trust, certain skills & traits); skills & traits 
imbedded in the personality – authenticity 

Influencer of others due to courage, creativity, innovation, 
knowledge, and ability to see hidden facts 

Has skills, knowledge, experience, gut feeling & vision; 
can motivate and touch others; special gift 

Handle and direct groups in order to achieve the same 
purpose; ability to motivate & encourage others in a good 
way; charisma, intelligence & understanding of others 

Inspiring and influencing followers in order to contribute to 
a common goal; being concerned about the wellbeing and 
personal development of followers 

empowers others 

Stands out of a group but must not stand above; taking 
the initiative to lead/guide with enthusiasm; motivation & 
pushing others to do their best; understanding & 
protection in hard times 

Directing others with functional authority or with one’s 
behavior 

Influencing people to achieve some goal 

Controlling people without their cognition; people follow 
voluntarily & motivate the leader 

Takes over responsibility; supporting others to reach 
goals; motivating others, finding out their strengths & 
weaknesses to use their knowledge suitable; not using his 
power to satisfy one’s wants 

Inspiring others to achieve targets successfully; others 
following him consciously; protecting values & benefits 

Driving a team toward a specific goal; directing or guiding 
a team 

Organizing a team around a specific topic/task; taking 
responsibility; able to motivate, transmit enthusiasm, 
address and solve occurring problems & facilitate 
communication to reach objectives efficiently & 
effectively; people & HR skills 

Ability to admit mistakes & to learn from them; being 
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Motivating, encouraging & influencing others to follow into 
a chosen direction; need for social intelligence for an 
understanding of others’ thoughts and influencing 
opportunities 

curious, open-minded, and not afraid of change 

Taking responsibility; no fear of making decisions that 
impact others in cooperation with team members; using 
others’ experience & knowledge; needed respect and 
trust from teammates 

Ability to guide, influence and teach others; awareness of 
the role; willingness to develop others; providing ways & 
communicating them; taking defendable decisions (even 
in cooperation); open to learn from others; good business 
overview; ability to moderate conflicts; active solution 
search 

Guiding others towards a goal achievement; setting 
directions; helping others to develop; breaking rules & 
open new roads; striving for goal achievement even 
without followers 

Guiding individuals or groups through a situation; not only 
giving instructions but collecting ideas & organizing the 
group 

Power possession; respecting a leader is not always 
given; motivating others; supportive personality; people 
want to follow and trust a leader 

Looking at facts; considering all possibilities and opinions; 
making decisions for others; ability to delegate towards 
people’s strengths; developing others 
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Learning ability Behavioral, emotional & cognitive process; self-awareness 
regarding strengths, weaknesses & motivation; focus on 
personal vision, development of effective communication, 
trust building and positive self-esteem 

Understand and react to the surrounding environment 

Outside the box thinking; open-minded for new point of 
views 

Extracting knowledge from occurrences and experiences; 
applying this knowledge 

Constantly needed for leaders 

Crucial for leaders; needed curiosity  

Ability to receive, adapt and use new 
information/knowledge 

Everyone should have; capacity to constantly improve 
yourself 

Understanding previously unknown situations; acting on 
them (based on less related sources or experiences); 
might involve consulting others 

Gaining knowledge from diverse sources & transforming it 
into own understanding; amend/improve/connect own 
knowledge 

Gaining and using knowledge; finding a suitable way to 

Ability to evolve & take something out of any situation 

Capacity to collect new information that might even be 
contradicting to existing knowledge; capacity to get out of 
the comfort zone & assimilate various inputs 

The extent to which one can learn how to act or what to 
do in the environment  

Acquiring new skills & abilities; adapting actions 

Adaptation & knowledge usage from others to enhance 
and apply new knowledge in known as well as new 
situations 

Ability & openness to learn something new 

Gaining knowledge and self-development 

Learning new things; dealing with new information in 
order to recognize & use it; everyone is different/own 
learning style 

Willingness to change the own personality & behavior in 
order to adapt to the environment 

Gaining knowledge and skills 

Dealing with past situations & using experience to 
enhance future situations; needed ability to deal with 
criticism & feedback; striving for excellence 

Accepting criticism and feedback 
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learn 

Being curious & accepting criticism; being open to the 
world; trying to get out of one’s own prevailing box 

Basis for success; learning from past, adapting to the 
present & keeping in mind the future; keeps you updated, 
modern and relatable; must have for leaders 

Configuration & articulation of ideas by attentive listening, 
observing, reading, past experiences, and communication  

Ability to do something new/different; changed frame of 
references; learn from past & experiences; being aware & 
open-minded; notice happenings around and adapt 
yourself 

Learning something new & adapt oneself to change 

Ability of processing information in order to acquire, 
enhance, modify or create (new) knowledge based on an 
individual’s pre-existing set of experience 

Ability to see, understand & assimilate new things; implies 
being open-minded 

Able to use personal and others’ experience to change 
the way of doing things, viewpoints or values in order to 
enhance the process and the outcome as well as avoiding 
repeating mistakes 

Changing things in one’s mind; self-development; open-
minded, thinking & reflecting thoroughly about one’s own 
or others’ actions; constant flow; need for willingness 

Ability to draw a lesson/learn from somebody’s 
experience 

Ability to accept constructive criticism & help; changing 
behavior in the case of failure 

The motivation to make a personal progress 

Extent to which someone is capable of changing their 
opinion or behavior in a way which they have seen to be 
more effective 

Change Omnipresent; related to the environment; affecting 
economy, organizations & management; related to 
individuals 

Creation of new surroundings 

Trial to break routines when they are not convenient 
anymore; new behavior while facing a new 
situation/environment; no change but to adapt 

Modification of a current state to sth that has not been 
experienced before; for a better cause or an alteration; 
can be voluntarily or smoothly without cognition; outside 
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New circumstances; adaptation to them 

Making nature/content/form different from the current state 

Shift from one stage to another; modification of minds and 
behavior 

Happens in someone’s environment; irreversible 

Process of becoming different or making differences (in 
qualitative or quantitative scale), that as a result suppose 
to change an outcome 

Handling fear and taking risk; changing oneself or adapting 
to a new situation 

Transferring a situation or state into another 

Different from the current state 

Making the situation different 

Systems differing from the prevailing one; entailing new 
rules, expectations & habits 

Enhances must for continuous learning; difference from 
the present to the future; can be actively committed & 
contributed to but also be forced 

Adjusting process of an individual or group due to any 
change in its surrounding 

More an event; significant moment; can lead to 
transformation, be forced, be more or less immediately & 

factors challenge inner factors 

Different look or acting as before; positive or negative 
alteration; visible; still aspects that stayed the same 

Being confronted with a new situation; concerns the 
environment 

Being different due to a particular event; includes different 
levels; intended 

Process of making something different 

Different environment and breaking the status quo 

People have to deal with new conditions, omnipresent 

Can have negative or positive aspects; internal or 
external; can be forced or voluntarily; environment 
affected 

Alteration of acting; becoming different; ongoing, step by 
step 

Due to new information or environmental impacts; 
adaption to the new circumstances; short-term 

Leaving one’s comfort zone 

Breaking routines; adapting to and embracing a new 
situation 

Learning something new to fit to different situations; 
provoked by experiences, new knowledge, reflection or 
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drastic 

Something new or needed adaption of oneself 

Making something completely different or to be different by 
working hard on something & taking incremental steps 
over a period of time 

Something new that can create excitement or fear 

changing circumstances; in form of behavior, values, 
knowledge or attitude change; actively or indirect; affects 
people personally 

Movement from a current to a future state 

Something is made differently 

Progress; situations are not stagnant; new ways to go & 
think; not always positive; often feared and resisted 

Altering your mindset, opinion or behavior and putting it 
into action 

Transformation Recognition of need for change; proposes innovations 
destabilizing static realities 

Progressive change 

Fundamental change; caused by experiences & crucibles 

Larger than change 

More intense than change 

Planned evolution 

A process of becoming different or making differences in 
the framework of the taken qualitative or quantitative scale 

Almost the same as change; positive or negative evolution 

Change within a subject; resulting in an enhanced ability to 

Focus on ourselves; ability to question oneself 

More than change; behavior modification; differences in 
the values and norms system 

Drastic change (physical, psychological, state of mind); 
totally different; almost nothing stays the same 

Happens to a person 

Long-term; lasting afterwards 

Quite similar to change 

Slow process of change 

Included in the change process; part in-between the old 
and the new situation  
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handle changed environment 

Slower than change; made by force; achieved by quantity 
change 

The process of change 

Something changed & transformed into a new thing 

Change regarding human beings 

Individual’s behavior to improve oneself continuously with 
the passage of time 

More a process; change is required; takes more time; 
people’s willingness is needed; deeper than change 

Complete change of oneself; not a behavior evolution but 
replacement 

An unconscious process; automatically without an 
intention 

More than evolution or change; complete & entire 
remodeling 

Similar; affecting people  

Radical; complete opposite 

Theoretically a change but goes deeper; more profound 
motives & background; long-term oriented 

Being able to adapt quickly to new situations; leaving bad 
habits behind 

Altering a person’s actions or values due to change 

Actively; being aware of the change; all changes together 

Qualitative change/shift/alteration; radical; improvement 

Deeper change; more radical; not possible to change 
back; change of values 

Stronger than change; leaves little of the original situation 
left 

Significant change in appearance, personality or behavior 
that is visible to others 

Source: Author 
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3.2 Part II – Discussion 

3.2.1 The scent of a woman 

The scent of a woman Linnæus University Kalmar IMC FH Krems 

Leader Frank, Charlie Frank, Charlie 

Reasons for this position Frank: obvious leader; supporting Charlie’s 
development (e.g. by his behavior when they met); 
gave orders and held everything under control; 
authority; charismatic; perceived by Charlie as a 
person he can learn from; complex personality; strong 
character; impacted by his military history.    

Charlie: showing leadership potential (e.g. suicide 
attempt) and abilities to reach the goal by influencing 
Frank; stood up, active and pushed Frank (e.g. when 
Frank did not want to get up) seeing something from 
a different angle; developed throughout the story; able 
to transmit his vision into reality (e.g. hotel room 
scene). 

Contradicting view: solely Frank is a leader; Charlie a 
follower (e.g. Charlie did not speak out in the trial; 
solely Frank); standing up and pushing Frank is rather 
showing friendship than leadership. 

Frank: authority; impacted by his past; showed 
Charlie how he can deal with the world; acted in the 
same way as he would still be able to see; not a great 
leader and did therefore not see Charlie as a great 
leader; although he was grumpy he motivated people 
and forced them to take actions (e.g. with Donna; 
speech at the end)  Charlie was not capable to do 
this; manipulating opinions of others (e.g. “jury” at the 
trial); showed Charlie how several actions can lead to 
particular results; desire to keep his former position, 
which he acquired through great work;  

Charlie: real leader because he made Frank go 
through the crisis; developed as a leader during the 
movie (after learning from Frank); greatest strengths: 
empathy and careful way of leading Frank; took over 
the leading role in Frank’s weak moments.  
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Leader’s learning ability Both: learning a lot from each other. 

Frank: learned to listen to Charlie (e.g. during the 
suicide scene); lacking learning ability when he tried to 
commit suicide  giving up on his life.  

Charlie: learned to become a leader (e.g. Ferrari 
scene) and learned from Frank in order to be able to 
step up at the end (e.g. visible in the suicide scene); 
learning started in the first scene (Don’t Sir me) with 
dealing with an unknown person – contradicting view: 
adapting instead of learning in this scene; learned to 
lead himself in order to lead others.  

Frank: was not able to cope with the thought of being 
blind/lack of acceptance although he was able to 
handle daily situations; showed learning ability (e.g. 
when he asked the children at the end how they are) 
– learning how to make the situation easier for the 
others  contradicting opinion: not really learning 
ability because it can also be a momentous behavior; 
realized Charlie is seeing the world from a totally 
different point of view – nonbiased; 
Learned from Charlie to see the positive side in life 
(e.g. suicide scene); no desire for change the way he 
acts or his position in the beginning (lacking 
learning ability) but observable desire to learn how to 
deal with his conditions in a better way when he 
made the choice to stay alive; learned that being 
mean and focusing only on his blindness isolates him 
 led him to change his attitude.  

Charlie: learned from Frank and taking over the role 
as a leader from him then; learned how to handle and 
motivate Frank. 

Observable change or 
transformation 

Frank transformed from a negative person to a 
positive one (e.g. evident during his speech; in the 
final scenes and during the suicide scene). 

Charlie as well because he was able to stand up at 
the end; but rather evolved instead of changed.  

One participant stated further: 

Donna: got convinced by Frank to try Tango with him 

Switching point/movement of power 

Frank: at the end when Frank was full of life and 
friendly; slow change and transformation – but real 
transformation was visible in the trial when he stood 
up for Charlie; gun scene: first time that Charlie 
overruled Frank; behaving in a nice manner and less 
grumpy or mean; seemed more coherent. 

Charlie: more self-confident and not scared as in the 
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 change. 

Headmaster: was not able to understand the reasons 
for the neglect of the school values until Frank’s 
speech  not punishing anyone.  

beginning; open-minded; but still a weak impression 
 change and transformation was not completed; 
only one situation where he was strong: taking over in 
the gun scene; weak again afterwards in the court 
(relied on Frank). 

But during the gun scene: Charlie was forced to react 
somehow differently. 

Success or failure Successful for both leaders (Frank after having taken 
care of his inner problems) 

Successful  

Reasons for the 
success/failure 

Frank & Charlie: changed in a positive way but it was 
not a big change, which involved changing leadership 
styles, characters but instead gained some values, 
skills, experience – something personal that they can 
use; differences within Frank’s behavior only 
regarding Charlie; thus, rather based on his friendship 
to Charlie; regarding the kids it was a sign but not 
obvious if it was enduring contradicting opinion: 
Frank changed his character (e.g. acting like a 
different person with the children of his niece); 
influenced each other in a way that they developed 
themselves; importance of their relationship (mentor-
mentee  role of a mentor moved from Frank to 
Charlie, which was important for the reciprocal 
success).  

Frank: tried to be a better person  reason for 
defending Charlie in the trial; looked at and revealed 
his own mistakes; rethought his view of life.  

Frank: more obvious regarding changing himself and 
his behavior; accepted his blindness; observable 
when he defended others; opened up for others that 
he neglected before; due to his appearance, behavior 
and strong body gesture.  
Contradicting view: did not show a particular change 
in his behavior  e.g. still wanted to be in control and 
gave orders in the end.  

Charlie: more successful in changing Frank (e.g. 
attitudes and saving his life); but did not change that 
much himself; never let Frank down; truly cared for 
him; was not afraid of Frank in the most critical 
moment ( suicidal attempt); able to convince Frank 
about the worthiness of living; through his personal 
and very emotional approach.   
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One participant’s opinion:  

Frank: successful because he transformed. 

Charlie: did not change a lot but kept his integrity 
throughout the whole story without transforming into 
something better or worse; made Frank seeing more 
in his life; stuck to his values; learned from Frank to be 
“rude” if it is needed and changed thereby Frank when 
he applied this behavior.  

Relation between 
learning ability and 
change or 
transformation 

Without learning ability Frank would not have been 
able to transform or to support Charlie’s change. (The 
usefulness of Frank’s learning ability for the support of 
Charlie was not fully agreed upon by all participants: 
but agreed that the moments Frank learned, Charlie 
was able to lead  thus, it can be seen like 
interlinked); Frank’s change enabled Charlie’s change. 

Charlie created change in Frank due to his learning 
ability.  

Caused by their reciprocal connection, which was 
based on the existence and the lack of learning ability. 

Charlie managed to unlock Franks learning ability and 
gave him a new perspective and inspiration. Has 
always been inside Frank but needed Charlie to get 
unlocked.  

Did influence the actual implementation of change 
and transformation greatly as this realization is an 
internal force.  

Frank: learned that being mean and focusing only on 
his blindness isolated him  leaded him to change 
his attitude. 

Identifiable areas of a 
leader’s learning ability 

Each other Charlie needed Frank to develop; others 

Source: Author 
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3.2.2 Dead Poets Society 

Dead Poets Society Linnæus University Kalmar IMC FH Krems 

Leader Mr. Keating Mr. Keating, Todd, Neil, Mr. Nolan, Nuwanda 

Reasons for this position Formal leader at the beginning, later something more 
(e.g. the students “rebelling” against Mr. Nolan who 
was as well a formal leader at the end) shift from a 
formal leader to an informal one; students allowed him 
to lead; formed the reality of the students (giving 
sense); kept students’ attention; inspiring; authentic; 
empowering; students listened to him; gave directions; 
open-minded; let students think for themselves; 
opened the mind of the students to think for and lead 
themselves.  

Mr. Keating: extraordinary personality; able to motive 
and encourage students; respected and admired by 
the whole class; stood out of the crowd; showed 
others that they are capable of thinking for 
themselves. 

Todd: he stood up in the end and everyone followed 
him; made a big progress from a shy person to an 
opened one  therefore was able to be followed; 
showed that he was able to judge on his own and that 
he had his own opinion; showed the others that they 
should not be afraid of having a different opinion 
although the system restricts you; developed from a 
follower to a leader; believed in justice and the truth 
 not able to stay quiet and to be perceived as 
agreeing on something when the opposite is the 
case. 

Neil: he initiated the society again; liked by the others 
and therefore it was easy for him to find followers; 
leader of the group; read the first words of the book at 
the first meeting.  

Mr. Nolan: a negative leader because he used his 
power; not a real leader rather a manager because 
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he possessed a powerful position; as a real leader 
the others would have followed him, which was not 
the case.  

Nuwanda: leader of the clique.  

Leader’s learning ability Mr. Keating did not realize his responsibility and 
influence on students, which resulted in the suicide of 
a student  should have analyzed the information in a 
better way; did not learn about the students’ 
backgrounds; did not show learning ability until the 
end when he realized his impact on the students (e.g. 
when he left the class); failed in learning from the 
environment and available information – only able to 
learn from this at the end when he is forced to do, but 
then it was rather a learning from experience; ignored 
traditions; realized that he was also responsible for 
Neil’s suicide even though he did nothing wrong  
acknowledged this and left school without resistance.  

Mr. Keating: not so much learning ability was evident; 
he was willing to get to know the boys but he had his 
own opinion and followed his personal idea of the 
right way (e.g. when Mr. Nolan told him directly that 
this was not the way they do/handle things)  not 
willing to change his teaching methods or to conform 
to the school rules; could have learned from the other 
teachers (e.g. when one of them came into his 
classroom  questioning his methods); he learned in 
the end that he has inspired the students; but learned 
when Neil committed suicide that he could have done 
more for him; he did not realize that the problem of 
Neil and his father was so deep; lacked learning 
ability regarding external power  might have been 
able to change the system if he would have explained 
his reasons to the other teachers instead of ignoring 
them (one opinion) – not his intention/objective 
(contradicting opinion). 

Students: were learning throughout the whole movie 
from Mr. Keating; especially Todd. 

Neil: learned about his real interests (e.g. acting). 

Todd: gained trust in himself; learned to make his 
own decisions (e.g. in the last scene when he was the 
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first one that stepped on the table) 

Mr. Nolan: lack of learning ability – did not realize that 
the students transformed positively; did not accept 
that they started to have their own opinions; more 
focused to regain control over the group.  

Observable change or 
transformation 

Students became more confident (e.g. visible at the 
end when they called out “O captain my captain and 
acted in a way against Mr. Nolan’s instructions); 
Keating changed the students’ way of thinking. 

Todd was really shy in the beginning and then the first 
one, who stood up  major change (change = of the 
environment, characters, styles etc; transformation = a 
process). 

Neil dared to go to the audition against his father’s 
wishes. 

Keating could never have changed the system of the 
school with all its traditions; was not his aim; he 
wanted to change the students, which he achieved.  

Change when students decided to reform the club 
“Dead Poets Society”. 

Neil’s suicide: not possible without Keating.  

Neil: when he decided that he wanted to act instead 
of letting him be influenced by his father change 
and transformation (one does not exclude the other).  

Change: happens fast, transformation = slowly  
everything in the movie is transformation. 

During the situation in the courtyard: realizing that it is 
ok having one’s own opinion; Todd showed 
afterwards that he was able to think for himself.  

Almost all of the students changed because they 
stood up at the end for Mr. Keating.  

With changing the students Mr. Keating changed the 
school itself somehow – the perception of the school 
was different for the students; not the system itself; 
the school became more than just a place to study for 
the students; Keating knew that he cannot change the 
entire system; his intention was only to change the 
students; did not finish the process since he got fired.  

Success or failure Successful as a leader although some outcomes (e.g. 
the suicide) were negative. 

Successful for those who stood on the table; for 
others maybe but that was not observable. 
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Failed in some aspects (e.g. learning from the 
environment and available information) 

But not to a full extent in the case of the Neil and his 
suicide – but that was impacted by other issues, as 
well  therefore Neil’s transformation was not a full 
success. (Diverging opinion: Neil as a leader failed, 
Keating as a leader of Neil failed to some extent but 
could not impact the aspects that let him fail) 

Reasons for the 
success/failure 

Communicated a vision and students followed him; 
the students became due to him more confident; not 
regarding the system but he was only concerned 
about the students; got followers and managed to 
change their believes and reached the goal; changed 
their personalities and caused their diverse thinking; 
not his aim to guide them forever, rather to see a 
different way than the one of the mass; not changing 
all students (e.g. not Cameron) but that was not 
necessary to be a successful leader and he was also 
impacting students that were not following him or even 
working against him; inspiring to see life from different 
perspectives.  

He gave them ideas and power but could not control 
them or the situation, which resulted in the suicide, 
(one opinion)  not agreed upon by everyone. 

Neil: for himself not a failure but he would have 
needed a change in other people such his father as 
well since he did not fit anymore; maybe too weak.  

Keating: gave them the idea of having own opinions 
and changed their behavior  initiator of change and 
transformation; did not force the class to change  
no reason to be afraid of the change; showed them 
how to improve.  

Todd: successful because he managed to make his 
classmates follow his actions.  

Relation between 
learning ability and 
change or 
transformation 

Learning ability was only visible in the end; but his 
lacking learning ability impacted the followers 
negatively. 

Keating would probably have learned something for 
the future and change due to Neil’s suicide; he might 
have been able to change the system if he would not 
have ignored the other teachers and made them 
understand his points/reasons (one opinion); but he 
was not interested in this (contradicting opinion) 
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Identifiable areas of a 
leader’s learning ability 

Environment External power; others 

Source: Author 
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3.2.3 Remember the Titans 

Remember the Titans Linnæus University Kalmar IMC FH Krems 

Leader Coach Boone, Coach Yoast, Gerry, Julius Coach Boone, Gerry, Julius 

Reasons for this position Coach Boone: actual leader and not Gerry and Julius; 
contradicting opinion: inspiration; to some extent a 
manager;  

Coach Yoast: at the very end a little bit 

Gerry & Julius: active followers of Boone and rather 
managers; contradicting opinion: real leader; brought 
together by Boone but still in a leadership position to 
lead the individual players (e.g. lunch time, when Jerry 
told his friend he cannot sit with them because it was 
the defense table); the first players that understood 
Boone’s ideas and implemented them; formal 
leadership positions as captains of the (former) teams. 

Gerry: fastest learner; role model 

Julius: co-operational, role model 

Coach Boone: leader in the beginning; had and gave 
a clear goal/vision; inspiring; followed a strict path; 
fear of losing  dictatorship style, but that was also 
his strategy; stuck to his rules; understood the team; 
shared passion with the team members  made 
others listen to him; aspirational (e.g. when he talked 
about the team spirit); had his own view on the way of 
coaching – different from others; managed to set up 
new rules. 

Gerry: took over the leadership role; but not a leader 
in his own sense because he did not have his own 
vision or mission; followed Boone’s goals  leader of 
the team but not a leader per se; rather a 
spokesperson; had to learn more from Coach Boone; 
led by example; stood up for his values. 

Julius: leader of his former team; but lost this role and 
had to learn to assimilate to the others; had to learn 
more from Coach Boone; led by example.  

All: strong characters with high self-esteem and 
ambitions; too proud to be told how to act or what to 
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do.  

Leader’s learning ability Boone: improved approaches; asked the other 
coaches for advice. 

Yoast: when he told the referees to make a fair match 

Gerry & Julius: great learning ability (e.g. ideas and 
vision from Boone); learned that cooperation was the 
only thing how to become a team; understood that 
they therefore had to act as an example; learned also 
from the increased amount of training sessions  
need for change because it was tough for the entire 
team.  

Boone: considered different strategies (e.g. listen to 
Yoast to let the boys fight) – more possible solutions 
for some situations; had to learn constantly; he 
always adapted to the situation in order to align all 
players to a team. 

Contradicting opinion: Boone did not learn so much; it 
was rather Yoast, who learned; Boone came with the 
idea to align the players but Yoast was rather against 
this idea  changed in the end/learned more about 
the others (e.g. also said: now I join your team).  

Gerry: worried in the beginning only about his team, 
but adapted to the new situation 

Julius: showed up after the first real fight/confronted 
each other with their thoughts about each other  
this honesty brought them together turning point. 

Both: learned that they were actually fighting the 
same fight, having the same purpose  learned that 
fighting over their race is just absorbing too much 
energy and not productive.  

If you want to learn something you have to fail before; 
not really happened in the movie no observable 
learning from Boone.  

Observable change or On the field, when Gerry was blaming another player Turning point: Louis joined the afro-American players; 
adapted himself to them  showed others that this 
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transformation of his former team of not blocking right 

When Gerry sent his friend away from the defense 
table 

When Gerry stepped away from his friend and his 
girlfriend in the car in order to celebrate a victory with 
his team 

When they started making jokes about each other 

Coach Yoast changed as well. 

When they came back from the camp and sang 
together in the bus; with their dance on the football 
field.  

works.  

When coming back from the camp to school: 
everyone against them but they stuck together. 

Fitting room: making jokes about each other. 

Last match: Julius talked about the team and not 
about the individuals.  

Lunchroom: when Louie joined the table of Julius and 
said, “I am not belonging anywhere”. 

When Gerry denied to go with Emma and stayed with 
his team to celebrate their victory.  

When Julius talked about the perfection of the team 
and not of the individual.  

All: stuck to their change and were able to change the 
mindset of others in town. 

Success or failure Successful Successful 

A slight failure from coach Boone 

Reasons for the 
success/failure 

Influenced people and changed their mind; reached 
the goal through actions; united different frames of 
reference (prejudices, racism) and formed a new 
vision of sports and football.  

Successful: vision and stuck to it; provided guidance 
but change happened by each person; changed the 
players’ perspective and lead them.  

Boone’s failure: told Louis to help him with his studies 
 not balanced anymore; took over a clear side 
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within the team; could have created a misbalance.  

Contradicting opinion: a coach always has to know 
team members individually; managing different ways 
for them.  

All: stuck to their change and were able to change the 
mindset of others in town.  

Relation between 
learning ability and 
change or 
transformation 

Boone applied diverse approaches that enhanced in 
order to transfer the mission and bring the player 
together to one team  he was prepared for the 
situation and how the coaches have to be.  

Learning ability of the team captains influenced the 
transformation of the entire team  allowed them to 
unite  

Self-leadership: Learning ability of the coaches for 
implementing change/transformation not as important 
because the knowledge/leadership aspect/mission 
was already there; important for the captains and the 
team as a whole.  

Gerry & Julius: without learning to reflect on Boone’s 
words they would have been incapable to change.  

Boone: learned about the conflict between races and 
possible ways to solve them.  

General: change occurs always; you always have to 
adapt to new situations; but learning ability helps to 
inspire the people around (e.g. Yoast daughter) 
leaders changed they inspire others to change as 
well; the process of transformation or change starts 
by oneself.  

Identifiable areas of a 
leader’s learning ability 

Ways of communication (e.g. Gerry & Julius with 
acting as an example); from the situations 

Self-leadership; others; situation and environment 

Source: Author 
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3.2.4 My Fair Lady 

My Fair Lady Linnæus University Kalmar IMC FH Krems 

Leader Eliza, Professor Higgins, Higgins’ mother Professor Higgins, Higgins’ mother, Eliza, Colonel 
Pickering 

Reasons for this position Eliza: capacity to transfer her intentions into reality 
(e.g. to get lessons, speaking properly, moving to the 
upper society); manipulated Professor Higgins, the 
Colonel and Miss Pearce; led herself; authentic in the 
beginning but lost herself in the end/did not recognize 
herself anymore; developed her leadership skills 
during the movie but moved as well from the role of a 
leader to a sole follower and back to a leader 
throughout the story. 

Professor Higgins: Opinion from one participant – 
rather a manager, who fulfilled a project; Eliza 
followed him because she had to; rational thinker; goal 
and vision; authentic; but underestimated feelings.  

Contradicting opinions: leader because he was a 
rational thinker; less emotional; vision to succeed 
within the bet; saw and took challenges; caused the 
transformation within Eliza, which was characteristic 
for a leader; influenced Eliza; provided knowledge to 
Eliza; applied diverse approaches to achieve his goal 
adapted to the situational needs (e.g. screaming at 
her, being rude but also explaining his reasons in an 

Professor Higgins: he had what she wanted; authority 
because he was the only one, who was able to teach 
her to speak without her accent; used his social 
status for showing her that she was not as good as 
he was; rather an old approach of leadership: 
aristocratic teacher, never acted on the same level 
and treated her like a child (as former professors 
were used to do); showed her that he stood above 
her, but leaders should rather stand out of a group 
instead above a group; however, he believed in her 
(e.g. knowing she will succeed on the ball although 
she failed on the horse race); his rude acting can be a 
teaching method and was successful in some 
situations (e.g. improving her pronunciation) but was 
questionable as a method since he was always acting 
in this way. 

Higgins’ mother: above the situation; realized that 
there was something between Eliza and Professor 
Higgins; tried to mediate between Eliza and Professor 
Higgins; did not treat Eliza differently although they 
were both from different social classes; a role model; 
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understandable and friendly way); made others 
listening to him. 

Higgins’ mother:  the only person, whose opinion 
made Professor Higgins thinking about; strong 
position.  

keeping in mind the values.  

Eliza: especially at the end because she knew how to 
treat his ego and how to make him jealous (e.g. 
comparing him with colonel Pickering); took over 
Professor Higgins’ role as a leader; managed to 
challenge him and to reconsider his behavior; showed 
him his vulnerability.  

Colonel Pickering: more open than Professor Higgins 
and without stereotypes (e.g. explaining him that 
Eliza was different compared to his former students 
and needed more help); but also praised Professor 
Higgins a lot; respectable man, who stood as a model 
for good and disciplined behavior; left out labels that 
people usually tend to put on ones coming from a 
lower social class.  

Leader’s learning ability Eliza: learned how to speak without an accent; her 
evolvement throughout the movie  engaged into 
complex thoughts about her purpose at the end; 
Eliza’s transformation created a person that Higgins 
had less power over than before (e.g. when she used 
his games against him at his mother’s house).  

Professor Higgins: did not learn much as a leader; did 
not adapt to her; did not pay attention to her emotions 
– maybe did not take this seriously; did not react to 
anything that happened to her – or his specific way of 
reacting gave the impression of a lacking learning 
ability. 

Contradicting view: he learned how to adapt his 

Professor Higgins: lack of learning ability evident at 
the end – he cared for her but continued insulting her; 
was not learning throughout the whole movie; maybe 
at the end (e.g. when he was sitting on the bench) but 
he was not showing it; was not able to learn how to 
treat people fairer and differently besides from the 
first impression that they got; learning ability was 
visible in the end when he admitted to himself that 
she has changed him.  

Eliza: hesitated and was not ready to become a part 
of the high society even though she learned to 
behave like them. 
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approaches in order to achieve his goals (e.g. calm 
responses to her shouting in the beginning, shouting 
as well later; flames method for her pronunciation and 
in the end giving her a vision and an understanding of 
the language itself) part of his profession but lacking 
learning ability regarding social interactions (e.g. did 
not change his perception of Eliza – always a flower 
girl) disagreement: his mention of treating everyone 
as a duchesse was a signal for his learning ability 
because he was not calling her a flower girl anymore; 
he started learning at the end to treat her differently as 
the situation and she required it.  

Observable change or 
transformation 

When Eliza managed to speak without her accent the 
first time: Professor Higgins had to go into her to find 
the cognitive problem  her realization of this helped 
her to know how to behave  Total transformation 
throughout the movie in her appearance, language 
and behavior (e.g. was not recognized on the flower 
market anymore). 

Slipper scene: from a floppy girl to a girl with 
something extra  what going to happen with her; 
looked forward since she changed her strategic 
thinking (one opinion) – other opinion: only stressing 
out and behaving like others would do in her situation. 

Others’ perception of her changed (e.g. people on the 
flower market) 

Professor Higgins: no real change or transformation; 
he rather got it for a moment that he had to rethink his 
attitude and behavior toward her or in general 
towards people below him; not willing to change; 

But: comments such as “maybe you are tired” 
showed that he perceived her somehow differently 
because nobody would ask a flower girl something 
like this; however he felt back into his old behavior; 
Interesting aspect: he treated Ms. Pearce as if she 
was on the same level as he was; changed when she 
left him and he realized that he was missing her.  

Eliza: wanted to transform herself (e.g. asking 
Professor Higgins for lessons). 

Success or failure Successful  Successful on a project level 
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Failed Failed on a personal level 

Reasons for the 
success/failure 

Achieving the goals; she changed and got the courses 
without paying, got the man in the end although the 
tough parts in-between; but change is never a straight 
process and has its ups and downs. 

Adapting her goals throughout the movie. 

Successful for him regarding her change but not for 
her (e.g. crying). 

Higgins: Failed since he did not appreciate her 
success and caused thereby a feeling of exclusion 
within the achievement and the class/group within her. 

Eliza: Understood that manners and accent to not 
change a simple person into a noble one  but a 
change within personality can achieve this.  

Question: Does the surrounding have to change as 
well for allowing someone an enduring 
transformation? 

She was in a new surrounding and Professor Higgins 
changed as well at the end; he had to learn that this is 
needed  Professor Higgins had to be more flexible, 
understanding; emotional. 

Professor Higgins just saw her as a scientific project 
 not able to deal with her feelings; but was 
ultimately able to let feelings come to the surface; got 
over his initial reluctance towards the girl  showed 
willingness to be more caring and gentle; allowed 
himself feelings for another human being. 

Sometimes being rude to get the best out of others 
(questioned by participants as the best way); saw 
such a behavior as the only way to make her change; 
she changed (e.g. way to speak and behave) but did 
not fully transform (as she did not apply what she 
learned in order to become part of the society or a 
shop assistant); only Eliza can judge if the 
transformation was good or bad; she had to accept it 
first of all, otherwise there will not be any change; she 
seemed not happy with the change afterwards (e.g. 
hoping to get recognized on the flower market); not 
really ready to fully transform herself.  

Successful regarding the project: she spoke English 
properly; but maybe she would have been happier 
without the change. 

Question: Does the surrounding have to change as 
well for allowing someone an enduring 
transformation? 

Hard to change the environment; it is rather you that 
adapts to the environment; but it is possible for the 
behavior of other people that has more impact than 
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an environment (e.g. the new environment of the 
house did not change her or supported her change 
but the behavior of other people, which was diverging 
to her own behavior did change her -> need for 
changing behavior of others for supporting her 
transformation) separation of others and the 
environment (= solely settings, impersonal). other 
participants did not separate them completely.  

Required changes in the environment depended on 
her desires (e.g. staying in the upper class it might be 
useful to change something within the house; but for 
going back to the flower market it would not have 
been needed) problem: she did not really know 
what she wanted.  

To achieve this understanding of this requirement 
was crucial: difficult to learn since they did not know 
her former environment; they did not see the need to 
treat her differently because they regarded her as a 
project.  

Relation between 
learning ability and 
change or 
transformation 

His learning ability regarding appropriate teaching 
methods impacted her learning process.  

Professor Higgins lack of learning ability was so 
strong that Eliza even left the house  almost made 
her to give up. 

Identifiable areas of a 
leader’s learning ability 

Lacking learning to appreciate others’ contribution  
contradicting opinion: it was the Professors’ input 
(“formula”) that created/impacted the output 

Experience; others 

Source: Author 
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3.2.5 One flew over the cuckoo’s nest 

One flew over the 
cuckoo’s nest 

Linnæus University Kalmar IMC FH Krems 

Leader McMurphy, Nurse Ratched McMurphy, Nurse Ratched 

Reasons for this position McMurphy: informal leader; charismatic; motivating 
and encouraging; full of life and bringing life to this 
“dark” place; managed to gain followers in a new 
place; “guts” to speak out what he thought; treated the 
people that were declared as mentally ill as normal 
people; authentic and stuck to his personal values; 
people started to identify themselves with him (e.g. the 
baseball game); tried to make others to understand 
his vision; gave others the change to develop; acting 
by example; able to find solutions in the holistic 
surrounding.  

Multiplier: sometimes went too far and did not realize 
that it caused problems when he broke, with everyone 
else (e.g. going fishing, bringing alcohol inside); he 
knew about this; they gained a lot (e.g. self-esteem 
and self-respect, stood up for themselves, articulated 
themselves); but he was also the cause for occurring 
problems (e.g. problems after he introduced Billy to 
the girl).  

He knew how to gain followers, how to create an 
environment and how to influence them, but not to 

McMurphy: real leader; the most rational thinker of 
the group; was able to unite the others and motivate 
them; made them see that they were able to have fun 
and to enjoy being in there; showed that he believed 
in them (e.g. Chief and basketball); made a team out 
of a group of random people  helping each other; 
other patients thought they can trust him; gave others 
the feeling to appreciate them; leader and friend; 
encouraged others to stand up for themselves; 
strongest of the patients; ability and power to fight 
against Nurse Ratched.  

Nurse Ratched: manager; position due to her job; 
stuck always to her rules; small dictator of her own 
world; feared.  
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direct them towards a goal and he seemed not even 
having a goal (contradicting opinion: goal = to escape; 
But: discussed as a personal goal; a goal for the 
group was missing); did not realize his responsibility.  

Nurse Ratched: formal leader; authority and power; 
right to punish someone or decided about their 
medical treatments; rather a manager, who had the 
position as a job; knew from her knowledge and 
experience how to influence people without their 
choice; can therefore also be seen as a leader since 
she directed people; rather a tyrant than an actual 
leader; bad example from a leadership perspective; 
ruling through demoralizing others; seemed acting 
instead of authentic.  

Leader’s learning ability McMurphy: did not really learn because he knew the 
consequences (e.g. electrical shocks); might have 
acted differently if he would have known his 
dependency on Nurse Ratched; but also showed a 
lack of learning ability because he ignored facts of 
consequences and about authorities/power (changes 
for such a learning e.g. during the meetings) due to 
his attitudes; but even after learning about the facts 
and getting information about others (e.g. that they are 
voluntarily in there) he did not use them and adapted 
 causing himself more disadvantages 

Contradicting opinion: he knew about the system (e.g. 
when Cheswick asked for cigarettes McMurphy told 
him to sit down in order not to cause any problems) 
had this learning ability but chose sometimes not to 

McMurphy: did not think everything through and did 
not consider consequences (e.g. bringing Billy 
together with the girl); could have prevented the 
negative outcome if he would have been smarter 
before (e.g. not always provoking Nurse Ratched)  
but these aspects also contributed to his leadership. 

Not willing to learn about the others, their background 
and situational aspects (e.g. Nurse Ratched had the 
power to keep him as long as she wanted) – possible 
reason: not imaginable for him as he was forced to be 
there that anyone else could do this voluntarily; solely 
analyzed everything from his own perspective and 
ignored difference among people.  

Nurse Ratched: has her rules but did not try to find 
different ways to treat each of them individually; not 
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use it; Counterargument: he did not want to help him 
but seeing Cheswick issue as not as important as his 
own one. 

McMurphy: learned about patients’ personality and 
treated them based on this knowledge differently.  

Nurse Ratched: held on to the old patterns (e.g. 
reducing cigarettes)/all kinds of old system to reinforce 
her position  helping McMurphy to get followers 
since they saw reasons why the old system did not 
work anymore; she saw several times the positive 
impact of McMurphy’s actions but kept on disagreeing 
with his efforts; her interest should have been to 
provide the best possible treatment for the patients. 

willing to change even when she saw that McMurphy 
was taking over the role, gained trust and started to 
be liked.  

Observable change or 
transformation 

Transformation of the environment due to McMurphy’s 
appearance.  

Visible regarding the other persons (e.g. Cheswick 
stood up for himself whereas he had been a sole 
follower before – however impacted by his emotions; 
Chief)  able to give them his frames of reference 

When Cheswick asked for another vote. 

During the vote: raising hands showed that the 
patients were not afraid of Nurse Ratched anymore  
Reason: McMurphy created a group.  

McMurphy changed people’s mentalities, which was 
obvious in the increased number of votes in the 

Chief: not as absent anymore; became a part of the 
team; killed him out of pity and escaped.  

Billy: shy and not able to say anything in the 
beginning but later on he stood up and stopped 
stuttering  not for long due to the influence of Nurse 
Ratched. 

Situation: McMurphy did not change the situation 
itself – patients still felt insane and not able to be part 
of the world (caused by Nurse Ratched); might have 
been possible if he would have had more time or with 
a different approach. 

When McMurphy started to take over the leading role 
 changed the situation; but not willing to change his 
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second round.  

Nurse Ratched: did not change. 

behavior  constantly provoked Nurse Ratched.  

Second vote: patients supported McMurphy and 
stated their opinion.  

McMurphy managed to unite the group and made 
others to follow his ideas. 

Success or failure Failed regarding his personal goal – contradicting 
opinion: he had the opportunity to achieve his goal but 
he gave up. 

Successful concerning the change of others  
contradicting opinion: failed. 

Failed regarding his initial plan (to escape) but was 
successful regarding the side effects (e.g. baseball 
match and basketball game). 

Nurse Ratched: successful since she kept the actual 
system in place.  

Partly successful 

Nurse Ratched: failed in the beginning; successful in 
the end 

Reasons for the 
success/failure 

Change of Billy (e.g. stopped stuttering) and Chief  
contradicting argument: was solely a result of his 
behavior but not intentioned or planned by him  but 
on the long-term only Chief changed (since he 
escapes) but not the others; he failed also because he 
was not able to change the environment  
contradicting opinion: he changed his followers a lot; 
but they wanted to follow him further than he wanted 
to lead them.  

Successful since the group got together and formed a 
team; some improvements (e.g. standing up for 
themselves). 

Reasons for his success: that he treated them as 
normal people. 

But also partly a failure (e.g. Billy’s suicide) not 
directly his fault but he could have stood up for Billy 
since it was his idea; also caused because he was 
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McMurphy: due to his ability to inspire, motivate, and 
lead; energetic; neglected authorities; anti-
establishment; gave others a common thing to rebel 
against; but was also not able to adapt to the new 
environment; did not realize all the responsibilities.  

Nurse Rathed: her attempts to regain power by 
restrictions and punishments resulted in supporting 
McMurphy’s success.  

not considering the consequences thoroughly (e.g. 
that Billy was suicidal); somehow forced the other 
patience to have the same opinion as he had and put 
them somehow under pressure; thus, the change was 
too fast for them (e.g. pulling up hands for the vote); 
best interest in mind for the other patients but his 
actions were not executed in the best way; was not 
aware of the environment; egoistic.  

Nurse Ratched: did not really deal with people; not 
willing to change anything; considered strict rules and 
daily routine as the best for the patients; though that 
everything she said is right due to her job position; 
breaking the attempts for change and bringing 
everything back to the former situation.  

Relation between 
learning ability and 
change or 
transformation 

Important to learn from each other and about the 
environment but this was not the case in this movie. 

Lack of learning ability led to the outcome of the 
movie.  

Nurse Ratched: lacking learning ability led to “mutiny”. 

Nurse Ratched would not have changed and 
therefore the situation would not have changed; she 
stuck to her own rules, did not want to open up or 
consider something else (e.g. voting, after she lost 
she still tried to outsmart McMurphy) 

McMurphy: might have changed something if he 
would have learned a different approach; but not 
without the support of the others and they were too 
afraid of Nurse Ratched. 

Consequences were a result of his lacking learning 
ability; he should have learned about Nurse 
Ratched’s real impact/power ( no borders for her)/ 
environmental aspects or superiors’ position.  
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Identifiable areas of a 
leader’s learning ability 

____ Others 

Source: Author 
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3.2.6 A bug’s life 

A bug’s life Linnæus University Kalmar IMC FH Krems 

Leader Flik, Princess Atta, Queen, Hopper, Dot Flik, Dot, Queen, Hopper, Princess Atta 

Reasons for this position Flik: had a vision and developed through the movie; 
new ideas and courage to believe in them and to 
share them; endurance.  

Princess Atta, Queen & Dot: bloodline. 

Dot: born with leadership skills; smart (e.g. used 
double metaphors and understood them); leading 
others (e.g. in the bird). 

Hopper: the meanest grasshopper; typical tribe 
situation – the strongest is the leader (e.g. scars, 
probably from fighting). 

Flik: more a visionary – had ideas and desire to 
change something; could be a leader but was too 
much related on others – not able to make own 
decision; did not want to have that position (e.g. did 
not promote his idea of the bird in front of the whole 
anthill himself; but maybe also due to the required 
hierarchical structure); but he developed and proved 
at the end to be a good leader (e.g. bird, convincing 
others to stand up with him) that also stood up 
instead of giving up as before (e.g. left the colony 
when he was told to) - contradicting opinion: act of 
desperation; lied to give the ants a strong picture that 
they needed; identity crisis: was not able to convince 
others because he was not convinced about himself – 
always needed support from others, which made him 
a weak leader; if you want to be a good leader you 
have to believe in what you are doing and stand for it 
– don’t disguise it or lie; do something and do not rely 
solely on the opinion of others  basis to be a leader, 
afterwards you will fall and learn out of it, but primarily 
required to become a leader.  good adviser but not 
a good leader; did not lose faith; clear objectives and 
vision; gained trust from others; took responsibility; 
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very loyal; encouraged others to fight against the 
grasshoppers.  

Princess Atta, Queen & Dot: born to be a leader – 
royal family; traditions; responsibility to take care of 
the colony; somebody to listen to.  

Princess Atta: put the colony over personal feelings 
(e.g. when she sent Flik into the exile even though 
she had feelings for him) – contradicting opinion: 
solely based on personal disappointment; born 
leader.  

Dot: led the others within the bird; became a good 
leader as she was able to convince others; different 
than the Queen and Princess Atta because she 
always believed in Flik; interested in different ideas 
and people and not only in the colony as a whole. 

Hopper: the most frightening and biggest one. 

Leader’s learning ability Flik: learned to get some self-confidence (e.g. 
destroying food but was able to stand up against 
Hopper); self-confidence & self-belief can be learned 
through experience, but they are constantly going up 
and down/not stable; learned how to communicate 
with other effectively (e.g. nobody listened to him or 
took something from him seriously. But he learned 
that conveying his message through the warrior bugs 
and Atta worked out) necessary: not giving all the 
facts (since circus bugs are some kind of warriors 
within the arena), kind of manipulation; he was 
perceived as a sole inventor and not as a warrior (link 

Flik: learned from his failure to communicate  
different way to communication to be effective and 
convincing; learned from the experience within 
particular situations (e.g. bird) – used accidents 
afterwards on purpose to help the colony; learned to 
be confident and was able at the end to confront the 
enemy; learned from Dot; learned to find his strengths 
to fights for fairness.  

Princess Atta: only learned when the situation 
required it; not immediately only in response to major 
issues; learned (as well as the Queen) that it was 
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to a leadership book)  thus the others did not really 
trust his ideas although they can be really good. 
Solely with an inventive warrior idea the others started 
following him; strove for new methods and new 
results; continuously broadening his frames of 
reference; learned that his vision was still alive within 
Dot (e.g. after her first flight  reminding him about 
his vision/ideas)  learned to believe in his ideas and 
standing up afterwards against Hopper (= change in 
the cognitive process: if the self-esteem goes down, 
the whole personality changes that causes an effect in 
the cognitive process; out of that knowledge will arise 
out of the information that go inside  Dot in this 
case, which reminds him); he did not perceive himself 
as a leader until he realized that Dot listened to him  
moment to realize he could lead others; the bird = 
(according to Gardner) the output of his leadership; 
always used the environment for innovations (e.g. 
harvesting machine, bird); when he realized that 
Hopper was not stronger than the ants  discovered 
their weakness and used it against Hopper; managed 
to take lessons and recognized them within all 
traditions and the environment he was faced with; 
solely proposing ideas at the beginning (because he 
was not sure about himself and his position) but he 
learned that this is not sufficient in hard times and took 
the position in front of everyone.  

Princess Atta, Queen: did not learn much; held strictly 
to traditions. 

Princess Atta: gave cues to Flik (e.g. Hopper’s fear of 

wrong to send Flik away after he lied. 

Princess Atta & Queen: lost their trust in Flik and his 
idea (bird) after they found out that he had lied to 
them; but learned that it was more important that Flik 
really stood behind the anthill all the time and wanted 
to help with his ideas when he stood up for the whole 
anthill  final scene.  

Dot: learned to fly in a really stressful situation that 
required this ability; learned from the rock metaphor 
and used it afterwards to teach Flik about how to be 
confident; learned that she was capable of taking the 
initiative.  

Hopper: learned at the end that he was not able to 
oppose the ants since they were stronger when they 
act together; he thought differently about that in the 
beginning;  
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birds)  big role; inspiring Flik. 

Learning starts with being confronted with actions. 

Observable change or 
transformation 

Circus bugs: lazy in the first place and turned into a 
diligent team.  

Ants: cowards and afraid of Hopper and the 
grasshoppers in the beginning; they became active 
and brave in the end; used their team work to confront 
the grasshoppers; excluding Flik in the beginning and 
blaming him for all the troubles he caused; becoming 
supportive and trusting Flik later; protecting, needing 
and helping Flik; when they took Flik’s idea and 
started building the bird.   

Transformation: colony decided to leave the traditions, 
to implement his ideas (e.g. bird) and to trust him  
2nd moment: when he lost the trust totally (finding out 
the truth about the circus bugs); when Dot used his 
stone metaphor to show him that his vision was still 
alive.  

Flik: made it visible that “one bug is weak, all bugs a 
strong”; but the Queen and the Princess made the first 
step so that everybody followed; when he took the 
decision to go back.  

Atta: stood up for Flik and made all the others follow.  

Not only the individuals changed but also the whole 
situation/nature itself (e.g. grasshoppers were not 
above the ants anymore). 

Flik: perceived as a loser in the beginning and 
nobody wanted to listen to him/traditions, habits and 
collective thinking were dominating; later they trusted 
him and were convinced from the quality of his ideas; 
learned from and transformed due to his throwbacks. 

Princess Atta: transformed when the situations 
required it; change of her attitude towards and 
perception of Flik after he rescued Dot from the bird 
 she believed him, thought about his ideas and 
trusted his opinion; after she saw potential in Flik and 
trusted him.  

General: when the ants did not want to work anymore 
for the grasshoppers and decided to build the bird; 
easier in the final scene to be stronger  holistic 
transformation of the group and not only of 
individuals. 

Dot: changed from a small and probably unimportant 
member of the group to a strong and confident ant, 
which was capable of taking the initiative.  
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Success or failure Ants: successful 

Hopper: failed 

General: successful 

Flik: failed as a good leader even though he might 
have been regarded as succeeding in the end  (rather 
acting out of desperation; but could also have been 
considered as growth) might fail again because his 
character was too weak; not convincing enough 

Contradicting opinion: successful 

Princess Atta & Queen: successful 

Dot: successful 

Reasons for the 
success/failure 

Flik: due to his learning ability; persistence; saw that 
his vision was still partly alive within his inner crowd of 
followers; kept trying even after failure; by giving hope 
and being brave; changed the queen’s mind with his 
ideas; motivated them and did not give up on his aims 
when he was beaten by Hopper; followers were 
convinced and trusted him; gained trust back after he 
lost it.   

Atta: gave up halfway.  

Hopper: lack of learning ability 

Flik: good within learning situations, but it was not 
clear if he really learned something or was rather 
pushed by the others; acting out of desperation; did 
not see himself as a leader. 

Contradicting opinion: because he was willing to 
sacrifice himself; caused change with his ideas and 
his ability to take responsibility instead of running 
away. 

Princess & Queen: because the ants followed them. 

Dot: managed to actually taking actions on her own.  

Relation between 
learning ability and 
change or 

Flik’s exile: he realized that he wanted to help due to 
Dot’s input/pushing him; kept some of the information 
was also necessary for implementing change in his 
situation (e.g. truth about circus bugs); his learning 

Flik: learned from the environment and changed 
something/the environment based on this. 

Princess Atta: learning ability was really important 
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transformation ability was the main cause for the change he wanted 
to implement.  

Queen: due to her learning ability the ants supported 
Flik and accepted his ideas.  

Atta & Queen: their learning ability influenced the 
implementation.  

since without her change of attitudes towards Flik she 
would have never accepted his ideas and 
subsequently never conquered the grasshoppers.  

Especially important on the long run: without a 
learning ability a leader cannot change himself or 
views and is not able to implement anything new; a 
leader should adjust to situations. 

Identifiable areas of a 
leader’s learning ability 

Others Always need supporters; self-confidence; past 
experience; environment; others 

Source: Author 
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3.2.7 Peter Pan 

Peter Pan Linnæus University Kalmar IMC FH Krems 

Leader Peter Pan (not agreed by everyone), Wendy, Captain 
Hook 

Peter Pan, Wendy (diverging opinions) 

Reasons for this position Peter Pan: bravery & moral compass; not 
accomplished to lead himself; many skills that were 
contradicting to leadership skills (e.g. he forgot 
everything) but some leadership skills as well such as 
being a good storyteller; had something special (not 
clarified) that made the others following him  leader 
since he had followers even though he had no clearly 
set goal (having followers  being a leader; achieving 
goals  successful leadership); forgot about others 
(e.g. their names)  arising question: where is there 
the leadership? Knowing followers was crucial, but 
rather for the quality of leadership than for leadership 
itself. 

But he also accepted himself since he asked Wendy 
to remind him about her name  gave some 
directions. But he rather instructed others as a 
manager (does the thing right) and not as a leader 
(does the right thing)  managing his weaknesses.  

He was neither a good manager (e.g. promised 
Wendy and her mother to pick her up every year and 

Peter Pan: leader of the boys; bravest; respected and 
admired by the Lost Boys; most experiences 
(according to the Lost Boys); followed him as they 
thought he knew what to do; able to motivate others 
to follow him; due to his personality, traits and how he 
approached and talked to others; values: fairness; 
leading by example. 

Wendy: leader of Peter Pan in her role as a mother; 
only person Peter Pan listened and looked up to; she 
was able to change his mind (e.g. house); she was 
not trying to get followers, but achieved that (e.g. the 
house); she influenced Peter (e.g. Indian girl; house) 
and subsequently the Lost Boys in an indirect way. 
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then he did not show up regularly). 

Wendy: showed more leadership, but was rather a 
“silent” leader; was stronger; overview of the situation; 
good storyteller; responsible; caring; more knowledge 
than Peter (e.g. visible when they met the first time – 
letters, names) but only in her world. Peter has the 
knowledge in Neverland; she was able to control the 
process and everyone around her, whereas he was 
rather doing things without planning and strategy; 
courage, 

Leader’s learning ability Peter: not learning from mistakes and experiences; he 
was egocentric; if he learned something he was not 
able to use it in later situations since his inability to 
remember was overwhelming; constant forgetting led 
to a constant learning procedure, but lack of memory 
caused annoyance within his followers.  

Wendy: existing learning ability. 

He was not able to focus and he forgot everything 
throughout the story (e.g. losing interest quite fast; 
forgetting about previous fights with Captain Hook); 
he lacked empathy.  

Observable change or 
transformation 

Peter showed that he cared for someone when he 
was building the house for Wendy  1st time 
therefore kind of a change. 

No transformation or change at all within the story 
since he was repeating actions constantly (e.g. finding 
a mother). 

Wendy: caused a change within Peter  he did not 
forget her completely; continuous change and 
transformation throughout the story  remembered 

Change in Peter’s actions when he saved the Indian 
girl and when he allowed the others return home with 
Wendy and her brothers. But in all other cases no 
change or desire for change was observable; when 
he took care of Wendy and protected her. 
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and reflected on events in their connection to each 
other; matured in her way of communicating (e.g. not 
reminding Peter about his weaknesses – when he was 
not able to remember Hook). 

Success or failure Successful (Wendy’s leadership)  personal 
transformation of Peter (evident when he started 
caring for Wendy – house; he remembered her as he 
visited her afterwards); but solely regarding his 
relationship with Wendy. 

Failed (Peter’s leadership). 
Contradicting opinion: successful as a leader even 
though he did not reach all his goals. 

Failed (Wendy returned e.g. back home, did not want 
to stay) 

Reasons for the 
success/failure 

Peter’s inability to remember; continued with his 
lifestyle; not growing up or developing himself; not 
caring about anything or anyone; egocentric; no want 
for change; childish and not responsible since he was 
still a child and behaved like one.  

Wendy’s personality and attributes left an impression 
on Peter that changed him to some extent he visited 
her afterwards and remembered her; might even be 
more influential as a follower.  

Peter always forgot about the past and was not able 
to learn from it. Therefore, he did not want to change 
or felt the need for change. He repeated everything 
(e.g. taking Wendy’s daughter and granddaughter 
instead of Wendy).  Continued his behavior and 
solely replaced others.  

Without remembering and learning from the past real 
improvement or change was not possible.  

Due to his ignorance about and interest in others and 
their opinions  no close relationship with others. 

Showed empathy just once when he saved the Indian 
girl and allowed the others to go home with Wendy. 
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Relation between 
learning ability and 
change or 
transformation 

Since Peter was not learning, he did not want to 
change anything (neither himself nor the situation); 
was not able to implement strategies; lack of learning 
ability resulted in a lack of change; forgot everything 
(e.g. visiting Wendy years later). 

Wendy: collected and used information about Peter’s 
personality and behavior adaptation to Peter and 
the environment he created 

The Lost Boys and Wendy lost kindly their admiration 
and faith in him  expressed in their wish to leave 
Neverland. Reason: his failure of learning and 
implementing change. 

Lost trust in him (e.g. doubts about his stories). 

Identifiable areas of a 
leader’s learning ability 

Past experiences; others Past experience; others 

Source: Author 
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3.2.8 Watership Down 

Watership Down Linnæus University Kalmar IMC FH Krems 

Leader Hazel, Bigwig, Blackberry, General, Cowslip, Fiver Hazel  

No clear leader. Rather a collection of rabbits with 
diverse leadership skill: Hazel, Blackberry, Fiver, 
Bigwig 

Reasons for this position Hazel due to his authority; learned from others and 
experience; strategy in mind; acted from his gut 
feeling; overview of the whole situation and thought 
about the future (e.g. with the mouse & Kehaar); 
looked for alternatives; open-minded; most obvious 
leader; decision maker; proved himself constantly; 
social entrepreneur; good listener and observer.  

Bigwig was an entrepreneur (for others that was rather 
Blackberry); good version of strengths; sacrificed 
himself to save others; risk taking; strong physique; 
ability to analyze activities regarding future difficulties.  

Blackberry since he was interpreting situations and 
biased his frames of reference (e.g. finding and 
relating the floating object for crossing the river to prior 
experience/knowledge); was able to convince others; 
entrepreneur; not the most visible leader; innovative 

Hazel because he always had the plan in mind, he 
coordinated the others, realized and used their 
strengths (e.g. Fiver’s visions); he strove for their 
commitment and was able to convince them; the 
others were rather executers; he showed a leadership 
style that encouraged others to become leaders 
themselves; his followers even clarified his 
coordination as the important aspect of their 
temporarily leadership and they did not take any 
actions without his blessing; his listening skills gave 
the others the impression of having power but he was 
responsible for this; natural authority; highly 
interested in learning from others (e.g. asked Bigwig 
for his experience with roads and cars); he was able 
to put the knowledge from others together, to make 
final decisions based on this input; not really lost in 
some situations rather unsure; he always came up 
with own ideas (e.g. mouse, Kehaar, dog), thought 
outside the box and shaped the culture; he developed 
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and creative thinking for problem solving.   

 All of them have leadership attributes and together 
they are able to succeed, all have their tasks 
(indicated in the text) without arguing them 

General & Cowslip since they were in charge  kind 
of leaders but rather managers with authority and 
strength. 

Fiver: natural gift of insight; forecasted future 
happenings. 

his leadership skills during the whole story due to 
successful actions and an increasing acceptance by 
the others; he put the group goals over his own.  

Hazel was a combination of manager and leader; 
manager since he often gave strict tasks and plans 
instead of giving a direction as a leader; all of them 
together indicated a real leader (Fiver with his vision, 
Bigwig’s strength, Blackberry’s wits & Hazel’s 
authority, p. 121); without the others and their 
characteristics he would maybe not have even been 
able to be a leader himself.  

Bigwig: open to new roads/change. 

Fiver: others were always interested in his opinion; 
considered as an informal leader by the others.  

Leader’s learning ability Hazel learned from experiences; listened to other 
opinions even though he did not understand them at 
the first place; ability to listen to others and used 
gained knowledge (e.g. remembered the lights from 
the road at the farm and how to react); learned to use 
the skills of each rabbit.  

Blackberry: used knowledge from prior experience 
(e.g. remembered the wood and applying it to the 
boat). 

Bigwig: innovative methods and creative behavior due 
to his learning ability.  

Hazel was the most curious and open-minded one; 
even though Bigwig was always trying something 
new, Hazel was always at his side learning from 
Bigwig’s behavior and knowledge; he was asking 
others directly and even indicated that he learned 
from them (e.g. Bigwig at the road; Blackberry with 
the wooden board and the boat). 

Fiver: remembered Blackberry’s idea with the wooden 
thing to cross the river the first time when he saw him 
sitting in the boat.  
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Observable change or 
transformation 

Hazel: transformed from an outskirter to a leader due 
to his desire for changing the situation. 

Change in the story: leaving the old warren based on 
Fiver’s vision,  

Transformation: leaving traditions and settled old life. 

Hazel being reinforced as a leader.  

Throughout the whole story: at the beginning when 
they tried to get away from the old warren – getting 
rid of the old structure, establishing a new culture (no 
fighting anymore against others e.g.). Main goal: 
better life and different changes in order to achieve 
that goal; after the situation with the snares (“they had 
become warier, shrewder, a tenacious band who 
understood each other and worked together. They 
had come closer together, relying on and valuing 
each other’s capacities”) 

Not afraid of change to achieve better living 
conditions.  

Hazel: convinced others based on Fiver’s vision to 
leave the warren  initiator, who caused change.  

Success or failure Successful since Hazel embodied his vision and was 
able to convince others to follow; Hazel’s idea of two 
warrens living together was realized.  

Successful; caused and driven by Hazel (e.g. peace 
between Watership Down and Efrafa)  helping 
others to overcome their fears and concerns (e.g. 
leaving the warren and crossing the river). 

Reasons for the 
success/failure 

Hazel’s listening and learning ability (e.g. boat, car 
lights, dog that was primarily a risk but was used by 
him as a weapon against the rabbits from Efrafa); 
embodied vision and was able to convince others to 
follow even though they were afraid to; adaptability to 
situations; used knowledge from other warrens (e.g. 
Cowslip’s hall); used prior experiences for problem 
solving.  

Hazel knew that about his weaknesses (e.g. not as 
clever as Blackberry; not as strong as Bigwig) and 
how to use other resources to overcome them  
used strengths, knowledge and experience from the 
others to overcome new challenges and to adapt to 
change; ability to combine forces for perfect solutions; 
very devoted to the final goal and strove to achieve it 
without knowing if the others were following him (e.g. 
with the dog at the farm; not explaining everything in 
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Followers made a great change by leaving the warren 
at the first place  result of Hazel’s leadership. 

For the entire group: strong will and determination; 
good coordination, collaboration and mutual support 
between all members.  

detail but leading the others into the shortly explained 
situation) 

Caused by all of them in cooperation. 

Relation between 
learning ability and 
change or 
transformation 

Aspects above (reasons for success/failure). 

Blackberry: was able to perceive its environment and 
connected certain cues to adapt to new situations. 

Went with and was vital for entrepreneurship. 

Learning ability provoked transformation. Without it 
no progress would have occurred.   

Many quarrels about authority in the beginning but 
based on their learning about their individual and 
complementing skills they learned how to work 
together and achieved more.  

Identifiable areas of a 
leader’s learning ability 

Past experience; listening to others  Environment; others 

Source: Author 
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3.2.9 The War of the buttons 

The War of the buttons Linnæus University Kalmar IMC FH Krems 

Leader Lebrac, but sometimes also some of his followers 
since they influenced with their opinions the situation 

Lebrac 

Reasons for this position Lebrac was the leader due to several abilities (good 
fighter) although he was not really smart; he was loyal 
and helped his friends; followed his own values; 
delegated tasks; respected and even feared in some 
way; convinced of his cause; helping friends; loyal. 

Leader from the beginning; made the plans and 
proposed future steps; enthusiastic about his plans; 
due to several abilities (e.g. fast running, playing 
tricks, good marble player and being generous); best 
in everything; natural leadership ability; regarded by 
the others as a leader; physical ability; able to 
convince team members about ideas; showed 
appreciation for his followers.  

Leader’s learning ability Learning continuously because he always found new 
solutions after he failed or problems occurred (e.g. 
fighting naked after he got captured, lost his buttons 
and was beaten for this at home); learned from others 
and used their ideas (e.g. building the hut; complains 
about fighting naked); learned about disadvantages of 
his former ideas. 

Not learning since he did not care about the financial 
problems of the others  forcing others (one opinion; 
disagreement from others since he provided ways to 
get money and would even have given more money if 

Showed appreciation for the concerns and problems 
of others, tried to understand them and to find 
solutions (e.g. when they told him they did not want to 
fight naked again); considered all opinions; delegated 
tasks well; learned from past personal experiences 
and failures (e.g. coming up with the idea of fighting 
naked in order not to lose buttons); learned to listen 
to others and to adapt to their needs (e.g. not wanting 
to fight naked again; not able to pay for buttons).  
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he has been able to); assumed that others did not 
have ideas or came up with suggestions.  

Observable change or 
transformation 

When Lebrac got captured and after the others told 
him that they did not want to fight naked again  
allowed them to vote 

Not observable within the individuals but within the 
entire team (e.g. less losses, more victories; growing 
treasure)  transformation 

Fighting without clothes and the change back to 
clothes; building the hut; the whole group transformed 
into a team and became more organized (e.g. 
building a shelter; celebrating a feast). 

Success or failure Successful (in implementing transformation since it 
was more than change what happened to the group) 

Successful in general;  

Concerning specific situations: fighting naked  - he 
was successful in implementing it but the method did 
not work out as expected 

Reasons for the 
success/failure 

Lebrac’s ability to adapt to new situations; learned 
from failure; listened to others; desire to win against 
the boys from the other village; started caring more 
about his followers (e.g. the feast at the end); common 
cause that drove the war; able to share a vision; best 
implementer himself; not just telling others what to do 
but actually taking actions; thought out of the regular 
pattern; good in problem solving.    

The others followed and supported him the whole 
time; he was able to motivate them continuously; 
others trusted him (knowledge and experience in 
fighting - e.g. even getting caught - was the basis for 
being trusted); he paid attention to their concerns 
(e.g. ideas about collecting money); able to 
communicate his understanding of their needs. 

Relation between 
learning ability and 
change or 
transformation 

Lebrac’s learning ability is important for keeping 
others motivated and understanding them better.  

Lebrac’s learning ability was needed for change (e.g. 
without learning from others he would not have 
changed back to fight with clothes; when building the 
shelter he learned from others as well) 
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Identifiable areas of a 
leader’s learning ability 

Personal experience; others Personal experience; others 

Source: Author 



 

 

Responses by participants of the focus group sessions 

Vanessa Prause         174 

3.2.10 Lord of the Flies 

Lord of the flies Linnæus University Kalmar IMC FH Krems 

Leader Jack, Ralph, Piggy  Ralph, Jack, Piggy 

Reasons for this position Jack: has been a leader in the chorus before; used 
power and even violence to reach authority and 
respect; antagonist; feared and admired; mask for 
underlying his mysteriousness; oldest; skill to kill; first 
one who brought meat.  

Ralph: owned the conch; had been chosen; looked 
very good; fair and took his position quire serious; 
tried to organize and structure everything; was able to 
collect others’ ideas and used them for the common 
good and for long-term solutions; logical and tried to 
set priorities; charismatic; oldest.  

Piggy: in the beginning; overview over the situation; 
set priorities (e.g. building house before going 
hunting). 

Ralph: chosen to be chief pretty unanimously; 
attractive appearance; more a manager who 
combined others’ opinion (Piggy’s and Jack’s) into 
one message. Arising question: should a manger not 
also be a leader? He was a leader but not a good 
one.  

Jack: wanted to be chief but stepped beside after 
Ralph’s election (one opinion); Jack was the leader of 
the hunters; strong personality; people followed him 
(e.g. when they agreed in a meeting on making a fire 
and all the boys followed Jack even though Ralph 
was not finished with his speech and wanted them to 
stay); natural leadership; enthusiastic; able to 
motivate others; had his own ideas; very action-taking 
and task-oriented leader.  

Piggy: not really a leader, Ralph’s right hand man 
instead; but he wanted to be a leader and realized 
that nobody listened to him; he told Ralph what to do 
and got his voice through him; adviser instead of 
leader; when he tried to talk to everyone nobody was 
listening to him; needed by others for his glasses.  
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Leader’s learning ability Jack: was not able to cope with Ralph’s authority 
(general problem with authority)  Reason: jealous 
because people voted against him; lacked learning 
ability – not building shelters when he got followers; 
not using skills he could have learned before and on 
the island (e.g. steals glasses instead of keeping the 
fire burning); never learned to put himself on the same 
position as Ralph but considered himself as standing 
above.  

Ralph: not able to handle Jack’s rebellion; always 
referred to the conch and his right to speak; not able 
to adapt himself; lack of understanding that he should 
have given Jack some official power and recognition; 
unwillingness to use “violence” as a leading tool 
resulted in his power decrease; should have seen 
Jack’s rebellion coming and should have tried to gain 
the trust of the hunters; not persistent enough; too 
confident due to his position.  

Piggy: more intellectual but did not succeed within this 
group of young boys; too insecure; showed leadership 
skills only in the beginning. 

Ralph: lacking learning ability since he did not know 
how to handle all the diverging opinions and Jack with 
his hunters (e.g. shelter situation when everyone 
except of Simon ran away  afterwards no change); 
repeating their mistakes; did not change the group 
organization or anything else based on his previous 
experience/failure; not able to formulate his plan and 
to share it with the boys or delegate in an effective 
way; lacking strength to convince others to support 
him or to do things; had a basic plan but not a specific 
one (e.g. making fire and building shelters, but not 
how and who); hunters took over this task  he gave 
too much to Jack and ignored the rest of the group; 
lacking a good communication – people were  neither 
listening nor doing what he expected them to do; 
maybe he should have asked for their ideas, opinions 
and preferences and delegated the tasks based on 
these information; only repeating his position and that 
he was voted as a chief; solely communicating with 
Jack and Piggy but not with the rest of the group – 
reason: not addressing them specifically; he should 
have learned about his way of communication and 
about Jack’s reasonable argument for the need of 
meat; opinion of one participant: accusing others for 
his inability (e.g. in the case of counting their number) 
and not able to apologies (e.g. for being partly 
responsible for the burnt out fire himself after Jack 
apologized).  

Learned that being a leader, who pleases everyone 
and is diplomatic, was not useful  others ran away 
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before Ralph was able to finish giving instructions.  

Jack: ignoring Ralph’s ideas and reasonable 
arguments; but he learned something from past 
failures and was able to split the group; learned how 
to make fire with Piggy’s glasses; learned how to get 
followers (e.g. failed in the second vote but found 
another way by splitting up with his hunters and 
others followed); Opinion of one participant: learned 
how to hunt and about Ralph’s weaknesses. 

Both: could not agree on priorities; already failed with 
easy things (e.g. counting their number); had plans in 
the beginning but never fulfilled them. 

Observable change or 
transformation 

When Jack want a re-election and is not backed up by 
the others the whole situation changed  

No observable transformation within Ralph; he lost 
respect from his followers; disappointed about the 
occurrences (visible e.g. at the end when he talked to 
the officer: “we were together then”) 

Transformation of Jack after they went hunting and 
abandoned the fire, which was needed as a ship 
passed the island.  

Change when some of the boys wanted to follow Jack 
and joined his tribe. Reason: he wanted a separate 
tribe. 

When Simon was killed.  

Ralph tried to implement change (e.g. trying to get the 
hunters being responsible for the fire) but it was no 
actual change since it did not work out; 
transformation when they split up into two groups 
after the ship passed because Jack let the fire burn 
out. 

Jack tried to make a step towards Ralph after he let 
the fire burn out  for a better climate between them; 
real change when Jack called for a second vote and 
lost; learned the need for expressing himself clearer – 
after being surprised himself about the effectiveness 
of being silent after Jack let the fire burn out.  

Biggest transformation within Jack  more violent 
and power hungry. 

When Ralph made Jack responsible for hunting and 
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Jack: more followers; more persistent and formed a 
tribe. 

During an assembly  two groups led either by Jack 
or Ralph (pp. 207-210). 

the fire.  

Success or failure Jack: too ignorant and only saw power and violence 
as the only tool to get respect and reach authority  
failure because he did not build houses or made fire. 
(First opinion by one participant) BUT got more and 
more successful as a leader because he got more 
followers, which were able to identify themselves with 
him Successful because he achieved what he 
desired – did not want to build houses and stole fire, 
which was also a solution (agreed upon by everyone 
at the end); he created his own followership and never 
considered himself as a follower; he rather perceived 
himself as even player to Ralph and fought against 
Ralph’s position from the beginning;  

Ralph: failed 

Piggy: failed later on 

Ralph: failure 

Jack: successful; one participant’s opinion: failure 

Reasons for the 
success/failure 

Ralph: was unable to adapt to new situations and to 
handle Jack’s opposing behavior; he gave up quickly; 
solely using the conch as explanation and support for 
speaking to the others and always referred to the 
conch; problem of communication, as all of them had; 
too serious; inconsistent, weaker compared to Jack; 
his teammates (Simon & Piggy) died. 

They fought all the time and not making any 
compromises; just about their status; did not see what 
was going on (they may die); did not have a final 
goal; just focused on current problems. 

Ralph: failure due to his lack in learning ability; he 
had the final goal of being rescued but was not able 
to make the reasons therefore and the needed 
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Jack: was able to use the needs of the boys to hunt 
and run in the woods to create his own leadership; 
used the mask as important part of his communication 
and as a source of power; kind of solving his 
communication problems with the mask; stubborn; 
role model; different opinion split the group; also failed 
since due to his mistake they missed the first 
opportunity for being rescued.   

Piggy: solely showed leadership skills in the 
beginning; afterwards insecure and totally helpless 
after he lost his glasses; he was an intellectual leader 
but that was not appreciated or needed on the island – 
thus he was at the wrong place to become a leader 
himself; but he supported Ralph and even helped him 
to acquire the position within the group; not physical 
capable of being the main leader of the group.  

approaches clear to the others  long-term goal but 
he was not communicating the steps in-between; 
failed concerning implementing change in form of 
hunters being responsible for the fire as well; did not 
act as a boss of Jack  Jack was able to do what he 
wanted and considered himself as a boss.  

Jack: communicated short-term goals (e.g. hunting); 
personal goal was becoming the leader.  

Jack’s failure: got wild and killed people  no 
success; did not think about co-operation and upset 
until the end that he was not elected as a leader.  

Both: fighting against each other instead of allying 
their forces; did not learn that both areas of their 
interest (shelters and hunting) are important.  

Relation between 
learning ability and 
change or 
transformation 

Ralph was not able to adapt to the situations 
concerning Jack or the problems on the island; lost all 
his power.  

Jack: his inability made him to divide the group and 
rise power; good for him, bad for others  toxic 
leadership.  

Ralph did not learn out of the situations; and there 
was a connection between the lacking learning ability 
and the failure regarding implemented change; more 
focused on him being a leader and having the 
position 

Identifiable areas of a 
leader’s learning ability 

Authority (Jack lacked his learning ability regarding 
authority), lacking learning ability from all occurring 
situations such as past experiences 

Communication, experience (e.g. Ralph could have 
learned from the situation of building the shelters), 
group organization (e.g. splitting up the group); others 

Source: Author 


