
cdr

Are leaders born or made? Can technological approaches
assist the development and training of future leaders?

Item Type Thesis or dissertation

Authors Roberts Harper, Jennifer

Citation Roberts Harper, J. (2025). Are leaders born or made? Can
technological approaches assist the development and training of
future leaders?

Publisher University of Chester

Rights Attribution-NonCommercial-NoDerivatives 4.0 International

Download date 2026-08-10 07:20:27

Item License http://creativecommons.org/licenses/by-nc-nd/4.0/

Link to Item http://hdl.handle.net/10034/629523

http://creativecommons.org/licenses/by-nc-nd/4.0/
http://hdl.handle.net/10034/629523


 

 

    

 

 

University of Chester 

Department of Education 

 

PhD Thesis 

 

‘Are leaders born or made? Can technological approaches assist the 

development and training of future leaders.’ 

 

2020-2025 

 

Jennifer Roberts (Harper) 

 

Word Count: 89,018 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

i 

 

Declaration 
 

The material being presented for examination is my own work and has not been submitted 

for an award of this or another HEI except in minor particulars which are explicitly noted in 

the body of the thesis. Where research pertaining to the thesis was undertaken 

collaboratively, the nature and extent of my individual contribution has been made explicit.  

 

Signature: J. Roberts 

Printed: J. Roberts 

Date: 06/01/2025 

  



 

 

ii 

 

Dedication 

 

In loving memory of  

Edna Brewer Harper (1930-2014) 

& 

Jennifer Roberts [Senior] (1939-2022) 

"I know of no single formula for success, but over the years I have observed that some 

attributes of leadership are universal and are often about finding ways of encouraging 

people to combine their efforts, their talents, their insights, their enthusiasm and their 

inspiration to work together." 

HRH Queen Elizabeth II (1926-2022) 

 

 

 

 

 

 

 

  



 

 

iii 

 

Acknowledgements and Special Thanks  

Firstly, I would like to thank my family for their ongoing love, support, and patience. To my 

husband Gavin who has provided me with strength and perseverance through his unwavering 

support. To our children, thank you for your patience as I have navigated the workload 

attached to my aspiration, and for your understanding, as this has taken me away from some 

of our family time together. To my parents, Sylvia and Tommy who have sacrificed a lot to 

support me in my career aspirations, but also for their support with our children as I have 

proceeded through this journey. To my nanna Edna who paved the way for me to become the 

strong woman I am today and provided me with unconditional love and support. To Jennifer, 

who was the mother-in-law I always wanted, thank you for your love, care, and teachings.  

 

A very special thank you to Dr Steve Lambert, and Dr Debbie Rowlett for their support 

throughout this journey. Thank you, to all my friends and colleagues who have supported me 

throughout this process, with your friendship, guidance, and experience. Long may our 

friendships continue as we navigate this world of possibilities.  

 

 

 

  



 

 

iv 

 

Abstract 

The debate over whether leaders are born or made remains a persistent theme within 
academic literature. In an era shaped by rapid digitalisation and the rise of artificial 
intelligence (AI), new opportunities have emerged to advance both leadership theory and 
practice. This study explores the composition and development of leaders in society, with a 
particular focus on how technology, specifically AI, can enhance leadership learning and 
development. 

As digital technologies become increasingly integrated into all facets of life, this research 
addresses existing knowledge gaps by re-examining the longstanding debate on the origins of 
leadership. It uses this debate as a foundational analysis to assess the potential of AI in 
training and developing future leaders. 

The primary objective of this study is to investigate whether leaders are inherently born or 
developed through experience and learning, while simultaneously examining the role of AI as 
a tool for leadership training. By reviewing existing literature and assessing how technological 
tools can support leadership development, the study aims to contribute both to theoretical 
understanding and practical application. 

A Grounded Ethnography methodology was employed, gathering participant reflections from 
trials using the ChatGPT AI application to support leadership learning. This approach 
generated primary data on user experience and evaluated the feasibility of AI as a 
development tool. Additionally, Grounded Theory techniques were applied to analyse Likert-
scale responses measuring participants perceived growth in leadership knowledge through 
chatbot interactions. A total of 12 participants engaged in a series of questionnaires and a live 
AI chatbot session, providing insights into user experience, knowledge acquisition, and the 
practical application of AI in leadership development. 

Findings from this doctoral study suggest that AI chatbots can be effective, supportive tools 
for enhancing leadership knowledge. While the study does not definitively resolve whether 
leaders are born or made, it proposes that this debate may become increasingly irrelevant in 
the face of advancing technology. The capacity of AI to supplement or even reshape 
traditional leadership development models signals a shift in focus toward leveraging 
innovation for training. 

This research underscores the transformative impact of AI on leadership development. It 
demonstrates that AI can deliver scalable, cost-effective, and personalised training, tailored 
to individual strengths and learning needs. The study contributes to Theory by integrating AI 
with leadership and learning frameworks, notably enriching Cognitive Load Theory and 
operational leadership strategies. Practically, it introduces AI-driven, adaptive learning 
pathways that facilitate real-time feedback and reflection. As digitalisation and AI continue to 
evolve, this research offers future leaders access to global best practices and interdisciplinary 
knowledge, fostering more dynamic and responsive leadership development. 

Key words:  
Leadership, Artificial Intelligence, Development, Digitalisation, Training 
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1. Introduction 

1.1 Opening Statement 

1.1.1 Leadership plays a critical role in shaping the success of organisations, educational 

institutions, and societies, and the debate over whether leaders are born or made has been 

a longstanding topic of inquiry in both academic and professional circles. The significance of 

this debate lies in its implications for how leadership potential is identified and nurtured. If 

leadership is primarily a result of inherent qualities such as intelligence, decisiveness, and 

charisma, then it may be more effective to focus on identifying and selecting individuals who 

naturally possess these traits (Hartono, 2020). On the other hand, if leadership is seen as a 

set of skills that can be developed through experience, training, and development, then there 

is greater potential to cultivate leadership abilities across a wider range of individuals 

(Northouse, 2021). Hence, lies the importance in exploring the technology, and 

advancements of society that humans use to develop future leaders. 

With the rapid advancement of technology, new methods for leadership training have 

emerged, offering exciting opportunities for enhancing traditional methods and approaches 

to learning. These technologies can provide personalised learning experiences, and real-time 

feedback where leaders can hone their decision-making and interpersonal skills (Hodges, 

2011). Furthermore, they allow for scalable training solutions that can reach a broader and 

more diverse range of individuals, making leadership development more accessible. However, 

the integration of technology also presents challenges, particularly in replicating the human 

elements of leadership, such as empathy, emotional intelligence, and ethical judgment, which 

remain critical to effective leadership (Waldman et al., 2011). 

This research aims to explore the relationship between innate leadership traits, learned 

behaviours, and the role of emerging technologies in the development of future leaders. By 

investigating whether leaders are born or made, and how technology can be integrated into 

leadership training. The study seeks to provide insights into how organisations can enhance 

their leadership development strategies at a time when societies across the globe are faced 

with a global pandemic that is subsequently impacting and influencing teaching and learning 

practices. In addition to influencing how society facilitates learning, development, training, 

and producing rapid advancements in technology. Which provides this study with a unique 
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opportunity to analyse changing practices as Covid-19 provides an increased rate of 

technological integration and advancement to support societies across the globe. 

1.2 Research Question. 

1.2.1 The research question will identify gaps within literature and theory through the analysis 

of leadership teaching and learning practices and the examination of technological tools for 

learning. On examining ‘are leaders born or made’, a vast range of literature has been 

analysed within this area, with numerous pieces of knowledge formed, and concepts devised 

to support the construction and development of an effective leader. Yet, on scanning 

literature that is presented across the centuries, it could be argued that there are still gaps in 

research in response to whether ‘leaders are born or made’. It is due to this perceived 

inconsistency, that there is a need to examine and explore the research area further, to 

establish whether leaders are born or made, or whether humans can be trained to possess 

the desired leadership skills through technological approaches for development and training. 

Insight into how and why this matter will become more prevalent is a current research debate 

as humanity navigates the integration of augmented, simulated and AI applications into daily 

life and society. The aim and objective of this study is to examine and produce tangible 

outcomes to answering whether leaders are born or made, in addition to how technological 

approaches could enhance leadership across professional sectors. Subsequently, the study 

will analyse the gaps in literature but also explore the application of technology for learning 

purposes, as it advances throughout this study. This approach is required due to the forward-

facing nature of this study, and the rapid rate in which technology is being implemented 

within society. Therefore, it is expected that there will be gaps in the literature sourced, as 

this is an ongoing inquiry into forward facing practices. Consequently, the demand to fill 

research gaps, becomes the need to form new research ideas, theory, and practices.  

1.3 Research Aims and Objectives 

1.3.1 Research Aim 

This research will analyse whether leaders are born or made. In addition to whether 

technological approaches can assist the development and training of future leaders.  
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1.3.2 Research Objectives  

The following research objectives will support the analysis of the aim. 

• Examine if there is evidence to suggest leaders are born with desired leadership 

characteristics, values, traits, and skills.  

• Analyse learning styles that can enhance leadership training and development on a 

technological platform. 

• Analyse what leaders identify as core leadership traits and skills. 

• Identify a technological learning approach to train and develop leaders' knowledge, skills 

transfer, and leadership skills.  

• Analyse leader engagement and experience when participating in a technological platform 

for training and development. 

1.4 Significance of the study 

1.4.1 The question of whether leaders are born or made has long been queried within 

leadership studies, carrying significant implications for leadership development, 

organisational success, and education. Therefore, the significance of research and findings in 

this area are highly sought after. If leadership were solely an innate trait, organisations would 

need to focus on identifying individuals with specific qualities. Conversely, if leadership is 

predominantly shaped by environmental factors, such as training and experience, 

organisations can invest in cultivating leadership skills across a broader population. Initial 

research indicates that leadership is likely a combination of both innate and learned elements. 

For instance, trait theory emphasizes inherent characteristics like emotional intelligence and 

resilience (Zaccaro, 2007), while behavioural and situational theories highlight the influence 

of experiences and context in shaping leadership effectiveness (Avolio & Gardner, 2005). 

Understanding this interplay is critical in designing development programmes that maximise 

individual potential in the structures of leadership across society and business. 

Furthermore, the recent integration of technology and Artificial Intelligence [AI] has 

introduced new possibilities for training and developing leaders. AI offers powerful tools for 

personalised learning experiences, adaptive feedback, and performance analytics. For 

example, machine learning algorithms can analyse behavioural data to identify leadership 
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gaps and provide tailored training interventions (Engl et al., 2019). AI-driven simulations and 

virtual reality [VR] platforms can also create immersive environments where leaders can 

practice decision-making, problem-solving, and conflict resolution in risk-free settings. These 

tools can significantly enhance traditional methods, or potentially replace them; 

subsequently, allowing organisations to scale leadership training effectively on mass and 

respond to evolving leadership demands in a complex and advancing technological world.  

As a result, a range of contributions are presented to enhance knowledge, practice, and 

theory with the proposed analysis of this research study. Which aims to contribute to 

leadership literature and practice but also provide analysis into the practical application of 

integrating technology and AI for the purpose of training and developing leaders. Whilst 

latterly concluding, if leaders are born with specific traits, characteristics, and skills that 

prerequisite any forms of technological advancements that technology might enhance.  

1.5 Limitations of the study 

1.5.1 It could be argued that there are a range of limitations in any proposed research study, 

especially those of an explorative manner. Literature suggests (Enago Academy, 2023) a 

plethora of limitations when conducting research for different purposes, such as transparency 

of readers, conflict of bias, research design limitations, data, impact, and limited sample sizes. 

Yet, the utilisation of technology and AI for the purpose of training and developing leaders 

within this study, poses the challenge of potential limitations around accuracy of data, 

historical bias, human bias, useability issues, and technology’s ability to support the 

development and training of human leaders. As supported by Dignum (2019) who explores 

how AI is integrated into society in a responsible manner. In addition, to further proposed 

historical bias of culture, race, religion, society, and leadership when examining whether 

leaders are born or made, which forms the foundation structures of this research piece. 

Consequently, Walter et al. (2016) argues and explores the hidden biases within leadership 

and organisations, thus suggesting culture and inclusion can be impacted. This is preceded by 

Godsil and Freeman (2015) who examine the implicit of bias and how competing beliefs can 

influence such structure of society that ultimately influence humans and their practices.   

Which connects to the potential limitations of this research, in relation to design and analysis 

of the topic. Subsequently, the researcher has structured their analysis in a manner that 
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explores the literature in a scaffolded manner to disseminate the human components for 

learning and leadership, before attempting to map and examine technological tools and AI 

for the purpose of training and developing leaders. 

Secondly, as with all PhD research studies (Clancy, 2019), there is a concern that an 

appropriate sample size may be difficult to achieve. The researcher has sought to make 

connections in industry and educational institutions, to prepare, and source participants in 

advance of this stage of the thesis. The proposed research study has also been structured in 

a manner to gain depth and quality from responses, to scrutinise the posed research question. 

Finally, the unchartered gaps into the examination of technology and AI within society pose 

the opportunity to develop new concepts and theory as this evolves. The researcher 

anticipates processes of trial and error as this research topic is analysed and unfolds. 

However, this approach aligns quite closely to the researchers intrigue and interest in the 

topic of trialling and testing newfound approaches to training and developing leaders. 

Therefore, this study delves into the challenges and opportunities that technology may 

present in enhancing the learning of the leadership community or alternatively discover if 

humans are made with specific leadership qualities and characteristics that cannot be altered, 

or whether humans can develop and create leaders through advancements in technology.  

1.6 Thesis structure  

1.6.1 The structure of the thesis beyond the introduction will be organised as follows: a 

literature review will analyse and examine the research in respect to answering the proposed 

aim and objectives of the thesis. This will include a three-part literature review spread across 

three chapters. The first chapter examines ‘are leaders born or made?’ and subsequently the 

following literature will be analysed: The Great Man Theory (Goldberg et al., 1993); Trait 

Theory (Allports, 1937); Behavioural Theory (Skinner, 1938); how leaders learn, and 

associated Learning Theory and leadership styles; and finally Social Constructivism, Social 

Learning, and Cognitive Development (Vygotsky, 1962).  

Within the second chapter, technological and practical training approaches will be scrutinised 

to ascertain if there is technology that could support the attainment of leadership knowledge 

and skills transfer. Therefore, the following literature will be examined: Active Learning, 
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Problem-Based Learning, Experiential Learning; Instructor-Led training; e-Learning and 

Distance Learning; Gamification for training and development; AI, Simulated, and Augmented 

Realities for training and development purposes. Each approach will examine the integration 

of technology and assess where this would be suitably integrated to enhance learning and 

leadership theory to meet the demand of teaching and developing leaders of the future. 

The final chapter of the literature review will focus on the use of AI and chatbots for the 

purpose of training and developing future leaders. This literature analysis will scrutinise AI 

and chatbots in relation to its use for training and development; what programmes and 

systems could suitably support this approach, and finally the human perspective of utilising 

AI, and chatbots for the purpose of training and developing leadership skills, and knowledge.  

Beyond this, the methodology chapter will examine the researcher’s ontological and 

axiological perspectives in relation to their grounding of how research can be influenced and 

what their prerequisite disposition is to how knowledge is attained and formed. This will 

provide the basis of the chosen epistemological and methodological approach. Before 

presenting a structured proposal of how the proceeding research method shall be designed 

and actioned. This will also consider a range of advantages and limitations to the study whilst 

adhering to and observing ethical considerations. 

Latterly, this will be enhanced through the dissemination of the results and findings chapter 

which will be structured and presented in a format that aligns with the literature review and 

aims and objectives of this study. Subsequently presenting the results in a combined 

qualitative and quantitative manner where data results will be supported by reflections of the 

research participants. Consequently, providing data, but also depth to this research analysis.  

Proceeding this will be the discussion and analysis chapter where the researcher will interpret 

the findings of the research collated and subsequently link them to the research aim and 

objectives, whilst examining the broader academic and practical contexts. This analysis will 

consider if, and how the results address the research question, contribute to existing theory, 

practice and knowledge, whilst identifying gaps or propose new frameworks. Consequently, 

practical implications will be identified, and the researcher will provide actionable insights for 

practitioners, or the wider research community, whilst exploring methodological constraints 
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or data gaps, and contextualising the findings. Finally, it will identify future research 

directions, highlight unresolved questions, or emerging areas of interest, thereby advancing 

the academic conversation and setting a foundation for further study and research. 

Finally, the conclusion and recommendations chapter will summarise key findings, address 

the research objectives, and highlight the study's theoretical, practical and knowledge 

contributions. It will also offer recommendations for practice, such as insight into whether 

integrated technological training and learning packages could strengthen the development of 

leaders. Latterly, directions for future research will be outlined that identify new 

opportunities that are inspired by the findings or limitations of this study.  

1.7 Summary 

In summary this chapter introduces the intended research question and highlights its 

significance in the research field of leadership and development. Proceeding this, is detail into 

how the study will analyse and examine the research question and its subsequent objectives. 

Oversight into the significance of the study is then provided, with an examination of potential 

unforeseen limitations to the study at this stage. Finally, the chapter will conclude with the 

proposed structure of the overall PhD thesis and outline key sections that will support the 

examination of the research question. 
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2. Literature Review 

This study will analyse the literature in relation to the proposed question, “are leaders born 

or made, and can technological approaches assist in the development and training of 

leaders”. A range of literature will be analysed to address this question. Firstly, there will be 

an inquiry into the literature that surrounds whether leaders are born or made. This will be 

structured in a manner that will scrutinise, review, and analyse literature in connection with 

The Great Man Theory, Trait Theory, Behavioural Theory, the process of how leaders learn, 

the Theory of Learning and leadership styles, Social Constructivism, Social Learning, and 

Cognitive Development of individuals.   

The study will then analyse the technological and practical leadership training approaches 

that could support knowledge and skills transfer. Through the literature review of different 

theories, such as, Active Learning, Problem-Based learning, Experiential Learning, Instructor-

Led Learning, e-Learning and Distance Learning, Gamification for training and development 

objectives, AI, Simulated and Augmented Virtual Realities for training and development 

purposes. 

Finally, an in-depth analysis of AI and chatbots being used for training and development. 

Through the examination of AI and chatbots such as ChatGPT, whilst exploring how 

organisations currently use AI chatbots in industry and society and subsequently reviewing 

the literature to capture insight into human responses when engaging and interacting with 

the technology. To address, answer, and support the analysis of this research study. 

2.1 Are leaders born or made?  

Are leaders born or made? A question asked by multiple businesses, researchers, and 

education providers to ascertain how they can acquire successful leaders for their companies 

and schools (Doh, 2017; Johnson et al., 2012; Marques, 2010). Research suggests (Conger & 

Kanungo, 1992; Fielder, 1964; Graeff, 1997; Lee, 2018; Hoffman et al., 2011) there are 

multiple theories and pieces of literature that analyse a variation of insights and perspectives 

with regards to how successful leaders are formed or born with certain traits and 

characteristics. Within this chapter, further analysis into the following areas will be 

scrutinized; firstly, the Great Man Theory, followed by the Trait Theory, Behavioural Theory, 

how do leaders learn, the theory of learning and leadership styles, and finally Social 
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Constructivism, Social Learning, and Cognitive Development Theory to establish if leaders are 

born or made. 

2.2 The Great Man Theory 

As a result, this begins with Carlyle in 1840 (Goldberg et al., 1993) where he taught a series of 

lectures that analysed the proposition of the Great Man Theory in Leadership. Carlyle’s 1840 

research (Carlyle, 1965) demonstrated leaders as heroes with heroism; therefore, suggesting 

leaders are born, and not made. Interestingly and noteworthily, it could be suggested that his 

research was also influenced by a social concept of worshiping god (Durkheim, 1898, 1938; 

Weber, 1975). The researcher finds this notion captivating based upon their own varying 

philosophical assumptions and personal societal beliefs. The suggestion that leaders are born, 

when raised within a Naval family makes the researcher question and reflect as to whether 

leaders are born or made, or perhaps it is just the actions of such individuals that are 

perceived as heroic, which subsequently projects highly regarded leadership qualities. 

Furthermore, this analysis could be supported by literature (New World Encyclopedia, 2022) 

that suggests Carlyle’s parents wished him to enter the ministry. It could be argued that 

Carlyle’s Great Man Theory was influenced by his search to find a new faith or challenge old 

concepts of the ministry as he himself was losing faith. Which is plausible when considering 

religious scripture across multiple faiths, not just in relation to its content, but its historical 

and core standing in society through time.  

Furthermore, it could be reasoned that this notion of heroism was supported by Freud’s work 

(1915, 1923), which highlighted that an individual’s biological impulse drives them towards 

authoritative figures. Potentially, reinforcing the concept of the Great Man Theory because 

of a large collection of individuals searching for a leader to lead them in any context. However, 

Spencer (1884) contested the Great Man Theory and suggested it was unscientific to proclaim 

leaders are born. Subsequently, suggesting that leaders were products of their own social 

environments, thus suggesting that great men were made by the societies in which they grew 

within, and then went onto lead. Which is rational when considering tangible physical 

evidence of science at the time, which religious beliefs cannot materialise as it is based on 

faith of a higher being.  
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Interestingly, in 1911, Fredrick Winslow Taylor also introduced the Theory of Motivation in 

cohesion with the Great Man Theory through his publication on the principles of scientific 

management (Taylor, 2003). Although this is not directly linked to Leadership Theory, it has 

been proposed that Taylor’s approach highlighted the interactions between employees and 

leaders for the purpose of developing initiatives in scientific management. Through 

developing a science for each element of work; a scientific approach to training, teaching, and 

developing workers; an approach of cooperation, and structured distribution of work and 

responsibility (Coggins, 2022). It could be advocated that this approach now forms the 

structured approach of organisational processes and policy construction, which could also be 

assumptive in supporting leadership practice. Therefore, it could be suggested that Taylor 

identified leaders in line with the Great Man Theory; however, he focused his attention on 

developing workers through the approach of motivation. Thus, blurring the lines, and 

questioning the concept of leaders being born. In 1948, Stogdill (1974) touched upon the 

Great Man Theory once again through his analysis of ‘personal factors associated with 

leadership, a survey of literature’ (1948). Stogdill provided a clinical and objective insight into 

prior theories of leadership, whilst investigating a new Leadership Theory and approach, 

known as the Trait Theory. Evidence of this ongoing research into leadership approaches can 

be observed through his amassed publications that analyse leadership, organisations, 

performance, and employee behaviour (Stogdill, 1950, 1956; Stogdill & Shartle, 1948, 1955). 

Since the introduction of the Great Man Theory there has been a mixed reception, with a 

multitude of researchers having differing perspectives and opinions on the theory (Durkheim, 

1898; Freud, 1915, 1923; Spencer, 1884). This is evident in Durkheim’s (1898) analysis of the 

sociology of religion and its influence, thus querying anthropological influences on humans, 

Freud’s (1915) scientific neurological analysis of the unconscious mind, and Spencer's (1884) 

publications which examined the principles of this literature and proposed that science and 

religion shared a common foundation, although different in their wider doctrines. 

Correspondingly, highlighting the underlying thought processes of individuals at that time, 

and their disparities on the belief and topic. Even decades, and centuries after the Great Man 

Theory's implementation researchers analyse and critique Carlyle’s notion that leaders are 

born, and not made (Brown, 2015; Ford & Harding, 2015; Mouton, 2017). Which is supported 

in different contexts by literature, with Brown (2015) querying the mythology of strong 
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leaders; Ford, and Harding (2015) questioning individuals' rational thought in relation to 

fiction, theory, and illusion; and Mouton’s (2017) reflections on the limitations of leadership 

in comparison to the Great Man Theory. Yet, it is still not conclusive with regards to confirming 

whether leaders are born or made, and subsequently the debate continues. 

It could be argued that the question, ‘are leaders born, or made’ is still a curiosity in society, 

and within leadership approaches and practices; this can be observed through the analysis of 

individuals deemed as great leaders within the last two decades such as Steve Jobs, Elon 

Musk, and Richard Branson (Bower, 2014; Isaacson, 2013; Vance, 2015). With each presenting 

what is perceived as effective and strong leadership qualities. Yet, when analysing this more 

closely it is acknowledged that the individuals, had differing societal upbringings, religious and 

scientific exposure, genetic differences, and traits that were, or were not instilled from their 

families. Thus, fuelling the debate that began in the late 1800s between researchers such as 

Durkheim (1898), Freud (1915, 1923), and Spencer (1884). 

In summary, The Great Man Theory can be observed within practice throughout leadership in 

some form. Although the theory proposed that all great leaders are born and not made, this 

is not conclusively disproved within the literature reviewed or confirmed. With ongoing varied 

analysis and perspectives (Brown, 2015; Durkheim, 1898; Freud, 1915, 1923; Ford & Harding, 

2015; Mouton, 2017; Spencer, 1884) it could be suggested that the Great Man Theory was a 

prominent publication at the time it was published, with ongoing social influences of the 

Napoleonic war and religious tensions (Roberts, 2020; Veer & Lehmann, 1999). In addition to 

its concepts being transferred into the early 1900’s due to World War 1, World War 2, and 

the proposal of societies search for heroic leaders to guide the many.  

However, the Great Man Theory as a stand-alone notion was challenged at the time of 

conception (Spencer, 1884), and latterly adapted, or questioned as society proceeded 

through time. Potentially, it could be argued that this could have evolved due to scientific and 

societal enhancement, leading to further insight with regards to how humans and society 

functions. Evidence suggests (Horner, 1997; Van Seters & Field, 1990) leadership literature, 

theory and application became a topic in the early 1900’s, and this exponentialized 

throughout the century with numerous researchers and theorists analysing if great leaders 

are born or made (Avolio, 2004; Henrikson, 2006). With Horner (1997) proposing that 
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leadership has been influenced through time by organisations moving away from traditional 

hierarchical designs, and creating flatter and leaner leadership structures, thus changing what 

it is to be a leader. In line with Van Seters and Field (1990) research, that further explores the 

changes in individuals being led by one or multiple leaders. Subsequently, changes in the 

development and training of leadership can be observed through the growth of publications 

printed throughout the century [Figure 2.1.] (Bell et al., 2017). 

Figure 2.1. A Timeline of Training and Development Research Published.  

Note. A timeline that demonstrates the increase of training and development publications of 
the period of the last century. From “100 years of training and development research: What 
we know and where we should go,” by B. S. Bell et al., 2017, Journal of Applied Psychology, 
102(3), p. 306 (https://doi.org/10.1037/apl0000142). 

However, it could be proposed that leadership was formed from heroic foundations of great 

leaders on the battlefield, or a combination of both religious beliefs and science, as proposed 

by Spencer (1884). Yet, it could be recognised that a lot of the funding and development of 

the Great Man Theory came from war, and the need for great leaders and tactical 

development as explored in the literature. However, in modern society the question of 

whether leaders are born or made has yet to be answered in this area of literature. 
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Henceforth, further analysis of the literature surrounding this research question is required, 

which suitably leads to an examination of Trait Theory.    

2.3 Trait Theory 

Comparable to the Great Man Theory, it was Carlyle who began the analysis of leadership 

traits (Spector, 2016), and this was expanded upon, and later solidified by Allport’s Trait 

Theory (1937) that analysed over four thousand words that represented different human 

traits. Carlyle’s rationale for Trait Theory proposed that certain traits produced behaviour 

patterns (Cherry, 2021). However, he also advocated that people were born with certain 

characteristics that they could not develop or change (Zaccaro et al., 2004). Both interesting, 

but contradictory thought processes, in relation to Carlyle and Allport’s theory. However, this 

might also provide insight into the inconclusive literature to date, in establishing if leaders are 

born or made. This poses a perfect example of Allport categorising a large range of traits, and 

suggestively analysing this area, yet still upholding the notion that individuals are born with 

certain traits. In addition to Carlyle who believes this also produces differing behavioural 

patterns. Denotatively, posing that it could be both a mixture of traits and characteristics 

instilled from birth that are then enhanced and developed.  

Interestingly, Galton (1869) concurred with Carlyle’s beliefs on Trait Theory and endorsed the 

concept that leadership is unique and selective; therefore suggesting, that only a few 

individuals present the traits of leaders (Cherry, 2021). Galton also subscribed to the view that 

the immutable traits of these leaders could not be developed, and that they were born 

possessing such skills. It could be attested that Galton has more singular views in contrary to 

Carlyle and Allport’s Trait Theory, although it could be viewed that he certainly clarifies his 

position within the literature through his research. Further analysis was conducted by Cowley 

(1931), who continued to examine Trait Theory in leadership application, through the analysis 

of student leaders and incarcerated prisoners and leaders. Therefore, reflecting upon the 

notion that leaders are born and not made, Cowley (1931) even suggested that there are 

specific trait distinctions between leaders and non-leaders. Therefore, supporting Carlyle, and 

Allport’s research. This literature piece provides an interesting analysis; however, it could be 

argued that the sample of the research participants is limited. It also raises further queries in 

relation to the correlation of behaviours and traits in individuals who are incarcerated, and 

whether this environment provides suitable data to make such a claim.  
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As a result, Allport’s analysis of personality traits highlighted an existential range of traits that 

he categorised into three levels: cardinal, central and secondary traits to further the research 

into whether leaders are born or made, through trait analysis (Allport, 1937; Lindberg, 2022). 

With secondary traits common and usually displayed in certain social situations, such as, 

central traits that form the basis of humans, like anxiety when speaking publicly. Their core 

traits, such as, honesty, shyness, and intelligence, and finally, cardinal traits, that Allport 

believed were rare but presented themselves later in an individual’s life, such as, narcissism, 

inflated sense of importance, Machiavellianism, and God-like traits (Allport & Allport, 1921).  

It could be professed that this study highlights a vast range of traits, whilst also establishing a 

new layer of inquiry to suggest that traits evolved and could present themselves later in life.  

Due to the expansive scope of Allport’s trait theory, other theorists challenged the concept 

with regards to the range of traits presented (Cattell, 1946, 1957, 1965; Eysenck, 1947, 1952, 

1967; Eysenck & Eysenck, 1969). Therefore, Cattell (1957, 1965) began the process of scaling 

down and condensing identifiable traits that could be presented within an individual, through 

his publications and research on personality measurement and description. Subsequently, 

producing a sixteen-factor personality model. It could be argued that Cattell’s model could 

assist in identifying specific traits within a leader. However, Cattell’s model was designed 

specifically to understand the traits within all individuals (Briggs, 1992); therefore, it could be 

challenged that this is a general analysis of what traits are presented within individuals.  

Therefore, Eysenck (1947, 1967) continued to compete with the work of Cattell (Eysenck, 

2011), and developed the three dimensions of personality, where initially two dimensions 

were presented, such as, introversion and extraversion, and neuroticism and emotional 

stability, through his ongoing analysis of personality traits [Figure 2.2.]. He latterly expanded 

upon this and included a third dimension, psychoticism, after working with individuals with 

mental illness. Refreshingly, this researcher adapts and expands the theory accordingly, which 

highlights ongoing exploration into this area of literature, with a non-biased, fixed account. 

But whilst it can be accepted that an individual can present both introverted and extroverted 

qualities. It could be challenged whether an individual can be stable and unstable in a 

changing context. It is vital to take this analysis into consideration when researching whether 

leaders are born or made, as it provides a holistic insight into human beings in their entirety. 
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Therefore, it might be possible to establish a correlation between leadership traits and 

effective leaders. 

Figure 2.2. Eysenck’s Personality Assessment 

 

Note. Eysenck’s personality assessment. From “Theories of Personality,” by S. McLeod, 
2021, Simple Psychology. Retrieved on May 25, from 
(www.simplypsychology.org/personality-theories.html).  

Subsequently, Eysenck’s analysis did identify what he perceived as suitable leadership traits 

and the range of personality in which this sat within; stable but extroverted with a range of 

attached personality traits. However, literature varies with regards to both Cattell’s model 

and Eysenck’s dimensions of personality (Paunonan & Jackson, 2000; Saucier & Goldberg, 

2001; Saucier, 2002), with theorists suggesting Cattell’s model is still too vast in trait range, 

and Eysenck’s presenting as limiting. Thus, splitting the research community’s opinion on the 

theory, and its practical application of identifying whether leaders are born or made. This is 

evident in Paunonan and Jackson’s (2000) study that claims all if not most of an individual's 

traits can be situated with proper criterion within the personality models. Yet, this is almost 

instantly contradicted by Saucier and Goldberg (2001) who’s study claims that there are wider 

dimensions of personality that expand beyond this model's framework. Saucier (2002) 
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explored this further through an orthogonal study that analysed the measurement of the 

personality model and its multidimensional construct. As a result, it is undecided whether all 

elements of personality can be categorised using this model. However, it would be acceptable 

to propose that individual personality is as intricate and diverse as individual traits, thus 

adding to the complexity to conclusively establish if leaders are born or made.  

Another model devised in 1943 was the Myers-Briggs personality assessment (Bayne, 1997), 

which analysed specific traits to establish what personality type an individual may present. 

This assessment was devised and patented in 1943, but literature suggests the assessment 

was also based upon research by Jung (1921) who analysed psychological types. It could be 

argued that the Myers-Briggs assessment (Myers, 1962) presents an interesting case in the 

examination of whether leaders are born or made, as the assessment is still used in modern 

Leadership Theory to establish certain leadership traits and personality types. However, it 

could be impugned that it is inconclusive in answering the proposed study, as it recognises 

leadership traits and personalities, but does not discount birth factors that potentially 

contribute to forming a leader.  

This demonstrates similar undertones to the thought processes and mindset of Carlyle and 

Allport, where they seemingly suggested that leaders hold developable traits, but also ones 

acquired from birth. Nonetheless, the 16-personality type model (MBTI, 2022; NERIS 

Analytics, 2022) continues to be used in modern business, leadership, and educational 

practice to establish which combination of the eight personality types that an individual falls 

within. This is demonstratable in MBTI who promote, and use the 16-personality type model 

currently, and NERIS Analytics who promote this personality test on a career enhancing 

website. Subsequently, highlighting its relevance in recognising a potential link between 

leaders and certain traits, but its usability to enhance and develop an individual's career. 

However, irrespective of its current use, it has still not been confirmed whether these traits 

are instilled from birth or developed through a process of training and gaining further skills. 

Yet, it could be proposed that it does currently provide individuals with initial insight into 

some of their traits and how they can develop them regardless of it not providing a definitive 

answer to the study.   
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With regards to Trait Theory, and its analysis of leaders being born and not made from the 

early 1800’s, it can then be observed that a shift occurred in this concept around the 1950’s, 

with multiple theorists challenging, or trying to prove this concept (Mann, 1959; Stogdill, 

1948). Stogdill (1948) argued that leadership exists between people in a social situation. 

Therefore, certain leaders may be effective in one setting, in comparison to others in differing 

ones depending on the type of social situation. Mann (1959) also began to analyse the 

relationship between personality and performance in small groups. Subsequently, this 

demonstrates further research in this area, as researchers continued to analyse traits but 

through the lens of societal influences and impacts to individual traits. Similarly, Murphy 

(1941) proposed that leadership does not just befit a person, but that it is vital that the whole 

situation be considered. Thus, developing and strengthening claims of a range of theorists 

and psychologists with regards to contributing factors that make, or develop leaders (Fiedler, 

1964; Hersey and Blanchard, 1969; Skinner, 1953). Consequently, this will be analysed in 

greater depth within the following chapters.  

With regards to Trait Theory, Mann (1959) also conducted a similar study in line with Stogdill’s 

research (Stogdill, 1948, 1974), where Stogdill analysed a range of traits across 3 decades, 

Mann conducted a large-scale survey of around fourteen thousand traits in the search to 

establish how leaders are made, or if they are born with certain traits. The trait approach 

continued to be analysed throughout the nineteen eighties with Lord et al. (1986) reassessing 

Mann’s findings through the process of meta-analysis to determine if certain traits align with 

leadership perceptions. Which suggests that this piece of literature has some foundation as it 

has been developed upon multiple times. However, Fielders (1964) contingency model also 

presents insights into leadership styles and the changeability of a leader being required to 

align their leadership style accordingly with different situations. Which is supported by Hersey 

and Blanchard (1969) and their review into the life cycle of leadership. Consequently, building 

upon Skinner's (1953) science of human behaviour. Therefore, it could be pronounced that 

societal environments and situations seem to have some impact on leadership styles and the 

situations within which they are advocated. 

Over the course of 50 years the Trait Theory has been challenged and critiqued with regards 

to its validity by numerous theorists, psychologists, and researchers (Derue et al., 2011; House 

et al., 1997). With Derue et al. (2011) challenging the lack of integrated and blended models 
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which could improve the effectiveness of leadership, such as, a trait and blended behavioural 

model that examined multi-faceted factors of a leader, and House et al. (1997) who examined 

the differences and scope of cross-cultural leadership and how this impacts skills and 

expectations of what an effective leader is. As a result, this supports and potentially 

demonstrates the development of the Trait Theory since the 1950s. This highlights an ongoing 

analysis in literature that is still trying to establish what traits, and combination of traits is 

regarded in an effective leader. However, to date the review has presented literature pieces 

that also feature research that dilutes the consensus that Trait Theory as a singular concept 

could provide insight into whether leaders are born or made. As literature on culture, race, 

age, and blended models have been presented to challenge this notion. Interestingly, this 

theory was revisited again by Kirkpatrick and Locke (1991) who suggested that leaders are not 

like other people; therefore, there must be underlying traits that are unique to leaders. 

Thereby, reigniting and confirming these vast disparities in literature regarding whether traits 

are the key foundations of leaders, and are their individuals born with certain traits that make 

them more attune to the leadership role or not.  

Continued research by Goldberg (1990) also scrutinises the categorised traits presented 

within prior trait research of Allport (1937), Cattell (1965) and Galton (1869), and thereafter 

established an alternative description of personality through the analysis of common English 

trait adjectives. Which could be argued at this stage as a limited analysis based upon prior 

literature that highlights the other factors of culture and location in which individuals live, 

which may potentially impact traits of individuals. However, Goldberg (1990) concluded that 

trait adjectives fall into five major groupings such as power, love, work, affect and intellect. 

Subsequently, it could be questioned if Goldberg’s research just provided a generalised trait 

analysis, rather than a specific leadership one. However, it is vital that generalised Trait 

Theory is analysed in an exploratory manner, in line with Leadership Theory to establish if 

leaders are born or made.  

Supplement to Goldberg’s analysis of Trait Theory. Costa, and McCrae (1987) conducted a 

review, a personality inventory, and later created ‘The Five Factor Model’ that analysed 

personality in the terms of five broad factors: openness to experience, conscientiousness, 

extraversion, agreeableness, and neuroticism. Again, demonstrating the dimensions of how 

Trait Theory has been analysed and adapted, as this now focuses more on the personality of 
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an individual rather than their traits, and signifies differences between the two. 

Controversially, the research of Costa and McCrae (1987) is contested for its flaws within its 

methodology process, and rigid broad factors by Boyle et al. (1995). However, it is also 

observed that Cattell was one of the researchers who published this paper, therefore the 

Boyle et al. (1995) paper proceeds to challenge the methodology and statistical data of Costa 

and McCrae’s (1987) research, but this could be a biased analysis as it challenges Cattell’s 

initial concept. Irrespective of this, it is observable that Trait Theory, and its concept has crept 

back into the thought processes of theorists and researchers in the late 20th century, and the 

21st century. Thus, compounding the idea and literature that there may be a connection 

between certain traits and leaders, but there is still not enough evidence to suggest whether 

leaders are born or made, but this analysis has also highlighted a range of factors as to why 

this has not been possible to ascertain. 

Notwithstanding this, there is still evidence of Trait Theory being applied within the 

employment and leadership sector of modern society (Hogan et al., 1996; Kouzes & Posner, 

2011). Which suggests some underlying global belief that leaders are born with certain traits. 

Hogan et al. (1996) presented literature that proposed it was possible to measure an 

individual’s personality in line with performance predictors for all types of occupations. In 

addition, to using personality measures in pre-employment screening processes to 

predetermine if the individual could increase organisational productivity. It could be argued 

that this could result in certain individuals being discounted for roles but might work in certain 

organisational establishments if it is tailored to specific leadership requirements but does not 

provide a general approach to attain leaders. However, Hogan et al. (1996) presented this 

idea as a positive tool for organisational development. 

Kouzes and Posner (2011) also examined qualities and traits of managers through their survey 

of 630 managers. Subsequently identifying ten key leadership traits, such as honesty, 

forward-thinking, inspirational, competent, fair-minded, supportive, broad-minded, 

intelligent, straightforward, and dependable. Which is different to what has been identified 

previously in respect to leadership traits. To which Kouzes and Posner (2012, 2016, 2017, 

2021) have published their concept and approaches through the development of workbooks 

and training materials as a process to teach individuals about the 10 leadership traits they 

have identified. The notion of Trait Theory being used in leadership selection is also seen 
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within companies using the Myers-Briggs assessment to identify if the leader presented 

before them, aligns with their own organisation. Again, highlighting how varied trait and 

personality models may be useful in a singular organisational context where it has been 

tailored. However, this still demonstrates the limitations in these concepts more widely.  

In summary, there are numerous pieces of literature that identify a vast range of traits with 

varying correlation to Leadership Theory (Allport, 1937; Carlyle, 1937; Cattell, 1946; Eysenck, 

1947; Myers, 1962). The literature survey of Trait Theory has produced inconclusive results 

with regards to answering the question ‘are leaders born or made’, and in some instances 

raised more questions in relation to this. Although it has provided insight into why this 

proposed question has not yet been answered due to its multifaceted complexities. 

Subsequently, the debates within this literature area are still ongoing, with some theorists 

using Trait Theory as foundational elements to produce training to development materials for 

leaders, therefore, suggesting leaders are made and not born (Hogan et al., 1996; Kouzes & 

Posner, 2011, 2012, 2016, 2017, 2021; MBTI, 2022; NERIS Analytics, 2022). Other theorists 

with the mindset and belief that Trait Theory aligns and blends with other contributing factors 

(Jenkins, 1947; Mann, 1959; Stogdill, 1948); and a selection of theorists who challenge the 

concept that leaders are born and not made (Paunonan & Jackson, 2000; Saucier & Goldberg, 

2001; Saucier, 2002). Thus, leading to a range of trait literature merging with other concepts 

and approaches to leadership (Avolio, 2007; Derue et al., 2011; McCabe, 2020). Consequently, 

further analysis into Behavioural Theory will be analysed to survey the literature and establish 

if leaders are born or made. 

2.4 Behavioural Theory 

Contrastingly, leadership Behavioural Theory examines the concept that all behaviours are 

learnt through social interactions and societal exposure; thus, challenging the concept that 

leaders are born with specific traits (Fleishman and Harris, 1962; Van Seters and Field, 1990). 

This chapter will analyse this concept, and there will be reference to behavioural learning 

theories, such as, operant, and classical conditioning, and runs parallel in the evolution of 

leader's analysis of whether leaders are born or made through development.  

Van Seters and Field (1990) suggest Behavioural Theory is an extension of Trait Theory [Figure 

2.3.]; however, other theorists contest this and suggest behaviourism is based upon specific 
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data that proves its validity in comparison to trait approaches that cannot (Boyle et al., 2008; 

Latham, 1989: McLeod, 2022). Boyle et al. (2008) continue to affirm this through model and 

concept testing approaches, and Latham (1989) in his examination of measurement and 

evaluation of training practices, and McLeod suggesting Behaviourism has key features and 

strong methodological foundations. Subsequently, it could be prescribed that there are 

various pieces of literature that have been explored from multiple stances to support this 

point.   

Figure 2.3 also presents an opportunity to map the ongoing enhancements in Leadership 

Theory and approaches. Subsequently, confirming and analysing the foundational 

development of leadership concepts and demonstrating connectivity and scaffolded 

Leadership Theory transformation. In addition, to strengthening the study focus as the 

Evolution Tree of Leadership Theory is expanded upon to account for current Leadership 

Theory advancements. Consequently, reinforcing the position of this study and its relevance 

through examining leader composition as a grounding platform to analyse gaps in knowledge 

and research surrounding the digital period of leadership where digital tools are applied to 

the leadership role. With further depth of examination on the current Leadership Theory 

developments that are unfolding with the Digital Transformation and Artificial Intelligence 

period of leadership.    
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Figure 2.3. The Evolution Tree of Leadership Theory 

 

Extension of the Leadership Evolution Tree as created by the author to demonstrate study relevance.  

 

I-Augmented Leadership  

Driven by the rise of artificial intelligence, 

machine learning, and digital transformation 

in leadership contexts. 

Artificial Intelligence & 
Digital Transformation 
period 

(mid-to-late 2010s–present) 

Digital Leadership / e-Leadership  

Emerged as remote work, virtual teams, and 

digital tools became central to organizational 

functioning. 

Digital period (2010s–present) 

Neuroleadership Built on neuroscience 

research applied to leadership behaviour, 

emotional control, and cognitive decision-

making. 

Leader Composition period (late 2000s–2010s) 

 

Includes: Servant, Ethical, Authentic, Adaptive, Sustainable, and Inclusive Leadership 
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Note: The evolution of the leadership tree theory. From “The Evolution of Leadership,” by D. 
A. Van Seters & R. H. G. Field, 1990, Journal of Organisational Change Management, 3(3), 
p.33 (https://doi.org/10.1108/09534819010142139).  

A range of theorists (Clark, 2004; Rehman et al., 2022) argue that Pavlov (1897) identified 

Respondent Conditioning, latterly known as Classical Conditioning through his behaviour 

analysis of biological potent stimulus in conjunction with a previously known neutral stimulus 

that elicits a response within a test subject. Like Watson (1913) who was also recognised as 

one of the first individuals to have founded Classical Behaviourism through his studies of 

animals and humans, latterly building upon Pavlov’s initial work. Subsequently, Watson 

developed his analysis of human and animal behaviour over the course of the following 

decades; in addition, to reviewing conditioned emotional reactions (Watson, 1914, 1924, 

1928; Watson & Rayner, 1920, 1921). As this was done over several years, and produced 

several publications of collective experimentations, this can be observed when reviewing the 

literature. As the research within this area initially focused on human and animal analysis and 

latterly developed into research on infant behaviour through Emotional Conditioning, and 

how to condition emotional responses in general through an examination of psychology. This 

demonstrates progression and active experimentation within this concept, which might 

support the opening comments of this theory being more conclusive in its ability to produce 

data to support the literature that accompanies it. During this period other theorists also 

presented research based upon the foundations of Behavioural Conditioning such as 

Thorndike (1927) with his Law and Effect, and Skinner’s (1938, 1974) Theory of Learning in 

relation to Behaviourism approaches.  

Thorndike (Thorndike & Bruce, 2000) began the cross analysis between Behaviourism and 

learning approaches. Thus, highlighting theorists' interest in blending approaches within 

Behaviourism Theory too. There is suggestion that Thorndike believed that individuals could 

continue learning up until the age of 35 (Thorndike, 1912); however, there is a plethora of 

literature to contest this presently (Aspin & Chapman, 2010; Jackson, 2011). For instance, in 

Aspin and Chapman’s (2010) Lifelong Learning Theory where individuals continue to grow and 

develop their learning irrespective of age, or Jackson’s (2011) life wide prospect to learning 

with multiple factors impacting this such as education, and personal development. Although, 

it could be argued that the challenging literature did evolve in later periods of time, 

https://doi.org/10.1108/09534819010142139
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subsequently having further grounding, as concepts and literature have developed and 

enhanced over time.  

Interestingly, Thorndike also developed the Law of Effect (1927), thus focusing on 

Instrumental Learning, and the reinforcement of Behavioural Learning, and Connectivism. 

Intriguingly, and in relation to the literature analysis to establish if leaders are born or made, 

Thorndike also had interesting views on Eugenics (Beatty, 1998), and his belief that selective 

breeding within humanity could alter the capacity for an individual to learn, thus improving 

an individual’s nature. It could be argued that as individuals this is practiced already in the 

selective breeding of animals, so there may be some tangible grounding to this belief. As such, 

proposing that Thorndike’s research on Behaviourism was developed through his analysis of 

individuals, but also because of searching for insight into whether leaders are born or made. 

It could be proposed that his research suggestively identifies that leaders could be made 

because there are specific leadership qualities and traits that individuals can be born with, 

which you could breed within future generations of humans with a selective breeding process, 

which individuals do not practice beyond our own partner selection. Therefore, it could be 

proposed that the literature highlights his scepticism of leadership development on some 

level, due to his interests in eugenics and selective breeding to produce individuals with 

certain traits and skills. This analysis raises insight into the examination of whether leaders 

are born or made, as different theorists propose a range of perspectives. For instance, Watson 

(1914, 1924, 1928) as previously analysed, places an emphasis on environmental influences 

impacting behaviour. In contrast to Thorndike (1912) that focused on aspects of genetics, 

biology and cultural reasons as the variable factors that produces individuals’ behaviour, thus 

influencing the creation of certain individuals. Therefore, some of the literature has 

foundational crossovers, but there is a range in the additional contributing factors that could 

impact the formation of a leader.  

However, Skinner (1938, 1974), also presented an interest in Reinforcement Behaviour 

Theory, suggesting that an individual’s actions were dependent on their previous actions. 

Thus, proposing that individuals do not possess free will, but are formed through a series of 

reinforcement experiences and exposure to negative stimulus resulting in negative outcomes. 

Whilst positive stimulus resulted in positive outcomes, and the latter ultimately becoming 

more dominant through the process of learning. Skinner’s analysis of Behaviourism continued 
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throughout the 1900’s, with further investigation, development, and publication into 

Behaviourism through his examination of Radical Behaviourism (Schneider & Morris, 1987), 

experimental analysis of behaviour (Skinner, 1950), and latter studies into Operant 

Conditioning (Skinner, 1981), and the rate of human responses (Skinner, 1984). It could be 

argued that Skinner was a pivotal theorist in the ongoing development and research into the 

impact Behaviourism has on human development. This plethora of research over a significant 

period also demonstrates the exploration into the topic and active experimentation of its 

theory. Therefore, it can be understood why Skinner’s work is so far reaching and why he is 

classed as a pivotal theorist in this field. As, his concepts have been developed upon, in 

multiple sectors and fields which will be explored further. 

Contiguously, around the time of 1950s and 60s further studies were being conducted in 

relation to connections between Behaviourism and leadership (Fleishman et al., 1955; 

Fleishman & Harris, 1962; Likert, 1961). Fleishman et al. (1955; Fleishman & Harris, 1962) 

began to examine the patterns of leadership behaviour in relation to employees, and how 

this behavioural leadership approach translated within industry. Similarly, Likert (1961) 

analysed new emerging patterns to leadership and management. Thus, suggesting a 

connection between Behaviourism and leadership approaches. All these studies are useful in 

the foundational analysis and connections between effective leaders and their behaviours.  

Consequently, a range of theories that encompassed behavioural approaches and leadership 

emerged (Ashour & Johns, 1983; Bass, 1960; Blake & Mouton, 1964; Bowers & Seashore, 

1966; McGregor, 1960). It is vital to analyse these points further to gain insight into whether 

leaders are born or made. In addition, to reviewing leadership approaches to training and 

learning. Bass’ (1960) Reinforcement Theory of Motivation analysed Behavioural Theory in a 

manner that examined driving and restraining forces in line with stimulus and non-stimulus 

exposure. Interestingly, this has undertones of Skinner’s (1938, 1953) Reinforcement Theory; 

however, his theory was analysed through the lens of positive and negative reinforcement 

with elements of punishment, and extinction of certain behaviours through learned 

behaviour. It could be proposed that Bass’ model (1960) has developed from the initial 

research of Skinner (1938, 1953). Therefore, highlighting a branch of Behaviourism, such as, 

Operant Conditioning; however, further literature that analyses Classical Conditioning can be 

found too. 
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Literature (Brugman, 2018; Mackintosh, 1994) suggests that Edward Thorndike was the 

founder of Operant Behavioural Conditioning through his creation of the Law of Effect in 

1898, which subsequently developed into being called Operant Conditioning. As Thorndike 

(1901) believed that a response that produces a satisfying outcome or effect to a certain 

situation, is more likely to be repeated to receive the same gratification. Similarly, the same 

was observed with regards to negative stimulus producing discomfort and dissatisfaction, 

resulting in the behaviour not being repeated by humans (Thorndike, 1911). This is supported 

by modern literature that continues to advocate this approach to training behaviour. 

Thus, defining Operant Conditioning as a classification of Behaviourism that examines 

learning in relation to direct behaviour consequence. In comparison to Classical Conditioning 

that examines associations between events (Mallea et al., 2019). Subsequently, it could be 

suggested that leaders can be developed and trained in this manner, and there are examples 

of this in military leadership training (Juhary, 2015). However, thus far it has been inconclusive 

to establish if leaders are born or made; therefore, cross analysis of Behaviourism in 

examining leadership behaviour and the paradigms of developing leadership behaviour is 

imperative. As multiple pieces of literature (Fleishman and Harris, 1962; Van Seters and Field, 

1990) would suggest that leaders are made and not born with certain skills, and behaviours, 

or a combination of both. 

Thorndike’s (1911) theory was latterly developed upon by Bass (1960) and Skinner (1953) as 

previously examined. In addition, to further literature that analyses Operant Conditioning 

(Ashour and Johns, 1983; Engelhart, 1970). As Englehart (1970; Krypotos et al., 2018) 

presented an extension to the Operant Conditioning process through the channels of negative 

reinforcement, thus introducing active avoidance, when developing an individual's 

behavioural patterns, and Ashour and Johns (1983) review of how to systematically motivate 

or acquisition certain behaviours by manipulating positive reinforcement and punishment 

approaches with staff. Whilst this literature delves into differing fractions of its methodology, 

it is poignant to highlight that each research seems to be targeting different aspects of a 

leader's composition to produce a desired behaviour. Thus, proposing that some core 

leadership traits and behaviours are engrained within individuals, subsequently questioning 

the suggestion that leaders are born with certain attributes.  
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Arguably, a range of literature also challenges this, and reviews the impact this can have on 

other individuals’ behaviour, thus suggesting it is more likely that negative approaches will 

not produce positive behaviours and attitudes desired from others (Hunt & Schuler, 1967; 

Podsakoff et al., 1982). Such as Hunt and Schuler’s leader reward and sanction research, and 

Podsakoff et al. (1982) contingent and noncontingent reward and punishment behaviours on 

subordinate performance and satisfaction. With both highlighting that these approaches can 

have negative impacts on the individuals that are being led. Notwithstanding this, it highlights 

the relevance of external influencing factors that Behaviourism raises as an interesting sub-

section to briefly analyse in the literature search for are “leaders born or made”.   

Blake and Mount’s (1964) model proposed a managerial grid that analysed leadership, but 

also the impact of external factors. It could be argued that this piece of literature sits firmly 

within organisational behaviour; however, it does raise some interesting points regarding 

leadership development and the influence and impact of external factors. Subsequently, 

challenging the question are leaders born or made, through the suggestion that they are not 

wholly either, due to the multiple variations of societal exposure and how this could influence 

an individual. Therefore, proposing elements of individuals born with key behaviours, and 

other research to suggest behaviour is developed; in addition to external factors driving the 

outcome for a leader and an organisation’s performance.  

It could be argued that the Four-Factor Theory of Leadership delves into this further with its 

model of support, interaction facilitation, goal emphasis, and work facilitation (Bowers & 

Seashore, 1966). As this model discusses the support and development of certain leadership 

behaviours to create an effective leader. In addition to analysing a leader's current skill level, 

how stimulated they are to succeed as a leader, and how effective they are in managing 

external and internal factors through work facilitation. However, by just reviewing all these 

influential factors it is clear how difficult it is to establish and specify a behaviour pattern for 

an effective leader.   

Modern Behaviourism can also be observed within literature (Araiba, 2020; Andresen, 1992; 

Baharuddin & Suyadi, 2020) with further suggestion that there is a resurgent of several types 

of Behaviourism within practice. Araiba (2020) claims modern Behaviourism is more diverse 

with some grounding factors staying the same but others modifying. Whereas Andresen 
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(1992) demonstrates one such adaptation with his research on linguistic and verbal 

behaviour. Whilst Baharuddin and Suyadi (2020) note Islamic preference to more traditional 

Classical Conditioning methods of training. Which also highlights again the differences in 

literature and research depending on the country, government and culture of the individuals 

accessing, applying, and using such models to train individuals and their leaders. Although a 

sensitive point, it could be argued based upon the researcher’s cultural grounding that 

Baharuddin and Suyadis’ (2020) preference of traditional methods of Behavioural 

Conditioning could be perceived to align with their culture and democracy. However, it could 

be claimed that this is inconclusive as a researcher there is bias due to differing faith, societal 

upbringing, and exposure to literature, therefore it is noteworthy, but could not potentially 

be used to draw upon a conclusion for this study.  

It could also be argued that Behaviourism approaches are still widely used in military training 

across nations (Barnao, 2019), and medical interventions with regards to rehabilitation, and 

Cognitive Behavioural Therapy approaches (Eysenck & Rachman, 2013; Hare, 1997). Again, all 

using foundational concepts of Behaviourism within their methods and practices. It could be 

argued that different branches of the behaviourist approach are also recognised as 

methodological approaches to analysing (Behavioural Research Methods [BRM], 2022; Staats, 

1975). Thus, noting its importance, and precedence in the analysis of ‘are leaders born or 

made.’  

Subsequently, an array of theories and literature have been reviewed in the examination of 

whether leaders are born or made. This has included a review of the Great Man Theory, Trait 

Theory and Behavioural Theory. Thus, analysing leadership through the lens of heroism, 

motivation, traits, behavioural patterns, characteristics, values, personality traits, 

psychological types, and different forms of behavioural conditioning. Consequently, the 

review of the literature thus far has precluded that it is inconclusive to establish whether 

leaders are born or made from the literature presented, and in some instances raised further 

questions, but highlighted the complexity of establishing this within literature. 

However, it could be proposed that leadership was formed from heroic foundations of the 

great leaders that fought on the battlefield throughout history, and that a lot of the funding 

and development of this theory came from war, and the need for great leaders and tactical 
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development. Further literature demonstrates the divide within the research community with 

regards to the question of whether leaders are born or made, with multiple pieces of 

literature suggesting leaders are solely born, made, or a combination of both. It can be 

established that some of the approaches analysed are still currently intertwined within 

leadership development and this ripples into organisational development and management 

practice. Yet, there is a clear gap in the literature to conclusively establish whether leaders 

are born or made. Therefore, the analysis into how leaders learn is required before further 

examining whether technological approaches can assist in the development and training of 

future leaders. 

2.5 How do leaders learn? Theory of Learning and Leadership styles 

As it is not yet possible to establish if leaders are born or made within the literature thus far, 

it is fundamental to examine how leaders learn to gain further insight into this question. There 

is a plethora of literature (Bennis & Thomas, 2020; Johansen, 2012; Northouse, 2021) that 

analyses and proposes differing approaches to general development and learning; in addition, 

to literature that targets the development of leaders specifically (Clinton, 2018; Day et al., 

2013; Schoemaker et al., 2013). This chapter will analyse a range of theories and leadership 

development such as the Theory of Learning, leadership styles, Social Constructivism, Social 

Learning, and Cognitive Development.   

There are a range of learning styles that complement specific leadership styles (Gandolfi & 

Stone, 2016; Pashier et al., 2008; Riener & Willingham, 2010). To investigate the paradigms 

of learning and development it is vital to examine the foundations of learning styles before 

delving into specific leadership styles. This can be observed in Gandolfi and Stones (2016) 

analysis of the emergence of leadership styles and how they were formed in connection to 

the myths that surround this in relation to learning styles (Riener & Willingham, 2010), and 

the concepts and evidence produced that surround this (Pashier et al., 2008). It is important 

to recognise that all learning styles are encompassed within Learning Theory; therefore, 

different literature engages with Behaviourism, Cognitivism, Humanism, and Constructivism 

(Olusegun, 2015; McCarthy, 2010; Mowrer, 1960). Although, some theorists (Corbett & 

Spinello, 2020; Duke et al., 2013; Guthrie & Jones, 2012) suggest this also encompasses 

Connectivism, Experiential Learning, Situational Learning and emotional intelligence. This 

chapter will analyse a selection of literature in connection with the proposed study, are 
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“leaders born or made, and can technological approaches assist the development and training 

of future leaders?”  

The concept, and philosophy of education can be traced back to Plato [347BC - 428 BC] (Plato, 

1961) and his proclamation that ‘virtue can be obtained through three stages of development 

of knowledge; knowledge of one's own job, self-knowledge, and knowledge of the idea of the 

good’ (Myungjoon, 2022, p.1). He also highlighted societal differences and the impact this 

could have on development, whilst suggesting that all individuals could prosper if they were 

provided with an equal educational opportunity at an early age. Which the researcher can 

relate to, within their own philosophical assumptions in respect to concept and notion. During 

Plato’s life he educated a range of prominent individuals who went on to influence society at 

the time such as Aristotle, Eudoxus of Cnidus, Heraclides Ponitcus, Philip of Opus, Speusippus 

and Xenocrates, who were all prominent mathematicians, physicists, law makers, scientists, 

and education developers (Bury, 1951; Reale, 1990). Who were considered heroes or high 

prominent figures of their time, hence there seems to be further connections here as to why 

the Great Man Theory was consider later in time as a significant concept.  

Another prominent historical figure who analysed education was John Locke (Rivington & 

Rivington, 1824) with his Theory of Mind research that examines one’s identity and self. It has 

been argued that Locke’s work formed the foundations of what society calls psychology 

today. Therefore, it could be suggested that both individuals had profound influence on the 

formation of Education Theory. Thereby, reinforcing the strong foundations of leadership and 

the Theory of Learning that is perceived today, in addition to a multitude of other concepts 

and theories. Therefore, drawing this analysis to the examination of current education, 

learning, and Leadership Theory. 

Learning, education, and Leadership Theory has developed, and changed over the last few 

centuries. The American philosopher Dewey (Grobstein & Lesnick, 2011) once described 

education as a social process that produces individual growth. Which could hold some validity 

as societies and educational systems have evolved through time. He proclaimed the 

misconception that education was preparation for life was wrong, but that education was life 

itself (Robertson, 1992). It could be suggested that this notion is evident through the plethora 

of models and literature available that investigates development, learning styles and 
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leadership styles. In recognising a range of literature that presents learning styles; 

consequently, a selection will be reviewed in further detail (Argyris, 1976; Bruner, 1960; 

Fleming & Mills, 1992; Honey & Mumford, 1986; Kolb, 1984; Myers, 1962).  

In relation to this, it is relevant to examine literature that categorises learning and leadership 

styles to establish whether leaders are born or made, but also what literature suggests with 

regards to the compilation of what forms an effective leader. Within this analysis, Myers-

Briggs (1962) presents literature, and a manual that examines an individual’s proposed 

dominant learning styles and produces guidance in applying this in certain environments. The 

16-learning style type descriptor examines an individual’s personality, nature, and dominant 

learning style, and subsequently positions them within one of the 16 categories. Interestingly, 

this suggests that Myers-Briggs’ (1962) research is based upon the belief that individuals are 

born with specific and dominant learning styles. Therefore, it could be argued that their 

literature recognises this, and the descriptor could assist individuals in applying their 

dominant learning style in a social and working context. Furthermore, it could be proposed 

that this highlights a further divide in the argument of whether leaders are born or made, as 

the Myers-Briggs’ (1962) model is still used within business and education today to assess an 

individual's proposed learning style.  

Contrastingly, 25 years later, Kolb (1984b) continues the development, and investigation of 

learning styles but takes quite a different stance on its foundational notion. Thus, assessing 

how students learn, as a means of reflection to develop and learn upon. This led to the 

development of Kolb’s Experiential Learning Cycle (Kolb, 1983) which proposed individuals 

gained skills and knowledge through a process of experience exposure or better known as 

experiential learning. This model presented 4 stages in which an individual would cognitively 

progress through. Subsequently, experiencing, reflecting, conceptualising, and then testing 

the learnt experience to complete the learning process, as observed in figure 2.4. (Dsouza, 

2016). 
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Figure 2.4. Kolb’s Experiential Learning Cycle  

 

Note: Kolb’s Experiential Learning Cycle. From “David Kolb’s learning”, by J. Dsouza, 2016. 
Retrieved on August 6, from (https://medium.com/@johnharrydsouza/david-kolb-s-cycle-
of-learning-2777d150d09e).  

Thus far, Kolb has expanded upon his initial research (Kolb, 1983, 1984b) and produced a 

range of literature that explores reflective learning approaches in the process to discover how 

individuals learn and how this can also be reflected within management practice (Baker et al., 

2002; Kolb, 2011; Kolb, 1994). Curiously, although Kolb’s research examined the assessment 

of how individuals learn, he also co-authored a book on ‘changing human behaviour: 

principles of planned intervention’ (Schwitzgebel & Kolb, 1974). Therefore, it could be argued 

that Kolb also presents interest and inquiry into the notion of whether leaders are born or 

made through the lens of Behaviourism, and that his work does not conclusively suggest 

whether learners are made through development, and his own publications suggest an 

undecided clarification of either notion.  

Experiential learning has also expanded as a learning theory with multiple theorists and 

researchers building up Kolb’s Experiential Learning Cycle (Connor, 2022; Ssekamatte et al., 

2022). Connor (2022) used this approach to study student activism, and Ssekamatte et al. 

(2022) to attempt to solve global health challenges, both very different contexts in which 

Experiential Learning has been applied. Types of Experiential Learning can be observed in all 

areas of society and education, such as, business internships, apprenticeships, field exercises, 
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undergraduate research, theatrical performances, and training (Boston University, 2022). 

Education Ventures (2022) proposes that modern Experiential Learning also plays an active 

role in the learning process, especially in modern society where new learning techniques are 

being devised to develop societies in a changing world, economy, and differing educational 

settings. Researchers (Yardley et al., 2012) also propose that Experiential Learning is unique 

in its ability to transfer theory into practice, with clear observable examples of the transfer of 

learning within its curriculum development and application. Ziatdinov and Cilliers (2022) also 

highlight that Experiential Learning will play a key part in the learning development of future 

generations as the implementation of technology becomes more prevalent. Which could 

support the analysis of the second part of this study. 

However, on reflection of Kolb’s initial experiential publication, there was further literature 

presented within the interim of Myers-Briggs and Kolb’s publications that can be observed, 

thus highlighting the shift in pedagogy surrounding learning and leadership styles. As such, 

literature, and research by Bruner (1960), and Fleming (Fleming and Mills, 1992) can be 

observed in relation to the construction of knowledge, organising, categorising information 

in a coding system, and the VARK model which proposed individuals learn best when methods 

and activities match an individual’s learning style. Thus, demonstrating the varying 

perceptions within literature during this time and producing a very scientific approach to 

actioning and disseminating models. 

In contrast, Bruner (1960) analysed the process of constructing knowledge, organising, and 

categorising information in a coding system. It has been argued (Fioretti & Smorti, 2019) that 

Bruner’s publication, ‘The process of education’ (1960) is developed upon Piaget’s concept of 

Cognitive Development stages (Miller, 2011). Both theorists have been recognised for their 

research within Cognitive Development, and multiple theorists analyse their work and build 

upon their theories (Bentham, 2022; Bruner, 1959; Garrettson, 2012; Richardson & Kelly, 

1972), yet there is literature that challenges, and criticises the foundations of these theories 

(Babakr et al., 2019). Babakr et al. (2019) challenges some of the structures of this concept by 

suggesting that Piaget underestimated an infant's capacity and overestimated an adolescence 

but in fact everyone is very different. 
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Interestingly, Piaget’s 4-stage Cognitive Development Process (2013) and Bruner’s ‘Process of 

Education’ (1960) raise an intriguing insight into proposed development steps of an 

individual’s cognitive learning process. Yet, even with close similarities within the research 

direction, there are varying differences which suggest a contradictory and unclear outcome 

with regards to the effect and impact of Cognitive Development. However, clearly Piaget 

focused on the development of individual thinking, and Bruner associated Cognitive 

Development more with Social Constructivism and Sociocultural Theory. Thus, proposing that 

language and social factors impact on the Cognitive Development of an individual. In tangent 

with the literature that has been reviewed, this also highlights the multiple dimensions of 

development proposals, even within specific approaches. Thereby, suggesting there is not 

currently a clearly defined approach to develop either. Therefore, it is inconclusive to suggest 

leaders are born or made, as the literature cannot currently identify this within the wider 

research community thus far. 

Notably, in 1986, Honey and Mumford introduced the concept of a Learning Style Model 

[Figure 2.5.]. It has been suggested that their research was built upon the foundational 

research of Kolb (1983, 1984a). The model reviews and categorises the overlay of an 

individual’s skill set in four different areas. Although an individual may align with one area, 

they may also present skills that are observable in the other areas. Which on reflection 

provides a large scope of learning styles within each section. 

Figure 2.5. Honey and Mumford Learning Style Model 
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Note: Honey and Mumford Learning Style Model. From “Honey and Mumford Learning 
Styles”, by Expert Programme Management. Retrieved on August 9, from 
(https://expertprogrammanagement.com/2020/10/honey-and-mumford/).   

Similarly, Fleming introduced the concept of the VARK model in 1987 and later published his 

works with Mills (Fleming & Mills, 1992). Fleming highlighted different approaches to learning 

and suggested that individuals had a dominant learning style; however, it also stated that 

individuals could also gain knowledge via the alternative learning preferences through 

blended learning practice. This is a notable point as it examines learning and development 

from another varying perspective, but it could also suggest that leaders are born with certain 

traits but must develop other areas of their leadership skills to be an effective leader.  

Notably, a range of leadership learning styles have emerged because of the developing 

Leadership Theory (London & Sherman, 2021), such as Transformational, Delegative, 

Authoritative, Transactional, Participative, and Servant Leadership. Currently, 

Transformational Leadership is seen as a dominant style and approach due to its ability to 

react to societies changing landscape (Anderson & Anderson, 2002). However, it is recognised 

in leadership that it is vital for a successful leader to have insight into a range of leadership 

styles, whilst interchanging styles where required to facilitate an organisation’s needs, or the 

task presented before them (Gronn, 1999). Which does have undertones of trait and 

behavioural approaches when applied in a targeted manner to produce specific leadership.  

Transformational Leadership focuses on setting a clear vision for a group’s goals, and leading 

individuals by inspiring positive changes through motivating and engaging others in their 

vision (Bass & Riggio, 2008). However, Tourish (2013) states there are different sides to 

Transformational Leadership and examines this from a range of power, control, and excessive 

leadership agency. Interestingly, Ziatdinov and Cilliers (2021) suggest that Experiential 

Learning and Transformational Leadership approaches will aid the training and development 

of the next generation, notably generation Alpha who are a fraction of future leaders in 

society. Therefore, it could be argued that pedagogy as it is currently known is being applied 

and adapted to facilitate new technological approaches to leadership, as a step in the 

development of new approaches that will ultimately facilitate the gaps that technological 

enhancement may create within education, leadership, and professional roles. 
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2.6 Social Constructivism, Social Learning and Cognitive Development  

It has been proposed (Western Governors University, 2020) that Social Constructivism and 

Social Learning Theory provides a collaborative nature to learning whilst providing individuals 

with building blocks to construct their own perspective of knowledge and reality. An analysis 

of both theories is required to further examine whether leaders are born or made. However, 

there are differences between the two theories, on the surface they align quite closely when 

proposing that learning has both an individual and social aspect to it. Research suggests 

(Pritchard & Woollard, 2013) that both Social Constructivism and Social Learning Theory 

believe that an individual is an active participant in the learning experience; therefore, not 

passively developed through stimuli, and external input, but actively engaged in both. It could 

be argued that this suggests that leaders are made through development.  

However, Heyes (2012) and Bredo (1997) argue that both theories are different with social 

learning lending itself to an underlining Behaviourist perspective; therefore, analysing how 

individuals procure certain behaviour patterns. In contrast to, Social Construction that 

examines how individuals amass and develop knowledge. It has been suggested (Brown, 

2020) that Social Learning approaches are a form of Operant Conditioning, therefore linking 

closely with Behavioural approaches, with strong elements of reinforcement of learning. Thus 

suggesting, individuals experience positive stimuli from a task which creates the repetition of 

behaviour, or negative stimuli to a task where they consequently learn not to repeat this 

experience. However, Dollard and Miller (1945) believe that Social Learning tries to detach 

itself from Behaviourism, therefore, they introduced their Stimulus Response Model which 

analyses imitation and Social Learning as a concept. Interestingly, the concept of Social 

Learning could suggest that leaders are made and gain further knowledge through repetition 

and stimuli to learning experiences. Although, you could also question if this is a merger of 

being born with specific leadership qualities that are enhanced through further development. 

Therefore, amalgamating and blurring the lines of theory as to whether leaders are born or 

made.  

Social Constructivism proposes that individuals construct or create their own knowledge 

through collaborative social interactions between a learner and a teacher, and not necessarily 

in a 1-way transmission learning approach (Brown, 2020). Similar, to Vygotsky (Apkan et al., 
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2020) who proposed that an individual’s understanding of reality, their ability to 

communicate and experience is led by social interactions of culture and language. There is 

also a range of literature that examines Cognitive Development (King & Kitchener, 2015) and 

the theory associated with this (Richardson, 2019). Interestingly, each provide a useful 

analysis into whether leaders are born or made. With King and Kitchener’s (2015) analysis of 

cognitive complexity and development supporting the growth of an individual's learning, and 

Richardson’s (2019) connections between physical and Cognitive Development. Subsequently 

suggesting an element of growth within the practice of developing oneself, and growing in 

age as a contributing factor, whether this be physical or cognitive.  

An array of cognitive literature (Bjorklund, 2022; Richardson, 2019) suggests that individuals 

are born with certain characteristics and behaviours that are then influenced or moulded 

upon by internal and external factors of society. Bjorklund (2022) provides insight into 

children's thinking and Cognitive Development. In comparison to Richardson (2019), who 

analyses the general growth span of an individual and how this impacts Cognitive 

Development. Both useful insights when analysing the different stages of Cognitive 

Development and growth. Further research running adjacent to this also analyses the impact 

on Cognitive Development and the outcome of certain exposure, or lack of engagement from 

other individuals and society. This is thought-provoking as it could be suggested that even if 

an individual were born with the genetic ability to lead, this could potentially be impacted 

through negative Cognitive Development opportunities as the individual grows. In contrast, 

it could also be argued that an individual who does not possess a genetic disposition to lead 

could therefore learn and develop cognitive ability through positive social and societal 

experiences. As society evolves there is a range of developments in genetics, the brain, and 

eugenics to explore what makes us, as humans, individuals, and how humanity can enhance 

certain skills, characteristics, and genetic traits (Daly & Hudson, 2023).  

However, further analysis of Cognitive Development Theory supports the dissemination of 

whether leaders are born or made in relation to this study. Yet, it is important to note wider 

research, as this also influences the analysis. Three strands of research standout in the 

examination of Cognitive Development, such as Piaget’s 4 Stages of Cognitive Development, 

Vygotsky’s Theory of Cognitive Development, and Erikson’s Stages of Psychosocial 

Development (Apkan et al., 2020; Miller, 2011). Interestingly, all three had slightly different 
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perspectives on Cognitive Development as discussed further in this chapter. It could be 

argued that this influenced their research in some way; however, subsequent theorists 

(Argyris, 1976; Bruner, 1960; Fleming & Mills, 1992; Honey & Mumford, 1986; Kolb, 1984a) 

have developed and framed their work upon the foundations of these three researchers.  

With regards to Cognitive Development Piaget (1929, 1950) as a cognitive constructionist 

suggested that individuals progressed through stages of Cognitive Development and 

perceived learning experiences from their own point of view. Therefore, his research 

examines how human’s think and reason as individuals, and how this shifts and changes as 

individuals transition through the different development stages of growth. This differs to 

Vygotsky (Daniels, 2016; Vygotsky, 1962, 1978) as a social constructivist who proposes 

individuals cognitively develop through social, language, cultural experiences, and exposure. 

However, Vygotsky believed that individuals acquired cognitive maturity on reaching a 

mature age. Contrastingly, to this notion Erikson believed that Cognitive Development 

continued throughout an individual’s life.  

Like Vygotsky’s, Erikson's literature is influenced by Freud (1915, 1923) which suggested that 

social engagement and successful completion of tasks contributed to the development of an 

individual. However, he also believed that individuals have three aspects to their being: the 

ego identity, one’s personal identity, and an individual’s social and cultural identity. 

Interestingly, it could be argued that all theorists had a slightly distinct perspective and 

perception on how Cognitive Development occurred or manifested within an individual, yet 

all examined the inherited traits and external development factors. In addition, to a range of 

literature that reviews our biological composition, Social Learning, Social Constructivism, and 

how individuals learn. Therefore, a conclusive branch of literature has not been found to 

suggest leaders are born or made, yet this cannot be disproved in any way either. Thus, 

leaving a gap in the literature with regards to this answer. 

2.7 Summary 

In summary, this chapter has analysed a range of literature in relation to answering the 

question are leaders born or made. The Great Man Theory highlighted a range of literature 

that reviewed Carlyle’s initial publication and lectures (Carlyle, 1965; Goldberg et al., 1993). 

It also raised interesting insight into the concept of leaders being born with the ability to lead 
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effectively, in comparison to making leaders through the process of development. However, 

it was clear that a substantial proportion of theorists historically (Spencer 1884), and currently 

(Mouton, 2017) still question Carlyle’s concepts surrounding the Great Man Theory. 

Subsequently, it is not possible to conclusively suggest whether leaders are born or made 

from this literature. However, clearly this concept has been, and continues to be, an area for 

discussion and analysis, but also the structure and foundational basis of research that has 

been adapted and developed over the course of the last century (Organ, 1996). Interestingly 

however, is the insight into whether Carlyle’s research was influenced by religion, culture, 

and society of the time. This raises a controversial point in relation to Carlyle’s beliefs and his 

underlying motivation. Thus, questioning if the underlying motivation of Carlyle’s research 

was driven by societal shifts, which consequently conflicts with his initial concept that leaders 

are made. However, the challenging theorists of Carlyle’s time, Durkheim (1898), Freud 

(1915), and Spencer (1884) present reflections on how theory is influenced by science, 

religion and sociology, which seems to run through most literature observed in some way, 

subsequently highlighting how influential, religion, culture, science and sociology is when 

forming theories and concepts, but also when applying these elements in practical contexts. 

Similarly, the analysis of Trait Theory presented a vast range of literature that examined 

elements of behaviour patterns and more specifically certain traits displayed within 

individuals. A selection of literature produced identifiable traits within individuals and leaders 

through their own research (Allport, 1937; Briggs, 1992; Cattell, 1965; Costa & McCrae, 1989; 

Eyseneck, 1967; Myers, 1962) and suggested differing ways in how to acquire or develop 

desired traits and characteristics. Subsequently, supporting the concept that leaders are 

made through development. Intriguingly, literature such as Galton (1869), Carlyle (1965), and 

Kirkpatrick and Locke (1991) suggested, and still propose that leadership is selective and 

unique; therefore, it is associated with specific leadership traits. Consequently, suggesting 

that individuals are born with certain traits. It could be argued that this literature is outdated. 

However, the review of the literature states that numerous theories have grown from the 

foundations of the Great Man Theory (Moulton, 2017), and subsequently the Trait Theory. 

With evidence of this being applied in current leadership recruitment and practice (Hogan et 

al., 1996; Kouzes & Posner, 2011; MBTI, 2022; NERIS Analytics, 2022). Where it could be 
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argued that current society still has an underlying belief in leaders being born with specific 

traits.  

Further literature also supports the proposal that the Great Man Theory and the Trait Theory 

have more credibility in the research community now, than it has received in the last 100 

years (Moulton, 2017). As literature has been challenged at times (Boyle et al., 1995; Boyle & 

Saklofske, 2004) with regards to its rigid broad factors and methodological process. 

Subsequently, the Trait Theory analysis produced an interesting review of the literature. 

However, it has formed an indeterminate insight into verifying whether leaders are born or 

made.  

Contrastingly, the review of Behavioural Theory in relation to the proposed study provided 

insight into suggested genetic characteristics, traits, and behaviours. In addition, to how 

behaviour can be impacted upon by social and external influence through the stages of 

growth and development. Further research highlighted behavioural approaches to instil 

desired behaviours, whilst providing different methods and models to facilitate this (Pavlov, 

1897; Skinner, 1974; Thorndike, 1927; Watson, 1924). Subsequently, a range of compelling 

literature presented itself within this chapter. Firstly, it is suggested that military usage of 

behavioural leadership training approaches have been used for centuries and continue to be 

applied in a successful manner. Secondly, if a leader, or individual did present with desired 

leadership traits and behaviours from birth this could be impacted upon irrespective of 

whether a leader was born or made due to the influence of life experiences.  

However, this literature did also highlight disparities in behavioural approaches across 

religions and cultures. Subsequently, the summary suggested that the analysis and review of 

Behavioural Theory presented the notion that leaders are not solely born or made, but 

potentially a combination of both. However, the review still presented literature that claimed 

that leaders are born with certain attributes and behaviours, and contrastingly, literature that 

suggested an individual’s behaviour could be developed regardless of their birth qualities. 

Therefore, it was indefinite to establish if leaders are born or made from the behavioural 

literature reviewed.  
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With respect, and summary to how do leaders learn, Learning Theory, and leadership styles, 

a multitude of literature has been reviewed. This presented literature that could be observed 

historically; with philosophy, models, and proposals with regards to learning spread across 

time. Reference of this is noteworthy, as the review identified that the historical Learning 

Theory continues to underpin current pedagogy, theories, and practice. In the last two 

centuries, theorists have examined the context of how individuals and leaders learn, through 

the analysis of personality, individual nature, learning styles and preferences (Myers-Briggs, 

1962). In addition, to recognising the influence of social and working contexts on an 

individual’s learning development.  

Some theorists took this further and examined the impact and influence of Experiential 

Learning (Kolb, 1984b), and how this could aid the development of an individual. When 

reviewing literature regarding how leaders learn, it was suggested that Experiential Learning 

is integrated into multiple professions. With current theorists, Ziatdinov and Cillier (2022) 

suggesting Experiential Learning and the implementation of technology will support the next 

generation of leaders and change pedagogy and learning approaches as it is known. Literature 

surrounding learning styles and preferences have been analysed, to confirm this (Fleming & 

Mills, 1992; Honey & Mumford, 1986). Yet, it could be argued that this will continue to shift 

and change as more technological advancements are made. It could be disputed that this is 

observable in literature over the last two centuries as it has evolved, adapted, and changed 

with regards to learning styles, leadership styles and learning preferences.  

In conclusion, this chapter provided great insight into how individuals and leaders potentially 

learn. However, it did not assist in establishing a definitive answer as to whether leaders are 

born or made. Nevertheless, it did demonstrate through the literature reviewed, the close 

correlations between Learning Theory and societal change, and the influence and impact this 

has on Learning Theory and application of such practices in leadership development and 

training. Therefore, it would be reasonable to assume that technological integration within 

future society will influence Learning Theory and leadership development. Thus, highlighting 

gaps in the literature and the relevance of the study. 

Finally, the review of Social Constructivism, Social Learning and cognitive development raised 

a variety of points to take into consideration. Noteworthy, that Social Learning and Social 
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Constructivism provides a collaborative opportunity to learning (Western Governors 

University, 2020). Subsequently, differences between the two theories were identified in 

relation to how knowledge and skills are developed and ascertained. However, it was 

highlighted that interaction with another individual or party was the foundation of an 

individual developing effectively. It could be argued that there is a lot of research (Brown, 

2020; Pritchard & Wollard, 2013) in this area to support the collaboration between individuals 

for the means of training and development. In addition, to highlighting the gaps within the 

literature with regards to humans collaborating with technology to achieve this.  

The review of Cognitive Development Theory produced an insightful analysis. With literature 

(Bjorklund, 2022; Richardson, 2019) suggesting that leaders are born with certain 

characteristics and behaviours. Also acknowledging that these behaviours can be positively 

or negatively developed through varying types of internal and external societal factors and 

experiences. This is significant, as literature (Bjorklund, 2022; Richardson, 2019) suggested 

that if an individual was born with certain traits, behaviours, and characteristics this could be 

negatively impacted upon in the growth and development of an individual as much as 

positively reinforced. Therefore, suggesting the influence of society and social exposure 

through an individual’s cognitive development stages could change the outcome of whether 

an individual becomes an effective leader, or not. As a result, it could be proposed that if an 

individual was born without certain traits, behaviours, and characteristics this could be 

positively developed. Therefore, highlighting whether it matters if a leader is born or made. 

As the literature suggests, an individual can be cognitively developed with varying outcomes 

and highlights how social exposure in an individual’s growth can ultimately mould or damage 

a human’s ability to be an effective leader.  

Consequently, there is varying literature within this chapter. However, a range of literature 

can be observed, that supports and provides models in which to enhance an individual’s 

cognitive development (Piaget, 1929; Vygotsky, 1962), and subsequently literature that has 

grown from this to develop new theories to learning and development (Argyris, 1976; Bruner, 

1960; Fleming & Mills, 1992; Honey & Mumford, 1986; Kolb, 1984b).  

Finally, the review of this chapter in its entirety has produced an interesting analysis that has 

raised various insights. However, it has not been possible to conclusively prove through the 
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literature review whether leaders are born or made. However, there is significant literature 

to suggest varying opinions, which could be expected when reviewing the complexities and 

multifaceted layers of each theory. Subsequently, this continues to be an area of interest 

within the wider research community. This also highlights a gap in the literature with regards 

to questioning if technological approaches can assist in the development and training of 

future leaders.  Therefore, the proceeding chapters will analyse this further and address the 

second part of this study.   
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3. Technological and practical leadership training approaches that could support knowledge 

development and skills transfer.  

This chapter will analyse technological and practical leadership training approaches to 

knowledge and skills transfer. Thus far, it has been inconclusive to establish if leaders are born 

or made, with varying literature to suggest a range of conclusions. Accordingly, further 

analysis on literature with regards to how leaders learn, was analysed through a range of 

concepts and proposals. On conclusion of this chapter, it could be argued that a combination 

of genetics and development of skills could be the underlying formation of an effective leader. 

As a result of this conclusion, further analysis into technological and practical training 

approaches to knowledge and skills transfer is required, to examine the second part of the 

study; can technological approaches assist the development and training of future leaders? 

3.1 Active Learning, Problem-Based Learning, and Experiential Learning  

Bradford and Kozlowski (2008) suggest there are a range of educational philosophies that 

have a common theme with regards to learner-centred experience. Research (Frese & 

Altmann, 1989; Salas & Cannon-Bowers, 2001) suggests that the learner-centred approach 

has evolved over several decades with learners gaining further skills through being active 

participants in their own learning experience. Thus, implying that learners absorb training and 

development materials when engaged in the learning process, but also that there might be 

connections to the retention of knowledge through this approach. 

Frese and Altmann (1989) demonstrate this through their analysis on the treatment of errors 

in learning and training, whilst Salas and Cannon-Bowers (2001) view this from a science of 

training perspective. Subsequently, demonstrating the dimensions within individual learning 

approaches. It could be argued that Active Learning, Problem-Based Learning, and 

Experiential Learning are all derived from the same educational philosophy (Ellis & Weekes, 

2008; Kolb, 1984b; MacVaugh & Norton, 2012). However, literature suggests that they have 

significant differences to their approach, with Active Learning focusing on engaging 

individuals within the learning process (Mizokami, 2018). In contrast to Nilson (2010) who 

suggests that Problem-Based Learning is where individuals participate in a team to solve 

complex problems in a particular subject area; and researchers (Dewey, 1938; Gross & 
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Rutland, 2017; McCarthy, 2012) concluding that Experiential Learning is the process of 

learning by doing. Thus, validating the range of different approaches that can be used to train 

and develop individuals, therefore it could be argued that such a range exists, as individuals 

differ so much in their learning preferences. It could be suggested that they closely align in 

facilitating student-centred learning; however, they do have slightly different approaches in 

the application of the training and learning method. 

Interestingly, Bransford et al. (1999) and Mayer (2004) purports that Active Learning enables 

learners to take control of their learning through formal designed training that supports self-

regulated learning through facilitating cognitive, emotional, and motivational learning 

processes. Moreover, literature (Bell & Kozlowski, 2002; Brown, 2001) identifies that current 

computer-based training applications also provide unparalleled levels of autonomy in the 

learning experience. Therefore, it could be argued that elements of computer-based and 

digitally designed training and development packages are based upon student-centred 

learning approaches, and as technology is further integrated within society it might become 

a favourable option as a learning approach. 

As a concept, Active Learning also facilitates learning through a process of investigating, 

discussing, and thinking (Centre for Teaching Innovation, 2022). Subsequently, developing 

skills through a paradigm of solving complex problems, making decisions, practicing skills, 

verbal responses, and proposing solutions to potential challenges, and changes (University 

College London [UCL], 2022). Freeman et al. (2014) and Theobald et al. (2020) even suggest 

that these approaches improve and enhance the learning experience. It could be argued that 

there are close similarities to Experiential Learning and Problem-Based Learning Theory with 

regards to the skills that are developed. This is supported by Bell and Kozlowski (2008, p.297) 

who suggest there are “similarities across different active learning interventions in terms of 

their core training design elements and theoretical foundation”. Interestingly, Frese et al. 

(1991) and Smith et al. (1997) refer to the training design and its ability to encourage inductive 

learning processes to attain strategies to develop effective performance and cognitive 

growth. Therefore, it could be claimed that this would support development and growth 

within an individual.  
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Active and Problem-Based Learning for the purpose of gaining leadership skills and knowledge 

transfer is identified in a range of professional sectors and implemented within practice for 

the means of training prospective leaders (Agarwal, 2019; Middleton, 2013). Agarwal (2019) 

even proposes that Active Learning will drive the workforce of tomorrow, and this statement 

could be strengthened with Middleton’s (2013) research as they explore Active Learning and 

leadership in curriculum where they observed successful nursing leadership skills being 

attained through this method of learning. Therefore, it could be suggested that Problem-

Based and Active Learning approaches could support the development of learners in a climate 

of continuous change. However, it does raise the question of this being an ongoing learning 

process.   

Furthermore, this approach to learning is used within a range of hands-on sectors, such as, 

nursing, the healthcare service, manufacturing, engineering, and the business sector 

(Hernandez-de-Menendez et al., 2019; Kilgour et al., 2016). Farrell and Hurt (2014) also 

highlight that millennials are the next generation of trainee leaders, in addition, to generation 

Alpha. Who tend to prefer learning through Active and Experiential Learning approaches, in 

contrast to traditional managerial training methods. Therefore, consideration into their 

learning methods is required, as they have been exposed to, and utilised technology since 

birth.  

Xanthopoulou and Papagiannidis (2012) demonstrate this within their study of integrated 

technological approaches in education and business, where approaches to business and 

development are being converged with technological design. Subsequently it could be 

attested that technology in all its forms has the potential to change the landscape of how 

humans operate and learn as individuals. It could also be alleged that active participation in 

the learning process could strengthen the effectiveness of a leader. Finally, (Bell & Kozlowski, 

2002) research suggests that a range of Active Learning approaches have been developed that 

target adaptive performances, self-regulation, and self-directed learning. Subsequently 

proposing that metacognitive activity is engaged within an individual through a combination 

of instructional design and exploratory learning opportunities.  

Further analysis of Problem-Based Learning also highlights that the learner’s ability to engage 

in scenarios that incorporate complex problems can assist in the development of stronger 
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cognitive and neural pathways, whilst supporting and strengthening an individual’s ability to 

manage one’s own metacognition through a controlled and monitored approach to an 

individual’s own thoughts and actions (Izzati & Mahmudi, 2018; Linares et al., 2019; Nilson, 

2010). Husain (2011) also highlights that Problem-Based learning can lead to the 

compartmentalisation of learning due to self-directed learning through setting goals and 

objectives. Therefore, the action of problem-solving increases critical thinking and 

communication process; whilst individuals learn soft skills through collaboration from 

working in a team environment to resolve a problem. Subsequently, it could be observed that 

Problem-Based learning also has the potential to support the retention of learning, through 

supporting the transfer of knowledge from the short-term memory to the long-term memory.  

Also, this raises an interesting point in relation to the development of soft skills, and whether 

the opportunity to develop these skills could be lost with the application of technological 

leadership training and development approaches. Whilst raising the question, would soft 

skills be needed in a technologically underpinned society. As highlighted previously, Problem-

Based Learning is used in student-centred approaches within a range of professions. It could 

be argued that the Problem-Based Learning approach offers opportunities for a multitude of 

skills development through the interaction and participation of small working groups. 

However, limitations could be highlighted through the pool of selection only being accessible 

within departments, businesses, and institutions (Rose, & Ferschke, 2016). Thus, limiting a 

wider transmission and transition of shared skills and problem-solving complexity. It could be 

attested that the integration of technological approaches could amplify the intended learning 

outcomes if training could be facilitated on a platform that provides access to larger 

workforces but also raised the question as to whether soft skills will no longer be required 

within this role.  

Interestingly, when highlighting Experiential Learning, the process of learning by doing 

(Dewey, 1938; Gross & Rutland, 2017; McCarthy, 2012), multiple authors suggest that the 

merge of technological approaches has already begun (Canhoto & Murphy, 2016; Yang et al., 

2022). As recognised in Canhoto and Murphy (2016) and their exploration into learning from 

simulated design, and Yan et al.’s (2022) study on the mechanisms of virtually simulated 

games. Demonstrating the interest and acknowledgement of technology practice and how it 

is being used already for different purposes.  
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Furthermore, it could be argued that elements of Experiential Learning are starting to present 

themselves in society with regards to social pleasure, and gaming platforms (Hulme et al., 

2009; McGloin et al., 2020). This can be observed within the interactive gaming research and 

simulated exercise platforms of Hulme et al. (2009), where individuals are utilising the 

technology for social and recreational purposes. With reference to leadership training and 

development approaches, a range of Experiential Learning literature exists in a human 

application form (Brown & Harvey, 2006; Moldoveanu & Narayandas, 2019; Podsakoff & 

Podsakoff, 2019), that is developed from Kolb’s Experiential Learning Cycle (Kolb, 1984b). 

Thus, suggesting that Experiential Learning as a student-centred method is integrated within 

our training and development approaches on a practical level. However, it still has not 

completely merged or transitioned onto a technological platform where Experiential Learning 

is integrated as a standard approach. Subsequently, furthering the analysis and examination 

of the research question as to whether technological approaches can assist the development 

and training of future leaders, and what the best technological approach might be to facilitate 

this. 

3.2   Instructor-Led Training  

To analyse this question further, an examination into traditional training and development 

approaches is required, such as Instructor-Led training (CPD, 2020; IT Governance, 2022). 

Traditionally, facilitated within an office, classroom, or conference room space; Instructor-

Led training is provided through a facilitator directly teaching an individual or group through 

the presentation of slides, lectures, and demonstrations (Ardent, 2022; Roundtable Learning, 

2022). As suggested, this form of training involves a Teacher-Centred approach where 

learners are led in the learning process. Historically, this has been instilled for centuries in 

varying approaches to learning from the early sculpturers who copied their practitioner’s 

direction such as Bertoldo di Giovanni who taught Michelangelo (Artsy, 2022), or Alexander 

the Great who was taught, philosophy, medicine, scientific investigation, and leadership skills 

by Aristotle (Britannica, 2022; Business and Leadership, 2022; Grint, 2007).  

Moving forward in time to the mass operator and manual handing training of the early 20th 

Century as discussed by Geissler (1918), Sibley and Stogdill (1936); which is not that dissimilar 

to current traditional operative training as proposed by Clemenz et al. (2003) and Magagna 

et al. (2020). Therefore, it could be argued that Instructor-Led training approaches are deep 
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rooted within leadership training, furthermore, it could be supported that this is 

demonstratable within the UK’s industrial revolution, through mass operations and training 

processes. However, taking into consideration the process of teaching a trade, or skills 

through an ongoing instructor and learner learning process, this could explain why such 

processes can take long periods of time to master. Therefore, the shift with regards to the 

introduction of technological training approaches has been a slower process than would be 

anticipated in relation to other professions. As the Instructor-Led approaches have been 

engrained within leadership training for a significant period and historically taught in a 

traditional method. It could also be argued that leadership pedagogy has rapidly shifted in 

relation to what attributes an effective leader requires within a changing landscape. 

Therefore, it is unusual that the integration of technology has not kept pace with the evolving 

leadership practice.  

Nevertheless, it is possible to observe Instructor-Led training making the transition to 

incorporate integrated technological approaches. The simplest form, or example of this in 

society is methods integrated within mobile learning, and e-Learning, where Instructor-Led 

approaches are merged to direct learning for training (Shih & Mills, 2007). Whether this be a 

gaming platform or directed learning such as apps with Instructor-Led practices, for instance 

Duolingo, exercise training, or gaming apps (Dempsey et al., 1996; Studio Active, 2022; Tiara 

et al., 2021).  

Tiara et al. (2021) illustrates this in their analysis of Duolingo and individuals using this 

language app to improve their English vocabulary. Evidence suggests that participants find 

the app an exciting and enjoyable learning experience, but also suggests it develops their 

knowledge. In comparison to Studio Active (2022) who use their instructor training app to 

provide a service for individuals who wish to physically train or lose weight, through goal 

setting and digital Instructor-Led resources and physical training plans. Which indicates that 

Instructor-Led training apps can be used for a wide range of purposes. In addition to their 

suitability for a training and development platform.  

Further training packages can also be observed on the market, such as Arlo, DelphianLogic, 

Thinkific, Cloudshare, and Coassemble as advocated by Dario (2022). However, practical 

application of leadership development is not visible within the visual integration of these 
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Instructor-Led packages within the education sector. Contrastingly, it could be debated that 

Covid-19 amplified the use of Instructor-Led packages within classrooms for teaching 

purposes (Kamble et al., 2021). However, this has been varied with regards to its successful 

application (Kumar et al., 2021; Siddiquei, & Kathpal, 2021). With many individuals 

unprepared to facilitate and lead education in this manner, due to lack of training and 

leadership in facilitating Instructor-Led training online, but then it could be attested that no 

one anticipated a global pandemic. Interestingly, this also advanced the rate at which 

technology has been integrated into a wide range of practices, including leadership.  

On further examination of this area, it has been established that Instructor-Led training is not 

fully integrated with current technological approaches that are available, and an air of caution 

is still present to a degree, even though it could be suggested that Covid-19 demonstrated a 

need for this to be integrated within education. It could be proposed that traditional methods 

of leadership are still deeply rooted within practice even though leadership pedagogy has 

presented a range of evolving theories (Collinson & Tourish, 2015). It could be argued that 

there is currently a blend of multiple approaches to encompass a range of skills to cover all 

aspects of leadership training within this changing landscape. Thus, challenging if this is the 

overarching approach to current leadership training; could this be developed further and 

evolve into a streamline technological one that addresses all leadership training needs. 

Therefore, examining part of the initial thesis question; can technological approaches assist 

the development and training of future leaders? Interestingly, this does highlight what impact 

caution can have in the education sector in relation to integrating up-to-date technological 

approaches. This also demonstrates a gap in practice, and leadership where potential leaders 

are not prepared for the technological advancements in society, but also how they are ill-

prepared to integrate technological approaches within practice and effective leadership 

training programmes. 

3.3 e-Learning and Distance Learning 

e-Learning and Distance Learning are further examples of knowledge and skills transfer via 

technological platforms. Moore et al. (2011) propose there are differences between online 

technological learning approaches, specifically between Distance Learning, e-Learning and 

Online Learning in relation to terminology used and delivery modes. The practice of Distance 

Learning has been visible in varying contexts over the last two centuries via paper formats 



 

 

51 

 

and latterly technological approaches (Spector et al., 2008). The notion of technologically 

delivered e-Learning and Distance Learning developed in the latter part of the 20th century 

(Harasim, 2000; The Open University, 2022). Interestingly, when analysing the delivery of 

these technological approaches there is conflicting research with regards to whether e-

Learning and Distance Learning are the same or differing in approaches (Petretto et al., 2021; 

Volery & Lord, 2000).  

Petretto et al. (2021) endorses the use of both to support young adults with mental health 

concerns, they illustrate how they can target and support individuals across wider healthcare 

facilities using online distance learning technology, but also how their e-Learning services 

impact the knowledge and learning experiences of their patients. In correlation with this, 

Volery and Lord (2000) explore the prescribed successful factors in the use of online learning 

within education, thus recommending that certain factors influence this, such as, the ease of 

access and navigation to enable users to engage with materials. The interface of such 

platforms in relation to visual structure and design; the interaction between the instructor 

and the participants on this platform, and general instructor attitudes towards learners in this 

type of learning environment. Which correlates to the instructors own technical competence 

in this type of learning platform, and classroom interaction. Although virtual, as learning 

online can diminish multiple distractions that can be found in a traditional classroom, 

however, this can also limit the interaction between learners. As a result, it can be established 

that both learning approaches target various aspects of skills development within an 

individual.  

Dede (1996) describes Distance Learning as an approach that incorporates instructional 

pedagogical methods through a range of medias, thus referring to this approach as educating 

through ‘teaching by telling’, or it could be argued a form of instructing (Moore et al., 2011, 

p. 129). In comparison to Travangarian et al. (2004) who describes e-Learning as a 

Constructivist theoretical model that has the potential to transform an individual’s learning 

experience through opportunities for knowledge transfer via the knowledge construction 

process. Interestingly, there are a range of conflicting pieces of literature who question what 

e-Learning incorporates to facilitate the learning process (Clark, 2002; Nichols, 2003; Singh & 

Thurman, 2019). Thus, proposing there are different learning characteristics that support 

each approach, depending on the intended learning outcome. 
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Further analysis with relation to whether either of these technological approaches could 

assist the development and training of future leaders has produced an interesting overview 

of the current literature within this area (Cook & Steinert, 2013; Iordanoglou, 2018; Kirchner 

& Akdere, 2017). With Cook and Steinert (2013) purporting that their studies of implementing 

online leadership and general medical training suggested that development using online 

platforms was comparable to traditional training methods, but they also noted that there 

were significant variables in learner engagement and participation. In comparison to 

Iordanoglou (2018) who propose that online development and training is necessary, and a 

sufficient method to address the demand to train and prepare future leaders in the skills 

required to lead and manage in a complex and changing, cross-cultural global landscape. 

Which could suggest that this method may not be the best option or approach, but the 

method in which a large target audience can be trained on a larger scale to address the pace 

in which the global business and educational landscape is changing due to technological 

advancements.  

Interestingly, Bleich (2020) suggests learning online has the potential to enhance leadership 

development opportunities. In addition to his views that Covid-19 has amplified 

unprecedented learning opportunities to move multiple training and development 

programmes onto online formats. Which is a valid point when observing some of the impacts 

Covid-19 has had on societies across the world. This is also supported by literature (Fake & 

Dabbagh, 2020; Israfilov et al., 2020; Miller & Ives, 2020) that examines the pros and cons of 

technological leadership training and development opportunities. Fake and Dabbagh (2020) 

illustrate how technological development has enabled the process of personalised learning 

within large scale workforces. Similarly, Israfilov et al. (2020) discuss the next generation of 

emotional intelligent employees and how to target employee effectiveness and motivation. 

Which is subsequently supported by Miller and Ives (2020) who analyse different leadership 

strategies to address the transformation of online learning in higher education institutions. 

With all alluding to how online learning is, and can be used within the future of training, 

learning and development approaches. Therefore, suggesting this approach to development 

is here to stay but also advancing in relation to its usage in global markets and educational 

institutions.  
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With Heng and Sol (2021) implying this is an ongoing evolution of how education, training and 

development can be accessed. Furthermore, Alward and Phelps (2019) propose there are 

impactful leadership traits of virtual leaders in the current working sector. In addition, to the 

positive aspect of acquiring effective leaders irrespective of their location, thus being able to 

target a larger skilled workforce due to location barriers not applying, and individuals working 

online. Alward and Phelps (2019) also concur with Heng and Sol (2021) with regards to 

leadership development in online learning formats, with respect to the ongoing evolution of 

what this will look like as an effective practice but also examine the areas in which this could 

be improved with regards to quality of application, and training and development 

opportunities.  

Nagy (2005) claims further developments can also be observed through The Open University 

as an established Distance Learning institution in their changeable practices that are evolving 

from the traditional Instructor-Led direction and creating two-way interactive approaches. 

Contrastingly, Beard et al. (2007) suggest that e-Learning is developing into a technologically 

led learning environment via the means of Experiential Learning approaches and theory. Thus, 

providing learners the opportunity to make mistakes, correct them and learn, through active 

participation in technological approaches to e-Learning. Which suggests there is more to 

come in relation to how individuals can utilise technology in online learning platforms, but 

also that this seems to be a viable option in training the future generation of leaders. 

Subsequently, leading this review to the analysis of Gamification, Augmented and Simulated 

Learning for the purpose of investigating whether this could support the training and 

development of future leaders.  

3.4 Gamification for training and development purposes 

Tinnawat and Hitoshi (2012) claim that leadership development can be observed in online 

gaming platforms within certain professional sectors; however, more notably within the 

military sector. Interestingly, evidence of literature can be traced back to the 1940’s with 

regards to the Military, Navy and Air Force incorporating technology for training and 

development purposes (Frandsen & Hadley, 1943; Lawshe & Thornton, 1943), and there is 

further literature to suggest computers and televisions were used to train their fighter pilots 

in the 1950’s (Ritchie & Michael, 1955). Similarly, this occurred around the time that 

Benschoter and Charles (1957) analysed retention rates using television blended learning 
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approaches and latterly expanded upon by Schwartz and Haskell (1966; Schwartz and Long, 

1967) who analysed the use of computer assisted instruction for development purposes. 

Therefore, it could be proposed that the military have been utilising and using technology 

within their practices for a significant period.  

As a result, literature (eLearning Industry, 2022) highlights the effectiveness of technological 

training programmes and their integration into skilled workforces around the 1970’s. 

eLearning Industry (2022) highlights the use of blended learning approaches used within 

industry to support mass production. Since this point, technology for the purpose of training 

and development has evolved in different formats, in line with organisational changes and 

the demand for effective leaders. However, it is still not prominently used in practice 

effectively, and it could be argued that the rate of use in practice, has not kept up with the 

advancements of technology. 

Therefore, it could be contended that Gamification for training and development has yet to 

be fully integrated within the working sector. However, there is literature to suggest that this 

is being tested within organisations and the education sector for the purpose of training and 

developing individuals. Ergle and Ludviga (2018) demonstrate this in the integration of 

Gamification in a human resource department to improve motivation. However, Landers et 

al. (2019) disagree with this statement and propose that Gamification is now commonly used 

in a range of adult learning environments. Interestingly, they also highlight that the impact of 

Gamification on training and development is unclear, and they propose that academics and 

practitioners need to examine this area further.  

Subsequently, Armstrong and Landers (2018) suggest there are multiple approaches to the 

integration of Gamification within training packages, and it is not just a monolithic concept. 

However, Santos et al. (2021) highlights increased levels of engagement and motivation 

within their training and development package when using Gamification for training. Which 

is noteworthily as this seems to be a comparable theme emerging in the literature. Similarly, 

Renaud and Bridgette (2012) make some interesting observations, consequently suggesting 

evidence of Gamification can be observed in education since the 1980s, with reference to 

Apple 11 monitors displaying Lemonade Stand and Oregon games (p.56). Furthermore, they 

raise an interesting point with regards to learners gaining the opportunity to make mistakes 
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and solve problems without the fear of failing in front of their peers; they go on to argue this 

can bring visual meaning to learners and help them to conceptualise a concept or problem. It 

could be asserted that this type of learning approach provides individuals with a safe space 

to test and experiment with their learning, whilst diminishing the concern of highlighting they 

cannot do something or need further training in a certain area of their expertise.  

Cook (2013) supports this statement and proposes Gamification can also assist with 

knowledge retention and skills expansion; with further literature (Jain & Dutta, 2019) 

suggesting this aligns with millennial learning approaches. Subsequently highlighting that 

gamification and AI could be used as one of the means to train the current and next 

generation of leaders. It also raises some interesting points in relation to increased motivation 

of employees, the opportunity to learn and grow as an individual without fear of failure, and 

the potential to increase knowledge retention.  

Moreover, Tinnnawat and Hitoshi (2012) analysed leadership development using online 

gaming and identified an individuals’ leadership style and preference through the study of a 

multi-player battle arena game. Interestingly, their analysis proposed that participants that 

chose the lead game role displayed characteristics of an Authoritarian leadership style, and 

individuals that chose a support or team member role displayed characteristics of a 

Democratic leadership style. They supported this analysis through closed-ended surveys 

based upon research by Fielder’s Contingency Model (1967) and Lewin’s Leadership Model 

(Lewin et al., 1939). Thus, concluding a correlation between online gaming and identifiable 

leadership styles. However, they also identified that this could be established irrespective of 

an individual’s age, income, and educational background. This raises a fascinating point with 

regards to training individuals in the future, and whether online gaming or online 

development could potentially close the developmental gaps of society when it comes to 

identifying and training prospective leaders for managerial and leadership positions.   

Further literature (Barnett & Coulson, 2010; de Freitas & Routledge, 2013; Lisk et al., 2012; 

Lopes et al., 2013) supports Tinnnawat and Hitoshi’s (2012) findings, whilst implying that 

leadership development can be positively influenced and developed through online gaming 

as reviewed below. This is supported by current research that suggests that future leadership 

development could lie within digital platforms (Moldoveanu & Narayandas, 2019; Sousa & 
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Rocha, 2019). Barnett and Coulson (2010) propose that online gaming provides participants 

with an opportunity to develop their social skills, create online communities, and form 

collaborative teams that can accomplish goals and objectives. Perhaps even supporting the 

development of leadership soft skills which was raised as a concern in chapter 3.1. Whilst also 

suggesting that online gaming could bridge the gap that online learning seems to face through 

the development of interactive online communities that communicate effectively to enhance 

development.  

Interestingly, Barnett and Coulson (2010) also highlight that online gaming can create a 

platform where individuals can explore their own sense of identity and the dimensions of 

their human behaviour within the safe environment of the virtual platform. They also identify 

that this can have positive and negative consequences on the individual; therefore, this needs 

to be taken into consideration when monitoring participant’s well-being. Finally, they 

concluded that the development of online leadership skills could be transferable into real-

world scenarios. This research raises a range of interesting considerations when developing 

an online training and development programme. It could be argued that this highlights the 

investment required to support ethical considerations within technological training 

programmes (Kerbs, 2005; Kim & Werbach, 2016).   

Kerbs (2005) highlights ethical concerns with regards to privacy, exploitation, and loss of 

identity, which contrasts Barnett and Coulson’s (2010) proposition of identity development 

in a positive capacity. In addition, to Kim and Werbach (2016) who propose further ethical 

concerns in relation to participant manipulation, intended or unintentional harm to 

participants, and potential negative impact to an individual’s character. However, it could be 

attested that society has an array of practices that are not monitored under ethical 

considerations which could produce the same concerns. Therefore, online gaming requires 

further ethical considerations at the pace of technological development, which literature 

suggests is not currently the case within society. In addition, to further regulations which will 

support their use in the development of individuals. In many instances it could be argued that 

the regulators and ethical development of online gaming is lagging due to the increased pace 

and rate of online development platforms (Fernandez & Hui, 2022).  
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However, intriguingly de Freitas and Routledge (2013) analyse how multi-player gaming 

environments can develop leadership soft skills again addressing the concerns raised in 

chapter 3.1, whilst analysing how leadership development is designed, used, and tested in 

online gaming platforms. The research (de Freitas & Routledge, 2013) found that the gaming 

platform provided an opportunity for participants to practice their soft skills, and it was 

deemed as valuable by participants. In addition to improving decision making and social 

interaction skills, whilst enabling leaders to evolve, and adapt their skills. They also made 

connections between successful online leadership training, its design, cognitive development 

opportunities, and the implementation of the games. Noteworthily, Lisk et al. (2012) also 

identify positive revelations in developing leaders online and suggest it can produce fast-

paced decision making, and increase the dynamics of building relationships, delegation, and 

the practice of sharing authority. This study (Lisk et al., 2012) also highlights a selective usage 

of technology in practice, whilst referring to the military’s frequent use of technology in 

training, in comparison to societies usage of this for leadership development.  

Accessibility was also raised as a challenge, with a selection of participants highlighting that 

they are good leaders; however, they identified that they lacked the skills to access digital 

tools to support their teams effectively. Which is a similar issue raised within the online 

learning chapter in relation to integrating effective online practices within education. 

Comparatively, they also highlighted how the next generation of leaders are growing up with 

integrated technology within their social and educational development, as supported by 

literature reviewed in chapter 2.5. That touched upon the development needs of the next 

generation, Generation Alpha. Thus, outstretching and changing the landscape of leadership 

as it currently stands, as the next generation of leaders already possess the skills and 

knowledge of technology from birth (Ziatdinov & Cilliers, 2021). Therefore, it could be argued 

that this also supports and emphasises the need to develop leadership training that will 

underpin the developmental requirements of these future leaders.  

Lopes et al. (2013) concurs with the unfolding dilemma and suggests that leadership 

development poses challenges for modern organisations. Subsequently, identifying that 

experiential techniques in the gaming sector for business purposes could be used to develop 

prospective leaders. Lopes et al. (2013) and an array of literature (Avolio et al., 2009; Gardner 

et al., 2005) proposes that leadership development focuses on a range of skills such as 
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anticipating contexts, situations, and expanding the capacity for reaction to actions and 

adaptation in a range of roles, and positions that a leader may be required to facilitate. On 

the contrary, other research (Day, 2001) suggests that leadership development is broader 

than just the formation of a leader, thus incorporating organisations and wider contexts.  

However, Lopes et al. (2013) establishes that leadership development is essential in creating 

innovative and sustainable organisations. In addition, to concluding that experiential 

processes can support, but also accelerate the process of an individual due to a participant 

being able to practice, evaluate and reflect in the safe space created within virtual reality, in 

their own time. This is a common theme that is being presented across an array of literature 

in the last two decades which has been explored (Barnett & Coulson, 2010; de Freitas & 

Routledge, 2013; Lisk et al., 2012; Lopes et al., 2013). Lopes et al. (2013) also summarise that 

their study highlighted a lack of relationship between theoretical leadership approaches and 

the games individuals participated in. Therefore, further analysis of the learning process was 

required. In addition, to note that the use of gaming would not be recommended as a 

monolithic approach but would serve better as a learning and development tool as part of a 

wider training package. 

Therefore, current literature (Moldoveanu & Narayandas, 2019; Sousa & Rocha, 2019) 

continues to analyse the future of leadership development and the leadership skills required 

in relation to online gaming. Moldoveanu and Narayandas (2019) concur with Lopes et al. 

(2013) when stating that the need to develop new leaders and leadership skills is more 

prevalent than ever, especially in the current climate where business is volatile, uncertain, 

continuously changing, complex and ambiguous. Therefore, stating it is vital for employees to 

be trained in leadership skills that address the relevant technical, relational and 

communication skills required. Moldoveanu and Narayandas (2019) argue that there are 

advantages to businesses who use technological leadership development programmes within 

their organisations. Therefore, further analysis of other technological approaches is required. 

3.5 Artificial Intelligence [AI], Simulated [SR], and Augmented Virtual Reality [VR] for Training 

and Development. 

Firstly, Ping, Liu and Weng (2019) suggest there are distinct differences between Virtual and 

Augmented Reality, such as, depth perception and accuracy of skills acquired. Subsequently, 
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highlighting that Augmented Reality [AR] has better outcomes in comparison to Virtual Reality 

[VR]. However, Hancock (2009) proposed that simulated-based training could improve 

training efficiency. Kaplan et al. (2021) also highlights the use of mixed reality which is a blend 

of Virtual and Augmented Reality. Latterly, AI is also incorporated to enhance Simulated and 

Augmented Realities. This form of mixed reality is documented in multiple pieces of literature 

(Geroimenko, 2023; Grant, 2023) for a range of purposes. Geroimenko (2023) analyses cross-

cultural themes in a large research team who discuss the emerging demand for AI and VR 

platforms and their potential usage in education, medicine, healthcare, dentistry, pharmacy, 

and active lifestyles. In comparison to Grant (2023) who demonstrates the practical 

application of how this can be used to simulate life-like clinical examinations to ease the 

administration for healthcare providers.  

Furthermore, an experiment conducted by Liaw et al. (2023) found that an Artificial Intelligent 

enabled Virtual Reality simulation could be used to train a controlled group of nursing 

students, on conclusion of this the learners demonstrated significant improvement in 

knowledge acquirement and the retention of their newly found knowledge. In addition to 

their ability to transfer skills through using the AI and VR programmes, thus improving their 

‘communication knowledge and interprofessional communication self-efficacy after learning’ 

(p.5). However, it is worth noting that although the students performed well, there was still 

caution in their desire to use AI and VR in the medical field over a practical human one. 

Therefore, this could also highlight that there is still uncertainty in relation to humans wishing 

to engage and interact with AI and VR, it could be argued that this was a similar caution when 

the computer and internet was first introduced into society (De Felice et al., 2023), and a 

process of change over time was required before the technology was fully integrated into all 

aspects of life and global workings.  

With regards to using AR, VR and AI to train and develop leaders the following research has 

been observed. Peterson and Stone (2019) analyse VR, and test VR theory in practical contexts 

such as teacher training programmes, development workshops and their teaching 

environments. They propose that VR has multiple benefits in developing an individual, such 

as, providing opportunities for social interactions, intrinsically motivated investigation into a 

skill or topic, and lasting connections formed due to higher level cognitive, social, and physical 

interaction with the learning objective. Interestingly, it could be queried if this has something 
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to do with the selection of participants, as by nature teachers, and teaching requires clear 

communication and collaboration.  

Kaplan et al. (2021) continues to explore the effects of VR, AR, and mixed reality as a training 

enhancement method. The results of this research determined that the extended VR used did 

not produce a different outcome from traditional methods; however, it was concluded that 

they were both equally effective in enhancing performance of its participants (Kaplan et al., 

2021). Therefore, it could be argued that there may be similar outcomes in this instance; 

however, being trained in an AR or VR capacity could be more sustainable as this would limit 

the need for wider staffing costs, resources, and materials. Subsequently, this could be an 

appealing method for organisations and businesses, irrespective of whether this enhances 

the learning experience from traditional methods, but maintains current standards, whilst 

alleviating costs and improving organisation green status in a competing market where 

sustainability is at the forefront of organisation’s initiatives and mission statements. 

However, literature (Ahir et al., 2020; Xue, 2020) contests this and suggest that VR technology 

is already being used by multiple sectors with successful results. Technology (2023), propose 

this can be observed in the fields of sport, education, and the military in relation to training 

and developing individuals. Law (2023) suggests that 80% of active-duty military trainers use 

VR for training purposes to trial and practice proposed missions or training processes due to 

its success for service individuals retaining information and practicing their training in an 

environment that would otherwise be dangerous and volatile in active combat. Contrastingly, 

Ahir et al., (2020) propose that VR supports individuals in attaining knowledge and content, 

over more traditional training methods that they refer to as old and outdated. They believe it 

provides individuals more opportunity to be exposed to concept learning without fear of 

making mistakes and being embarrassed or causing incidents that could impact the real world 

whilst learning, subsequently, implying that this improves performance. Which on reflection 

does have some bearing to consider in different professions, social, and personal learning 

experiences, such as learning to drive, mental health support, and social interactions.  

It could be implied that halfway through the last decade there has been a shift from using AR 

and VR as the means to revolutionise society, to the implementation and use of AI and 

chatbots. There has been a significant change since the Covid-19 pandemic, and the use of AI 
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and chatbots within organisations, businesses, education institutions and the functionalities 

of daily life. That does not discount the part that VR and AR play in this proposed 4th Industrial 

Revolution [4IR] (Arden University, 2023; French et al., 2021; Frick et al., 2021), but like 

automation, it has led the way and instilled the platform for AI and chatbots to advance in 

society. Whilst changing people’s perspectives on how this could be used across the globe, 

and in many respects, this is guided by leaders who embrace enthusiastic, emotional, and 

physical energy to instil change (Ahmad et al., 2020; Stefanou, 2001; Winston & Patterson, 

2006). In summary, further analysis of chatbots and AI will be examined for the purpose of 

this thesis, to analyse whether technological approaches can assist in the development and 

training of future leaders. 

3.6 Summary 

In summary, this chapter has analysed a range of factors, theories and technologies that could 

influence leadership training approaches that could support knowledge retention and skills 

transfer. Throughout the chapter the following has been explored; Active, Problem-Based, 

and Experiential Learning, Instructor-Led Learning, e-Learning and Distance Learning. 

Gamification for training and development purposes, and the use of AI, Simulated and 

Augmented Realities for training and development purposes. In conclusion it has been 

established that there are some key findings presented within the literature currently. 

In relation to Active, Problem-Based and Experiential Learning the literature suggests that 

putting the learner central within the learning experience is a successful method in 

developing individuals, whilst implying that this type of approach supports and connects 

knowledge retention with skills transfer (Frese & Altmann, 1989; Salas & Cannon-Bowers, 

2001). The was reflection on these three approaches, and literature questioned whether they 

were moulded from the same educational philosophy (MacVaugh & Norton, 2012). Yet, on 

further analysis it was concluded that there were slight variations to their approach and 

method of application. However, it was proposed that the opportunity for learners to take 

control of their own learning did positively impact on individuals’ motivation and cognitive 

growth. Latterly demonstrating technological software packages that had been developed 

with a Student-Centred design. 
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This highlighted the integration of digital problem-solving through a process of 

experimentation, examination, and literature suggesting (Freeman et al., 2014; Theobald et 

al., 2020) that this positively impacted employee performance and enhanced cognitive 

growth through skills transfer. Subsequently, summarising that a combination of these three 

methods facilitated on a digital platform, through learning by doing, experimenting with the 

complex issue, and actively exploring the learning content, could be used to train future 

leaders in a digital capacity with different technological approaches. When assessing 

Experiential Learning further, and the process of learning by doing, it was noted that this 

approach merged exceptionally well with technological tools, such as AR, VR, and AI, whilst 

producing promising results to enhance and develop learning potential in a safe and secure 

virtual platform.  

The use of digital platforms and technologies was also supported by the prospect of 

integrating Instructor-Led Theory and practice. Multiple pieces of literature (Dempsey et al., 

1996; Studio Active, 2022; Tiara et al., 2021) illustrated Instructor-Led technological 

approaches being used in society and current general working practices. However, on further 

examination, varying literature suggested that digital Instructor-Led approaches were used 

more prevalently in some working sectors, in comparison to others which were limited. For 

instance, the military and operative sectors were highlighted as engaging with Instructor-Led 

technological approaches for decades and demonstrated adaptations to its facilitation over 

time. However, when reviewing the integration of technological Instructor-Led approaches in 

other business and education operations, this varied considerably. Perhaps due to its 

traditional foundational roots, of face-to-face human Instructor-Led Theory, that historically 

dates to when famous sculptors and philosophers imparted their knowledge, and practical 

skills through an Instructor-Led approach and method (Britannica, 2022; Business and 

Leadership, 2022; Grint, 2007). 

As a result, it was possible to capture the integration of digital Instructor-Led approaches that 

were integrated within individuals’ daily lives through Instructor-Led apps, such as, Duolingo, 

gaming platforms and digital exercising packages. However, there is a range of literature to 

suggest that traditional Instructor-Led approaches are used within education and business 

sectors. But there are limited examples of successfully integrated technological Instructor-

Led approaches within these sectors, thus potentially highlighting a lag in implementing these 
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methods, or a wariness to move away from more traditional methods of educating and doing 

business.  

Thereafter, e-Learning and Distance Learning were explored. However, the literature within 

this learning approach highlighted conflicting views on where e-Learning and Distance 

Learning were one and the same, whilst being derived from the same foundational concepts. 

Nevertheless, it was possible to summarise that there was literature to suggest successful 

training and development of individuals through this digital approach and platform (Petretto 

et al., 2021; Volery & Lord, 2000). Notably, there were some counter observations to this, 

with literature to suggest this type of learning approach can limit student engagement, and 

participation within the learners’ digital peer groups as they are not used to operating in this 

manner and digital context. However, further literature by Cook and Steinert (2013) 

suggested that online and Distance Learning produced the same outcomes that would be 

expected in a classroom environment but made recommendations that digital approaches 

enable cost savings for organisations and was a more sustainable way of teaching with 

society’s rising financial overheads.  

Consequently, Gamification was analysed which produced interesting results that 

complemented online and Distance Learning practices. Thus, suggesting that Gamification of 

learning content could develop participants in a manner that creates digital communities, and 

supports the human fluidity of communication on digital platforms. In cohesion with prior 

observations, Gamification could also be observed in military training and development 

settings. However, it was a challenge to detect whether this approach was more widely used 

in industry, education, and business settings. Whilst there remains some literature to support 

this, practical application of Gamification for working, training, and development practices 

are not as prevalent within current society. However, there was notable evidence within the 

literature that suggested this learning approach improved motivation, communication 

amongst learners, knowledge retention, and skills transfer within its learners.  

Finally, the use of Artificial Intelligent, Augmented, and Virtual Realities for the purpose of 

training and developing leaders was analysed. This highlighted a range of points to be 

considered. There was literature to suggest that examples of VR, AR and AI are being used 

within certain professional sectors, notably the medical, military and business customer 
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service, and administration provisions (Grant, 2023; Law, 2023). However, there were 

differing outcomes proposed when using these technologies in replacement of more 

traditional methods. Subsequently Kaplan et al. (2021) proposed that this technology 

produced similar outcomes to learning but presented the ability to cut organisational 

overheads and costs in a global market where sustainability is at the forefront of most 

organisation mission statements. Therefore, it was suggested that AR, AI, and VR provided a 

sustainable platform for the delivery of training and development programmes. 

As a result, there remained a mixed acceptance and usage of such technological approaches, 

with caution remaining within organisations and individuals use of such approaches. Other 

concerns in relation to privacy, online safety, and ethical policies to support such widespread 

use of this advanced technology also remained a concern. Consequently, a further in-depth 

analysis of AI and chatbots for the purpose of using them specifically to train and develop 

prospective leaders will be examined further. With key factors, such as human engagement, 

and useability with such technologies and exploring the literature surrounding current usage 

of the technologies.   
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4. Development and leadership training using Artificial Intelligence [AI] and Chatbots. 

4.1 AI: Artificial Intelligence  

Interestingly, since the Covid-19 pandemic swept the earth, technological approaches to 

learning, working, socialising, and facilitating daily life have been integrated within 

individuals’ workplaces, organisations, schools, and life. To address the shift, and changes that 

have occurred, and continue to occur as the result of humanity’s adaptation to this global 

threat. In addition to this the advancements in this area continue to influence society, 

education, and the economy at a rapidly changing pace. Whilst numerous individuals have 

paid a personal price with the loss of a loved one, the enhancements of technology have 

increased, as the result of humanity being exposed to the possibilities and opportunities in 

work, family, and life that technological integration can bring to a changing society.  

Subsequently, there is a shift in the literature surrounding technological approaches (Feijóo 

et al., 2020; Floridi et al., 2021; Makridakis, 2017) in all aspects of life and society. As 

supported by Chang (2023) who suggests ‘the virus has changed the world of work’ (P.1). In 

addition to this, there is further exploration into the advancements of AI and its integration 

within life, education, and workplaces. With Chang (2023) referring to the changing landscape 

of work and his belief that the future of workplaces will represent a blend of AI colleagues 

and managers, with fewer humans required. Whilst also recognising that workplaces will have 

AI integrated within their infostructures, facilities, and applications to assist the remaining 

workforce. To manage the complex problems that will arise from advanced working practices. 

Subsequently, he believes that humans will work alongside AI, rather than being replaced 

entirely within the working sector. Hence the need to suitably train and develop leaders to 

facilitate the changes that are on the horizon in the workplace.  

However, this raises a noteworthy point, as the terminology used to describe the use of 

technology, and its integration within society and working practices is changing. When 

analysing current literature and this subject area, it is now common to observe terminology 

that refers to ‘human skills’ or ‘AI and machine skills’ (Chang, 2023; Chong, & Yang, 2023; 

Wilson, & Daugherty, 2018). Whereas previous literature would discuss the development of 

leadership soft skills and transferable skills (Robles, 2012; Urciuoli, 2008). Subsequently, 

noting a shift in mindsets, and recognition of the skills and enhancements that technology 
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offers, whilst making a clear distinction between human and machine. This is a huge 

development on humanity’s mindset, and it could be argued that this was inflicted upon them 

to a certain degree due to the global pandemic, and humanity’s need to interact with 

technology to sustain daily life. Thus, providing mass exposure and engagement with 

technology where previously individuals may not have engaged. Amplify this on a global stage 

and this has ultimately resulted in a global enhancement and changed mindset due to 

humanity facing the same threat to life, irrespective of religion, culture, and country. 

When analysing leadership and management in respect to co-working with AI there is a range 

of literature (Demir et al., 2019; Zhu & Kanjanamekanant, 2023) that has begun to examine 

the positives, negatives, and opportunities of their partnerships. Watson (2023) suggests that 

AI will change leadership practice for the better through its ability to be efficient, productive, 

and accurate with speed of execution which is incomparable to the level at which a human 

can operate. Literature (Haleem et al., 2022; Watson, 2023; Williamson, 2017) also suggests 

AI has the potential to support mundane processes through its ability to analyse and process 

masses of data, whilst identifying and highlighting to a human the issue that needs to be 

addressed. In addition to this, it continues to be represented in literature as a sustainable and 

cost-effective way for organisations to enhance productivity, quality, and profitability, hence 

its appeal (Lakshmi, & Corbett, 2020; Wamba-Taguimdje et al., 2020). Which, as previously 

reflected upon, could be appealing to organisations competing in a sustainable market. 

Subsequently, it could be argued that the integration of AI is driving the concept and practice 

of leadership into a new direction (Moşteanu, 2023; Shahroom, & Hussin, 2018; Watson, 

2023) and consequently this will shift the role of what leadership is and how it is facilitated 

within organisations. Moşteanu (2023) and Watson (2023) have suggested that AI will likely 

replace ‘the technical elements of leadership, such as cognition that requires the processing 

of hard facts, data, and information, and this will require human leaders to hone on their soft 

interpersonal human skills which AI cannot match’ (Watson, 2023, P.1). Which could support 

the pressures that multiple employees across various sectors face already, thus alleviating 

strains on the current workforce, whilst enhancing opportunities for the next. 

Latterly, literature (Arden University, 2023) also addresses concerns in respect to individuals 

being anxious that AI and automation will result in the loss of human jobs. Arden University 



 

 

67 

 

(2023) highlights numerous points that are relevant when considering AI within life, work and 

leadership practices that influence the analysis of whether AI could be used to support the 

training and development of leaders. For instance, technology and digital skills now underpin 

many professions and tasks individuals perform daily, with many workplaces working 

alongside machinery, robotics, and AI already. Therefore, this is not a new concept, but rather 

one that is now amplified in society, likely due to the global pandemic.  

In addition to this it is recognised (Balakrishnan, 2022; Behie et al., 2023) that multi-

generational workforces are adapting to the change and will continue to re-train to facilitate 

jobs as the skills change and adapt, where the demands and needs of a job alter. Hence, 

universities and educational institutions are adapting their programmes of study to address 

this. Therefore, it could be argued that the landscape of training and development is already 

shifting through the use, and integration of technology within workplace practice. 

The utilisation of AI as an appropriate learning tool is still debated in respect to the algorithms 

ability to learn through analysing relationships between its actions, and whether such actions 

are successful. However, some concerns surrounding their ability to edit themselves to 

produce desired outcomes have been raised. Subsequently, an inquiry as to whether they 

could be a useful tool, and approach to training and developing prospective leaders is 

reflected upon. Supportably, it could be observed that individuals already engage with 

chatbots that interface and interact in a similar manner, such as Alexa, Siri, customer service 

and banking chatbots through apps. Thereby, demonstrating our ability to cooperate and 

cohabit with AI but also showcase how it operates to enhance experiences and development 

whilst assisting humans. 

Therefore, it is practicable, feasible and realistic that AI could potentially support the 

development and training of leadership on a multifaceted platform which could be tailored 

to a profession, organisation, or topic whilst an AI algorithm draws upon, and refines such 

leadership and management skills for the team, job, situation, or problem that is presented. 

This is supported by literature (Korzynski et al., 2023; Li, 2022) that suggests there is a new 

skills demand for leaders and employers, and there is also a demand for skills related to AI, 

technology development, high performance computing, and block chain that will require 

specialised insight, but also specialised leadership and management of such workforces. 
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Subsequently, supporting the notion that leadership practice is changing to accommodate 

societal shifts, and arguably the Covid-19 pandemic has enhanced the rate in which this is 

being implemented. 

Majumder and Mondal (2021) suggest that chatbots and AI can be used in the multi-facets of 

Human Resource Management [HRM] such as training, data processing, facilitating, and 

triaging different services. Furthermore, they suggest that the integration of AI and chatbots 

is vital for the growth of company’s where they wish to have designated efficient and 

competent employees. Majumder and Mondal (2021) also propose that AI has the potential 

to facilitate large elements of the administrational aspects of a managerial job. Thus, leaving 

a prospective manager with the time and focus to prefect their human skills to address 

functional related employee personal issues. In relation to training and developing employees 

they also insist that the use of AI to facilitate onboarding of new employees and training 

individuals within an organisation would be more effective than current training and 

development packages that include PowerPoints, and training videos. 

Meshram et al. (2021) concurs with this and suggests that there are two types of chatbots 

that could be used for different purposes within the workplace. The first being rule-based [RB] 

chatbots that are guided and sit within the parameters of the coding responses made 

available to them, and the second chatbots that use Machine Learning [ML]. The latter can be 

self-learning as it uses Natural Language Processing [NLP] and ML, subsequently updating 

itself based upon the interactions and responses it is exposed to. Therefore, it could be 

affirmed that either chatbots and AI programmes could be used to train and develop leaders 

depending on an organisation’s training requirement and needs. This also provides an 

element of confidentiality for a company if they wished to provide closed and targeted 

training with individuals using RB chatbots. However, it could be argued that this would need 

monitoring and updating by a human as this chatbot can only draw on a closed selection of 

information. Interestingly, at the time of this publication, Meshram et al. (2021) imply that 

ML Chatbots could only operate at a 60.10% rate of accuracy, although it could be argued that 

this could have now changed as technological advancements are swiftly developing. In 

addition to this, they also propose that chatbots are being integrated within educational 

institutions to process student and parent queries and disseminate data.  
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Subsequently, literature (Lozić & Štular, 2023) suggests that the accuracy of chatbots and AI 

is advancing, and in 2023 they are performing in an enhanced and precise manner. Bird et al. 

(2023) proposes there are multiple programmes that could be used to facilitate such training, 

such as BERT, DistilBERT, RoBERTa, DistilRoBERTa, XLM, XLM-RoBERTa, and XLNet. 

Furthermore, they use these chatbot and AI programmes in tangent whilst analysing them 

through the lens of the T5 Model (Train: human, augmented, validated: human). On 

examining their experimentations with these programmes in line with this model they found 

that RoBERTa performed at outstanding levels of proficiency, producing a 98.96% accuracy 

rate. It could be argued that this is in line with human error rates. Therefore, it is currently 

operating at an accuracy level in parallel with humans but has the potential to surpass this in 

the next few years of development. Thereby proposing that these programmes could assist 

in gaining new knowledge and support skills transfer.  

In addition to this Pan et al. (2023) suggest humans’ acceptance of chatbots is differing. 

However, they propose it is possible to optimise interaction with chatbots if they display both 

cognitive and interactive qualities, such as functionality, interactivity and enjoyment which 

are usually well received by their human users. It could be argued that forms of skills and 

knowledge transfer are already occurring in literature (Fitria et al., 2023; Vassilakopoulou, 

2023) as different organisations and company’s integrate AI and chatbot systems into their 

practices.  

4.2 AI and chatbot usage in organisations, and human responses to collaborating, being 

trained by, or working with AI and chatbots in the workplace and society. 

With the use of AI and Chatbots now being used across industry in multiple sectors such as 

hospitality, health and social care, manufacturing, financial and business sectors. There seems 

to be a gap in the literature in relation to using such methods to support training and 

development of individuals and prospective leaders. Carter and Knol (2019) reflect upon this 

in relation to the changes that have occurred in the hospitality sector. Interestingly, they have 

two differing opinions in relation to AI and Chatbot use, firstly their observations in relation 

to accelerated customer service, financial savings through time and labour savings are seen 

as advantages. However, secondly, they do note the potential concerns with privacy and 

security, and lack of personality that such chatbots present. Therefore, it could be posed that 
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there remains an air of distrust in these technological approaches. However, with rapid 

acceleration of AI and chatbots used in the workplace, current literature proposes different 

levels of human acceptability to their use in organisations and daily life.  

Gkinko and Elbanna (2023) advance that there are 4 fractions of human types when it comes 

to engaging with AI and chatbots, the early quitters, progressives, pragmatics and persistent. 

With each type engaging with AI and chatbots in a manner that either; dismisses its use 

completely; has an eager individual who aims to test and challenge the chatbot; wary 

individuals who trust the chatbot but still prefer human input and response; and finally, 

individuals who engaged with AI and chatbots as if they were interacting with another 

individual. Interestingly, in the 4 years between these papers being published, the change in 

human engagement and interaction with AI and chatbots has rapidly increased, although 

individual thoughts and effective use of such technologies seems to still be up for debate. 

Intriguingly, the legislators and public service of Government processes (Hernández et al., 

2023), now promote the use of applied AI and robotics for public administration purposes. 

Thus, promoting and leading the integration of AI within our economies, businesses, and daily 

life, whilst endorsing its decision-making capabilities, benefits, and efficiency in supporting 

individuals and companies alike.  

With this current perception taken into consideration it is significant to note that AI chatbots 

are integrated in a range of economic sectors for different purposes. Tam et al. (2023) 

identifies its uses in the healthcare sector with nurses using it to streamline administrative 

tasks alongside their human partners ability to practice medicine. This is supported by 

numerous pieces of literature that utilise chatbots in an administrative manner, such as 

Whang et al. (2022) who use chatbots for consumer control and customer service (Chen et 

al., 2023) to retain customers and improve customer loyalty of the administrative services 

within the Governments public sector (Hernández et al., 2023). Subsequently, highlighting the 

flexibility and robustness of AI chatbots and their potential use in the world.  

This can be observed in a piece of literature (Hsu et al., 2023) where an educational institution 

has used Expert Decision Making [EDM] chatbots to support the improvement of learner's 

achievement rates and learning where learners had the access to use a chatbot to confirm or 

test their learning as they were expanding their knowledge on the topic of geography. 
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Consequentially, this also produced results that saw learning experiences that had less learner 

anxiety attached to the learning process. This is supported by further literature whereby AI 

chatbots, such as ChatGPT have been used to enhance an individual's analytical and critical 

abilities (Gill et al., 2024). Whilst also being used as a supportive life and learning tool for 

visually impaired individuals (Singh et al., 2022), and chatbots who are used to support sleep 

training patterns for individuals who suffer from insomnia (Shaikh & Mhetre, 2022). Thus, 

demonstrating far-reaching impactful uses of AI chatbots and tools, in developing human 

individuals. Therefore, it could be supported that AI chatbots could be a suitable resource to 

train and develop prospective leaders.  

Subsequently, the researcher queries why this is not yet integrated on a wider scale and 

reflects upon the reasoning behind this. Perhaps this is an ongoing process that will occur, 

especially in a time of rapid change with regards to technological integration, or it could beg 

the question, which has been observed in prior literature, that human individuals are perhaps 

still wary of such human and AI partnerships. However, it is promising that the literature 

suggests an ongoing adaptation of such concepts and practices, and more encouraging that 

this seems to be happening in a very short-changing cycle of years, instead of decades. 

Consequently, further analysis of humans’ perceptions, engagement, and interactions with AI 

and chatbots would support the ongoing research of this study.  

Analysis of the literature demonstrates a variety of responses to the prospect, and reality of 

being trained, informed, and collaborating with AI chatbots (Gkinko & Elbanna, 2023). 

Interestingly this cannot be defined by human age, culture, or upbringing, but rather 

individual perceptions when attempting to engage with AI chatbots. A study by Bae 

Brandtzaeg et al. (2021) found that the use of AI chatbots provided significant support for 

young people with mental health issues. Their study concluded that young individuals found 

the chatbot to be helpful and supportive when they explored the depths of their own mental 

health illness but also provided them with an initial safe space to air their thoughts before 

proceeding to discuss this with health care professionals. Although this study progressed to 

the point where patients were engaging with human professionals, it also found that the 

young patients continued to use the chatbot as a supportive tool.  
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Contrastingly, Howley (2019) proposes that there are potential dangers for young people who 

are exposed to the use of AI chatbots, with specific references to insufficient policy, security, 

and privacy measures to protect young people from individuals who may wish to harm or 

target the younger generation. Whilst Piccolo et al. (2021) analysed the AI chatbots ability to 

support children in coping with online threats with varied success. Further literature (Hasal et 

al., 2021) examines the security issues and potential threats of AI chatbots due to system 

vulnerabilities, such as who authenticates the information and data, and then consequently 

authorises it.  

Meanwhile, Schlesinger et al. (2018) discusses the bias AI chatbots present in relation to race, 

culture, and identity due to its source bank and the information it is drawing upon, and the 

reality that not all data and information is a true representation of events. Due to control of 

information over the course of history, which could subsequently inform individuals of a bias 

context. Which produces an interesting argument in respect to where AI chatbots source their 

information from and what our historical perceptions are of the literature presented before 

us. However, what can be established from the literature is that there does not currently 

stand a definitive persuasion to use or not use AI chatbots, as it is inconclusive due to the 

varied pieces of literature that are currently presented.  

Consequently, when reviewing the plethora of literature surrounding people's feelings and 

perspectives on the use of AI and chatbots it is very poorly represented within current 

literature. Sadly, insightful thoughts on engaging and using AI and Chatbots is limited, but 

rather studies and publications observe and examine user experience and satisfaction in a 

service. Interestingly, the literature holds the consensus that AI and chatbots alike are 

perceived as machines and do not have the emotions, feelings, and human differences that 

human users currently struggle with when using and identifying with AI chatbots. With users 

stating this as a core challenge to their engagement and acceptance of such technologies.  

Yet could it be argued that this takes us back to the start of the research study in relation to 

the examination of Carlyle’s 1840 Great Man Theory (Carlyle, 1965) and the subsequent 

analysis by researchers and theorists into the sociology of religion, science, and societal 

influences (Durkheim, 1898; Freud, 1915, 1923; Spencer, 1884) that form the foundations of 

humanity and their perceptions. With each branch focusing on human scripture of faith, 
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suffering and belief, or tangible scientific evidence and data that is applied in a human 

context. Whilst latterly, societies influence and anthropological foundations of how people 

communicate, reproduce, interact, physically grow, change, and adapt, does not currently 

converge with how AI and chatbots operate, in line with our perceptions to accept them as 

equal and valued partners.  

Although, as advancements continue, researchers seem to be exploring the ability for AI to 

mimic such emotions and feelings (Weber-Guskar, 2021), at this current time that would be 

programmed and not free thinking. Which could be the proposal of another study, as humans 

potentially enter the age of free-thinking robots and cyborgs which is tangible when 

considering the current integration of machine and man for medical and military purposes 

(Beckerle, 2019; Moutopoulou et al., 2015; Pons, 2008). Thus, demonstrating the age of 

organic human cells being merged with biomechatronic limbs, and organs, but also 

biomechatronic exoskeletons. 

4.3 Summary 

In summary, it is possible to observe the far-reaching impact technological integration is 

having within the workplace, education, and society, and there does seem to be evidence to 

suggest that this is occurring at a rapid pace over the span of years, and not decades. As the 

Covid-19 pandemic, and humanities adaptations to this disease, have increased the use and 

integration of technology to keep the world economy and life as humans know it functioning 

effectively. It is clear, that AI chatbots are being utilised for multiple purposes and there is 

evidence that this is impacting individuals positively, whilst supporting human development, 

health and buying practices.  

It is noteworthy that there seems to be a shift in terminology used to describe skills, such as 

human skills, and machine or AI skills, in contrast to prior terminology of soft skills and 

transferable skills in explicit relation to a human. Which suggests a shift in humanity’s 

acceptance and acknowledgment that AI is the next integrated stage in our evolution. Which 

is perhaps the result of multiple examples of where AI and chatbots have already been 

integrated within businesses, organisations, and establishments. Interestingly however, this 

terminology is not present when reviewing human engagement and perceptions of AI 

chatbots. Nevertheless, it was encouraging to see literature that explored individual 
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perceptions of AI chatbots which was categorised into 4 types by Gkinko and Elbanna (2023). 

Subsequently, demonstrating the changes that are occurring in society in relation to 

engagement and useability with AI chatbots in work and society.  

It is reasonable to claim that there is evidence in the literature to suggest that AI chatbots 

facilitate different forms of training and support for their human users, and although there is 

limited research currently on human feelings in relation to this, and the use of AI being utilised 

to train and develop leaders. It could be attested that there is enough evidence here to 

support a viable research study to explore the prospects of training and developing leaders 

with AI Chatbots. Therefore, the research study will now focus on conducting this inquiry, and 

it will analyse the outcomes to add to the wider research community. Whilst also testing if a 

training and development tool using ChatGPT software could support organisations 

effectively in training their leaders.  

At the start of this literature review it began by exploring whether leaders are born or made, 

it is clear, that there remains inconclusive evidence of either notion. However, with rapid 

changes due to Covid-19; society and technology advancement has escalated, therefore, the 

initial research question of whether leaders are born or made, might be redundant. As the 

technological element of this study has now overtaken it as a concept, and practice; and 

saturated the literature, due to the pandemic amplifying and changing the use of technology. 

Due to the global response to adapting to Covid-19, and the mass impact this had, and 

continues to have on businesses, education, government, and countries in different contexts. 

Which could arguably support the literature that suggests individuals have now entered the 

new era of the 4th Industrial Revolution [4IR] (Arden University, 2023; French et al., 2021; Frick 

et al., 2021).  
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5. Positionality of the Study on Concluding Literature Review 

In summary, the literature review analysed and raised a range of noteworthy points. Firstly, 

the acknowledgement that whilst the literature review was being conducted, there was a 

Covid-19 pandemic that spread across the globe. Which has hugely influenced societies, 

culture, humanity and indeed this thesis and its inquiry.  

Secondly, when holistically reviewing the analysis, collection of data, and literature it is 

evident that the research question falls into three distinct categories of belief that leaders are 

made, that they are not, or a combination of both. But it is argued that the foundational 

inquiry, and the subsequent connected analysis remains the same, in exploring leadership 

from a theoretical and practical perspective. Thus, trying to identify if humans can use 

technological approaches to train and develop future leaders. Therefore, the thesis and 

literature review has evolved at a rapid pace that has occurred as the result of the Covid-19 

pandemic.  

Thirdly, during the examination of leadership theory to address whether leaders are born or 

made, the unfolding of the global pandemic, and the rapid advancements in technology, have 

fuelled the question as to whether AI and technology will override the need to discover if 

leaders are born or made. As technology could replace what humans perceive as a leader in 

the future. Furthermore, it is still not conclusive to establish if leaders are born, made, or a 

combination of both within the literature and research that has been conducted to date. 

What is evident however, is how this question influenced theorists, researchers, and 

academics through history, and subsequently how leadership, development and Education 

Theory has been built upon, to contest, agree or provide alternative perspectives of what 

forms an effective leader.   

Fourthly, the impact that religion, science, and sociology can have on theoretical concepts, 

pedagogy, and humanities perceptions of acquiring knowledge. However, ironically the 

influence of a global pandemic has outweighed all the above in its far-reaching impact and 

influence. Interestingly, by writing the thesis and literature review whilst a global pandemic 

has been occurring, it has provided the researcher with a unique insight, and perhaps a once 

in a lifetime experience, where humanity has needed to work collectively, irrespective of 

religious, social, and scientific position, and belief, to ultimately survive as a human species. 
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This has led to rapid collaborations, technological, and global literature advancements, which 

in a range of contexts has connected us further and changed the landscape of a range of 

literature theories.  

Fifthly, when examining literature in relation to using technological approaches to train and 

develop leaders there was evidence to suggest that this is occurring in varying capacity across 

different sectors, with personnel using a range of technological approaches. However, it was 

evident that there is a lag in some sectors, and areas of scientific selection and engagement 

with technology for training and development in general, and for leaders. As a result, when 

analysing different approaches to learning, it seems that literature suggested a range of 

learning approaches. However, it highlighted that Experiential Learning was best suited when 

integrated with technological approaches to learning and development. Gamification for 

development also provided noteworthy points that counteracted some of the limitations of 

online learning approaches due to its ability to create communities online within digital 

platforms. Subsequently, bridging the gap between traditional classroom environments and 

digital development platforms.  

Consequently, this evolved into the learning and development approach of AI and Virtual 

reality’s which posed a range of differing outcomes to its application and success as a 

development tool. Interestingly however, multiple pieces of literature suggested that it was 

the most sustainable and cost effective in providing development in the future. Therefore, 

raising the argument that this is a viable evolution of training and development in leadership, 

but this is being led by organisational under currents to demonstrate their sustainability 

status and cutting organisational costs, over their acknowledgement and investment in AI and 

VR training methods and recognising that they are a forward-thinking tool in the development 

and training of individual leaders.  

Finally, when analysing AI and chatbots further it was possible to observe the impact and far-

reaching scale that technological integration within society, education and the workplace is 

having. Which is supported within the literature that demonstrates the rapid growth, 

development, and enhancements of technology across the sector. Subsequently, showcasing 

the areas in which AI chatbots have already been integrated for the purpose of customer 

support and administration purposes. In addition, to its use within the military for training 
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and development purposes, and health care professions for support, but the literature also 

established that this is not currently widely practiced in other sectors. Consequently, the 

literature review indicated that AI chatbots could be used for a range of purposes, including 

training. Therefore, it is reasonable to claim that AI chatbots could be used to facilitate the 

training and development of future leaders. To this end, the review of literature has led this 

study to explore the testing of these theories through a research study to add to the debate 

of whether leaders are made or born, but also to test if AI chatbots as a technological 

approach to training and developing future leaders is more effective than traditional training 

methods. 
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6. Methodology 

Sreekumar (2023) proposes that methodology establishes a researcher’s structure and 

scientific approach to collating data, and analysing, which influences their interpretations of 

the data collected, to ultimately test a proposed hypothesis. Therefore, it could be argued 

that there is a range of components that need to be taken into consideration when forming 

an appropriate lens for analysis. Accordingly, this research paradigm will be disseminated to 

organise and provide focus to the interpretation of this research study. Thus, ontological, 

axiological, and epistemological stance will be examined. Latterly the method will be outlined 

to provide a clear framework of scientific research application. Thus, strengthening the 

validity and reliability of this research and its position in the wider research community. 

Whilst providing a future approach for replication, adaptation, or enhancement of the 

research that will take place. 

6.1 Thesis Stance on Leadership and Leaders  

Leadership is widely understood as the process of influencing others to achieve common 

goals, yet the definition continues to evolve as scholars examine what truly makes an effective 

leader. While earlier theories emphasised innate traits or Authoritative styles, contemporary 

perspectives argue that leadership is a dynamic combination of learned skills, personal values, 

emotional intelligence, and situational adaptability (Northouse, 2021; Goleman, 1998). 

Current Leaders are expected to be reflective, ethical, and emotionally attuned, whilst being 

able to inspire trust and foster collaboration in diverse settings (Day & Dragoni, 2015). This 

broader understanding acknowledges that leadership can be cultivated over time, challenging 

the traditional dichotomy of leaders being “born” versus “made”. 

The integration of Artificial Intelligence (AI) into leadership training represents a 

transformative shift in how leadership development is approached. AI-powered tools such as 

ChatGPT, intelligent coaching systems, and data analytics platforms provide real-time 

feedback, simulate leadership scenarios, and personalise learning experiences to fit individual 

development needs (Ruddy & Nantz, 2022; Davenport & Kirby, 2016). These technologies 

enable scalable, on-demand learning while supporting reflection, decision-making, and soft-

skill development, which are critical for modern leaders (Brynjolfsson & McAfee, 2017). As 

organisations seek agile and tech-literate leadership, AI serves as both a developmental aid 
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and a mirror, helping leaders refine their judgment and interpersonal skills in a data-informed, 

adaptive environment (Reeves & Zeng, 2020). 

6.2 Underlying Philosophy 

6.2.1 Ontological Position 

There are a range of ontological positions a researcher could draw upon (Ladyman, 2007). 

This researcher has several in a personal capacity in relation to what exists and how 

knowledge is formed. However, for the purpose of this study, Bounded Relativism has been 

selected as the ontological position of the researcher. When analysing the human construct 

of leadership, there is a narrative around traits, characteristics and values that are desired 

and observed amongst this group of individuals (Allport, 1937; Briggs, 1992; Cattell, 1965; 

Costa & McCrae, 1989; Eyseneck, 1967; Myers, 1962). Literature (Bruner, 1960; Kolb, 1984b; 

Myers-Briggs, 1962; Skinner, 1974; Vygotsky, 1962) suggests a range of learning and 

development approaches and theories that have been proposed and applied throughout 

history. Yet, there is a commonality in this bounded group of individuals irrespective of the 

time and space in which the act of leadership occurs. Research (Fleming & Mills, 1992; Honey 

& Mumford, 1986) implies multiple styles of leadership, yet leaders as a group are suggested 

to have certain traits and characteristics which aligns to the notion of Bounded Relativism’s 

perception that individual realities can be formed and grouped through multiple mental 

constructs that change according to subject and context. Thus, suggesting that leaders view 

the world through a similar bounded group lens and stance.  

Parallel to this notion lies Leadership Theory that has developed to react to economic and 

technological shift within humanity. Thus, creating leadership theories such as Situational 

Leadership Theory (Avolio & Gardner, 2005), with additional change models and cycles being 

produced to navigate societal and leadership changes globally. The application of Change 

Cycles within Leadership also supports this study in the navigation of technology being utilised 

for the training and development of future leaders. Thus, reinforcing the concept that 

individuals within a certain group or context share a form of Bounded Relativism.  

In the examination of whether leaders are born or made it could be argued that Bounded 

Relativism is a suitable lens to analyse this study through, as literature proposes that leaders 
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alike, emulate desired traits, values and characteristics that are sought after in the wider 

research community’s analysis and examination of whether leaders are born or made. 

Consequently, proposing that leaders share a reality that is formed of similar values, 

knowledge, and perceptions in any given context. Therefore, the proposal of training and 

developing leaders through the utilisation of AI was deemed suitable through the lens of 

Bounded Relativism. As the proceeding method aims to analyse a group of leaders and test 

their knowledge development and attainment through their individual use of an AI algorithm. 

Subsequently, examining this bounded group of leaders, and testing if the data suggests that 

AI could be used as a supportive tool for training and development.  

Extending from this, is the application of leadership and the reality of the leadership receiver 

(the employee). The method will test the utilisation of AI for leadership development but also 

provide qualitative insights into the application of leadership, through responses to the 

research activity and the questionnaire. Subsequently, challenging, but also recognising and 

supporting the notion that leadership can be perceived through a Bounded Relativism 

perspective and provide mixed method insights into the realities of individuals and how they 

socially construct meaning, their own truth. Which ultimately forms the perceptions, 

experiences, knowledge, and attitudes of grouped individuals within their own perceived 

realities and context in which this is observed. Therefore, Bounded Relativism has been 

selected as the ontological perspective of this study. 

6.2.2 Epistemological and Methodological Position 

In this instance epistemological and methodological stance of the researcher has been placed 

together to analyse the position of this proposed study. Subsequently, the researcher 

proposes the Theory of Knowledge, and the Theory of Methods closely align, as the structural 

characteristics of the proposed research study are outlined. The epistemological paradigm for 

this study sits within the context of Constructivism, with further scope of Grounded 

Ethnography being utilised to form the structure of the method in which this research will be 

scrutinised.  

Firstly, the Constructivist sphere views epistemological Theory of Knowledge through the 

belief and opinion that knowledge is formed through social experiences, interactions, and 

reflections (Packer & Goicoechea, 2000). Thus, providing a suitable platform for the analysis 
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of whether leaders are made or formed, but more significantly whether AI can be utilised to 

train and develop leaders. Although traditionally the application of this Social Science 

paradigm has been used to examine the interactions between humans and societal 

influences. It has been selected as a suitable epistemological position to examine this study, 

as the researcher explores the shifts in human and AI experience and societal interaction. 

Thus, challenging and exploring the application of Constructivism through new methods in 

which humans engage and construct their own understanding, based on existing knowledge 

but through the utilisation of an AI algorithm.  

Thereby, placing the AI algorithm in the position of a traditional facilitator, as a tool and guide 

to the self-directed learning experience the participant leaders will engage with within this 

study. This study will also place the AI algorithm responses at the heart of what could be 

considered the wider scientific community responses. As traditionally, the Constructivist 

approach would place the learner in an environment where they would exchange knowledge 

with their peers to enhance the learning experience. For this research, the researcher is 

suggesting that this element of the learning experience can be enhanced through the AI 

algorithms responses and access to the wider research community’s knowledge and 

experience. Therefore, proposing the learners are gaining further depth from their learning 

experience due to the knowledge pool of information that can be drawn upon. Consequently, 

proposing that social learning is changing as humans engage with AI technology globally for 

different purposes.  

As a result of applying an ontological and epistemological lens to interpret this research, and 

the acknowledgement that the researcher is viewing this study through the scope of a human 

and AI interaction it has been decided that a mixed method approach would provide a suitable 

insight into the qualitative and quantitative findings that participants may present. To capture 

and strengthen the validity of the proposed study, the researcher has selected a Grounded 

Ethnography approach to their method to attain data and reflections. With Onwuegbuzie et 

al. (2014) proposing that both objective and subjective perspectives to the application of 

mixed methods is more interrelated and dynamic than first assumed within the wider 

research community. In addition to Lawton et al. (1999) reflecting on the balance of 

subjectivity and objectivity in the formation, effect, and quality of a human life. Which not 

only supports the analysis of this study but will also provide outcomes between the 
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interactions of the human participants and the AI algorithm in response to this research 

question.  

A blend of these approaches, and the formation of a Ground Ethnography approach to the 

methods and the collation and dissemination of the data have been selected due to the 

individual’s groundings of each approach. With Ethnography (Brewer, 2000; Fuentes, 2016) 

having strong foundations in anthropology and the science of humans, which branches of 

social anthropology analysing how humans engage in different social contexts. To the 

fundamentals of Grounded Theory (Payne, 2007) and its approach to collating and processing 

data to develop new theories and hypotheses. With both elements providing a suitable Social 

Science methodological approach to the structure and application of the methods within this 

study. Each providing a form to delve into the experiences and interactions between 

participants and the AI algorithm, as participants utilise ChatGPT to develop their leadership 

knowledge.   

Whilst Babchuk and Hitchcock (2013) suggest that the selected research method combines 

the features of a Grounded Theory data collection approach, with an Ethnography insight into 

social and behavioural research within society. Which is supported by Battersby (1981) who 

proposes that a Grounded Ethnographic approach can produce an opportunity to collate data 

and create comparisons through a systematic data sampling process. This structures the data 

analysis through the stages of open, axial, and selective coding whilst accounting for the 

literature of current theory and addressing the formation of new research. 

This is vital when exploring the sociological interactionism between humans and AI 

algorithms. Whilst recognising this is different to previous traditional methods of application. 

Yet the principle of action depends on meaning, that different people assign different 

meanings to things, and that the meaning of AI usage can change (Blumer, 1966, 1986; Mead, 

2015). Therefore, AI utilisation for the training and development of future leaders is a relevant 

query as humanity navigates the integration of different technologies in a changing global 

context.  
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6.2.3 Axiological Significance 

In analysing the philosophical value of the proposed research, it is worth noting the current 

impact AI and technological enhancements have on influencing humanity (Khogali & Mekid, 

2023; Makridakis, 2017). As AI enhancements are being used across sectors and instilled into 

daily constructs of human life. Moore’s Law (Roser et al., 2023), would suggest that the 

integration of AI within all aspects of humanity will advance rapidly over the next few decades 

due to advancements in technological transmitters and microchips being able to hold larger 

data sets [big data]. Thus, increasing the pace in which AI and technology are being utilised 

within society for multiple purposes. Consequently, strengthening the significance of this 

study and the relevance of its inquiry. It could be argued that contributions to the blend of AI 

and human age holds value of its own, as researchers, academics and theorists navigate the 

rapid advancements of technology and how this impacts humanity more widely, whilst 

addressing the gaps in research and literature. However, more specifically this research aims 

to provide value and further insight into the utilisation of AI to train and develop future 

leaders. In addition to identifying the foundational characteristics and elements that make 

effective leaders.  

Subsequently, using this as a foundational basis to support the development of research and 

theory as future leaders navigate the parameters and structures of AI being integrated into 

all aspects of human life. Ultimately, the research aims to analyse the value in utilising AI as a 

supportive tool within the leadership role of training and development, which could be used 

to map further learning and development opportunities when integrating AI within the 

learning experience.  

As a result, there is global value in the knowledge expansion of AI and how this adapts and 

changes some of the concepts of our teaching, learning and leadership theories and whilst 

there is a large global conversation of the integration of AI. There is currently varied method 

testing of AI in teaching, learning and leadership development to enhance practice which the 

researcher aims to contribute to, by exploring gaps in literature and seeking opportunities to 

integrate AI tools to support the development and training of leaders. 

When considering the ethics and aesthetics of the topic the researcher is examining the wider 

research debate which is vast in its discussion and analysis. This research has been 
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approached with good, honest, and sound intentions to develop leaders and humans through 

the integration of AI. Aesthetically the researcher believes this to be foundationally integrated 

yet rapidly evolving in its practical daily applications as humans become more aware and 

knowledgeable of AI. For instance, most individuals now carry a mobile phone which has 

multiple apps and integrated AI software merged within its central constructs, which some 

individuals are unaware of. When examining AI on a larger scale it is clear there is a mixed 

reception from humans, and concerns in addition to interest in how this may function and 

look on practical application. Interestingly, AI within automation can be observed when 

replacing physical labour of a human and this can be seen within different sectors (Webb, 

2019).  

However, current debate on AI being integrated to support cognitive functions has caused a 

larger human discussion when considering the future training and development of humans 

(Rahm, 2023). With concerns in relation to humans being replaced by machines and the ethics 

that surround the implementation of AI on a cognitive level. Subsequently, it is argued that 

the researcher’s axiology beliefs form a specific analysis of leadership development and 

training that could be utilised further within educational facilities but also contributes to the 

value and wider debate of the AI revolution that is currently occurring. In addition to 

recognising that rapid advancements in technology and AI have led to gaps within research 

that need to be examined, to enhance knowledge, theory, methods, and practice. To remain 

concurrent, and future facing as humanity continues in its technological advancements. 

Subsequently, the researcher aims to be perceptually unbiased in their exploration of 

challenging AI bias when integrating it within leadership training and development. With an 

aim to contribute to the testing of practical solutions and knowledge advancement of utilising 

AI within these areas for development.  

Finally, it could be argued that the axiological underpinnings of this research (Stahl et al., 

2022) are still open for debate, in relation to the foundational underpinnings of what is right 

or wrong, good, or evil. In addition to whether this matters as humanity merges and instils AI 

into different societies. Which leaves the question of morality and deontology open to further 

discussion and interpretation, as the gaps within this research area are explored, and as AI is 

integrated globally, as this study is formed. Which also fuels the foundational debate of 

advancements in technology and the cognitive differences between man and machine. In 
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respect to morality and deontology and what makes us distinctly human, as AI is globally 

integrated into humanity.  

6.3 Methods 

Wang et al. (2024) proposes that methods are the basis to facilitate continual learning 

through provided approaches to analyse the dynamics of the real world and research. 

Consequently, there are a range of approaches to methods that can be utilised to examine a 

piece of research. This study draws upon a mixed method approach to capture both 

qualitative and quantitative data to disseminate and examine the research question. 

Proudfoot (2023) argues that the hybrid nature of mix methods provides the platform to 

conduct an inductive and deductive analysis. Which supports the Ethnography lens, and the 

facilitation of the research methods, due to the complexity of the research question. But also 

supports its reflexivity of interpreting, and analysing the themes, and patterns that could be 

presented within the data collated.  

Traditionally, Grounded Ethnography, and Ethnography approaches to methods would be 

formatted in a particular structure to capture the participant’s experiences within an 

environment. Whilst the elements of Grounded Theory would proceed in a cyclical process of 

collating data, through a coding process. Due to the nature of the analysis, it has been 

deduced that Grounded Ethnography could provide insights into the changes of leadership 

development approaches. Whilst navigating how humans socially engage and interact with AI 

in society. Therefore, the research design intends to align an Ethnography method that 

incorporates Grounded Theory approaches, to enhance a Grounded Ethnography analysis 

within this study.  

However, adaptations may be required to facilitate the research as it proceeds, due to the 

new concept that is being tested and trialled. Newbold (2018) suggests there are 8-steps in 

Ethnography research, where a research question is highlighted, the location determined, a 

presentation method formulated, with subsequent permissions and access. Followed by the 

researcher observing or participating, an interview or review of the collated data, and finally 

code or analysis of the data produced. When collecting and disseminating elements of the 

qualitative data, the researcher will apply the Grounded Theory method to analyse the data 
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through a category coding process, to identify key themes in answering if leaders are born or 

made.  

This will support the diverse parts of the research question, by enabling the researcher’s 

method to be both dynamic and static. Whilst providing an opportunity to explore the social 

process of interacting with AI, collating data that can provide participant depth, and explore 

the wider details of how humans engage with AI for the purpose of development and training. 

However, this study will not be following Newbold’s (2018) 8-step method rigidly, as it will 

draw upon elements of Ethnography, and intwine this throughout the examination. 

Subsequently, the method will be adapted to meet the needs of the research analysis. 

As a result, the initial research question has been identified, ‘Are leaders born or made, and 

can technological approaches assist the development and training of future leaders?’ Which 

on analysis thus far, has two core elements within the wider research discussion. This can be 

further scrutinised through the sub-questions posed, that seek further depth within these 

areas.  The question of whether leaders are born or made has provided insightful complexities 

from the literature analysis. Therefore, this study intends to add to the wider research debate 

through the examination of participants backgrounds, social exposure, and skills profiles. This 

study also closely aligns this to the expansion of the research question, ‘can we use 

technological approaches to assist the development and training of future leaders.’ Which 

currently, is a wider research community discussion, as individuals and society explore the 

changes in leadership practice, but also the integration of AI into society.  

When determining location, the most appropriate course of action was reflected upon. 

Traditionally, Ethnography research would be submerged in a face-to-face capacity within the 

environment of the study, and whilst this was considered, it was deemed as not suitable due 

to the technology that was intended to be utilised. This study intends to conduct the analysis 

through online questionnaires, and Teams. As the concept of technology, and AI are being 

scrutinised, and it was appropriate that a forward-facing approach to learning and training 

was used to facilitate this. Sofi-Karim et al. (2022) supports that online learning and training 

has become a recognised global innovative approach in the learning process of individuals.  
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With Iivari et al. (2020) highlighting that digitalisation is now integrated in daily life and that 

the rate of global digital transformation has doubled since the Covid-19 pandemic. Therefore, 

it would only seem appropriate that this study be channelled through a platform and digital 

location in an online manner. This will also provide a non-biased analysis as the participants 

will reflect upon their own learning experiences and provide the researcher with direct 

observations and responses via Teams, with primary data from participant’s reflections, in 

relation to their actions, and thoughts. 

When formulating a method to achieve objective information this study will conduct a range 

of semi-structured questionnaires, to capture a qualitative and quantitative analysis. There 

will also be two practical activities to analyse participant engagement, and their ‘live’ learning 

experiences. Then latterly introduce a second stage activity that provides them access to 

ChatGPT and observe how this might change or influence their training and development in 

a technological manner. In structuring the research method in this manner, the researcher 

aims to alleviate any subconscious bias when conducting the research, by not imposing their 

thoughts on the research analysis. 

When acquiring permission, and access to participants it has been taken into consideration 

when designing their participant call. As Ethnography research delves into the key elements 

of a participant's background, and professional composition. In addition to testing their 

learning and development with traditional and AI methods, which could be considered 

intrusive. Subsequently, it is necessary to have permission and approval to access personal 

information and utilise this within the research. As a result, it has been made clear that any 

participant may leave the research process, at any stage, if they feel it is no longer in their 

best interest to participate.  

To capture and collect data from the mixed method questionnaire it has been designed in a 

semi-structured manner to gain further insight into the participants leadership skills, 

upbringing, and social influences. In applying this method, the study will capture non-biased 

primary data from participants that can be utilised to analyse the contributing factors that 

form an effective leader. Whilst observing participants development, and learning using an AI 

platform, by documenting any behaviour that might occur from participating in the process. 

Latterly the study will utilise the Delve tool to collate, and disseminate themes, and codes 
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within the qualitative data acquired. Subsequently utilising elements of Grounded Theory 

methods to support their analysis, by examining the quantitative responses produced from 

the leadership elements of the questionnaire.  

The Delve tool has been selected to review the responses produced from the questionnaire, 

to further examine whether leaders are born or made, and to explore or address the current 

inconsistencies within literature. Thus comparing, and coding qualitative responses, through 

Axial coding, and creating categories that are highlighted amongst participants. Subsequently, 

through a process of selective coding, the study will analyse the core categories to highlight 

themes, which should provide insight and depth into whether learners are born or made, and 

if technological approaches to training and development are tangible. Whilst also collating 

quantitative data through the questionnaire by capturing participants self-reflected Likert 

scores of their before and after knowledge and skills levels. The one to ten Likert range will 

provide participants with the opportunity to reflect on their own leadership skills initially, and 

subsequently, identify if they have learnt or attained new leadership knowledge. Thereby, 

providing a measurable analysis of participants default level of skills and experience in 

relation to their preceding level of skill beyond the AI activity.   

6.3.1 Incorporating Ethnography and Grounded Theory through Grounded Ethnography 

Therefore, the interconnection between Ethnography and Grounded Theory will be utilised 

in this study through the online immersive and sustained observation of participants as they 

engaged with the AI chatbot in its naturalistic setting. Thus, observing participants cognitive 

and applied learning process whilst they navigate their learning through the interaction with 

the AI chatbot. Rather than relying on retrospective interviews, observations of the 

participant AI activity will provide rich contextual data of how the individual interacts with 

the AI chatbot to progress their individual learning. Subsequently conducting digital 

ethnographic fieldwork that provides real-time interactions between the leaders and the 

chatbot, including chat transcripts and reflective notes taken by the researcher (Hine, 2015). 

This will be supported by the real-time ethnographic process of participants documenting 

their reflections within the activity. Consequently, providing depth within the research 

analysis that extends beyond just “what” leaders say or do, but also include the “how” and 

“why” behind their behaviour and sense-making (Emerson, Fretz & Shaw, 2011). 
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Subsequently, this element of the ethnographic approach will allow the researcher to remain 

sensitive to the everyday practices, social cues, and personal contexts that influence how 

leaders make sense of and learn from their chatbot interactions.  

Grounded Theory was used in tandem with ethnography to generate theoretical insights 

grounded in the data rather than imposed by pre-existing frameworks (Charmaz, 2014). The 

iterative cycles of data collection and analysis followed grounded theory principles such as, a 

constant comparison of chatbot interactions across participants and time points (Glaser & 

Strauss, 1967). Open, axial, and selective coding to identify emergent categories related to 

leadership development, AI engagement, and reflective learning (Strauss & Corbin, 1998). 

With subsequent theoretical sampling to refine emerging concepts, with further data 

collection guided by evolving categories and questions (Birks & Mills, 2015). 

The ethnographic insights enriched the grounded theory process by anchoring abstract 

categories in the real-world contexts and practices of leadership work. Ethnography provided 

depth and texture to the grounded theory’s systematic analysis, ensuring that the emerging 

theory remained closely tied to the lived experiences of participants. 

In response to the Grounded Ethnography research method, the researcher has designed a 

structure that will analyse the proposed research question, each with targeted relevance to 

address, challenge, and contribute to the development of literature that surrounds the 

research area of leadership and technology. This will incorporate 3 questionnaires, and 2 

practical activities, with observations where the participant will actively engage with a 

traditional and technological learning and development task. Direct observations will be used 

to assess these tasks, in addition to utilising the qualitative data that will be produced from 

the use of the AI algorithm, and within the individual learning process. 

All three of the questionnaires will be designed with semi-structured questions in mind to 

alleviate the constraints that closed questioning would pose to this analysis. Also, the 

intended research hopes to capture insight into the participants individual beliefs, feelings, 

and interactions within each element of the research process. Thus, capturing qualitative data 

and drawing comparisons across participants. This is also likely to alleviate any research bias 
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within the formation of the questions as participants will have the flexibility to respond to the 

questions in an individual manner and from their own situational viewpoint.  

The researcher’s intention is to seek MBA participants who are currently studying or have 

completed their programme and progressed to doctorate level to enhance their leadership 

profile. Age profile is not restricted, and all potential participants from varying backgrounds 

are welcome. However, there is a proviso that they must be working within a leadership role, 

as the study examines leadership, and its opportunities to enhance development and training 

within this area. As a result, the participant call will be released digitally, via online platforms 

to seek individual participants. Whilst liaising with different higher education institutions, to 

see if they would distribute this to their wider MBA cohorts. Subsequently, the proposed 

research study will ask participants to commit to the following: 

Stage 1. Initial Questionnaire  

The structure of stage one forms the initial MS Forms questionnaire, this will consist 

of fifteen carefully selected semi-structured questions that will aim to capture 

personal participant data in relation to prior qualifications, their own reflected social 

position, and religious persuasion. It will seek to examine the background and social 

experiences of participants in forming them as individuals. In addition to the strengths 

and weaknesses the participants reflect upon having. This data will be used to 

establish an examination of whether leaders are born or made and provide insight into 

some of the literature arguments that have been raised in relation to wider social, 

scientific, religious, and experiential influences that have thus far led to an 

inconclusive answer to this wider debate. 

Stage 2. Identifying Leadership Gaps and Development Questionnaire  

Following the collation of stage one, the focus will then shift to an analysis of the 

participants current leadership skills. The second questionnaire will be released, and 

a range of semi-structured questions will be posed to participants. This will encompass 

a further 15 questions to capture the participants current level of leadership, their 

current traits, characteristics, and what hard and soft skills they lead with. In addition 

to asking participants to identify areas of leadership development that they feel that 

they require further training or development in. Subsequently, this data will inform 
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the skeletal structure of the stage three and four practical activities that will also be 

directly observed by the researcher. 

Stage 3. Traditional Practical Task 

The first activity will provide participants with a script of learning activities that the 

individual must make their way through over the course of 45-minutes. However, 

application, approach, and timings to explore the pre-selected topics will be left for 

the individual to decide, and this will be recorded via the algorithm and be further 

analysed through a direct observation conducted by the researcher. This should 

capture the process in which the participant navigated their learning and provide 

insight into their learning experience, whilst the observation provides analysis into 

their behaviour and actions whilst participating.    

Stage 4. AI Practical Task 

Using ChatGPT, participants will follow a prescribed learning structure in line with 

what was used for the traditional task, individuals will be asked to firstly examine the 

areas they initially chose in the traditional task. This element of the activity is 

controlled to enable analysis across the learning experiences of each participant 

between the two activities but also in relation to the other participants in the research 

study. The learning script will provide structure to the individuals learning experience, 

and on completion of this 45-minute activity the data from the algorithm and the 

notes from the direct observation will be collated to provide an analysis across the 

two activities. 

Stage 5. Summary Questionnaire 

The 5th stage of the process will capture the reflections and feedback from the 

participants in relation to the engagement with AI and traditional practice methods 

for learning and developing one's knowledge. In addition to participants receiving a 

blank copy of the initial leadership questionnaire they completed initially, to rate their 

learning once more. This will provide a measurable analysis of each participants 

learning experience and development using traditional methods and AI approaches. 



 

 

92 

 

6.4 Method Adaptation 

On proceeding with several participant calls over four months, to several universities and 

multiple online platforms, it was not possible to attain the required number of participants to 

progress with the initial method structure for this research. Therefore, adaptations to the 

method design have been applied and a wider participant group will be targeted. 

Subsequently, seeking individuals who hold a leadership position or lead in their roles, 

whether this be in a senior position, as programme leader, or project lead. In addition to 

holding or participating in a Masters or Doctorate. It is hoped that by widening the participant 

call and decreasing the commitment of the research project, through the merging of the 5 

stages into 3 steps will pose as more appealing to potential participants, to test the research 

inquiry. 

Subsequently twelve participants were recruited for this study, all of whom held current 

leadership positions within their respective organisations across sectors including education, 

healthcare, and business. The initial method proposed look to source prospective leaders 

studying and current leaders. Therefore, the adopted method after adaptations provided 

increased focus on the type of participant sourced. Consequently, the sample included both 

mid-level and senior-level leaders, with an average of 6.5 years of leadership experience 

(range: 3–20 years). Participants will engage in a structured AI chatbot simulation designed 

to support the development and training of key leadership competencies such as decision-

making, communication, conflict resolution, and strategic thinking. The simulation will utilise 

a conversational AI chatbot that will present participants with a series of dynamic, scenario-

based interactions that replicate real-world leadership challenges. Each session will last 

approximately 60 minutes, and it will be conducted individually to ensure focused 

engagement whilst allowing for personalised feedback. Following the activity, participants 

will complete a reflective self-assessment and participate in an evaluative questionnaire to 

gain their perceived effectiveness of the chatbot in enhancing their leadership skills. Data 

from the activity and questionnaire will be collected for qualitative and quantitative analysis. 

All participants provided informed consent prior to participation, and ethical approval for the 

study was obtained from the institutional review board. The ethical approval for the study 

was no impacted by the adaptations from initial proposed method to adopted one, as the 

final method provided a condensed version of the intended study. The challenging in sourcing 
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participants also provided the researcher with an opportunity to apply further focus and a 

targeted approach to the participant range they wished to source. Which ultimately enhanced 

this research study and its outcomes. 

Adopted Method 

Therefore, the adapted method structure will be applied in the following steps: 

Stage 1. Questionnaire 

The revised questionnaire will include 20 semi-structured questions that aim to 

produce both qualitative and quantitative responses that will cover the participants 

background, skills, religious persuasion, and their identified leadership skills, 

strengths, and weaknesses in leading. Eleven questions will capture insights into the 

intricacies of participants upbringing, education, social experience, characteristics, 

and traits. Whilst 9 questions will be structured to gain insight into leadership skills, 

where participants will score themselves on a scale of one to ten, in their leadership 

skills, from no knowledge to expert on a topic or question. Quantitative responses will 

also be measured using Likert scales to make comparisons and cross-analyse 

outcomes of participants. 

Stage 2.  ChatGPT AI Activity with Summary Questionnaire  

The ChatGPT activity will then focus on the 9 areas of leadership development 

identified in the initial questionnaire as the focus of this research is to review the use 

of AI for development and training. It has been decided that the testing of traditional 

methods is not required, as the research really focuses on participants interactions 

with AI. Learners will be provided with a script to highlight the areas they must remain 

within, whilst exploring the ChatGPT supportive tool. Subsequently, the researcher 

has created individual AI platforms to strengthen the quality and non-bias views of the 

results but also protect the anonymity of the participants. Individuals will have 

autonomy in controlling the questions posed to the AI algorithm as they proceed 

through the development activity. They will have the opportunity to independently 

immerse themselves in their own Experiential Learning experience through utilising 

the AI tool to expand their leadership knowledge through a student-led approach. This 

will be conducted via Teams as stated previously and directly observed by the 



 

 

94 

 

researcher to record any noticeable approaches to learning or behaviours that may be 

presented. This will also be supported by the data produced from the algorithm as the 

individual proceeds in their own development of the questions posed.  

Stage 3.  ChatGPT AI Activity with Summary Questionnaire  

Following this, the learners will be presented with a new copy of the initial Likert 

scored leadership questions where they will be once again asked to score themselves 

on a scale of one to ten in their knowledge of the leadership topic. Finally, five 

questions will be posed to capture qualitative feedback on the AI learning experience, 

and participants reflections on using AI for leadership development and training.  

 

6.5 Advantages and Limitations of the Study 

In any research study there presents advantages and limitations within the research process. 

When considering Grounded Ethnography as a methodological approach, Pettigrew (2000) 

proposes that both have similar characteristics in analysing data in their natural settings and 

forms. Subsequently complementing each other's weaknesses and providing a detailed 

analysis that examines qualitative data that can be processed by Grounded Theory methods. 

Researchers (Goulding, 2022; Smith & Pohland, 1969) suggest that the Grounded 

Ethnography provides core substance to identifying key structures of an individual's 

behaviour patterns, consequently producing quality within the data gathered. To which 

Klenke (2016) agrees and proposes that it provides a significant range and quality of first-

person data that is more accurate in its substance.  

Which could provide advantageous opportunities and insights into how humans interact with 

AI for the purposes of learning and development, which this research aims to achieve with its 

participants. Furthermore, experimentation of AI within a natural setting and blended 

environment could provide individuals with an opportunity to test and experiment within 

their learning process, without fear of social embarrassment or failure. Subsequently 

producing a safe space for learning (Bishop, 2005). Thus, providing a platform where the 

researcher can view natural behaviour patterns, and variables between individuals, and how 

they learn and develop using AI as a supportive tool.  



 

 

95 

 

Contrary to this there are limitations proposed within literature in relation to conducting 

Grounded Ethnography research. Nixon and Odoyo (2020) propose that this method can be 

very time consuming as a process but also in the observation of the variables produced. Which 

the researcher has accounted for within their timeline and planning. Furthermore, as with all 

research approaches the issue of experimental bias is raised within literature. Podsakoff et al. 

(2003) suggests there are a range of method bias when analysing human behaviour, which 

can impact the measurement of the methods applied. Subsequently the validity of the 

research is impacted due to the occurring errors. 

Podsakoff et al. (2003) proposes that it is vital to consider specific design elements to alleviate 

the impacts of this, such as scale type, format for responses and the general context of the 

research being conducted. Interestingly, Fiske (1982) also highlights the researcher's inability 

to control participant response bias as they naturally seek social desirability. Although, the 

researcher has tried to counteract this potential social approval bias, by creating individual AI 

platforms for the research activity, that is not accessible to the other participants. Also, Fisher 

(1993) proposes a method of indirect questioning to alleviate social desirability bias within 

participant responses, which is something that has been taken into consideration when 

designing their participant questionnaires. 

Subsequently, the researcher recognises that they need to have awareness of their influence 

over the participants and must remain impartial when discussing the research. To alleviate 

any bias response, that may be formulated from this interaction, and the humans desire to 

please. Francis et al. (2010) also suggest that issues of data sample size can be a problem, 

especially when considering the limitations of a small data sample, which could produce false 

assumptions, or alternatively how large a data sample should be, and at what point does data 

saturation occur. Where the research arrives at a point where nothing new is gained from 

collating the data.  

The researcher aims to recruit 20 participants, to have a substantial range of responses from 

individuals. However, there is concern that this may not be achievable, as Research America 

(2023) suggests that acquiring PhD research participants always poses as a challenge. 

Subsequently, the researcher aims to attain as many participants as possible. However, this 

may not be to a point of data saturation if participant recruitment is limited. In this instance, 
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the analysis will provide insights into human’s interaction with AI for learning and 

development, that could be further expanded upon. Therefore, a range of advantages and 

disadvantages can be found within this form of research. However, Van Dooremalen (2017) 

argues that there is always strengths and weaknesses within any form of research method, 

and the researcher can be but aware, and act accordingly to alleviate errors or disparities 

where possible, to uphold the validity of the research. 

6.6 Ethical considerations 

Cacciattolo (2015) suggests that the core of all research is derived upon strong ethics within 

the topic of choice, whilst also upholding the professional code of conduct which ensures the 

safety of its participants. This is supported by the British Educational Research Association 

[BERA] (2023) who contribute to the development of inclusivity, diversity, and rigor within 

their ethical quality frameworks to ensure the societal benefits of groundbreaking 

educational research. When considering Grounded Ethnography as a method of application, 

Creswell (2013) proposes a range of ethical issues and considerations that need to be 

observed when collating and processing data. Interestingly, are the solutions to counteract 

some of these issues, such as building trust, and identifying how the data will be used. Which 

the researcher has subsequently considered and addressed within the participant call. 

Creswell (2013) also recommends openness in the dissemination of the data collated. 

Consequently, demonstrating the multiple perspectives and contradictory findings whilst 

using language that is suitable for the audience it is being shared with. 

Further ethical considerations are required when working with human participants. BERA 

(2023) suggests that it is the researcher's responsibility to ensure that the design of the 

research, puts participants at ease, but also informs them in advance of the research context, 

and what data is intended to be gathered. Therefore, prescribed forms of consent can support 

this research process. Whether this be written consent or agreeance on signing up to 

participate within the proposed research study, and confirmation that the participants can 

withdraw at any stage of the research process. Furthermore, signposting support provisions 

that can be accessed in the instance that a participant requires assistance due to engaging 

within the research is necessary to safeguard wellbeing and health. Therefore, all measures 

to protect participants have been put in place to ensure the wellbeing and safety of 

participants, through the research call and the structure of the research activity. Whilst 
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seeking informed consent from participants by providing them with information of the 

intended research project and clearly outlining their role throughout the study. 

6.7 Summary 

In summary this chapter has analysed and explored a range of underlying philosophical 

assumptions that underpin this study. It has identified the ontological lens, epistemological 

and methodological stance, and the axiological perspective in relation to the attainment of 

knowledge, its value, and the study of existence.  

As outlined, this study has selected Bounded Relativism as its ontological lens for 

dissemination as the research has explored the correlations and connections between the 

bounded group of leaders and how leadership presents a set of desired traits and 

characteristics. With further literature suggesting that this can be observed within research 

that examines both leadership from an inherited genetic stance and an acquired one through 

learning and development.  

On channelling Bounded Relativism as the ontological lens of this study the proceeding 

epistemological stance was selected, and this was viewed through the scope of 

Constructivism. Through the exploration of knowledge forming through social experiences 

and interactions. Thus, proposing an intention to examine AI as a supportive learning tool 

through a human’s utilisation and the formation of knowledge from this experience. 

Consequently, building upon current knowledge, but providing unlimited access to AI data 

banks to draw upon and expand the knowledge development of participants through AI 

interaction. As a result, providing participants with an opportunity to actively engage with the 

AI algorithm to construct new knowledge and form new processes within a safe space where 

they can test approaches before applying them in a real-life context.  

Consecutive to this, is the axiological significance that analyses the value of this knowledge, 

and latterly a breakdown of the Grounded Ethnography method to facilitating this research 

approach. The method provides insight into the qualitative and quantitative research design 

and latterly addresses a method adaptation due to challenges recruiting research participants 

initially. Proceeding this follows an examination of the advantages and limitations to the study 
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and finally the ethical considerations that had been determined when designing the research 

method and ensuring the wellbeing of participants in the study.  
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7. Results and Findings 

7.1 Introduction 

This chapter presents the results and findings in a theme-based structure, guided by the 

Grounded Ethnography methodology outlined in Chapter 6. While this chapter does not 

provide a full analytical interpretation of the data, it highlights the key themes that emerged 

during the data analysis process. A more in-depth examination and interpretation of these 

findings will be conducted in Chapter 8, aligning the results with the broader literature 

discussed in the literature review. 

The overarching aim of this thesis is to explore whether leaders are born or made, and 

whether technological approaches can support the development and training of future 

leaders. To address this, a series of sub-questions were posed. Accordingly, this chapter is 

organised thematically to address both the sub-questions and the central research question. 

The thematic structure of this chapter includes the following components: 

1. Leadership Traits and Skills 

The chapter begins by presenting data related to the leadership traits and skills 

considered desirable by participants. This provides insight into their personal values 

and characteristics. 

2. Learning Preferences and Digital Exposure 

Next, the chapter explores participants’ preferred learning styles and their prior 

exposure to digital platforms. 

3. Leadership Reflections and Perceptions 

A three-point qualitative analysis follows, capturing: 

o Participants’ primary reflections on leadership traits, 

o Colleagues’ reflections on the participants, 

o Participants’ own views on what core leadership traits and skills a leader 

should possess. 
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4. Knowledge and Skill Comparison 

Participants' self-identified knowledge and skills are compared with data from their 

completion of an AI-based task designed to support leadership training and 

development. 

5. Task Engagement and Behavioural Observation 

Observations of participant behaviour during the AI task—particularly their 

engagement with the ChatGPT chatbot—are presented to illustrate task approach 

and interaction patterns. 

6. Qualitative Reflections on AI Exposure 

Finally, the chapter documents participants’ qualitative reflections on their 

experiences throughout the research process, particularly their interaction with AI in 

the context of leadership development. 

Throughout this chapter, qualitative and quantitative data are intentionally presented in an 

integrated manner rather than as separate entities. This approach enables a richer, more 

nuanced analysis of potential correlations between participants’ self-assessed Likert-scale 

responses and their reflections on using AI for leadership development. The goal is to offer 

deeper insight into participant thinking and their approaches to learning. 

The findings presented here form the foundational basis for the discussion and analysis in 

Chapter 8, where they will be further examined and critiqued in light of existing academic 

literature. 

In summary, this chapter displays data gathered using a Grounded Ethnography approach as 

a methodological blend of ethnographic observation of participants’ engagement with AI, and 

grounded theory coding to identify emergent themes. The resulting theme-based structure 

provides a detailed response to the research questions, offering insights into participants' 

perspectives, behaviours, and engagement throughout the research process. 
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7.2 Results and Findings: Are leaders born with desired leadership characteristics, values, 

traits, and skills. 

7.2.1 In response to the overarching research question and aims posed, subsequent themes 

can be observed in exploring these elements further. Within this theme, common threads can 

be observed when coding. Sub-theme sets have been identified as follows: 

1. Belief vs Religion. 

2. Social experiences and family exposure. 

3. Greatest impact on a leader's life.  

4. Common traits and characteristics.  

5. Identified professional and personal traits, characteristics, and values. 

7.2.2 Belief vs Religion 

This theme observes correlations amongst participants in relation to belief vs religion. 

Subsequently presenting responses that explore the connections between religious 

grounding and scientific belief. 

Table 7.1. Participant’s Religious Beliefs. 

No faith (7) Atheist (2) Christian faith (2) Catholic faith (1) 

Note: Research participant’s primary reflections on their religious beliefs.   

Table 7.2. Participant’s Reflections on how the World was Created. 

Scientific creation: The Big 

Bang (10) 

Religious belief and creation 

(1) 

No persuasion either way 

(1) 

Note: Research participant’s primary reflections on how the world was created.   

This data presents participant categorisation of their belief, with further extended answers to 

faith-based participants in comparison to single word responses of individuals who 

highlighted no faith at all (Appendix 1, P204, line 11). 

“Yes, I was brought up in the Christian faith and made my own commitment to follow 

Christ when I was 24.” (Appendix 1, P204, line 24) 

“Brought up Christian (Catholic and Methodist parents) and attended church 

infrequently as a child through scouts.” (Appendix 1, P204, line 26) 

https://app.delvetool.com/projects/27778/codes/961882
https://app.delvetool.com/projects/27778/codes/961868
https://app.delvetool.com/projects/27778/codes/961868
https://app.delvetool.com/projects/27778/codes/961869
https://app.delvetool.com/projects/27778/codes/961869
https://app.delvetool.com/projects/27778/codes/961873
https://app.delvetool.com/projects/27778/codes/961873
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“I was brought up in a catholic family but stopped going to church regularly from my 

mid teenage years.” (Appendix 1, P204, line 29) 

This was explored further as participants were asked to provide their stance on a larger 

religious and scientific debate of how the world was created. Subsequently, providing a 

comparison between religion and belief to identify key themes of participant’s core values 

that underpin their leadership values. This presented a shift in responses with the majority 

identifying with the Big Bang scientific theory, with one grounded religious insight, and a 

singular undecided response. 

Majority 

“Big Bang and development of galaxies/solar systems/planets after that.” (Appendix 

1, P205, line 36)  

“Atheistic - big bang leading to galaxy and planetary formation through physical 

processes.” (Appendix 1, P205, line 41) 

Faith-based response 

“I believe that the world was created by God, and it was good.” (Appendix 1, P205, 

line 47) 

Undecided response 

“Not religious, but not clearly decided. I don't have any strong belief in this area, I'm 

intrigued by the science that is often speculated around the creation of the universe, 

but I don't hold any strong religious beliefs towards it.” (Appendix 1, P205, line 49) 

Further links and interrelationship themes can be observed subsequently as data is displayed 

in the exploration of what forms leaders' characteristics, values, traits, and skills. Data within 

this theme highlights the core belief systems of participants whilst exploring this question. 

7.2.3 Social experiences and family exposure 

Sequentially, the analysis of participant’s core leadership characteristics, values, traits, and 

skills featured within the theme. With comparison in leader’s social experiences and family 
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exposure in relation to motivation, learning and development. This theme included insights 

into social influence within a participant’s life, the impact this had, and why they chose this 

individual? Thereby providing qualitative data, and insight into the participant’s societal 

upbringing and what has influenced their character to-date. Each participant was provided 

with a set of semi-structured questions, and there were several sub-themes that emerged 

under the overarching influence of social experiences and family exposure.  

Given the generalised construction of the question and the opportunity to select any 

individual in the participant’s life, there was significant association with participant’s choosing 

their primary carers from childhood. All participants referred to immediate family members 

and their parents, with exception of a teacher and spouse reference within responses. 

Interestingly, there was reference to the impact of both financial hardship and stability within 

an individual’s social upbringing, and how this influenced emotional stability, characteristics, 

and traits of the individuals.  

“My mum, raised by a single parent through a lot of emotional and coercive 

behaviour.” (Appendix 2, P206, line 6) 

“My parents - they've provided me with genes, personality, and the resources I 

need!” (Appendix 2, P206, line 8) 

There is further reference here in relation to being raised in a single parent family, in 

comparison to a two-parent family unit in society.  

Also, positive influence testimonies, that demonstrated the impact of growing up in a two-

parent family within society. Which also displayed participant reflections on how much these 

parent figures impacted their lives but also provided them with the grounding of their values, 

character, and traits. 

“My parents - I think our childhoods have a profound impact on our lives.” (Appendix 

2, P206, line 17) 

“My parents - a safe, secure upbringing where I was encouraged to follow my 

interests.” (Appendix 2, P206, line 18) 
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With subsequent references to good inherent genetics, the forming of their personalities, life 

opportunities, and love.  

“My parents - they've provided me with genes, personality, and the resources I 

need!” (Appendix 2, P207, line 34)  

“My parents - a safe, secure upbringing where I was encouraged to follow my 

interests.” (Appendix 2, P207, line 36) 

 “Financial hardship but there was always love, support and food on the table.” 

(Appendix 2, P207, line 38) 

“... that strong family unit has probably moulded me as an empowered and confident 

individual with strong independent outlook.” (Appendix 2, P207, line 22) 

The subsequent reference to teacher and spousal influence demonstrated encouragement to 

pursue goals and aspirations but also focus and direction.   

“One of my A-level teachers at school encouraged me to apply to a top university 

which I would not have done without his encouragement.” (Appendix 2, P207, line 

11) 

“My wife, … keeps me focused on the important parts of my life and supports me.” 

(Appendix 2, P207, line 28) 

This theme demonstrates the influence and societal impact beyond religion and belief. Whilst 

providing insight into the participant’s upbringing and societal exposure. That subsequently 

forms their character and traits as individuals, which in turn influences their leadership skills. 

There are further links between the following theme where participants expand upon their 

self-identified core values as adults. 

Key findings 

Most participants (9 out of 12) identified with no religious faith, 7 stated, "no faith" and 2 as 

"atheist", and 10 out of 12 supported scientific explanations like the Big Bang for the creation 

of the world. Only 3 participants reported a Christian or Catholic background, and just 1 

expressed a belief in religious creation. Those with religious backgrounds gave more detailed 
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reflections, such as describing their upbringing and commitment to faith, while non-religious 

participants offered brief, factual responses. All 12 participants cited parents or immediate 

family as their primary influence on character and values, with only 2 mentioning a teacher 

or spouse as additional role models. Emotional support, financial hardship, and secure 

upbringings were commonly referenced as key factors that shaped participants’ resilience, 

confidence, and leadership development. 

 

7.2.4 Self prescribed core values as adults 

Within this overarching theme, participants were asked to identify their own core values. This 

question provided them with the flexibility to provide their top five self-prescribed core values 

as individuals. Thus, facilitating further versatility and depth into the opportunity to respond, 

but also provided a controlled structure which required participants to select their top 5. 

 

Table 7.3. Participant Self-Reflected Core Values.  

Teamwork (1) Love (3) Reliability (2) Enthusiasm (1) 

Valuing others (1) Positivity (3) Hard work (1) Respect (3) 

Generosity (1) Compassion (3) Balance (1) Gratitude (1) 

Family (1) Integrity (5) Curiosity (2) Openness (1) 

Environmentalism (1) Caring (1) Stability (1) Self-awareness (1) 

Supportive (2) Kindness (4) Resilience (1) Faithfulness (1) 

Foresight (1) Trust (4) Authentic (2) Humour (1) 

Clarity (1) Honesty (6) Courage (2) Creativity (1) 

Emotional connection (1) Inward facing values (1) Empathy (2)  

Note: Research participant’s self-reflected core values. Each participant was required to 
state 5 core values.   
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There were identifiable key sub-themes to this question with noticeable correlations in 

responses. Emphasis on ‘honesty’ and ‘integrity’ were mentioned across participants in a 

range of 50% of responses. However, there was variance within responses for this question 

where participants encompassed humour and aligned their core values with their working 

practices (Appendix 3, P213, line 109), subsequently this did not pose notable influence on 

the consensus but demonstrated individuality in responses.  But also, a correlation between 

self-prescribed core values, physical and contextual value was also highlighted, with people, 

choice and authenticity linking to reflected core value of an individual’s psyche. 

This theme is important in navigating participant structural foundations of what traits, 

characteristics and values are but also supports the identification of participant default 

stances. Expansion of this theme can be observed in the proceeding section through the 

display of data from a personal and leadership trait analysis.  

Key findings 

Participants identified their top five core values, allowing both structured comparison and 

personal expression. Honesty and integrity were the most frequently cited values, appearing 

in about 50% of responses. Despite these commonalities, individual differences emerged, 

with values like humour and environmentalism highlighting unique perspectives. A deeper 

link was observed between core values and participants’ sense of self, authenticity, and 

professional practice. These insights help reveal foundational traits and default behaviours, 

setting the stage for further leadership analysis. 

 

7.3 Results and findings: Are there learning styles that can enhance leadership training and 

development on a technological platform.  

7.3.1 User experience with technology and artificial intelligence [AI]. 

To establish a baseline of user experience, participants were asked about their knowledge 

and usage of technology in general and latterly the use of AI, as seen below. 
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Figure 7.1. User Experience with Technology and Artificial Intelligence. 

 

Note: Research participant’s primary reflections on their user experience with general 
technology and Artificial platforms.  

Table 7.4. User Experience with Technology and Artificial Intelligence. 

 Basic Beginner Intermediate Proficient Advanced Expert 

Level of experience 
with technology 

0 0 4 6 2 0 

Level of experience 
with Artificial 
Intelligence [AI] 

4 4 4 0 0 0 

Note: Research participant’s primary reflections on their user experience with general 
technology and Artificial platforms.  

This data identifies that all participants had a range between intermediate to advanced when 

using general technology, such as computers, mobile phones, the internet, and search 

engines etc. However, this also demonstrates an identifiable pattern in participants use of AI, 

with 33.3% possessing basic knowledge and skills, 33.3% with beginner capacity, and finally 

33.3% with the highest self-prescribed skill level and usage of an intermediate level. This 
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shows a decline in usability currently with AI applications in comparison to the use of general 

technology. 

7.3.2 Participants self-reflected preferred way of learning. 

Subsequently, the research sought to identify participant’s self-reflected preferred way of 

learning. 50% of participants acknowledged that they preferred to learn through a 

kinaesthetic approach. Latterly followed by reading and writing. Furthermore, some 

participants provided two responses as clarity was given on the differences between digital 

learning and face-to-face learning experiences. The remaining 9 participants did not identify 

a persuasion in how their learning was facilitated in relation to face-to-face or digital 

(Appendix 4, P214, line 4). 

 

Table 7.5. Participants Self-Reflected Preferred way of Learning. 

Digitally (1) Visual: pictures, movies, diagrams (1) Kinaesthetic: movement, 
experiments, hands-on activities 
(6) 

Face-to-face (2) Auditory: music, discussion, lectures 
(0) 

 

Combined learning 
styles (1) 

Reading and Writing: making lists, 
reading textbooks, taking notes (4) 

 

Note: Research participant’s self-reflected preferred way of learning. 

 

7.4 Results and findings: what leaders identify as core leadership traits and skills. 

7.4.1 Within this section the results and findings are displayed in a manner that scaffolds 

participant’s responses. Initially individuals were asked to provide a self-reflected analysis of 

what they thought their own personal traits were, and then subsequently provided insight 

into their own leadership traits as identified by themselves. On collating this primary data, 

participants were directed to ask a colleague what they thought the participants leadership 

traits were (maximum of 5 adjectives). On gathering this data, participants were asked to 

identify what traits and characteristics they expected leaders to possess.  

 

https://app.delvetool.com/projects/27778/codes/961947
https://app.delvetool.com/projects/27778/codes/961939
https://app.delvetool.com/projects/27778/codes/961943
https://app.delvetool.com/projects/27778/codes/961943
https://app.delvetool.com/projects/27778/codes/961943
https://app.delvetool.com/projects/27778/codes/961946
https://app.delvetool.com/projects/27778/codes/961941
https://app.delvetool.com/projects/27778/codes/961941
https://app.delvetool.com/projects/27778/codes/961944
https://app.delvetool.com/projects/27778/codes/961944
https://app.delvetool.com/projects/27778/codes/961942
https://app.delvetool.com/projects/27778/codes/961942
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7.4.2 Individual Traits  

Table 7.6. Participants Self-Reflected Personal Traits. 

Strategic (1) Humour (1) Logical (1) Patient (1) Honest (4) 

Fair (1) Resilient (1) Enthusiastic (1) Conscientious (2) Happy (1) 

Problem 
solver (1) 

Creative (1) Open (2) Agreeable (2) Reflective (1) 

Supportive (1) Curious (1) Compassionate (1) Trustworthy (1) Empathetic (2) 

Persistent (1) Good 
listener (1) 

Authentic (2) Hard working (1) Loving (1) 

Humble (1) Thinker (1) Courageous (1) Fun (1) Caring (1) 

Flexible (1) Faithful (1) Positive (2) Reliable (2) Kind (3) 

Note: Research participant’s self-reflected personal traits. 

Participants were then asked to identify their self-reflected personal traits as an individual. 

This resulted in 33.3% of the participant group relating to ‘honesty’ as a personal trait they 

possessed, which was closely followed by ‘kind’ (Appendix 5, P215, line 11). 

Key findings  

Participants demonstrated intermediate to advanced skills with general technology but 

showed only basic to intermediate experience with AI, indicating less familiarity with AI 

applications. Half of the participants preferred kinaesthetic learning, while others favoured 

reading/writing, visual, digital, or face-to-face methods, with some showing no clear 

preference. Self-reflections on personal traits highlighted honesty as the most common 

attribute, followed by kindness and empathy. Participants also identified a range of leadership 

qualities they value, including authenticity, reliability, and openness. Overall, there is a clear 

gap between comfort with general technology and AI, diverse learning preferences, and a 

strong emphasis on integrity and empathy in leadership traits. 
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7.4.3 Leadership Traits 

Table 7.7. Reflections on their own Leadership Traits and Characteristics. 

Caring- (1) 
 

Thinking Skills- (1) 
 

Emotionally 
intelligent- (1) 

Non-judgemental- (1) 
 

Adaptable- (1) 
 

Make connections- 
(1) 

Decision making- (1) 
 

Honest- (2) 
 

Effective- (1) 
 

Can challenge- (1) 
 

Listener- (2) Fair- (1) 
 

Dependable- (1) 
 

Empathetic- (1) 
 

Organisation- (1) 
 

Attention for detail- (3) 
 

Problem solving- (1) 
 

Integrity- (1) 
 

Planning- (1) 
 

Ability to prioritise- (1) 
 

Teamwork- (1) 
 

Reliable- (1) 
 

Methodical- (1) 
 

Organised- (1) 
 

Kind- (1) Authentic- (3) 
 

Goal focused- (1) 
 

People focused- (1) 
 

Humour- (1) 
 

Courageous- (1) Clarity- (1) 
 

Communication skills- (6) 
 

Creative- (1) 
 

Resilient- (1) 
 

Strategic direction- (1) 
 

 

Curious- (1) 
 

Trustworthy- (1) 
 

Openness- (1) 
 

 

Analytical skills- (1) 
 

Use team members 
strengths- (1) 

Positive- (2) 
 

 

Note: Research participant’s self-reflected leadership traits. 

When participants were tasked to identify 5 of their leadership traits, 50% of the research 

group identified ‘communication’ as a core leadership trait that they possessed. With 

‘authenticity’ and ‘attention for detail’ being highlighted within 25% of the participant group. 

Interestingly, the results and findings produced a vast array of self-prescribed leadership traits 

that the individuals identified with. With ‘kind’ as an adjective dropping to just one participant 

recognising that this could be found as a leadership trait, in relation to the 33.3% that 

expressed ‘kind’ as a core personal trait.  

7.4.4 Leadership Traits: Second Party Data 

Furthermore, secondary data collated suggested a further disparity between what 

participants perceived their core leadership traits to be, in relation to what their colleagues 

identified them possessing as leaders. 
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It can be observed that there is a significant difference in responses to the same question 

depending on the person reflecting or being reflected upon. Again, there is a noticeable 

spread of adjectives that describe the leadership traits. There is a small indicator that 

secondary sources suggested their leaders were ‘approachable’, but no significant outliers. 

Table 7.8. Second Party Perceptions of the Participants Leadership Traits.  

Direct. (1) 
 

Organised. (1) 
 

Mentor. (1) 
 

Able to execute 
vision. (1) 

People centred. (1) Caring. (1) Generous with time. (1) Vision. (1) 

Inclusive. (1) Authentic. (1) Knowledgeable. (2) Cautious. (1) 

Hardworking. (1) 
 

Dependable. (1) 
 

Faithful. (1) 
 

Developmental. (1) 
 

Fair. (2) 
 

Adaptable. (1) 
 

Can challenge. (1) 
 

Flexible. (1) 
 

Honest. (1) 
 

Approachable. (3) 
 

Ensure others have a 
voice (1) 

Supportive. (2) 
 

Logical. (1) 
 

Observant. (1) 
 

Compassionate. (1)  

Team player. (2) 
 

Develops 
others. (1) 

Good communication (1) 
 

 

Note: Second party reflections on the research participant’s leadership traits as a leader.  

 

7.4.5 Leadership Traits 

Finally, participants were asked to identify what traits and characteristics they expect their 

leaders to project. In this question learners were able to select 5 adjectives to elaborate on 

their analysis. Subsequently, there was a significant outlier within the responses, with 66.6% 

of participants identifying that they expected their leaders to possess ‘communication’ skills. 

With 25% having the expectation that their leaders should be ‘knowledgeable’, and the 

following adjectives mentioned twice across the participant group, such as, ‘integrity’, 

‘listener’, ‘empathy’, and ‘collaborative’.  
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Table 7.9. What Participants Expected their Leaders to have in Relation to Traits and 

Characteristics.  

High level competency (1) Reliable (1) Knowledgeable (3) Collaborative (2) 

Consistency (1) Clear (1) Listener (2) Fair (1) 

Fairness (1) 

 

Impartial (1) 

 

Ability to have difficult 
conversations (1) 

Firm (1) 

 

Relatable (1) 

 

Approachable (1) 

 

Goal setter (1) 

 

People focused (1) 

 

Organised (1) Adaptable (1) Team leadership (1) Inclusive (1) 

Motivational (1) Dependable (1) Conceptual thinker (1) Vision (1) 

Problem solving (1) Honest (1) Creativity (1) Communication skills (8) 

Integrity (2) 

 

Authentic (1) 

 

Emotional Intelligence 
(1) 

Empathy (2) 

 

Note: Primary reflections on the traits and characteristics that the research participants 
expected their leaders to have. 

Subsequently, the results and findings in this section provide a strong foundation for analysis 

and discussion in the proceeding chapter 8. 

Key findings 

Participants most commonly identified communication skills as their key leadership trait, 

followed by authenticity and attention to detail. Colleagues’ perceptions of these leaders 

differed, highlighting traits like approachability, supportiveness, and being knowledgeable. 

There was a clear gap between self-perceptions and how others viewed their leadership 

qualities. When asked what traits they expect in their leaders, participants emphasised 

communication, knowledge, integrity, and empathy. Overall, effective communication and a 

balance of interpersonal and technical skills emerged as the most valued leadership qualities. 
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7.5 Results and findings on identifying a technological learning approach to train and develop 

leaders' knowledge and leadership skills through the utilisation of Artificial Intelligence. 

7.5.1 The proceeding quantitative and qualitative data provides an in-depth analysis across 

all participants in relation to the leadership questions posed. Whilst delving into individual 

responses across the breadth of the research activity. This provides insight into theme 

correlations and patterns in the training and development of leaders through the utilisation 

of AI. 

7.5.2 The emerging data is presented within the figures below, that explore participant’s 

knowledge baseline to the question (presented in blue). Against their self-reflected 

knowledge development scores after participating in the AI activity to enhance their 

leadership development (highlighted in orange). This is supported by insight through their 

qualitative reflections when participating in the research activity and their own personal 

reflections on their skills development. Therefore, demonstrating how AI might enhance or 

have no impact on how they learn as leaders. 

Figure 7.2. Participant Self-Reflected Development before and after the Utilisation of 

Artificial Intelligence, with focus on Problem Solving and Team Building Skills. 
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Note: Research participant’s self-reflected Likert development scores. A comparison between 

baseline leadership knowledge, in relation to participant self-reflected Likert scores on reflection of 

utilising Artificial Intelligence software for development and learning. With focus on Problem solving 

and team building. 

It can be observed that the development of problem solving before and after the utilisation 

of AI across participants is relatively stable. With the exception, of 3 participants who 

enhanced their skills, and 3 declining in their ability to solve problems. Interestingly, it can be 

noted that there is more activity in participant’s skill development and decline within the 

posed team building question. When reviewing the connected qualitative data, further 

insights were provided into some of the reasoning that impacted the quantitative stats. 

In respect to problem solving, participants reflected on the AI algorithms functionality, 

output, and its ability to enhance learning: 

“ChatGPT has provided much more detail than I did. The impact of using AI is that it 

generates suggestions that encourage me to think in a potentially more detailed 

way.” (Appendix 9, P222, line 19) 

“The AI generated response produced a standard problem-solving plan which 

reflected my initial thoughts.” (Appendix 11, P232, line 14) 
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“ChatGPT suggestions is similar to my own, though it breaks down each point into 

greater depth.” (Appendix 12, P236, line 24) 

“In essence I would approach problem solving through the stages identified by 

ChatGPT. Although I have not identified the 7 stages suggested by GenAI, the general 

approach is similar.” (Appendix 13, P241, line 18) 

“The AI algorithm gave a far more detailed answer, which I expected, but essentially 

the core answer was identify and find solutions, which was my original answer, but 

brief. I think if I had a big problem, I would potentially use more of the detail in the AI 

answer.” (Appendix 15, P252, line 15) 

“I struggled to identify how I would solve a problem and really the AI just put into 

words the feeling I had.” (Appendix 17, P261, line 14) 

“ChatGPT covered what I would do, albeit in more detail.” (Appendix 18, P265, line 

14) 

The qualitative reflections support the quantitative data in relation to the stable and similar 

scores produced for problem solving. However, it could be observed that the similar scores 

could have been the outcome of participants identifying similar responses to their own way 

of approaching this question. Similarly, there was a lot of reference to the increased detail 

that the AI algorithm provided the participant as a guide to action the question. Which 

prompted learning and reflection amongst participant’s individual responses. Noteworthy, 

there was one response (Appendix 17, P261, line 14) that reflected on how the AI “put into 

words the feeling” that they had, which suggests a merging of human and AI algorithm 

working transversely.  

Regarding the question posed around team building there was greater emphasis on the 

human qualities that are involved in building a team, in addition to participants analysing the 

AI’s ability to account for this. 

“It’s interesting to note that ChatGPT encourages me to develop leadership skills in 

individual team members which would, on reflection, be a great way of empowering 
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individuals in their team and encouraging them to reflect on their communication 

skills, and the way they collaborate.” (Appendix 9, P223, line 45) 

“Chat GTP is spot on. Trouble is my brain doesn't think in such a systematic way it 

rules with emotion and investment in the individuals in my team.”  (Appendix 10, 

P229, line 36) 

“Interesting that AI took an approach from social psychology and applied it to work 

teams. I would perhaps follow some of those steps, but there are steps that happen 

on their own, like building trust and fostering unity.” (Appendix 17, P261, line 25) 

“ChatGPT likes a 10-step approach!! It’s useful for giving pointers to what different 

aspects need to be addressed. However, it would feel a bit too structured to follow 

the advice rigidly and I would want to focus more on the relational 

aspects.” (Appendix 19, P270, line 30) 

These findings do add to the results within this area and provide a comprehensive overview 

that influences the quantitative data scores. It can be observed that there is a notable tone 

of concern across participants in connection to the loss of human skills whilst utilising AI for 

learning.  

Consequently, the association between human skills, leadership skills and AI for the purpose 

of learning was explored further, through questions that examined the development of active 

listening and conflict management skills.  

Key findings 

The study found that participants’ problem-solving skills remained largely stable after using 

AI, with only minor variations. Qualitative data showed that AI enhanced participants' 

thinking by providing more detailed and structured responses that mirrored their own 

approaches. In contrast, team-building skills showed more fluctuation, with participants 

expressing both improvements and declines. While AI offered useful frameworks, many 

participants felt it lacked the emotional and relational depth essential for effective team 

building. Overall, AI was seen as a helpful reflective tool, but concerns were raised about its 

limitations in replicating human-centred leadership qualities. 
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Figure 7.3. Participant Self-Reflected Development before and after the Utilisation of 

Artificial Intelligence, with focus on Active Listening and Conflict Management Skills.  

 

 

Note: Research participant’s self-reflected Likert development scores. A comparison between 
baseline leadership knowledge, in relation to participant self-reflected Likert scores on reflection of 
utilising Artificial Intelligence software for development and learning. With focus on active listening 
and conflict management. 
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With respect to the attainment of active listening skills through the utilisation of AI, there was 

a demonstratable balance once again between participants self-reflected knowledge 

attainment scores before and after the use of the AI algorithm. There were 3 scores that 

increased, and 2 who felt their skills and knowledge had declined within the area on using the 

AI algorithm. Similar outcomes were found when exploring the attainment for conflict 

management skills. However, notably across a different range of participants. Subsequently, 

the qualitative data is required to provide further depth and context in what is occurring in 

this area of the study. 

“The AI provided a good review of the techniques used in active listening and would 

be useful to remind you of the best way to listen or how to explain the concept to 

others.” (Appendix 11, P233, line 36) 

“Everything on the AI list I agree with, and I should reflect in future if I am assuming I 

do all of this (learned behaviour) or perhaps I think I do – but don’t - note to self – 

seek feedback.” (Appendix 14, P247, line 51) 

“The AI algorithm provided more detail, which I would incorporate into my active 

listening skills in the future.” (Appendix 15, P253, line 40) 

“It mentioned empathy, which I should have included.” (Appendix 16, P258, line 44) 

“The output focuses on strategies to implement my focus on being fully focused in 

the moment. I think the strategies focusing on letting someone finish their point and 

not interrupting, using appropriate body language, and summarising what someone 

has said to make sure you’ve understood are good strategies to demonstrate 

evidence of active listening.” (Appendix 18, P266, line 47) 

The results do present findings that suggest that reflection and learning has occurred. There 

is still a slight undercurrent of the lack of human skills. Yet, an interesting comment where 

the AI algorithm has mentioned the human characteristic of ‘empathy’, where the participant 

had not considered this (Appendix 16, P258, line 44). Thus, demonstrating the AI algorithm 

ability to draw in information with regards to human characteristics and integrate them within 

its responses. 



 

 

119 

 

When reviewing the results from the posed conflict management question there were a range 

of themes. Similarly, ‘detail’ and ‘depth’ were highlighted, in addition to the integration of 

human characteristics. However, there were further branches of analysis to consider, one 

participant referred to the AI algorithm as an ‘aide memoir’, whilst some participants 

identified that it produced better responses to support their reflections and learning. 

Consequently, there were examples of the AI algorithm providing learning opportunities for 

participants to reflect upon (Appendix 12, P238, line 76; Appendix 18, P266, line 47), and 

whilst this could also be perceived as a disadvantage when interpreting information, it 

demonstrated the AI algorithm’s ability to detach human bias from its responses. 

Subsequently, demonstrating AI’s ability to direct its human user to enhance their leadership 

skills within this area, whilst reflecting from different perspectives. 

“I am not sure it would influence the way I would manage conflict as I feel fairly 

confident in my abilities and I feel as though some of the breakdown AI provides lacks 

nuance (e.g. It doesn’t go into much detail about how to use your personality in this 

kind of situation to alleviate tension) and could be interpreted differently by different 

readers (especially if particular sentences isolated and taken out of context).” 

(Appendix 9, P224, line 78) 

“I didn't think about boundaries, or adaptability and mediation. Good information to 

follow.” (Appendix 10, P229, line 64) 

“The AI brought forward some skills that I hadn’t originally thought about so it would 

be good to develop those areas further to ensure all aspects would be covered if the 

need arose.” (Appendix 11, P233, line 57) 

“The ChatGPT brings together information from problem solving and active listening. 

I suppose the skills are very similar. One point that it does draw out is something I 

would not have explicitly considered – conflict prevention. This is a useful viewpoint to 

consider reducing risk of conflict.” (Appendix 12, P238, line 78) 

“Again, ChatGPT has given more depth and broken-down elements of my approach.” 

(Appendix 13, P242, line 61) 
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“A useful aide-memoir, I can’t disagree with the list, many of these behaviours need 

to be embedded in the leader/individual, what the AI response is not giving is example 

how to deploy these skills.” (Appendix 14, P248, line 68) 

“The AI gave far more detail again, which I would use if I was struggling with a conflict 

resolution.” (Appendix 15, P253, line 54) 

“I liked the AI response much more than mine. It used better wording and a more 

thought-out approach – ultimately, it was more eloquent.” (Appendix 16, P258, line 

57) 

“Yes, the focus on stress management and maintaining a healthy work-life balance is 

important. I think my response focuses more on managing the situation for the 

conflicted parties, whereas it is also important to take time for my own wellbeing and 

to not let the situation have a negative impact on me.” (Appendix 18, P266, line 61)  

Consequently, the ability to attain and expand the learning of delegation skills and the 

effectiveness of developing others was examined. Participant results demonstrated a division 

in the perceived enhancements and decline of knowledge and skills within this area. Although 

it was noted there was no correlation to either persuasion of participant scores or outcomes. 

Thus, suggesting the experience differed for participants across both leadership skills.  

Key findings  

Participant self-reflections showed a generally balanced impact of AI on active listening and 

conflict management, with a mix of increases and decreases in self-perceived skills across 

individuals. Qualitative responses indicated that AI provided useful detail, structure, and 

reminders, often enhancing awareness of key concepts like empathy, boundaries, and conflict 

prevention. While some participants felt the AI lacked nuance and human depth, others found 

it helpful for self-reflection and learning. AI was appreciated as a supportive tool that 

encouraged deeper thinking and highlighted overlooked areas. Overall, experiences with AI 

varied, demonstrating both its value in enhancing leadership development and its limitations 

in fully capturing human-centred nuances. 
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Figure 7.4. Participant Self-Reflected Development before and after the Utilisation of 

Artificial Intelligence, with focus on Delegation Skills and Developing Others.  

 

 

Note: Research participant’s self-reflected Likert development scores. A comparison between 
baseline leadership knowledge, in relation to participant self-reflected Likert scores on reflection of 
utilising Artificial Intelligence software for development and learning. With focus on delegation skills 
and developing others. 
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Insights into the disparity in data analysis is provided with further context in the qualitative 

data collated. 

“It helps in that it’s very action and output focussed, so it feels as though every step is 

designed to encourage impact and reflection on how things can be improved. It wants 

me to ensure that all tasks delegated have a clear deadline and how progress will be 

monitored which is something I recognise in leaders I have worked with before. I would 

potentially think about how to implement this in future.” (Appendix 9, P224, line 97)   

“I like the steps to effective delegation. It's a skill I am developing and want to become 

more adept at.” (Appendix 10, P230, line 74) 

“The algorithm was on the same page as me but with some further aspects to focus 

on including the monitor and feedback aspect. I believe this would be a good thing to 

include and like the extra aspects brought forward by the AI platform.” (Appendix 11, 

P233, line 58)  

“The AI response is incredibly detailed, it offers some very good pointers to consider, 

and I would probably use them in the future for my own personal development, as 

delegation is not my strongest leadership skill.” (Appendix 15, P254, line 66)  

“I think some of the information provided gives a good structure from which to 

delegate and I will be less afraid to delegate certain tasks in the future.”  (Appendix 

17, P262, line 59)  

This data set made strong correlation with the themes that are starting to appear. However, 

it is notable that participants are more open to experimenting with the AI algorithm as they 

proceed through the questions and learning experience. With supporting comments finding 

the AI algorithm helpful and useful in their learning experience.  

Finally, three more questions were selected for the learning experience. This focused on 

leading change, coaching, and mentoring, and leading difficult conversations, with all topics 

requiring a leader understanding of human emotion, characteristics, and individuality.  
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Key findings 

Participants showed varied self-reflections on their development in delegation and 

developing others after using AI, with no clear trend in either direction. Qualitative data 

revealed that many found the AI’s structured and action-focused guidance helpful for 

improving delegation strategies. Several participants appreciated how the AI highlighted 

overlooked elements like monitoring progress and providing feedback, which prompted 

intentions for future implementation. There was a noticeable shift in participants becoming 

more open to experimenting with AI as the learning journey progressed. Overall, the AI tool 

was seen as a valuable developmental aid, particularly for participants who identified 

delegation as a weaker skill area. 

Figure 7.5. Participant Self-Reflected Development before and after the Utilisation of Artificial 

Intelligence, with focus on Leading Change, Coaching and Mentoring, and Leading Difficult 

Conversations.  
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Note: Research participant’s self-reflected Likert development scores. A comparison between 
baseline leadership knowledge, in relation to participant self-reflected Likert scores on reflection of 
utilising Artificial Intelligence software for development and learning. With focus on leading change, 
coaching, and mentoring, and leading difficult conversations.  

When observing data from the ‘leading change’ question. It is noted that over 50% of 

participants had a decline in their initial scores, with 4 participants suggesting an increase. 

Interestingly there is a clear and defined difference within these responses in comparison to 

previous data sets where there was a range of participants who had scores that did not differ 

either way before and after the questions posed. Homogenously, the same occurs in the 
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analysis of coaching and mentoring with 50% of participants noting a decline in their skills and 

knowledge. In contrast, the final question of leading difficult questions sees a positive 

response to learning within the data sets.  

On reviewing the leading change data, the following qualitative data provided further depth 

to support the quantitative data collated: 

“The ChatGPT response encourages working on the overall culture around change in 

the team and embracing new developments as exciting and dynamic, rather than 

daunting. I really like the way it encourages use of milestones to make the process 

more manageable.” (Appendix 9, P225, line 138) 

“The algorithm brought forward some key steps to concentrate on.” (Appendix 11, 

P234, line 83)  

“Think the ChatGPT was considering at top level organisation change/stages of 

change – whereas my answer is reflecting more middle management – but principles 

are not dissimilar.” (Appendix 12, P244, line 106)  

“I like the AI response to this question, I feel like it would really help me in leading 

change, as it provides a more structured approach. Again, I would use for a reference.” 

(Appendix 15, P254, line 97)  

“I think the AI information offers some good frameworks. It’s less good at the ‘how’, 

especially of relationships so I think I would still feel quite daunted by that.” (Appendix 

19, P272, line 96)  

“Yes, I think I would change an approach to leading change. There is detail in the 

information from AI which is useful.” (Appendix 20, P277, line 110)  

In summary, there was a 50% decline in the knowledge level the participants self-identified. 

The qualitative data from participant reflections show a greater appreciation of the AI 

algorithms support capabilities in enabling the participant to implement strategies to support 

the leadership task of leading through change. With comments such as, ‘useful’, ‘good 

frameworks’, provides ‘key steps’ and makes the task ‘more manageable’. The findings also 
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demonstrate that participant reflection and learning has taken place as participants look to 

implement their newfound knowledge. 

Subsequently, the review of the coaching and mentoring findings provided qualitative depth 

into the proposed 50% decrease of knowledge across the participant group. 

“This response is more action focussed and thinking about the practical steps, rather 

than necessarily the people skills and emotional intelligence side of coaching or 

mentoring.” (Appendix 9, P226, line 153) 

“The algorithm provided some good focus points for mentoring that would be useful 

to follow to ensure no aspect was missed.” (Appendix 11, P234, line 97)  

“I think the AI response helps to de-personalise from the task, the task is much more 

than just the mentors' personal attributes, which I find I would rely heavily on. So yes, 

I would adopt some of these points in my approach to coaching and mentoring others.” 

(Appendix 15, P255, line 111)  

There were three key observations that came out of this data set. Firstly, there was 

acknowledgment of the lack of human qualities enclosed within the AI response to coach and 

mentor a human. Contrastingly, another participant found the AI supportive in actioning the 

coaching and mentoring approach and took development points from this. Finally, a similar 

recognition that the depersonalisation from the task helps the leader to support their 

subordinates more, which is like leading with no leadership bias that was raised in the findings 

of ‘conflict management’. 

Lastly, ‘leading difficult conversations’ was explored. This connected with the previous key 

themes that have been highlighted in the findings, such as, the detail in which the AI algorithm 

can provide for development and aspects that induced participant reflective learning 

practices as they look to implement the strategies highlighted. Whilst considering other 

dimensions to their approaches that could enhance them as leaders. 

“I feel as though the ChatGPT response mirrors my own approach but again provides 

a much more detailed step-by-step breakdown of how to prepare for and implement 

the conversation.” (Appendix 9, P226, line 174) 
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“The AI provided some good strategies to keep you on track when needing to lead 

difficult conversations. They were along the same lines as my initial thoughts but would 

be useful to ensure all aspects were covered and positive outcomes achieved.” 

(Appendix 11, P235, line 109) 

“I feel this is one of my strongest skills as a team leader, and while the AI response is 

helpful with some good points to consider, I feel I already do this in dealing with 

difficult conversations, so don’t think it would change my approach.” (Appendix 15, 

P255, line 127) 

“Preparation and setting the tone were nice touches for inclusion, as well as seeking 

support. Apart from that, I think our approaches were aligned.” (Appendix 16, P260, 

line 128) 

In summary, there were key themes that stood out in the results and findings section. 

Emphasis on the ability to address human emotion and needs in learning responses were 

raised. However, this was counteracted with a large proportion of participants finding the AI 

algorithm helpful, informative, and supportive in their leadership development and learning. 

With some participants suggesting that the AI algorithm produced a more defined structured 

approach to facilitating leadership of the skills and tasks posed. Interestingly, there were also 

findings that highlighted the AI algorithms capacity to counteract leadership bias and the 

benefits of de-personalising the leader’s position in tasks that require a targeted leadership 

approach for change. Although it could be argued that this also aides the removal of human 

traits and characteristics of the leadership approach. Subsequently, there are further results 

and findings that might provide depth into the themes that have arisen from this section. 

Key findings 

Over half of the participants reported a decline in their self-perceived leadership abilities in 

both leading change and coaching and mentoring after using AI, suggesting challenges in 

applying AI-generated content to human-centric leadership skills. Despite this, qualitative 

data indicated that participants appreciated AI’s structured guidance, practical frameworks, 

and prompts for reflection, especially regarding leading change. In coaching and mentoring, 

some participants valued AI’s depersonalised and task-focused approach, while others felt it 
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lacked the necessary human and emotional intelligence aspects. In contrast, participants 

responded positively to AI’s input on leading difficult conversations, noting its detailed steps 

and alignment with their existing strategies. Overall, while concerns remain about AI's 

limitations in addressing human emotion and nuance, many participants found it a useful tool 

for enhancing structured thinking, reflection, and reducing leadership bias. 

7.6 Results and findings on leader’s experience when participating in AI training 

7.6.1 This final section provides results and findings into participants experiences on using AI 

for their leadership training and development. This provides primary reflections from 

participants in relation to useability, and qualitative reflections on their outcomes in relation 

to their skills baseline of leadership knowledge. Further reflections on strengths and 

weaknesses of this approach, and participant insight into the utilisation of AI as a method for 

training and development. With subsequent reflections on utilising AI in their professional 

practice moving forwards from their experience in this research and finally some of their own 

personal recommendations on their experiences with AI.  

7.6.2 AI usability for leadership training and development. 

Table 7.10. Useability Scores of Participants when using ChatGPT for Leadership Training 

and Development. 

On a scale of 1 to 10 how would you rate the usability of the AI tool you used (with 1 being 

difficult and 10 being clear and straightforward).  

Participant 1 9 

Participant 2 8 

Participant 3 10 

Participant 4 9 

Participant 5 10 

Participant 6 6 

Participant 7 7 

Participant 8 9 

Participant 9 9 

Participant 10 9 

Participant 11 8 

Participant 12 8 
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Note: Research participant’s self-reflected useability scores when participating in ChatGPT for 
leadership training and development.  

On collating responses, it can be observed that most research participants found the 

useability of AI within ChatGPT to be relatively clear and straightforward to use. Further 

qualitative participant feedback found testimonies to support this:  

“Easy and simple. Very informative and helpful.” (Appendix 23, P281, line 43) 

“Really good to clarify my own thoughts and to order and prioritise information.” 

(Appendix 23, P281, line 44) 

“Quite strong - we use it to write initial copy in my current marketing and bid teams.” 

(Appendix 23, P281, line 45) 

“I found it very interesting. The speed of the response was unexpected.” (Appendix 

23, P281, line 40) 

However, even with the positive responses. Some individuals did raise concerns around 

validity (Appendix 23, P281, line 4). 

7.6.3 Data and findings of participant baseline leadership knowledge and skills in relation 

to outcomes following the utilisation of AI (Chat GPT) for training and development.  

The following data sets have been grouped where participant’s outcomes have demonstrated 

enhanced learning through the utilisation of AI. Proceeding this will be findings where the 

engagement with AI had a similar outcome to the baseline that participants started with, and 

subsequently data will be presented where the utilisation of AI for training and development 

exhibited a decline in leadership knowledge.  

Key findings 

Participants generally rated the usability of ChatGPT for leadership training highly, with most 

scores between 8 and 10, indicating the AI tool was clear and straightforward to use. 

Qualitative feedback supported this positive usability experience, highlighting the tool’s 

speed, helpfulness, and ability to clarify and prioritise information. However, some 

participants expressed concerns about the validity of AI-generated content. This section also 
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sets up a framework to analyse participant outcomes post-AI use by grouping data into 

categories of enhanced learning, unchanged knowledge, and decline in leadership skills. This 

structure aims to provide a nuanced understanding of AI’s impact on leadership development 

relative to participants’ baseline skills. 

Enhanced Learning Experience  

Figure 7.6. The Enhanced Learning Experience and Outcomes of Leaders when Utilising 

Artificial Intelligence for Leadership Development and Training. 
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Note: Data that demonstrates the enhanced learning experience, and outcomes from 
leaders when utilising the Artificial Intelligence software for leadership development and 
training.  

The results of 3 participants saw individual leadership skills increase across the range of 

questions posed to test the development of leadership knowledge and skill development. 

Participant 11 saw significant increases across 6 of the presented questions, whereas 

participants 2 and 6 saw slight increases in their leadership development across the research 

activity.  

Similar Learning Outcomes  

Contrastingly, there was 3 data sets that observed mixed increases and decreases across the 

development of the leadership skills and knowledge attained. An whilst these were slight 

deviations, it is noteworthy as participants saw a decline in skills within different questions. 

On further, dissemination of the results it can also be confirmed that there is not a correlation 

between outcomes and decline of skills and knowledge across participants. Therefore, the 

results are individual in their presentation. Possibly, presenting a limitation to the research 

with participants scoring their leadership skills higher than initially true, or perhaps the 

activity has highlighted the gaps in their leadership skills and their baseline knowledge, and 

skills was significantly lower in truth. However, it could also be argued that the data produced, 

does in fact highlight a decrease in participants learning and development in relation to 

specific leadership skills.  
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Key findings 

Three participants experienced improvement in their leadership skills after engaging with AI 

for their development, with one participant (11) showing significant gains across six 

leadership areas. Two others (participants 2 and 6) showed modest improvements in their 

leadership knowledge and abilities. Conversely, three participants displayed mixed results, 

with both increases and decreases in various leadership skills. The findings revealed no 

consistent pattern linking participant outcomes to skill declines, indicating that results were 

unique to each individual. This variation could suggest that some participants initially 

overestimated their skills or that the activity exposed real gaps in their leadership knowledge. 

 

Figure 7.7. The Similar Learning Experience and Outcomes of Leaders when Utilising Artificial 

Intelligence for Leadership Development and Training.  
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Note: Data that demonstrates similar learning experience, and outcomes from leaders when 

utilising the Artificial Intelligence software for leadership development and training.  

 

 

 



 

 

134 

 

Knowledge Decline in Leadership Learning 

Figure 7.8. The Decline of Learning Experience and Outcomes of Leaders when Utilising 

Artificial Intelligence for Leadership Development and Training. 
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Note: Data that demonstrates a decline in learning experience, and outcomes from leaders when 

utilising the Artificial Intelligence software for leadership development and training.  
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Finally, 6 participants saw a decline in their knowledge and skill development. In comparison 

to the results that produced similar outcomes. There seems to be no determinable factor or 

correlation in the results to suggest a pattern in the decline across the development of 

participants. Therefore, it is questioned whether participants scored themselves higher 

initially, which has subsequently produced baseline responses that are higher than outcomes. 

On observing the results and findings holistically in their entirety, there is no qualitative 

narrative to suggest participants feel they have declined in their learning. There is, however, 

reflections that pose the AI algorithm has produced similar outcomes in line with what the 

participant knows and does already. This is noteworthily, as this point can be explored further 

in the discussion and analysis chapter. 

Key findings 

Six participants experienced a decrease in their self-assessed knowledge and skills following 

the AI training. Compared to those with stable or improved outcomes, no clear pattern or 

factor explains this decline. It is possible that participants initially overestimated their skills, 

resulting in baseline scores that were higher than their post-training assessments. When 

considering the overall results, there is no qualitative evidence indicating that participants 

believe their learning has worsened. Instead, some reflections suggest that the AI responses 

aligned closely with their existing knowledge and practices. This observation warrants further 

exploration in the discussion and analysis chapter. 

7.6.7 Findings and results on participant positive and negative reflections. 

In addition to a holistic overview of findings in relation to all participants across the AI learning 

experience. There were further qualitative reflections in relation to positive and negative 

feedback which have been included to support the analysis of this thesis in the next chapter 

(Appendix 21, P280, line 3). 
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Table 7.11. Participants Positive Reflections on using Artificial Intelligence for Leadership 

Development and Training. 

Provides detail for planning, 

actions, and procedures (1) 

Use for problem solving 

(1) 

It has quicker response times (1) 

Help understand complex 

processes (1) 

To generate ideas and 

content (1) 

Could be used as a springboard/ 

supportive tool (1) 

Detailed breakdowns (1) As a replacement search 

engine (1) 

Interesting (1) 

Provides structured guidelines (1) Provides reassurance (1)  

Use for systematic task or 

project (2) 

AI has been around for a 

while (1) 

 

Note: Primary positive reflections of participants experience when using Artificial 

Intelligence for development and training. Some participants expressed multiple points.  

When reviewing the positive reflections of the participants experience, there were some 

comments that aligned with the key themes that have been highlighted throughout the 

results and finding’s chapter. The utilisation of AI as a supportive learning tool was 

documented. In addition to the algorithm providing detail, support, and structure to the 

leadership action. 

Contrastingly, there were reflections of a negative persuasion. With participants questioning 

responses, ethics and accuracy of the information provided for learning purposes. However, 

this is not raised in the results and findings of the task itself. 
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Table 7.12. Participants Negative Reflections and Concerns on using Artificial Intelligence for 

Leadership Development and Training. 

Did not trust the responses (2) Lacks human elements such as body language (1) 

No added value (1) 

 

Questions judgement of validity and reliability (1) 

Wants to know the source of the information 
(1) 

Not confident and comfortable with info provided 
(1) 

Just a search engine (2) 

 

Likes to know where sources come from (1) 

Better to discuss with a real person (human) 
(1) 

Difficult to change habits (1) 

 

Recognised personal perception of AI impacts 
their responses within this research (1) 

Impact on environment- extra electricity and water 
(1) 

Ethics of AI (1) 

 

 

Note: Primary negative reflections and concerns of participants experience when using 

Artificial Intelligence for development and training. Some participants expressed multiple 

points.  

Key findings 

Participants generally viewed AI as a helpful and supportive tool for leadership development, 

appreciating its ability to provide detailed guidance, faster responses, and assist with 

problem-solving. Positive reflections highlighted AI’s usefulness in structuring tasks, 

generating ideas, and clarifying complex processes. However, some participants expressed 

concerns about the accuracy, trustworthiness, and ethical implications of AI-generated 

content. Others felt AI lacked essential human elements such as body language and preferred 

human interaction for leadership development. Despite these reservations, most feedback 

recognized AI’s potential as a valuable resource for learning and development. 

7.6.8. Results and findings on utilising artificial intelligence as a method for leadership 

development and training. 

Consequently, participants were asked about their reflections on utilising the AI algorithm for 

leadership learning and development purposes. 
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Table 7.13. Participant Reflections on using Artificial Intelligence as a Learning Tool and 

Method in the Future for Learning. 

Blended usage -AI and traditional methods (6) 
 

Traditional methods (2) 
 

AI usage as supportive tool (2) 
 

Undecided (2) 
 

Note: Primary participant reflections on using AI as a learning tool, and method for future 

learning and development. 

This saw 50% of participants identifying that they support the notion that AI could be utilised 

to train and develop leaders. With a further 2 participants seeing AI as a supportive tool in 

the application of leadership, and subsequently 2 individuals who were undecided based on 

their experience and 2 who preferred traditional methods of learning (Appendix 22, P281, line 

4). 

This is supported by participant comments when asked how they have found the experience 

of utilising AI for leadership development and learning purposes. Although it was recognised 

that there was ‘a lot of information to absorb’, it was proposed to be very helpful and 

supportive (Appendix 23, P282, line 29). 

Table 7.14. Participants General Reflections on using Artificial Intelligence for Leadership 

Development and Training. 

Advanced search engine (1) 
 

Concerns about validating the 
information (1) 

Informative (1) 
 

Easy to use (2) 
 

Very interesting (2) 
 

Helpful (2) 
 

lacked insight into how to 
action (1) 

Surprised at the speed of 
responses (1) 

Prioritise information (1) 
 

A lot of information to absorb 
(2) 

Good tool (1) 
 

Organise thoughts (1) 
 

Straightforward (2) 
 

Easy and simple to use (1) 
 

Good for first drafts (1) 
 

Note: Primary participant general reflections on using Artificial Intelligence for leadership 

development and training. 

Key findings 

Half of the participants supported integrating AI with traditional leadership training, while 

others preferred conventional methods or remained uncertain. A few perceived AI mainly as 
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a supplementary tool rather than a primary learning resource. Participants commonly 

described AI as user-friendly, informative, and fast, valuing its ability to help structure and 

prioritize information. Nevertheless, some expressed concerns about the accuracy of AI-

generated content and the volume of information presented. In summary, AI was regarded 

as a valuable but complementary aid for leadership development. 

7.7 Summary 

In summary this chapter has displayed a range of data, and results. As stated in the 

introduction of this chapter, there has been no analysis or discussion of the data enclosed 

within this section, and subsequently this will follow in chapter 8. However, the sub-sections 

of this chapter 7 have explored the findings that provided insights into the research inquiry 

through the questioning of participants. This reviewed qualitative and quantitative data from 

primary based responses of the research participants. Subsequently, findings were observed 

that enclosed results in relation to participant leadership characteristics, traits, and values, 

through an analysis of their leadership skills. Consequently, the AI platform was tested in 

relation to its useability, and its potential to enhance learning and development. Thereafter, 

evaluation of core leadership traits and skills were presented from a personal, primary, and 

secondary stance to provide the basis of a cross analysis. Finally, reflections were captured to 

support the wider examination and discussion in chapter 8 with regards to the leader’s 

experience in participating within this study. The proceeding chapter will now focus on the 

discussion and analysis of the literature enclosed, through a detailed analysis of the literature 

review in comparison to the outcomes from testing the researcher’s study.   
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8. Discussion and Analysis 

8.1 Introduction 

Within this chapter there will be a discussion and detailed analysis of the literature collated 

in respect to the findings. This will incorporate an examination of the various theories within 

literature, and their approaches to learning will be cross-examined against the outcomes of 

the research study. Subsequently a wider discussion around the gaps in literature, but also 

the commonalities will be surveyed. With further scrutiny on how forward-facing concepts 

and ideas of leadership are formed, to establish if leaders are born or made. In addition to 

whether technological approaches to learning can support the development and training of 

future leaders. 

As a result, the initial research aim will be examined in-depth through the research objectives 

outlined below: 

Research Aim: 

‘Are leaders born or made? Can technological approaches assist the development and 

training of future leaders.’ 

 

Research Objective: 

• Examine if there is evidence to suggest leaders are born with desired leadership 

characteristics, values, traits, and skills.  

• Analyse learning styles that can enhance leadership training and development on a 

technological platform. 

• Analyse what leaders identify as core leadership traits and skills. 

• Identify a technological learning approach to train and develop leaders' knowledge, skills 

transfer, and leadership skills.  

• Analyse leader engagement and experience when participating in a technological 

platform for training and development. 

This will form the basis of the analysis chapter, with subsequent themes discussed and 

examined according to the literature presented within the literature review, and the findings 

within chapter 7.  
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8.2 Summary of findings  

The results and findings within chapter 7, displayed the key outcomes from the research 

study. This incorporated quantitative and qualitative data that reflected the research 

participants pre-established leadership knowledge and skills, whilst exploring their enhanced 

learning beyond the AI activity. In addition, to their reflections on their characteristics, values, 

traits, and skills. Whilst exploring leadership styles and user experience when utilising AI as a 

method for learning. Therefore, this presented key findings that will subsequently be analysed 

to respond to the research objectives posed. In addition to further sub-themes that were 

found, such as, the AI chatbots inability to mimic human qualities, and a lack of human 

emotion within its responses. In contrast to some participants supporting the AI algorithm’s 

ability to depersonalise its responses, thus supporting the leader in facilitating their role 

through the removal of unconscious bias. With the majority finding the AI algorithm 

informative, helpful, and supportive in providing detailed and structured responses, thus 

assisting the leader in facilitating their role. Therefore, the findings of the sub-themes will also 

be discussed throughout the key outcomes that respond in answering the overarching 

research question. This will be enclosed throughout the evaluation to add further context and 

depth to this discussion and analysis, and latterly the conclusion of this research study. 

8.3 Question 1. Are leaders born with desired leadership characteristics, values, traits, and 

skills? 

8.3.1 Religion vs Science and Social Influence. 

The main results within this objective found that there is a correlation between individuals 

having a religious faith or a scientific belief. Which connects to the second main theme of how 

social experiences and family exposure contributes to the composition of an individual’s 

character, values, and traits. Which subsequently forms them as individuals and the 

development and learning that occurs consequently, thus impacting leadership knowledge 

and skills development and influencing whether leaders are born or made. 

When analysing the wider context of the literature presented, it is clear there has been an 

ongoing debate of the influence religion, science and societal exposure brings to the 

formation of an individual and how they learn. The findings of this research sit firmly within 
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the ongoing debate of whether leaders are born or made. This can be traced back to Carlyle 

(Carlyle, 1965; Goldberg et al., 1993), and the proposition of the Great Man theory in relation 

to leadership. Throughout the last few centuries there is evidence within the wider literature 

to suggest humans have engaged in the social concept of worshipping a God (Durkheim, 1898, 

Weber, 1975) thus influencing the formation of their values, traits, and character. With Freud 

(1915, 1923) proposing that individuals are biologically constructed to seek authoritative 

figures, which strengthened the notion of The Great Man Theory at the time.  

But interestingly, you can observe the shift in leadership and Learning Theory concepts 

around this time. This is noteworthy, as the societal shifts of the last few hundred years will 

demonstrate the change humanity has proceeded through, in addition to providing a map of 

the changing trajectory of what is to come, in the future of leadership and learning. Therefore, 

it could be proposed that the results of this study are the current outcome to the generational 

shift that occurred because of Spencer’s (1884) initial challenge of The Great Man Theory, 

thus claiming it was unscientific, and humans were formed within the societies in which they 

were socialised. Subsequently, influencing the formation of their character, traits, and values, 

and how they went on to lead others. Spencer (1884) latterly confirmed that the varied 

doctrines of religion and science were different yet shared common foundations in their 

principles to support people. This is noteworthy in relation to where this study sits within the 

wider research setting, as this research provides results of the current context in relation to 

participant faith and belief. As the preliminary foundation of science, religion, and societal 

influence saw the basis of multiple learning and leadership concepts being devised, which 

influenced future facing leadership and learning pedagogy from the 1950’s (Mann, 1959; 

Stogdill, 1948).   

This research provides a current reflection of participant stance in relation to religious faith 

and scientific belief. As seen in Table 7.1, 75% of participants express that they had no faith 

or an atheist non-faith stance. This is important as it demonstrates the shift in religious 

influence and prominence in the development and creation of new concepts and literature. 

When cross analysing this with participants’ scientific belief, this established that 90% of 

participant’s believed that the Big Bang Theory and science created how humans were 

formed, thus challenging the faith structures of religion and God creating all. This was 

explored further and found that two participants had stepped away from the strict structures 
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of the Church worshipping process as they had grown into adults, thus diluting their stance 

(Appendix 1, P205, line 12; Appendix 1, P205, line 29). Which reinforces the modern outcomes 

within literature and concepts as there is limited mention of the influence that religion plays 

in its formation (Ellis & Weeks, 2008; Kolb, 1983; Skinner, 1974). Yet, there is more established 

research built upon science and social influence (Canhoto & Murphy, 2016; Jain & Dutta, 

2019; McCarthy, 2012). With religion now acting as a branch within society, instead of 

functioning as the main overarching influence.  

Consequently, there are some differences between the literature presented and the findings 

of this study. The literature provides an objective analysis of concepts, theories, and the 

application of certain approaches. However, the findings provide primary reflections of 

participant’s views on their own influential factors that create them as individuals and 

leaders. As a result, 83.3% of participants claimed that their parents significantly influenced 

the formation of their personality, traits, character, and the skills they acquired as an 

individual (Appendix 2, P207, line 8; Appendix 2, P207, line 21). With participant reflections 

on the variations of their upbringings and the positive and negative impact of parenting 

(Appendix 2, P207, line 6), in relation to differing societal positioning of wealth, security and 

safety (Appendix 2, P208, line 36). 

The impact of this was explored further in the analysis of participant’s self-reflected core 

values as seen in Table 7.3. Yet, on observation of these findings there was no overarching 

negative values identified within this data set. Still, there was a wider correlation in 

participant core values with ‘integrity ‘and ‘honesty’ being highlighted. Like Bjorklund (2022) 

and Richardson (2019) who study cognitive development, and the influence that societal 

exposure has on this. Thus, proposing that both positive and negative experiences can impact 

the formation of an individual’s cognitive development in relation to being born with, or 

without predetermined leadership traits and characteristics, and their subsequent exposure 

and development through different societal experiences. Therefore, commonalities between 

the literature and the research findings can be observed, yet from a primary perspective to 

add further context. It was important to establish whether the foundational concepts align, 

before building upon this researcher’s subsequent analysis. As supported by Yardley et al. 

(2012) who implies this is vital in modern society as new techniques are explored within 
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developing and changing societies. Consequently, the next key theme will be disseminated, 

to establish findings that contribute to answering the proposed research question.  

8.4 Question 2: Are there learning styles that can enhance leadership training and 

development on a technological platform. 

8.4.1 Learning styles and the merge of Artificial Intelligence. 

The main results in this theme are the outcomes in respect to user experience and 

participant’s self-reflected preferred way of learning. This demonstrated a detachment 

between general technological user experience in relation to the use of AI software. With 

further insight into the participant’s preferred way of kinaesthetic learning, reading, and 

writing.  

Within the wider literature context, the findings sit firmly within the amassed research 

community’s general analysis. However, the results have produced interesting outcomes in 

relation to strengths in the utilisation of general technology in comparison to AI platforms, as 

seen in Table 7.4. Yet, user experience was noted by Volery and Lord (2000) in connection to 

the correlations between user’s technical competencies with respect to the success and 

outcomes that are achieved. This is expanded upon by the plethora of literature presented in 

relation to learning styles and how an individual can learn and develop. This research sits and 

observes the current primary reflections of participants preferred ways of learning in a vast 

range of learning literature. This study established that 50% of participant’s preferred learning 

through a kinaesthetic approach, with 33.3% preferring to expand their knowledge through 

reading and writing experiences.  

It could be claimed that this research builds upon the life cycle of leadership review conducted 

by Hersey and Blanchard (1969). As the contributing factors of AI user experience and 

preferred ways of learning, subsequently influence the formation of future leaders. 

Therefore, strengthening Fielder’s Contingency Model (1964), and reinforcing the wider 

context in which this is applied as leaders adapt to situations and changes within their societal 

environment, but also adjust to the changes and impact the integration of AI brings within 

leadership. Although the uniformed responses of user experience do not align with the variety 

of their proposals within their model. Whereas Pritchard and Woollard’s (2013) interpretation 
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of learners being active participants in their learning through the lens of Social Constructivism 

and Social Learning Theory presents an opportunity to reflect on the data produced in Table 

7.4. Subsequently, the results could be influenced by the participants all being exposed to the 

same life events of AI being introduced into society and globally for different purposes. Which 

aligns with Vygotsky’s (Apkan et al., 2020) analysis of how humans form their understanding 

of reality through social interactions and complemented by King and Kitchener’s (2015) 

connections between physical growth and cognitive development. Therefore, this research 

contributes to the wider research discussion through the primary reflections of how 

participants prefer to learn.   

The findings of this research demonstrated a gap between the interaction of humans with AI, 

in relation to user experience with generalised forms of technology. It is not possible to 

contest literature on a wider scale as there is a proposed gap within the literature, with limited 

research conducted thus far. Except for Gkinko and Elbanna (2023) who explore the four 

divisions in user experience through their research of AI being utilised by humans. However, 

it could be argued that the results in Table 7.4 do show corresponding percentages of user 

proficiency in both general technology use and AI user experience. Thereby, suggesting that 

the subsequent patterns of user experience will advance as AI is further integrated within 

society, learning and leadership. 

Contrastingly, the second theme of self-prescribed learning preferences was almost saturated 

in the plethora of literature that ranges within this research area. Yet, there was a clear 

persuasion within the findings towards kinaesthetic learning approaches, with 50% of 

participants expressing that this is their preferred way of learning. This is notable, as literature 

explores the future of leadership and summarises that experiential learning is most adaptable 

when merging with AI platforms for learning. This is supported by Farrell and Hurt (2014) who 

express that experiential learning approaches are dominantly observed in the younger 

generations in relation to learning preference. Thus, enhancing the work of Iordanoglou 

(2018) by adding to his analysis that observed that online learning and training provides a 

platform to develop future leaders in the skills they require in a global environment and 

changing landscape. Therefore, this research adds to the wider research conducted within 

this area and enhances the current field, through expanding upon the literature presented 
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and providing objective reflections from primary sources to delve into the intricacies of this 

future facing concept.  

8.5 Question 3: Analysing what leaders identify as core leadership traits and skills. 

8.5.1 The identification of leadership traits and skills from varying perspectives. 

The core findings within this theme examine the outcomes into self-prescribed personal and 

leadership traits. This is subsequently scrutinised further through secondary sources that 

know the participants as leaders and consequently provided their own analysis of their 

leader’s traits, and skills. Thus, gleaning insight into their values and character that form the 

participants as individuals and as leaders. 

Within the wider research this sits inside the range of literature (Conger & Kanungo, 1992; 

Fielder, 1964; Hoffman et al., 2011; Lee, 2018) that explores the composition of traits, values 

and character development and the impact this has on the formation of a leader. This 

significantly differs in its origin as seen in Freud’s (1915, 1923) analysis, thus implying that 

individuals biologically seek authoritative figures to lead. In comparison to Spencer (1884) 

who challenges this notion and proposes a scientific and societal influence on the formation 

of leaders. Which leads to the results within this research that cross-examines participants’ 

self-prescribed traits and values in relation to their leadership ones, which is then probed 

through perspectives of secondary sources of the participants employees who they lead. 

Consequently, highlighting a correlation between human skills and traits across participants. 

Thus, building upon Allport’s trait Theory (1937), and Carlyle’s (Cherry, 2021) research into 

leadership traits and how this produces certain behaviour patterns amongst leaders. It could 

be argued that there is evidence of this within the findings of this research. 

The results suggested a link amongst participants self-reflected traits, with a range of traits 

recorded (Table 7.6), but adjectives such as, ‘honest’ and ‘kind’ producing a correlation across 

a third of participants. This transversely explored participants primary reflections on their 

leadership traits and characteristics (Table 7.7) which highlighted a 50% interconnection 

across half of the participant group identifying ‘communication’ as a trait they possessed. 

With ‘authentic’ and ‘attention for detail’ being highlighted by 25% of the participant group. 

However, what is interesting within this data set, is the detachment from the participant’s 
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initial personal reflections, with only 1 individual highlighting ‘kind’, and two still proposing 

they were ‘honest’. Consequently, emphasising a shift in how participants view themselves 

differently as a person in comparison to being a leader. As a result, the secondary reflections 

of the participant’s employees in respect to their views of the participant’s leadership skills 

differed again. With ‘approachable’ being selected in 25% of reflections (Table 7.8). More 

interestingly, only 1 secondary reflection highlighted ‘kind’ and ‘authentic’ as trait’s their 

leader possessed across the participant group. With the other adjectives not being mentioned 

at all, although it could be argued this is open for interpretation in similar words such as 

‘caring’ and ‘able to execute vision’ as variations of the above.  

Therefore, the findings closely align, support, and contribute to elements of Allport’s (1937) 

analysis of personality traits, but not in its entirety. It could be argued that core traits are 

visible amongst the participant’s results from a personal and leadership capacity. With core 

traits such as, ‘honesty’ and ‘authentic’ being observed across both in different capacities. 

Yet, what strikes the researcher is Allport’s (1937) analysis that secondary traits are usually 

portrayed in different social situations. Which could provide clarity and connection with the 

different trait perceptions the participants have of themselves personally, as a leader and 

what others believe their traits are as their leaders. Consequently, this research adds to 

Allport’s notion yet does not completely align. However, this study does not sit with the 

following literature of Cattell (Eysenck, 2011), and Eysenck (1947, 1967) either, who proposed 

a further two variations of Trait Theory.  

Finally, the participants were asked to identify what traits they expected their leaders to have. 

As a result, 66.6% of participants highlighted ‘communication’ as their top sought-after skill 

and trait. Subsequently, the instilled ability to communicate effectively and clearly was 

important across the participant group (Table 7.9). Which demonstrates a strong correlation 

between what traits the participants see themselves possessing as leaders, in respect to them 

seeking it as a desired leadership trait. Which leads us to current literature of Kouzes and 

Posner (2011) who identified 10 key leadership traits in which ‘honesty’ featured within. In 

addition to the Myers-Brigg’s Model (Bayne 1997) and its suggestive ability to navigate 

personality types. With a psychological undertone of assessing personality types in 

connection with what traits they project. Which is likely a reflection and supported by 

Stogdill’s (1948) observations that leadership exists between people in similar situations. 
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Therefore, it could be proposed that the findings within this research study also support 

Fielder’s (1964) Contingency Model in relation to leadership styles and the changeability of a 

leader is required depending on their social situations. Subsequently, the results of this study 

support this notion through its varying leadership trait reflections. Whilst demonstrating that 

Skinner’s (1953) proposal on the science of human behaviour in correlation with societal 

environments and situations, does impact on the composition of a leader and how they 

ultimately lead. Thus, suggesting a human’s behaviour can be enhanced through structured 

development training and learning experiences.  

In summary, this does suggest that irrespective of whether an individual is born or made, that 

they can be influenced through social experience in both a positive and negative manner that 

can impact the formation of a leader and an individual. However, it can be noted that there 

are corelations amongst participant’s responses within the different data sets. Thus, 

suggesting that society and social influence does impact the formation of an individual, and 

how they lead on a holistic level. Yet, when considering the vast variation amongst the 

participant group in relation to their backgrounds, belief systems, and social exposure. It is 

not possible to disprove that leaders are not born with certain traits either. Therefore, in 

response to the first part of this research question, the outcome of this research sits firmly in 

its analysis that the likelihood is that leaders can be born with certain traits and 

characteristics, but also that an individual can be developed and trained to attain and project 

certain leadership behaviours. As a result of social environment and exposure that drives the 

development of leaders in current society. 

8.6 Question 4: Identifying a technological learning approach to train and develop leaders’ 

knowledge and leadership skills through the utilisation of Artificial Intelligence. 

8.6.1 Baseline leadership knowledge and skill, in comparison to enhanced learning with AI.  

The following outcomes within this theme explore the responses from nine questions posed 

within an element of the research activity. In addition to discussing and analysing the 

quantitative and qualitative data in relation to participants default knowledge and skills level 

before the activity and their subsequent Likert range beyond each question. The main impact 

of examining the utilisation of AI for the purpose of training and developing leaders produced 

mixed results that will be explored in the following paragraphs. However, there were also 
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unexpected sub-themes that emerged for collating and testing this data set. Further insight 

into AI capability, participant experience in relation to lack of human interface, in comparison 

to helpful detail and structure were observed within the qualitative data.  

In contrast to the wider research field the results of this study are positioned firmly within the 

sector. As they contribute to literature that is up and coming in respect to its exploration of 

how humans can best utilise AI across humanity and a range of sectors. Therefore, there are 

still gaps within this literature, with newly established ideas, concepts and analysis being 

published daily. Subsequently, this does build upon foundational literature that explores 

experiential learning styles and the active participation in an individual’s cognitive learning 

development. Correspondingly this research study sits amongst the structural components 

within current literature that aid to the formation of this new approach. For this reason, AI 

has been analysed in connection with Kolb’s (1983) Learner-Centred approach to Experiential 

learning. Thus, building upon this literature and exploring how this can be applied in a human 

and AI context for the purpose of learning and development.  

This research also builds upon literature that examines active learning approaches that 

submerge the learner within their own learning experience (Frese & Altmann, 1989; Salas & 

Cannon-Bowers, 2001). Thus, expanding upon foundational approaches, whilst applying and 

manipulating this to meet the needs of the AI and human learning experience. This study also 

sits firmly within the ideals and literature that proposes Active Learning is a process of 

investigating, discussing, and thinking (Centre for Teaching Innovation, 2022). Whilst 

supporting and building upon literature that highlights the effectiveness of other 

technological approaches that have been used to training practical skills (eLearning Industry, 

2022). Thereby, demonstrating a foundational platform that can be built upon to increase 

human cognitive and intellectual development and learning through the utilisation of AI.   

Due to the gaps in the literature in relation to this forward-facing study. It is difficult to make 

like for like comparisons. Yet the data collated from this study observed varying results in 

success with respect to the quantitative data gathered. The findings demonstrated both 

increases and decreases in participants self-reflected Likert scores from before and after the 

AI activity. On observation, there was no correlation amongst participants to suggest a 

pattern of success or decline in knowledge attainment across the whole activity. Yet, the 
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qualitative data provided a greater source of insight into participants assessment of the 

utilisation of AI for training and development. This established sub-themes that aligned with 

participants learning experience and openness to share their reflections on utilising AI for 

training and development purposes. Key sub-themes were observed across many responses 

such as: the AI algorithms ability to provide detail and structured processes to aid learning, 

positive reactions in its ability to remain impartial which could aid non-bias leadership 

learning experiences. In contrast to concerns relating to a lack of integrated human persona, 

emotion, and humanity within answers, but this was also balanced with comments that 

support the dilution of human bias within responses. 

Literature (Farrell & Hunt, 2014) suggest that the proceeding generations seek opportunities 

for learning through active and experiential learning approaches where they can take control 

of their learning experiences. The results within this study confirm that the mapping of a 

Student-Led experiential approach to learning that is integrated with AI aligns well in 

providing the opportunity for participants to direct their own learning experiences as a 

support measure to being provided with direction in relation to subject matter questions for 

exploration. Which is supported and builds upon Iordanoglou’s (2018) literature that declares 

that online learning for training and development is a necessity when meeting competing 

leadership demands and ongoing changes in the landscape of leadership. Thus, providing 

learners with a tool to strengthen their development and learning to react to a complex cross-

global landscape.  

Evidence of this can be found in the following findings across the AI activity. With comments 

building upon the inconclusive quantitative data. Participants expressed positive learning 

reflections due to the AI algorithm’s ability to provide detail (Appendix 9, P222, line 19) and 

depth within the learning material it provided (Appendix 12, P236, line 24). With reflections 

that it provided a ‘standard problem-solving plan’ (Appendix 11, P232, line 14) that aligned 

with the participants way of thinking and learning. The findings build upon literature (Haleem 

et al., 2022; Watson, 2023) and strengthens their claims that AI will change leadership 

practice due to its ability to be efficient, detailed, and accurate with speed and execution. 

With some participants preferring the AI algorithms responses over their own initial thoughts 

in how to tackle the leadership question (Appendix 16, P258, line 58), thus proposing it 

produced ‘better wording’ and a ‘more thought-out approach that was more eloquent’. 
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Which also highlights the AI algorithms potential within leadership frameworks. 

Consequently, supporting the work of Williamson (2017) and Watson (2023) in their proposal 

that AI has the capacity to support leadership processes through its ability to calculate large 

data sets, analyse, and facilitate aspects of the leadership role to enable the leader to address 

the human elements that are currently required. The results of this study support this, as 

participants express that the use of AI makes the leadership learning process ‘more 

manageable’ (Appendix 9, P225, line 138), whilst offering ‘good frameworks’ for learning 

(Appendix 19, P272, line 96).  

Interestingly, the results from the study that support the aspect of the AI learning and 

development from a non-bias leadership perspective are not widely examined in literature 

yet. Which is intriguing, as historically there are claims that humans have construed historical 

events in a bias manner because of culture and the period in which events were recorded. 

Yet, the results from this study sit within the pool of literature by Walter et al. (2016) and 

Dignum (2019), yet the researchers views offer a different perspective. As the literature 

presented (Godsil & Freeman, 2015) identifies bias in historical events yet looks at the 

limitations of AI to interpret this, without thought in how to correct this. In comparison to the 

findings in this research that propose that the AI algorithm offers a positive opportunity to 

enhance the learning of our future leaders in a non-bias manner. Which doesn’t align with 

the current literature available but looks to provide a resolve in the future. But also draws us 

back to Eysenck (1947, 1967) and Cattell’s (Eysenck, 2011) expansion of their Three 

Dimensions of Personality Model which included a third dimension to account for the 

psychoticism that can be found within a human’s personality of varying degrees. Thus, 

highlighting the negative qualities that can be found within human leaders. Therefore, the 

results within this research provide a counter argument that proposes that the AI algorithm 

has the potential to provide non-bias learning material and support for leaders to action 

certain takes that could strengthen the framework of leadership.   

Conversely, the third sub-theme explores the proposed lack of human emotion, persona, and 

humanity within responses. As some participants expressed concerns that this could influence 

their learning experience and the knowledge that they draw upon. Some participants found 

the AI algorithm responses too ridged, and felt they should incorporate more relational 

aspects that build trust and foster unity (Appendix 17, P261, line 26) all of which could be 
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perceived as the human element within responses that support learning. Yet contrastingly 

there was balance in the participant responses that found that the diluted bias human 

element within the learning materials supported their knowledge growth. Such as supporting 

the leader in learning the ability to ‘de-personalise from the task’ (Appendix 15, P255, line 

111), and strengthens the leader’s ability to develop communication skills that prepare and 

set the tone for a conversation whilst considering inclusion (Appendix 16, P260, line 129). In 

addition to some instances that actual highlighted differing human emotions to their own that 

they could instil into the leadership role, such as empathy. 

Consequently, the variation between results spread across figures 7.2, 7.3, 7.4, and 7.5 

demonstrate where it could be proposed that participant learning took place and enhanced 

leadership knowledge and learning outcomes. However, it could be argued that the 

quantitative nature of these results could propose a similar decline in learning across the 

participants within each subject area explored. Therefore, presenting a limitation to this data 

set, as the qualitative date provides greater depth and a positive persuasion to the utilisation 

of AI for training and developing future leaders, yet this does not match the Likert responses 

in knowledge gained. As a result, it could be argued that participants initially scored 

themselves higher in their initial Likert assessment to ascertain their leadership knowledge, 

thus leading to what is perceived as a decline in learning amongst the quantitative data. Or 

perhaps that participants were not aware of the gaps within their own leadership knowledge 

which led to the differing responses between the quantitative and qualitative data. Yet, it is 

possible to establish some key sub-themes within this overarching theme that were 

unintended, and consequently the final theme will be closely scrutinising to strengthen the 

overarching findings in response to the research question posed.  

8.7 Question 5: Leader’s experience when participating in Artificial Intelligence training and 

development. 

8.7.1 Primary reflections on AI user experience foe leadership training and development.  

Within this theme the subsequent points were explored and concluded. Analysis of 

participants useability ratings were sourced and identified the accessibility of the AI tool for 

leadership and training purposes. This data was collated in a quantitative and qualitative 

manner to provide further depth within responses to support the overarching results that 

respond to the second part of this thesis, ‘can technological approaches assist the 
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development and training of future leaders.’ Consequently, the proceeding data and sub-

elements of this theme examine the outcomes from the AI activity and analyses the results. 

Finally, participants positive and negative reflections will be scrutinised to provide a holistic 

analysis in the response that will conclude this research study.  

The results of this section sit alongside other researchers who are exploring this future facing 

research topic. The findings in this study support the notion in literature that there is a shift 

in technological approaches (Floridi et al., 2021; Makridakis, 2017) and this can be seen 

globally across multiple societies, which is highly likely due to the Covid 19 pandemic which 

led to humans engaging and interacting in different ways using different technologies (Chang, 

2023). Subsequently, changing the landscape of education and business (Chang, 2023). The 

results within this research suggest that participants found the useability of the AI algorithm 

clear and straightforward to engage with (Table 7.10), with 83% of participants scoring 8 out 

of 10 in relation to its useability. Thus, building upon literature by Gill et al., (2024) who 

suggest that AI can enhance a humans analytical and critical ability to operate within the 

leadership role. The qualitative reflections of participants found the AI algorithm ‘informative’ 

and useful in ‘ordering and prioritising information’ (Appendix 23, P281, line 43; Appendix 23, 

P281, line 44). Consequently, building upon research (Izzati & Mahmudi, 2018; Linares et al., 

2019) that analyses problem-based scenarios and strengthens a human’s ability to manage 

their own metacognition through a monitored approach to action their behaviour’s.  

Furthermore, the predominant findings within this theme produced data to suggest that only 

25% of participants increased their knowledge and developed (Figure 7.6), in comparison to 

25% who had similar learning outcomes (Figure 7.7) and 50% who showed a decline in their 

learning (Figure 7.8). Subsequently, not demonstrating overall success in its application like 

Bae Brandtzaeg et al. (2021) who utilised AI as a supportive tool for mental health patients 

for ongoing support. Although it could be argued that their study was conducted over a larger 

period with an increased participant group. Whereas the results strengthen the publications 

of Singh et al. (2022) and Shaikh and Mhetre (2022) that found the AI tool helpful and 

supportive, whilst providing structure to its users.   

Therefore, to position the findings appropriately within the current literature that surrounds 

this topic, participants were asked for their personal reflections on how AI could be utilised 



 

 

155 

 

as a supportive tool within their leadership roles. Participants found the AI algorithm to be 

like a search engine with an added ability to help them as humans to structure their thoughts 

and help with complex problems (Table 7.11). Further to this they found it interesting, and 

easy to use (Table 7.14). Contrary to this there were reflections that were concerned about 

validity, the ethics of utilising AI and dismissed it as just a search engine (Table 7.12). Whilst 

some felt a lack of trust in the responses and one individual finding the lack of human body 

language not helpful in the construction of their leadership approach. These findings sit within 

current literature that explores the pros and cons of AI utilisation, whilst building upon data 

that has been collated thus far (de Freitas & Routledge, 2013; Kerbs, 2005; Lisk et al., 2012) 

Subsequently supporting the work of Demir et al. (2029) and Zhu and Kanjanamekanant 

(2023) who recognise there are positives and negatives to potentially co-working with AI 

algorithms within leadership, however also noting there are multiple opportunities to be 

found within these partnerships. Which is supported by Lopes et al. (2013) who proposes this 

is vital in future facing innovative and sustainable organisations. Whilst presenting leaders 

with a safe space to test and practice their leadership skills, thus providing them with an 

interactive platform they can engage with to evaluate and reflect on their leadership 

approach before utilising their newfound leadership skills. Therefore, the findings of this 

research contribute to the different perspectives that are explored in relation to utilising AI 

for different purposes across leadership and humanity.  

Finally, participants were asked to reflect on their utilisation of AI in the future within their 

leadership roles. Which concluded that 50% of participant’s intended to utilise a blended 

approach to their leadership learning through traditional methods and the support of an AI 

algorithm (Table 7.13). With 16.6% intending to only utilise AI, 16.6% preferring traditional 

methods of learning and expanding their leadership knowledge, and final 16.6% who were 

still undecided (Table 7.13). Subsequently, producing a noteworthy final data set, as it can be 

confirmed that 66.7% of participants intend to utilise some form of AI algorithm within their 

leadership learning in the future, thus enhancing their development and knowledge 

attainment. This is substantial, as irrespective of the findings throughout this research study, 

the majority of participant’s out of those who decided, had chosen to engage with AI in the 

future for learning purposes. Which demonstrates a shift in human mindsets in relation to 
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how AI can be utilised to enhance leadership skills. Thus, recognising that AI will play a part 

in humanity, learning and development as humans advance. 

8.7 Summary 

In summary, this chapter discusses and examines the findings in a structured manner to 

respond to the posed research question and the sub-questions constructed to investigate if 

leaders are born or made and if it is possible to utilise AI for the purpose of enhancing 

leadership development and training.  

This section begins with a review of the initial question and the interwoven sub-questions. 

Succeeding this is a summary of the findings that have been presented and structured in 

chapter 7. The remainder of the chapter follows an organised, and systematic approach to 

disseminating the findings through discussion and analysis that is presented in a coordinated 

method to answer the questions put forth in this study. 

Question one explores the influence and concept of religion verses science in its societal 

influence on a human’s character and traits, and subsequently how they approach leadership. 

This discussion delved deeper into the formation of humans and leaders due to societal 

exposure and social influence. Whilst addressing the initial query of whether leaders are born 

or made, and whether this holds relevance in the current AI climate.  

Question two discusses and reviews the findings of human user experience with general 

technology and AI whilst exploring the findings of the participants preferred ways of learning. 

This identified a 50% preference towards kinaesthetic learning approaches. Within this 

section the integration of AI as a support learning tool was examined against current 

literature, whilst providing connections and expansion to current theory. 

Question three provided an interesting discussion across four sets of data produced. This 

highlighted an interrelation between different bounded groups within the activity in respect 

to their traits and characteristics. Whilst also demonstrating a detachment between what 

traits and characteristics the participants saw within themselves as an individual and a leader, 

and how this differed when participants employees provided their secondary reflections of 

the traits and characteristics their leader possessed. Fourthly, the participants were then 
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asked to reflect upon their leaders with respect to the desired traits and characteristics they 

expected them to have. It could be argued that this demonstrated a Bounded Relativism 

reflection within the contrasting fractions of differing leadership structures. However, this 

also highlighted commonalities in participant thought processes, perhaps through social and 

societal influence within each level of management as responses aligned within each bounded 

group to a certain degree. 

Question four discussed and analysed the self-reflected Likert scores the participants had 

provided with regards to their current default leadership skills and knowledge of certain 

topics, and this was latterly compared to a further Likert scoring of one to ten that reviewed 

the knowledge attained by participants beyond the AI activity. This provided a mixed outcome 

in relation to the results found, with 50% demonstrating a similar or increased level of 

knowledge development. However, the data also suggested a 50% decrease across 

participants in their knowledge development, and this is discussed further within this section. 

On review, it has also been questioned whether this is a limitation to using Likert scaled scores 

in a comparative manner, as it could be proposed that elements of the data produced in this 

category could have potentially produced false results due to the participants initially scoring 

their baseline leadership knowledge before the activity in a higher capacity than it was. Thus, 

producing data in this category that suggests a decline in learning and loss of knowledge. 

Which was not proposed in the overarching qualitative data that was gathered to accompany 

the quantitative data the Likert scale produced. 

Finally question five explored the participants useability reflections when engaging with AI for 

the purpose of developing their leadership skills, whilst assessing its accessibility and ease of 

use. There was a further discussion in respect to the final pros and cons of the participant’s 

reflections to add context to the review of this study, and finally and overarching summary 

that most participants intended to continue or utilise AI within their leadership roles for 

development and training moving forwards, whilst also implementing it in their daily practices 

to assist with their leadership role.   
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9. Conclusion and Recommendations  

9.1 Introduction 

This chapter will conclude the research piece and summarise the key points that have been 

found in respect to answering if leaders are born or made and whether technological 

enhancements can be utilised to train and develop future leaders. Following this will be 

several recommendations for further research and analysis. Therefore, several key benefits 

will be highlighted, and implications of findings will be outlined. Proceeding this will be an 

evaluation of this study’s contributions to theory, practice and knowledge, with final 

recommendations posed. Beyond this will be a proposition for future research directions and 

finally the overarching research conclusion.  

9.2 Summary and Implications of Research Findings  

9.2.2 Summary 

The initial analysis into whether leaders are born or made and whether technological 

approaches can be utilised to train and develop future leaders has demonstrated several key 

findings and benefits: 

• It is still inconclusive to establish if leaders are born or made. However, there is an 

array of literature to suggest multiple perspectives. Yet, there is current literature 

that proposes this is irrelevant as leaders can be developed in both a positive and 

negative manner, irrespective of whether they are born with leadership traits and 

characteristics or not. It could be argued that this proposal and avenue of research 

could provide an interesting step in the evolution of Leadership Theory as AI is 

integrated within the leadership role and changing the requirements and role of 

leadership. 

• This study also concluded a shift in the three key influences (religion, science and 

society) on research design and social influence within the development of 

literature. Thus, confirming from the study’s analysis that participants human 

composition and knowledge formation is driven by an ingrained underlying scope of 

science and societal influence. Thus, concluding that religion appears as a branch of 
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social persuasion, but no longer acts as a central driver to change in research 

development.  

• That participants have an established ability to use technology effectively within the 

leadership role, and a moderate developing understanding of AI and how this could 

be integrated within the leadership role for training, development and supportive 

tasks. Which is supported by participant’s attraction to kinaesthetic learning and 

Learner-Centred approaches.  

• It could be argued that there is Bounded Relativism grouping within the varying 

leadership structures in respect to the desired leadership traits and characteristics 

that are sought after within the parameters of the leadership structure. Thus, 

highlighting the changeability and malleableness of leadership traits and 

characteristics, subsequently stressing the requirement for ongoing leadership 

reflexivity, and supporting the notion that it may no longer be relevant if a leader is 

born or made in a changeable landscape. 

• That the utilisation of AI for the development and training of leaders has currently 

produced mixed results, with 50% of participants demonstrating similar learning 

outcomes or increased knowledge retention. In comparison to 50% of participants 

showing a decline in their learning. However, there is a notable flaw in the initial 

participant Likert scoring which may have contributed to this data set.  

• The concluding qualitative data mostly highlighted participants ease of useability 

when engaging with an AI algorithm for the purpose of learning and developing 

leadership knowledge. With over 80% of participants summarising that they 

intended to integrate AI within their leadership role moving forwards and a 67% 

confirmed participant group reflection that they believed a blended approach to 

learning that incorporated traditional methods, and AI was the way of future 

learning due to participating in this study. With a further 2 participants who were 

undecided, and 2 individuals who preferred traditional methods to learning moving 

forwards.  

Yet, despite these advantages, the study also highlighted several challenges or concerns that 

need to be addressed in future research on this topic: 
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• There are ongoing concerns within literature, that were amplified in a portion of 

participants in relation to ethic concerns in respect to bias of the knowledge the AI 

algorithm draws upon, data privacy and ethical safety of users who may otherwise 

be impressionable or vulnerable. 

• Reliability and validity of the AI data was also questioned as a secondary thought to 

reflecting on the information. Which raises future questions into societal wariness 

and the AI’s ability to counteract this as a machine. 

• Which produced a connected analysis of AI’s need for further development in 

respect to respond in a more human manner. That interestingly poses a further 

research avenue to whether AI would then be further accepted by wary human 

individuals in society if this were enhanced. 

9.2.3 Implications  

The findings of this study suggest that the initial question posed to whether leaders are born 

or made could be proposed as an irrelevant inquiry as the leadership role develops in modern 

society and the future integration of AI becomes more prominent. Coupled with the findings 

within this study that suggest that AI could be utilised to train and develop leaders, in addition 

to facilitating administrational and time-consuming tasks a leader may need to facilitate daily. 

Thus, providing the leader with more time to develop the human elements that are required 

of their leadership role, and supporting the leader in a changing social environment where 

leadership adaptability and reflexivity is in further demand.  

9.3 Contributions to Theory, Practice and Knowledge 

The findings from this study have contributed to the theory, practice and knowledge of 

leadership and AI for the use of development and learning in a variety of ways: 

9.3.1 Contributions to Theory 

The findings of this study contribute to the enhancement of current theory and builds upon 

established literature. This research develops Hersey and Blanchard’s (1969) Life Cycle 

Leadership Review further in exploring the opportunities to draw in AI to enhance operations 

of the leadership role through the development and training of leaders using AI. Thus, 
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strengthening the changeability of leaders making decisions and facilitating the leadership 

role.  

The findings of this study could also be applied to Fielder’s Contingency Model (1964) as an 

AI adaptation. Subsequently, reinforcing the wider context in which AI is integrated and within 

the leadership role for multiple purposes. Thus, supporting leaders as they adapt to changes 

within their societal and organisational environments through applying AI to build upon task 

and leadership facilitation, in addition to utilising AI to enhance leadership learning to develop 

leadership relationship applications. 

Finally, this study contributes to the research conducted by Gkinko and Elbanna (2023) who 

explore the four divisions in user experience through their research of AI being utilised by 

humans. Whilst this study received a selection of responses in respect to the pros and cons of 

integrating AI for the development and training of leaders. The overarching response 

suggested a positive persuasion to the utilisation of AI for multiple purposes within the 

leadership role. With a significant proportion reporting a desire to receive blended learning 

experiences that utilise both AI and traditional methods. It could be argued that this research 

builds upon Gkinko and Elbanna (2023) but also demonstrates a shift in user thought and 

acceptance of AI in the space of a year of their research being published and the research 

being conducted for this study. The qualitative data suggests a higher incline to the 

acceptance and integration of AI for learning and development in addition to its integration 

within the leadership role as a supportive tool. 

This study also contributes to the insights and development of theory that examines the AI 

and human relationship, and how it interfaces with the leadership role. Subsequently, the 

findings demonstrate participant’s ease of useability and comment positively on its 

accessibility. Enriching the developing wider research that is currently being conducted to 

explore the integration of AI within organisations and the leadership role.  

Thereby, contributing to the opportunities that AI could bring to the Cognitive Load Theory 

and how AI could be utilised to develop leadership training and knowledge retention. Whilst 

also supporting further leadership tasks that provide a leader the opportunity to enhance and 

refine their leadership skills, over administrative tasks. Subsequently, optimising learning 

experiences through the potential to build a new approach to developing and training leaders.   
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9.3.2 Contributions to Practice 

This research has demonstrated the opportunity for AI to provide personalised leadership 

learning pathways through the scope of developing leaders in a Learner-Centred manner. 

Thus, focusing on the development areas of the individual and enhancing their performance, 

knowledge and leadership skills through tailored learning experiences that the leader can 

navigate in their own time and at their own pace. 

With leadership practice continuously changing and adapting to the needs and demand of a 

shifting global economy. This study also demonstrated the benefit of AI’s ability to offer real-

time feedback that the leader can reflect upon and utilise within practice more effectively 

and efficiently. As the AI algorithm provides a platform for the leaders to test and practice 

their leadership skills whilst exploring and expanding their leadership knowledge. The results 

of this study suggest the scenario-based analysis of facilitating certain leadership skills 

provided the participant leaders with further opportunities to critically reflect and scaffold 

practical solutions to approaching leadership tasks in the future.  

Subsequently, this type of option has also been suggested in literature to provide 

opportunities for organisations to be more sustainable and cost effective in its training 

approaches. Therefore, this study has determined that AI can be utilised for the purpose of 

training and developing leaders at a minimal cost. Which provides grounding for the 

opportunity to integrate AI as a leadership training tool through a larger scope, without 

compromising quality, but furthering the prospect of providing Learner-Centred leadership 

training on a larger scale. Which is also accessible and provides an updated database for 

ongoing leadership learning and development as the Global landscape of business, education 

and society; shifts, and navigates the future of integrated technological platforms and 

systems. 

9.3.3 Contributions to Knowledge 

This study has demonstrated its ability to contribute to knowledge through its potential to 

capture a leader’s learning and development experiences. In this research, these reflections 

have been discussed and analysed to produce a response to the proposed research question. 

However, this also demonstrates the AI algorithm’s ability to provide data driven insights that 

a leader can use to enhance leadership behaviours and develops a range of learning patterns 
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across a database that draws upon a range of best practices and specialism. Subsequently, 

this study contributes to the broader investigation of whether AI can be used to train and 

develop leaders and confirms that it is a practical solution to enhancing the learning and 

development of leaders in a changing landscape.  

The participants provided primary reflections on their learning experiences and 

demonstrated that this study’s relevance supports the growth of leadership knowledge within 

leaders but also presents an opportunity to enhance the knowledge of the wider research 

community through AI’s capability to support the cognitive load of rapid knowledge exchange 

in a manner of high quality. Which presents further opportunity for cross-disciplinary skills 

being drawn into the development of future leaders.  

In addition to making a significant contribution to leadership knowledge by extending classical 

leadership theories such as Hersey and Blanchard’s Life Cycle Leadership and Fielder’s 

Contingency Model through the integration of Artificial Intelligence (AI). This novel 

incorporation reframes leadership development as a dynamic, technology-enhanced process, 

rather than a static or purely innate trait-based phenomenon. The qualitative findings support 

the positioning of AI as a core influence on leadership adaptability and decision-making 

through its training process, and challenges traditional boundaries and proposes a forward-

looking perspective where leadership evolves alongside digital transformation. This marks a 

critical advancement in Leadership Theory, highlighting the role of digital tools in reshaping 

leadership practices and learning processes. 

From an empirical standpoint, the study contributes practical knowledge demonstrating that 

AI can serve as a cost-effective, scalable, and personalised tool for leadership development. 

It facilitates adaptive learning pathways tailored to individual leaders, which significantly 

reduces cognitive load, a key concept drawn from Cognitive Load Theory, and enables leaders 

to dedicate more time to human-centric leadership skills rather than administrative tasks. 

This study underscores the transformative power of digitisation in leadership training through 

the research conducted, which supports a shift towards hybrid learning models that combine 

AI-driven and traditional approaches. Such models align with evolving learner preferences 

and the increasing demand for digital literacy in leadership roles, reflecting the broader 

impact of technology on organisational learning environments and the contributions to 

knowledge in the wider research community.  
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9.4 Recommendations 

Based on this study’s findings the following recommendations have been made: 

9.4.1 Recommendation : Current research relevance of whether leaders are born or made. 

Further research into the future relevance of whether leaders are born or made, and if this is 

of any significance as AI is integrated within the leadership role is required. As the findings 

within this study suggest this may be an irrelevant inquiry in the future of leadership and how 

leaders are formed.  

This study highlighted certain traits and characteristics that are presented within an individual 

across the differing leadership levels, whilst demonstrating alignment in responses, but also 

detachment in what individuals sought from their leaders across the contrasting structures of 

leadership. Therefore, this would prove as a further research avenue to explore.  

Subsequently, the results of this study conclude that the integration of AI will replace the 

relevance of the inquiry into the importance of whether leaders are born or made, and further 

research into AI’s ability to support and develop the human within the leadership role would 

be a more relevant focus on the evolution of the leadership and leader composition.  

9.4.2 Recommendation 2: Development of new hybrid learning and development models.  

The findings suggest a desire and interest for the development of new hybrid learning and 

development models that encompass both traditional and AI approaches to learning. This 

shift in AI interest and organisational integration is changing the composition of what the 

leadership role involves and how it requires further development.  

Therefore, this recommendation focuses on the need for further research into hybrid models 

that develop and enhance a humans AI literacy. To enable further human understanding of 

how an AI algorithm examines and draws upon data, whilst identifying the scope of an AI 

algorithm’s ability within the leadership role. Further research and human awareness into the 

practical, technical and ethical considerations required when utilising AI within the leadership 

role for multiple purposes, including learning are also required. This will also need to be an 

ongoing and updated research inquiry as AI technology enhances and becomes more refined 

for the purpose of learning and facilitating aspects of the leadership role. Furthermore, this 
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needs to be accompanied with ongoing training of how an AI algorithm can be best used for 

learning and development and the facilitation of some tasks within the leadership role.  

9.4.3 Recommendation 3: Further research into mapping of the leadership role and AI 

integration. 

The leadership role in modern society is demanding and multi-faceted. Therefore, this 

recommendation proposes the need to build upon this study’s findings and map the 

leadership role, with the prospect of integrating an AI algorithm for the purpose of facilitating 

certain leadership tasks.  

This would require the dissemination of the leadership role at differing levels. As this study 

demonstrates the differences across leadership levels, and the leadership traits and 

characteristics required. The mapping of AI against the range of leadership tasks would be 

beneficial in identifying the full integration potential of AI within the leadership role, whilst 

strengthening leadership learning and producing a development tool.  

To support this, it is recommended that this encompasses further identification and 

understanding of organisational shifts and the demand on leadership requirements, whilst 

exploring the capabilities of an AI algorithm and where a human’s leadership skills would be 

best developed for a future facing workforce in a changing global landscape.  

9.4.4 Recommendation 4: Further testing of the utilisation of AI for the development and 

training of leaders through different methods and scope of analysis to further research 

within this area. 

This recommendation proposes the hypothesis testing of whether AI can be utilised to train 

and develop future leaders. This study’s lens of Bounded Relativism and its scope of 

constructivism has produced results to suggest this is plausible. However, this research area 

would benefit from further analysis from a range of perspectives that approach human 

leadership training using AI from a range of methodological approaches. Thus, strengthening 

the validity and ongoing research development within this area.  

In conjunction with organisational sustainability and cost saving benefits that come from 

integrating AI within leadership roles and utilising AI algorithms for the purpose of training 

leaders.  
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9.5 Future Research Direction  

It is proposed that the examination of the recommended areas could further enhance the 

groundings that have been found within this study. Whilst continuing the research into the 

integration of AI within the leadership role for multiple purposes and providing future 

opportunities for blended AI and human leadership learning approaches. 

This is supported by Paul et al. (2024) that examines the digital transformation of 

organisations from a multidisciplinary perspective, whilst taking into consideration the future 

research agenda. Subsequently, demonstrating the integration and standing of different 

technological platforms of the future within leadership and organisations, and how this will 

be driven by social, and consumer want and need. Therefore, the results, and 

recommendations of this study are supported and strengthened by this recent publication as 

it precludes AI presents an exciting opportunity for the globe and organisation, yet it must be 

supported and strengthened by future research that develops refined frameworks and 

guidelines in its ethical utilisation and application. As a result, the findings of this study are 

relevant, and current as it provides data to support the development of leaders who will lead 

other humans in the technological revolution, as AI is integrated for learning, business, and 

societal growth.  

9.6 Conclusion 

In summary this study has explore the formation of a leader to establish if leaders are born 

or made, whilst exploring the transformative potential of integrating AI for the purpose of 

training and developing leaders. Thus, presenting contributions to the fields of Learning and 

Leadership Theory. Whilst demonstrating that the utilisation of AI for development and 

learning can provide a personalised, Learner-Centred and adaptive learning experience for 

current and future leaders. During a time of transformational organisation change and 

technological integration with a global landscape.  

Through a detailed analysis and discussion, this study has proposed that the concept and 

inquiry of leaders being born or made as a focus for further research inquiry has almost 

become redundant as AI rapidly advances and provides opportunities for leaders to adapt and 

enhance their leadership skills irrespective of them possessing pre-established leadership 
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traits and characteristics. Resulting in the initial investigation of this study becoming 

irrelevant due to AI and technological integration within the leadership role.  

The AI algorithm demonstrated development opportunities that provided real-time 

responses that enhanced learner reflection, participant leaders thought processes, and 

ultimately their application of certain leadership approaches within their practice. 

Consequently, developing the strengths and weaknesses of individual leaders and providing 

further growth opportunities in knowledge and skills development. 

Finally, this research offered a range of findings and benefits to the expansion of Leadership 

Theory, and the development and learning of leaders. Thus, highlighting the shift from 

religious influence within the formation of Leadership and Learning Theory to a societal and 

scientific driven focus. With further insight into how AI could be utilised to provide leaders 

with a Learner-Centred learning experience with knowledge enhancing outcomes. 

Consequently, supporting the participant’s final reflections of seeking blended learning 

opportunities that incorporate both AI approaches and traditional methods to leadership 

development. With further data that supports the ease and accessible nature of utilising AI 

for leadership development and learning.  

However, the integration of AI as a tool to train leaders also presented concerns in respect to 

the ethics applied to using AI for learning, and the reliability and validity of the data it draws 

upon. With final conclusions on an AI algorithms ongoing development in modelling human 

responses through engagement with human users. These concerns also provided important 

reflections in the necessity for ongoing development and research required to produce 

strengthen ethical frameworks and guidelines in the utilisation of AI for learning, but also for 

a range of contexts and practices. Subsequently, ensuring a safe tool that can be secured for 

the betterment of its human users.  

In summary, this study suggests that the formation of a leader is no longer an ongoing debate 

as AI integration into the development of leaders has the potential to replace the inconclusive 

inquiry. Whilst acknowledging that AI has the potential to revolutionise leadership 

development, through the act of fostering more agile, resilient, and innovative leaders. As 

organisations continue to navigate the complexities of global technological change, the 

strategic application of AI in leadership training and development will be pivotal in shaping 
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the future of leadership and organisational success. Future research should further explore 

the long-term impacts of AI-driven leadership development and training approaches, as well 

as the ongoing evolution of AI technologies, to fully harness their potential while addressing 

their underlying challenges. 
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Appendices 

Appendix 1. Participant social exposure- faith verse belief  

Question posed: Do you currently, or have you ever, followed a religious faith? (which 

faith?) and for what period?  

A table to represent participants religious beliefs. 

No faith (7) Atheist (2) Christian faith (2) Catholic faith (1) 

 

A table to represent participants reflections on how the world was created. 

Scientific creation: The Big 

Bang (10) 

Religious belief and creation 

(1) 

No persuasion either way 

(1) 

 

Belief vs religion 

Religious or not  

No faith (7) 

• I was brought up within the Church of England (3 - 18) but no longer follow a religious faith. 

• No 

• No 

• No, I have not followed a religious faith. 

• No, never. 

• No 

• No  

 

Atheist (2) 

• No, I am atheist. 

• Brought up Christian (Catholic and Methodist parents) and attended church infrequently as 

a child through scouts. 

 

Christian faith (2) 

• Yes, I was brought up in the Christian faith and made my own commitment to follow Christ 

when I was 24. 

• Brought up Christian (Catholic and Methodist parents) and attended church infrequently as 

a child through scouts. 

 

Catholic faith (1) 

• I was brought up in a catholic family but stopped going to church regularly from my mid 

teenage years. 

 

Creation of the world belief 

https://app.delvetool.com/projects/27778/codes/961882
https://app.delvetool.com/projects/27778/codes/961868
https://app.delvetool.com/projects/27778/codes/961868
https://app.delvetool.com/projects/27778/codes/961869
https://app.delvetool.com/projects/27778/codes/961869
https://app.delvetool.com/projects/27778/codes/961873
https://app.delvetool.com/projects/27778/codes/961873
https://app.delvetool.com/projects/27778/codes/961882
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Scientific creation (10) 

Big bang: the rapid expansion of matter from a state of extremely high density and 

temperature which according to current cosmological theories marked the origin of the 

universe. 

• Big Bang and development of galaxies/solar systems/planets after that. 

• Through the Big Bang theory 

• The big bang 

• Scientific 

• The Big Bang, rock cycle, water cycle and evolution 

• Atheistic - big bang leafing to galaxy and planetary formation through physical processes. 

• The Big Bang, but I couldn't explain what that means! 

• Big bang 

• Big bang theory of creation of matter. 

• Big bang 

 

Religious belief and creation (1) 

• I believe that the world was created by God, and it was good. 

 

No persuasion either way (1) 

• Not religious, but not clearly decided. I don't have any strong belief in this area, I'm 

intrigued by the science that is often speculated around the creation of the universe, but I 

don't hold any strong religious beliefs towards it. 

https://app.delvetool.com/projects/27778/codes/961868
https://app.delvetool.com/projects/27778/codes/961869
https://app.delvetool.com/projects/27778/codes/961873
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Appendix 2. Participant social exposure and experiences 
Social experiences and family exposure 

 Question posed: Who has had the greatest social influence on your life as a child and why? 

Financial influence in up bringing.  

Financial hardship growing up (1) 

• My mum, raised by a single parent through a lot of emotional and coercive behaviour. 

Financially stable up bringing (1) 

• My parents - they've provided me with genes, personality, and the resources I need! 

Adult experience in social environment 

Social/ family environment as a teenager (1) 

• One of my A level teachers at school encouraged me to apply to a top university which I 

would not have done without his encouragement. 

Encouragement (1) 

• One of my A level teachers at school encouraged me to apply to a top university which I 

would not have done without his encouragement. 

Social / family environment in childhood (2) 

• My parents - I think our childhoods have a profound impact on our lives. 

• My parents - a safe, secure upbringing where I was encouraged to follow my interests. 

Strong independent outlook (1) / Empowering (1) / Respect (1) 

• I don't have a specific person I could say has influenced me greatly in my life, I don't have 

any idols, but I have a very close family network, where we have great respect for each 

other, and that strong family unit has probably moulded me as an empowered and 

confident individual with strong independent outlook. 

Negative emotional reinforcement, humiliation, manipulation, criticism (1) 

• My mum, raised by a single parent through a lot of emotional and coercive behaviour. 

Adulthood influence / social/ family environment in adulthood (1) 

spouse support (1) 

• My wife, … keeps me focused on the important parts of my life and supports me. 

strong intuition of a trusted adult (1) 

• My Mum because she's very capable at dealing with situations and I feel as though she has 

very strong intuitions about things which generally turn out to be right. 

https://app.delvetool.com/projects/27778/codes/961900
https://app.delvetool.com/projects/27778/codes/961910
https://app.delvetool.com/projects/27778/codes/961927
https://app.delvetool.com/projects/27778/codes/961928
https://app.delvetool.com/projects/27778/codes/961914
https://app.delvetool.com/projects/27778/codes/961921
https://app.delvetool.com/projects/27778/codes/961920
https://app.delvetool.com/projects/27778/codes/961919
https://app.delvetool.com/projects/27778/codes/961918
https://app.delvetool.com/projects/27778/codes/961922
https://app.delvetool.com/projects/27778/codes/961924
https://app.delvetool.com/projects/27778/codes/961925
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Other references to: 

Genetic Resources (1) 

• My parents - they've provided me with genes, personality, and the resources I need! 

Secure (1) / Safe (1) 

• My parents - a safe, secure upbringing where I was encouraged to follow my interests. 

Financial hardship / Love and support (1) 

• Financial hardship but there was always love, support and food on the table. 

  

https://app.delvetool.com/projects/27778/codes/961917
https://app.delvetool.com/projects/27778/codes/961916
https://app.delvetool.com/projects/27778/codes/961915
https://app.delvetool.com/projects/27778/codes/961905
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Appendix 3. Participant core values  

Question posed: Name 5 of your core values as an individual. 

A table to demonstrate participant self-reflected core values. 

Reflections of personal values (Literal as a characteristic) 

Teamwork (1) Love (3) Reliability (2) Enthusiasm (1) 

Valuing others (1) Positivity (3) Hard work (1) Respect (3) 

Generosity (1) Compassion (3) Balance (1) Gratitude (1) 

Family (1) Integrity (5) Curiosity (2) Openness (1) 

Environmentalism (1) Caring (1) Stability (1) Self-awareness (1) 

Supportive (2) Kindness (4) Resilience (1) Faithfulness (1) 

Foresight (1) Trust (4) Authentic (2) Humour (1) 

Clarity (1) Honesty (6) Courage (2) Creativity (1) 

Emotional connection 

(1) 

Inward facing values 

(1) 

Empathy (2)  

 

A table to demonstrate participant self-reflected core values. 

Reflections of professional values (Physical and contextual value) 

People (2) Coffee (1) Choice (2) Autonomy (1) 

Health (1) Trusted by others (1) Authenticity (2) Knowledge of others 

(1) 

Quality (1) Working relationships 

(1) 

To contribute 

(1) 

 

Personal values- (Interpreted as literal value, as a characteristic) 

Teamwork (1) 

Family, Generosity, Gratitude, Openness, Teamwork 

Valuing others (1) 

Honesty, Integrity, Faithfulness, valuing each person as an individual, being true to myself. 

Generosity (1) 

Family, Generosity, Gratitude, Openness, Teamwork 

Family (1) 

Family, Generosity, Gratitude, Openness, Teamwork 

Environmentalism (1) 

 Clarity, kindness, foresight, integrity, and environmentalism 

https://app.delvetool.com/projects/27778/codes/961988
https://app.delvetool.com/projects/27778/codes/961980
https://app.delvetool.com/projects/27778/codes/961984
https://app.delvetool.com/projects/27778/codes/961983
https://app.delvetool.com/projects/27778/codes/961964
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Supportive (2) 

Honesty, reliability, supportiveness, emotional connection, love. 

Honesty, trust, kindness, supportive and caring  

Foresight (1) 

Clarity, kindness, foresight, integrity, and environmentalism 

Clarity (1) 

Clarity, kindness, foresight, integrity, and environmentalism 

Emotional connection (1) 

 Honesty, reliability, supportiveness, emotional connection, love. 

Love (3) 

Trust, honesty, respect, kindness, and love 

Honesty, reliability, supportiveness, emotional connection, love. 

Honesty, Integrity, Love, Compassion, and positivity 

Positivity (3) 

Compassion, Integrity, Courage, Empathy, Positivity 

Seeing the positive, resilience, moral courage, authentic, reliable  

Honesty, Integrity, Love, Compassion, and positivity 

Compassion (3) 

Compassion, Integrity, Courage, Empathy, Positivity 

Integrity, enthusiasm, empathy, trustworthiness, compassion 

Honesty, Integrity, Love, Compassion, and positivity 

Integrity (5) 

 Compassion, Integrity, Courage, Empathy, Positivity 

Honesty, Integrity, Faithfulness, valuing each person as an individual, being true to myself. 

Integrity, enthusiasm, empathy, trustworthiness, compassion 

Clarity, kindness, foresight, integrity, and environmentalism 

Honesty, Integrity, Love, Compassion, and positivity 

Caring (1) 

https://app.delvetool.com/projects/27778/codes/961956
https://app.delvetool.com/projects/27778/codes/961963
https://app.delvetool.com/projects/27778/codes/961962
https://app.delvetool.com/projects/27778/codes/961966
https://app.delvetool.com/projects/27778/codes/961959
https://app.delvetool.com/projects/27778/codes/961961
https://app.delvetool.com/projects/27778/codes/961960
https://app.delvetool.com/projects/27778/codes/961958
https://app.delvetool.com/projects/27778/codes/961957
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 Honesty, trust, kindness, supportive and caring  

Kindness (4) 

Trust, honesty, respect, kindness, and love 

Authenticity; Curiosity; Creativity; Humour; Kindness 

Clarity, kindness, foresight, integrity, and environmentalism 

Honesty, trust, kindness, supportive and caring  

Trust (4) 

Trust, honesty, respect, kindness, and love 

Integrity, enthusiasm, empathy, trustworthiness, compassion 

Honesty, trust, hard work, balance (work/life), curiosity (for learning), stability. 

Honesty, trust, kindness, supportive and caring  

Honesty (6) 

Trust, honesty, respect, kindness, and love 

Honesty, Integrity, Faithfulness, valuing each person as an individual, being true to myself. 

Honesty, trust, hard work, balance (work/life), curiosity (for learning), stability. 

Honesty, reliability, supportiveness, emotional connection, love. 

Honesty, Integrity, Love, Compassion, and positivity 

Honesty, trust, kindness, supportive and caring  

Inward facing values (1) 

 Trust, honesty, respect, kindness, and love 

Reliability (2) 

 Seeing the positive, resilience, moral courage, authentic, reliable  

Honesty, reliability, supportiveness, emotional connection, love. 

Hard work (1) 

Honesty, trust, hard work, balance (work/life), curiosity (for learning), stability. 

Balance (1) 

 Honesty, trust, hard work, balance (work/life), curiosity (for learning), stability. 

Curiosity (2) 

https://app.delvetool.com/projects/27778/codes/961955
https://app.delvetool.com/projects/27778/codes/961954
https://app.delvetool.com/projects/27778/codes/961953
https://app.delvetool.com/projects/27778/codes/961991
https://app.delvetool.com/projects/27778/codes/961965
https://app.delvetool.com/projects/27778/codes/961967
https://app.delvetool.com/projects/27778/codes/961968
https://app.delvetool.com/projects/27778/codes/961969
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 Authenticity; Curiosity; Creativity; Humour; Kindness 

Honesty, trust, hard work, balance (work/life), curiosity (for learning), stability. 

Stability (1) 

 Honesty, trust, hard work, balance (work/life), curiosity (for learning), stability. 

Resilience (1) 

 Seeing the positive, resilience, moral courage, authentic, reliable  

Authentic (2) 

 Authenticity; Curiosity; Creativity; Humour; Kindness 

Seeing the positive, resilience, moral courage, authentic, reliable  

Courage (2) 

 Compassion, Integrity, Courage, Empathy, Positivity 

Seeing the positive, resilience, moral courage, authentic, reliable  

Empathy (2) 

 Compassion, Integrity, Courage, Empathy, Positivity 

Integrity, enthusiasm, empathy, trustworthiness, compassion 

Enthusiasm (1) 

 Integrity, enthusiasm, empathy, trustworthiness, compassion 

Respect (3) 

 Trust, honesty, respect, kindness, and love 

Respect, authenticity, knowledge of colleagues.  

Respect 

Gratitude (1) 

Family, Generosity, Gratitude, Openness, Teamwork 

Openness (1) 

 Family, Generosity, Gratitude, Openness, Teamwork 

Self-awareness (1) 

 Honesty, Integrity, Faithfulness, valuing each person as an individual, being true to myself. 

Faithfulness (1) 

https://app.delvetool.com/projects/27778/codes/961970
https://app.delvetool.com/projects/27778/codes/961971
https://app.delvetool.com/projects/27778/codes/961974
https://app.delvetool.com/projects/27778/codes/961972
https://app.delvetool.com/projects/27778/codes/961977
https://app.delvetool.com/projects/27778/codes/961976
https://app.delvetool.com/projects/27778/codes/961989
https://app.delvetool.com/projects/27778/codes/961985
https://app.delvetool.com/projects/27778/codes/961986
https://app.delvetool.com/projects/27778/codes/961979
https://app.delvetool.com/projects/27778/codes/961978
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 Honesty, Integrity, Faithfulness, valuing each person as an individual, being true to myself. 

Humour (1) 

 Authenticity; Curiosity; Creativity; Humour; Kindness 

Creativity (1) 

 Authenticity; Curiosity; Creativity; Humour; Kindness 

Professional values- (Interpreted as a physical and contextual value) 

 People (2) 

•  The people I work for - the clients or students. 

• People  

Health (1) 

•  The value of health and quality of life 

Quality (1) 

• The value of health and quality of life 

Coffee (1) 

•  Coffee 

Trusted by others (1) 

•  Being trusted to do the job. 

Working relationships (1) 

•  A good working relationship with boss/peers 

Choice (2) 

•  Autonomy to make and enact decisions. 

• Choice- the ability to choose what assignments I do. 

Authenticity (2) 

•  Respect, authenticity, knowledge of colleagues.  

• Authenticity - being able to be myself and facilitating others feeling like they can be their 

authentic selves. 

To contribute (1) 

•  The opportunity to contribute something positive to society. 

Autonomy (1) 

•  Autonomy to make and enact decisions. 

Knowledge of others (1) 

•  Respect, authenticity, knowledge of colleagues.  

https://app.delvetool.com/projects/27778/codes/961981
https://app.delvetool.com/projects/27778/codes/961982
https://app.delvetool.com/projects/27778/codes/961995
https://app.delvetool.com/projects/27778/codes/961996
https://app.delvetool.com/projects/27778/codes/961997
https://app.delvetool.com/projects/27778/codes/961998
https://app.delvetool.com/projects/27778/codes/962000
https://app.delvetool.com/projects/27778/codes/961999
https://app.delvetool.com/projects/27778/codes/962001
https://app.delvetool.com/projects/27778/codes/962002
https://app.delvetool.com/projects/27778/codes/962003
https://app.delvetool.com/projects/27778/codes/962005
https://app.delvetool.com/projects/27778/codes/962008
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Appendix 4 

Self-reflected preferred way of learning as an adult. 

A table to demonstrate participants self-reflected preferred way of learning. 

Digitally (1) Visual: pictures, movies, 

diagrams (1) 

Kinaesthetic: movement, 

experiments, hands-on 

activities (6) 

Face-to-face (2) 

 

Auditory: music, discussion, 

lectures (0) 

 

Combined learning styles (1) 

 

Reading and Writing: 

making lists, reading 

textbooks, taking notes (4) 

 

 

 Digitally (1) 

• I'm very adaptable, I can learn in groups, or on my own. 

 

Face-to-face (2) 

• In person 

• I'm very adaptable, I can learn in groups, or on my own. 

 

Combined learning styles (1) 

• I like combining styles of learning. 

 

Visual: pictures, movies, diagrams (1) 

• I'm a visual person so usually learn best by reading. 

 

Auditory: music, discussion, lectures (0) 

• Nothing recorded- no participants suggested they were auditory learners.  

 

 Reading and Writing: making lists, reading textbooks, taking notes (4) 

• Application through practical primarily. 

• I'm a visual person so usually learn best by reading. 

• Reading 

• Reading 

 

Kinaesthetic: movement, experiments, hands-on activities (6) 

https://app.delvetool.com/projects/27778/codes/961947
https://app.delvetool.com/projects/27778/codes/961939
https://app.delvetool.com/projects/27778/codes/961939
https://app.delvetool.com/projects/27778/codes/961943
https://app.delvetool.com/projects/27778/codes/961943
https://app.delvetool.com/projects/27778/codes/961943
https://app.delvetool.com/projects/27778/codes/961946
https://app.delvetool.com/projects/27778/codes/961941
https://app.delvetool.com/projects/27778/codes/961941
https://app.delvetool.com/projects/27778/codes/961944
https://app.delvetool.com/projects/27778/codes/961942
https://app.delvetool.com/projects/27778/codes/961942
https://app.delvetool.com/projects/27778/codes/961942
https://app.delvetool.com/projects/27778/codes/961947
https://app.delvetool.com/projects/27778/codes/961946
https://app.delvetool.com/projects/27778/codes/961944
https://app.delvetool.com/projects/27778/codes/961939
https://app.delvetool.com/projects/27778/codes/961941
https://app.delvetool.com/projects/27778/codes/961942
https://app.delvetool.com/projects/27778/codes/961943
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• Kinaesthetically and visually 

• I'm very adaptable, I can learn in groups, or on my own. 

• Semi-remote and through experience 

• Experiential  

• Hands-on approaches 

• Hands on, doing a task. 
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Appendix 5. Primary data- Individual personal traits  

 

A table to demonstrate the participants self-reflected leadership traits. 

Strategic (1) 

 

Humour (1) 

 

Logical (1) 

 

Patient (1) 

 

Honest (4) 

 

Fair (1) 

 

Resilient (1) 

 

Enthusiastic (1) 

 

Conscientious (2) 

 

Happy (1) 

 

Problem 

solver (1) 

Creative (1) 

 

Open (2) 

 

Agreeable (2) 

 

Reflective (1) 

 

Supportive (1) 

 

Curious (1) 

 

Compassionate (1) 

 

Trustworthy (1) 

 

Empathetic (2) 

 

Persistent (1) 

 

Good 

listener (1) 

Authentic (2) 

 

Hard working (1) 

 

Loving (1) 

 

Humble (1) 

 

Thinker (1) 

 

Courageous (1) 

 

Fun (1) 

 

Caring (1) 

 

Flexible (1) 

 

Faithful (1) 

 

Positive (2) 

 

Reliable (2) 

 

Kind (3) 

 

 

Participant responses 

•  Kind, caring, loving, empathetic, reflective. 

• Happy, honest, reliable, fun, and hard working 

• Openness, conscientiousness, agreeableness, clarity, and kindness 

• No response 

• Conscientiousness, empathy, honesty, patience, trustworthiness 

• Seeing the positive, resilience, moral courage, authentic, reliable 

• Agreeableness, positive, open, compassionate, enthusiastic 

• Logical, faithful, honest, thinker, good listener. 

• Authenticity; Curiosity; Creativity; Humour; Kindness 

• No response 

• resilient, persistent, flexible, humble, honest 

• supportive, strategic/see the bigger picture, problem solving, open, fair. 
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Appendix 6. Primary data- Leadership traits 

 

A table to demonstrate participants reflections on their own leadership traits and 

characteristics. 

Caring- (1) 

 

Thinking Skills- (1) 

 

Emotionally 

intelligent- (1) 

Non-judgemental- (1) 

 

Adaptable- (1) 

 

Make connections- 

(1) 

Decision making- (1) 

 

Honest- (2) 

 

Effective- (1) 

 

Can challenge- (1) 

 

Listener- (2) Fair- (1) 

 

Dependable- (1) 

 

Empathetic- (1) 

 

Organisation- (1) 

 

Attention for detail- 

(3) 

Problem solving- 

(1) 

Integrity- (1) 

 

Planning- (1) 

 

Ability to prioritise- (1) 

 

Teamwork- (1) 

 

Reliable- (1) 

 

Methodical- (1) 

 

Organised- (1) 

 

Kind- (1) Authentic- (3) 

 

Goal focused- (1) 

 

People focused- (1) 

 

Humour- (1) 

 

Courageous- (1) Clarity- (1) 

 

Communication skills- 

(6) 

Creative- (1) 

 

Resilient- (1) 

 

Strategic direction- 

(1) 

 

Curious- (1) 

 

Trustworthy- (1) 

 

Openness- (1) 

 

 

Analytical skills- 

(1) 

Use team members 

strengths- (1) 

Positive- (2) 

 

 

 

Participant responses in relation to their own leadership traits and characteristics  

• Effective communication, people focussed, organised, ability to prioritise, attention to 

detail. 

• Good communication skills, very fair, honest, non-judgemental, and overall positivity (can 

do attitude) 

• Openness, strategic direction, clarity, methodical and goal focus 

• Planning, organisation, listening and acting on feedback, decision making and emotional 

intelligence. 

• Using team members' strengths, being trustworthy to get things done, attention to detail, 

flexibility, being honest in dealings with others. 

• Seeing the positive, resilience, moral courage, authentic, reliable 

• Integrity, communication skills, empathy, enthusiasm, listening skills. 
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• Attention to detail, willing to challenge existing ways of doing things, being able to make 

connections with the bigger picture, good analytical and thinking skills, being able to 

communicate ideas simply and clearly. 

• Authenticity; Curiosity; Creativity; Humour; Kindness 

• teamwork, communication, problem solving. 

• Communication. 

• dependable, effective, authentic, adaptable, caring. 
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Appendix 7 Leadership traits: second party data 

A table to demonstrate second party perceptions of the participants leadership traits.  

Direct. (1) 

 

Organised. (1) 

 

Mentor. (1) 

 

Able to execute 

vision. (1) 

People centred. (1) 

 

Caring. (1) 

 

Generous with 

time. (1) 

Vision. (1) 

 

Inclusive. (1) 

 

Authentic. (1) 

 

Knowledgeable. (2) 

 

Cautious. (1) 

 

Hardworking. (1) 

 

Dependable. (1) 

 

Faithful. (1) 

 

Developmental. (1) 

 

Fair. (2) 

 

Adaptable. (1) 

 

Can challenge. (1) 

 

Flexible. (1) 

 

Honest. (1) 

 

Approachable. (3) 

 

Ensure others have a 

voice (1) 

Supportive. (2) 

 

Logical. (1) 

 

Observant. (1) 

 

Compassionate. (1) 

 

 

Team player. (2) 

 

Develops others. (1) 

 

Good 

communication (1) 

 

 

Second party responses of participants leadership traits and characteristics 

• Fair, hardworking, inclusive, people centred, direct, team player. 

• Honest, fair, approachable. 

• Approachable, good team player, logical 

• Organised 

• Supportive, flexible, developmental, cautious. 

• Clarity of vision and the will to execute it. 

• I asked a colleague, and they said they feel as though communication and compassion are a 

big part of what I'm like as a leader. I want to make sure everybody is ok and has their voice 

heard (sometimes to the detriment of having my own voice heard). 

• Someone who think deeply about things and is willing to challenge how things are done. 

Someone who is faithful to the task even when it is difficult or time consuming. 

• As someone who is generous with his time and knowledge to help mentor colleagues to 

develop in their roles. 

• observant, approachable and adaptable 

• knowledgeable, dependable, authentic, supportive, caring. 

• No response 
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Appendix 8. Participant reflections- Leadership trait and characteristic expectations 
A table to demonstrate what participants expected their leaders to have in relation to traits 

and characteristics.  

High level 

competency* (1) 

Reliable* (1) 

 

Knowledgeable* (3) 

 

Collaborative* (2) 

 

Consistency* (1) 

 

Clear* (1) 

 

Listener* (2) 

 

Fair* (1) 

 

Fairness* (1) 

 

Impartial* (1) 

 

Ability to have 

difficult 

conversations* (1) 

Firm* (1) 

 

Relatable* (1) 

 

Approachable* (1) 

 

Goal setter* (1) 

 

People focused* (1) 

 

Organised* (1) 

 

Adaptable* (1) 

 

Team leadership* 

(1) 

inclusive* (1) 

 

Motivational* (1) Dependable* (1) Conceptual thinker* 

(1) 

Vision* (1) 

 

Problem solving* (1) 

 

Honest* (1) 

 

Creativity* (1) 

 

Communication 

skills* (8) 

Integrity* (2) 

 

Authentic* (1) 

 

Emotional 

Intelligence* (1) 

Empathy* (2) 

 

 

Participants reflections on what leadership traits and characteristics they would expect a 

leader to have. 

• Empathy, communication, visionary, goal setting, inclusive, people focussed, firm, fairness, 

collaborative.  

• To be collaborative, inclusive, non-judgmental, fair, be able to take burden and not crumble 

with it. Also to be able to motivate and teach from one's own knowledge, skills and 

experience, but to be able to deliver that in a very neutral way, not domineering. To be able 

to know one's own weaknesses, and what support one might need to learn and fill that with 

new skills and learning for oneself. 

• Communication, team leadership including coherence and goal setting, the ability to have 

difficult conversations. 

• Emotional intelligence 

• flexibility, ability to take responsibility, using the strengths of others, ability to delegate, 

helping to build strong relationships, effective communication, mentoring skills. 

• Communications, creativity, conceptual thinking. 

• Empathy, integrity, communication skills, problem solving, motivational, organised. 

• Integrity, ability to relate well to people, fairness, consistency, good knowledge, and insight 

about the sphere they operate in, high level of competency. 
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• Clear, reliable, and consistent communicator 

• Approachable, good communication, impartial 

• Communicate well - including listening. Understanding of the sector. 

• Listening, communicating, knowledge of the area, collaborative, authentic, honest, 

dependable, adaptable. 
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Appendix 9. Participant 1- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 1. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Start by clearly defining what the problem is – what needs solving and what the 

parameters are.  

Generate many potential solutions (divergent thinking?)   

Evaluate potential solutions and start to converge ideas.   

Develop action plan for solving problem with clear measurable actions and targets (need 

to think about evaluation and impact at this stage too)  

Implement actions.  

Evaluate whether problem has been solved/whether further action needed.  

 

The question participant 1 asked the AI algorithm: Show me a detail step-by-step 

breakdown of an effective approach to problem solving. 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why?  ChatGPT has provided much more detail than I 

did, as I asked it to be detailed, and so this means I would be able to create a more itemised 

action plan. E.g. clearly defining what a successful solution would look like before evaluating 

all the possible solutions. It has highlighted that I also might benefit from being more explicit 

about how I monitor how things are going as solutions are being implemented. The impact 

of using AI is that it generates suggestions that encourage me to think in a potentially more 

detailed way.  

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

To build an effective team, I’d be keen to build personal rapport with every member of the 

team and take an authentic interest in what they believe their strengths are and how they 

like to work. I’d want a clear idea of the individual personalities in the group to help me 

build an overall idea of our dynamic. Another key element of the process will be providing 

space for the team to build relationships with each other in both a formal and informal 

setting. Establishing open and authentic communication from the outset will be beneficial 

to the team dynamic and future effectiveness. 
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The question participant 1 asked the AI algorithm: Give me some tips on building an 

effective team? Can you make this a step-by-step process. 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach 

to this in the future? If yes, how? If no, why? Yes, it’s useful because it feels like its 

thought about it in a more systematic and methodical way. My second question asked if it 

could make the process step-by-step, but this response was very similar to its approach to 

the more general first question asking for tips, implying that it wanted to guide me 

through the process anyway. It’s interesting to note that ChatGPT encourages me to 

develop leadership skills in individual team members which would, on reflection, be a 

great way of empowering individuals in their team and encouraging them to reflect on 

their communication skills, and the way they collaborate.  

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Acknowledging the speaker’s perspective and showing that you’re able to adjust your 

response in accordance with what they have expressed, as necessary. Showing a keen 

interest and asking relevant questions.  

 

The question participant 1 asked the AI algorithm: Can you describe what active listening 

skills are? Can you focus more on what active listening is, rather than how to do it? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I’m not sure it would have an influence on the 

way I actively listen as, although the response is comprehensive, much of it feels like 

common sense. I encouraged ChatGPT to focus on what active listening is to see if it brought 

any new information to light, but much of it was rephrased from the previous response, 

except for the applications in the workplace. I feel as though these responses would be 

useful if I needed to teach somebody else the skill of active listening and as it provides a 

detailed breakdown.  

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Conflict management skills are the ways in which somebody is able to diffuse the tension 

from a situation by communicating appropriately with all parties involved. A huge part of 

this is acknowledging the feelings of those involved, actively listening to their grievances, 

and showing that you plan to act on this information as far as you are able. 
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The question participant 1 asked the AI algorithm: Can you identify what conflict 

management skills are? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Again, I am not sure it would influence the way 

I would manage conflict as I feel fairly confident in my abilities and I feel as though some of 

the breakdown AI provides lacks nuance (e.g. It doesn’t go into much detail about how to 

use your personality in this kind of situation to alleviate tension) and could be interpreted 

differently by different readers (especially if particular sentences isolated and taken out of 

context). This would provide a very useful breakdown of conflict management skills if I were 

to teach this skill or need to articulate them to a team. 

 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

Delegation is the ability to allocate work across the team to ensure a fair balance is achieved 

which makes use of everybody’s skillsets and time available. It involves being able to pay 

attention to detail of what needs doing, whilst also keeping an eye on the bigger picture to 

ensure a fair and logical spread is achieved.  

 

The question participant 1 asked the AI algorithm: What are delegation skills? What skills 

do I need to be able to delegate effectively to my team? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? It helps in that it’s very action and output 

focussed, so it feels as though every step is designed to encourage impact and reflection on 

how things can be improved. It wants me to ensure that all tasks delegated have a clear 

deadline and how progress will be monitored which is something I recognise in leaders I 

have worked with before. I would potentially think about how to implement this in future, 

whilst being wary not to micromanage.  

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

I always make it a priority to try and establish their current level of skill and experience in 

whichever field we’re working in as I need to be clear on how to pitch the information I will 

provide. I aim to work very much in a collaborative way so that it feels as though we are 

developing the skills together, rather than me imparting guidance and them being expected 
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to implement it. I would encourage them to ask questions and come up with potential 

solutions and ways to improve the skills themselves. I would be keen to acknowledge 

progress and think about future areas for development.  

 

The question participant 1 asked the AI algorithm: Can you identify how to develop other 

people’s skills? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? It’s interesting as this response feels more 

geared towards a human and emotional approach to the others in that it mentions about 

providing emotional support and, also encouraging risk taking in a way that feels safe. I 

would be interested to see what ChatGPT would suggest in more detail around how to go 

about it. This response was in line with my approach to developing other people’s skills so 

I’m not sure it would change the way I would do things, but it does provide a useful 

breakdown of the process. 

 

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Clear and open communication would be central to my approach to leading change to 

minimise the feeling of being unsettled amongst the team. It is essential to have trust in the 

team that key information will be imparted in a timely and sensitive way. I believe part of 

how this is achieved is through having an authentic leadership style which allows you and 

your team to show their personalities and build genuine professional relationships.  

 

The question participant 1 asked the AI algorithm: Can you identify, as a manager, how to 

lead change? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, this would influence my approach as leading 

through change is something I have less experience of. Much of my current knowledge is 

based on the experience of being managed poorly through change and building an 

awareness of what would have worked better at this time. The ChatGPT response 

encourages working on the overall culture around change in the team and embracing new 

developments as exciting and dynamic, rather than daunting. I really like the way it 

encourages use of milestones to make the process more manageable.  

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  
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I would say my approach to coaching or mentoring is personable and focussed on ensuring 

that the person being coached/mentored is treated as someone who brings their own skills 

and experience, and I’m there to facilitate their development, rather than just impart my 

own experience and perspective. I’m always keen to take a positive approach and help the 

other person recognise their own existing strengths, whilst making the development side of 

things seem aspirational, but also achievable.  

 

The question participant 1 asked the AI algorithm: Can you identify how to coach or 

mentor others? What can I do to encourage the people I am coaching or mentoring to 

make progress? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? This response is more action focussed and 

thinking about the practical steps, rather than necessarily the people skills and emotional 

intelligence side of coaching or mentoring. However, this can be encouraged using further 

questions. I wouldn’t necessarily change my approach based on these responses, because 

this is an area I feel confident in. However, there are some practical tips, such as thinking 

explicitly about comfort and stretch zones, that might be useful to incorporate.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

I always try to ensure that my approach is sensitive and demonstrates a willingness to listen 

to everybody’s perspective and ensure everybody feels heard. This goes a long way to 

diffusing individual tensions. I always try, as much as possible, to be honest and authentic 

in my communication and responses, trying to ensure that nobody feels judged. Where 

difficult conversations need to be had, I believe it is essential to communicate clearly and 

ensure clear outcomes can be reached so that everybody feels progress has been made 

during the conversation. 

  

The question participant 1 asked the AI algorithm: Can you identify approaches to leading 

difficult conversations? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I feel as though the ChatGPT response mirrors 

my own approach but again provides a much more detailed step-by-step breakdown of how 

to prepare for and implement the conversation. This is useful as it encourages me to think 

about where a conversation might be most productive and comfortable for those involved. 

It is maybe logical that I find the ChatGPT responses most useful and insightful in areas I 
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perhaps have less practical experience in as it is very explicit about the steps to take. I 

expected when inputting this question that ChatGPT might provide a range of different 

approaches, whereas it provides a detailed breakdown of one approach. I’m aware this 

could be resolved with further prompting. Engaging with ChatGPT in this way might 

encourage me to think more about the bigger picture when needing to have a different 

conversation and be driven to ensure that practical outcomes are achieved.  

 

Other observations: 

Non scripted question asked by participant: How to create a safe environment in the 

workplace for taking risks? 

Further testing of the AI algorithm by the participant on completion of this research task 

(note participant seemed interested in trialling the AI algorithm in their area of work, 

further questions asked):  

What does Interim Veterinary Risk Lead? 

What does head of clinical research at ivc evidensia do? 

What does a clinical research physician do? 

What does a research delivery manager do? 
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Appendix 10. Participant 2- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 2. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

I always work backwards from the problem. What is the desired outcome and how do I 

achieve this? What is the problem, how has this come about? What has happened to cause 

the problem. Who was involved? I will look at all the communications to fathom what when 

wrong and then formulate a solution based on the who should be involved, what is the 

timescale, who needs to be informed, who needs to be part of the solution and what needs 

to be done to get the outcome required.   

 

The question participant 2 asked the AI algorithm: What stages should I follow to solve a 

problem? 

 

Participant 1 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, I think that the Chat GTP answer was along 

the same lines as what I would do but need to ensure that I monitored progress. Reflection 

would be intrinsic to ensure that the problem didn't occur again, and I would put step in 

place to ensure this.   

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Relationship building in paramount. Get to know your team, who are the doers, who are the 

coasters and who are the resister and finally who are those that sit back and let everyone 

else do the work. Build a positive ethos, engagement, and investment in the vision of the 

team. Share and ask for ideas and support. What works well and what doesn't. Invest in 

individuals on a personal level, get to know your team. Be empathetic and sympathetic but 

also set boundaries and expectations. Support your team and show them that you have 

their back. Set clear guidelines and timescales, be realistic and not rule with an iron rod. 

Meet regularly and communicated clearly good or bad in formation. Identify next steps and 

the benefits of those next steps and how it impacts the team and the individuals in the team. 

Be prepared to listen and take the time to give feedback.   

 

The question participant 2 asked the AI algorithm: how do I build an effective team? 
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Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, Chat GTP is spot on. Trouble is my brain 

doesn't think in such a systematic way it rules with emotion and investment in the 

individuals in my team.   

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Hearing what is being said and actively acknowledging this whilst being careful to hear what 

is not being said. Body language interpretation and tone of voice. Clear communication and 

being responsive and answering the question not skirting round the answer.   

 

The question participant 2 asked the AI algorithm: How do I identify active listening? 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, I think I do all of these approaches and 

ensure my team is heard. I have had to learn when to be quiet and when to talk.   

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm: Being able to explain the problem or 

issue clearly and for it to be factual based not emotional based. Be clear and not waffly 

about the problem and explain you want to find a solution to reduce the conflict. Be 

prepared to apologies if you are part of problem or your communication is. Offer to clarify 

and confirm information and if you can answer you will find somebody who will. Try not to 

be defensive and portray this in your voice and body language. Be empathic and 

understanding to others. Set timeline for resolution, following it up in writing and review 

the information. Communicate effectively and regularly and ensure the next meeting 

happens with clear outcomes.   

 

The question participant 2 asked the AI algorithm: What are conflict management skills? 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, I would because I didn't think about 

boundaries, or adaptability and mediation. Good information to follow. 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  
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The ability to share tasks with the appropriate people who have the skill and time to 

complete the task. Being able to communicate and set clear objectives.   

 

The question participant 2 asked the AI algorithm: Describe delegation skills. 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, I like the steps to effective delegation. It's 

a skill I am developing and want to become more adept at.   

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

I feel I support others, identify their next steps, and advise them on how to achieve this. Give 

and share information and inform others to support. Record and respond and reflect on the 

tasks undertaken to skill develop. Review the process and set new targets or objectives.   

 

The question participant 2 asked the AI algorithm: How can I develop other people’s skills? 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, again there are steps there that I hadn't 

thought of but don't mean I don't do. I feel I do a lot of these but discreetly.   

 

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

At the helm and want to guide the team to change for the better. But to change we have to 

recognise the issues and understand why those issues come about. Buy in from the team, 

having a shared vision to change and driving positivity. Rewarding and responding to staff 

with regards to time, resources, and people. Reflect on change, set parameters and 

timelines or scales and review and update regularly. Communicate clearly.   

 

The question participant 2 asked the AI algorithm: How can I lead change? 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, by using the headings to produce a plan for 

change. Be reflective at many stages. 
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Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

I have a skill set to coach and mentor my team as a whole and individuals in the team. 

Meeting regularly with team members, actively engaging and being responsive.   

 

The question participant 2 asked the AI algorithm: How do I coach and mentor my team? 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, by formalising the approach and produce 

action plans for individuals. Identifying that I am not always the best person the mentor 

individuals.   

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

Have a plan, don't launch into it without understanding the facts and what outcome you 

want to achieve. Be honest and direct but also be supportive. Take advice and document 

everything.   

 

The question participant 2 asked the AI algorithm: How do I have difficult conversations? 

 

Participant 2 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, again there is a clear plan of action. I like 

thoroughness of Chat GPT.  

 

Other observations: N/A 
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Appendix 11. Participant 3- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 3. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Identify the issue and potential solutions. Understand the constraints placed on the problem 

to ensure a best fit within time and budget. Monitor implemented solution to ensure 

success.  

 

The question participant 3 asked the AI algorithm: What are the key stages of solving a 

problem? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI generated response produced a standard 

problem-solving plan which reflected my initial thoughts. The benefit of the 8 stages given 

would be useful to make sure all bases were covered, and the AI platform is an easy way of 

prompting the reminder. 

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Understand the task required to be completed and evaluate the skills of individuals to 

understand how to get the most out of all involved.  

 

The question participant 3 asked the AI algorithm: How would you build an effective team? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI produced a similar plan to my initial 

thoughts but with a few extra areas including resolving any potential conflicts and 

monitoring performance. Hopefully there wouldn’t be any conflicts to resolve.  

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Ways to engage in listening to ensure all information is understood fully. Techniques to 

ensure the listener doesn’t get distracted or loses concentration.  
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The question participant 3 asked the AI algorithm: What are active listening skills? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI provided a good review of the techniques 

used in active listening and would be useful to remind you of the best way to listen or how 

to explain the concept to others.  

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Ways of resolving any issues that arise or might arise in the future. Identifying issues, finding 

solutions to those issues, and implementing those solutions.  

 

The question participant 3 asked the AI algorithm: What are conflict management skills? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI brought forward some skills that I hadn’t 

originally thought about so it would be good to develop those areas further to ensure all 

aspects would be covered if the need arose. 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

Being able to share out the workload to ensure you aren’t overburdened. Understanding 

what different people's strengths are to ensure a best fit for productive working.  

 

The question participant 3 asked the AI algorithm: What are delegation skills? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The algorithm was on the same page as me but 

with some further aspects to focus on including the monitor and feedback aspect. I believe 

this would be a good thing to include and like the extra aspects brought forward by the AI 

platform.  

 

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  
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The algorithm was on the same page as me but with some further aspects to focus on 

including the monitor and feedback aspect. I believe this would be a good thing to include 

and like the extra aspects brought forward by the AI platform.  

 

The question participant 3 asked the AI algorithm: How would you develop other people’s 

skills? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI gave a similar response to me but some 

of the steps identified would be good to adopt. Ensuring a growth mindset is key, individuals 

understand the importance of continued development and the opportunities available.  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Understanding the vision and engaging with the plan, getting everyone on board to ensure 

success and monitoring the progress to keep on track and achieve the desired outcome.  

 

The question participant 3 asked the AI algorithm: How would you lead change? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach 

to this in the future? If yes, how? If no, why? The algorithm brought forward some key 

steps to concentrate on. These included some extra things that I hadn’t originally thought 

of so would be useful for leading change in the future. 

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

Understanding the individual or group that was being coached or mentored so you know 

what their skills are and the level of their attainment. If it is a group, you need to be able to 

monitor them to ensure all understand and aren’t being disadvantaged. You also need to 

make sure you aren’t focusing too much on individuals and leaving others to fend for 

themselves.  

 

The question participant 3 asked the AI algorithm: How do you coach or mentor others? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The algorithm provided some good focus points 

for mentoring that would be useful to follow to ensure no aspect was missed. Having both 
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formal meetings and informal catch-up sessions would keep engagement and ensure 

progression while providing feedback and encouragement.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

Understanding the situation fully and not getting personally involved.  

 

The question participant 3 asked the AI algorithm: How would you lead difficult 

conversations? 

 

Participant 3 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI provided some good strategies to keep 

you on track when needing to lead difficult conversations. They were along the same lines 

as my initial thoughts but would be useful to ensure all aspects were covered and positive 

outcomes achieved. 

 

Other observations: 

Participant 3 was very methodical in how they approached the task. They set up individual 

AI chat rooms to separate and structure the questions they asked the AI algorithm (as seen 

below). 
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Appendix 12. Participant 4- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 4. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Solving a problem, I would first look to identify what the problem specifically is. Often, what 

appears initially to be the problem may just be an issue being caused by a deeper problem. 

In the past, I have worked with colleagues using a fishbone diagram to identify issues and 

then as a group propose potential solutions.   

Step wise:  

• Identify issue(s)  

• Dig down to provide the underlying problem.  

• Investigate potential solutions, using team knowledge if that is available.  

• Identify best solution for that context.  

• Implement solution.  

• Verify whether the solution is effective.  

• Feedback to those involved.  

 

The question participant 4 asked the AI algorithm: What are the stages in effective 

problem solving? Is it better to problem solve as a team or individually? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach 

to this in the future? If yes, how? If no, why? No, the way that ChatGPT suggests is 

similar to my own, though it breaks down each point into greater depth. It suggests a 

number of models for identifying issues. I could use these as an alternative to my own 

experience, so the answer has developed my awareness of problem-solving methods.  

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm: This is not something that I have done 

from scratch. I have moved into teams that already exist, though they have changed in 

staffing through my time in leadership. Typically, though I realise that it takes time to build 

a team as you need to have an awareness of the individual team members’ strengths and 

areas for development. Stages might include:  

• Identifying skills needed within the team.  

• Formal/informal audit of team members’ skills  

• Identifying what skills are lacking within the current team.  
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• Identifying team members who would benefit from training/mentoring to develop 

those missing/weak skills in the team.  

• Implementing that training/mentoring/reviewing  

 

The question participant 4 asked the AI algorithm: How do you build an effective work 

team? Like this but focus specifically on developing an existing team where you don't get 

to pick team members with diverse experiences and skills. 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Again, the Chat GPT provides detailed generic 

guidance based loosely around my own experiences. I wouldn’t change my approach based 

on the answers but knowing that this is general practice is reassuring. I was surprised that 

the answer didn’t mention training specifically in the first prompt.   

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Demonstrating that you are listening and understanding the other person’s 

viewpoint/information, by:  

• Appropriate body language  

• Repeating back key points to check my own understanding.  

• Questioning if needing further information or if anything is unclear.  

 

The question participant 4 asked the AI algorithm: How do you demonstrate active 

listening skills? What are three key points for active listening? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Having asked it to focus from general points to 

give me three specific points of importance, I think I would not change, perhaps, but focus 

more on the non-judgemental/empathy side. I might do this in a real-life situation but didn’t 

stress it in my points above so subconsciously perhaps I was not focussed on its importance.   

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

These are skills to use when managing conflict either between you and another or between 

others. They involve being open and unbiased, and recognising issues on all sides. They 

require clear communication between parties to identify the issue(s) and working with the 
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people involved to rectify issues, clarify through effective communication and to ensure that 

the team works well moving forward. 

 

The question participant 4 asked the AI algorithm: What skills are needed for effective 

conflict management in leadership? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, slightly. The ChatGPT brings together 

information from problem solving and active listening. I suppose the skills are very similar. 

One point that it does draw out is something I would not have explicitly considered – conflict 

prevention. This is a useful viewpoint to consider reducing risk of conflict.  

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

The ability to use people’s skills within the team to get jobs done effectively with best use of 

resources (including human). This requires you to know your team’s strength, and to use 

them. To develop the team, if needed, so that there are enough people with appropriate 

skills. Mentoring to support skills development and practice. Trusting the team to be able 

to do what you ask of them but trusting yourself to know that you have delegated 

appropriately. If the team member is unable to fulfil what has been delegated to them, that 

is a problem of poor leadership rather than a poor team member, as appropriate checks 

would need to be done to ensure they are confident and competent.   

 

The question participant 4 asked the AI algorithm: How do you delegate effectively? What 

three skills are most important for a leader to ensure that delegating tasks is effective? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, they cover what I would expect to consider 

when delegating. 

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

Focussing on what is needed for the team – what gaps are there and who would be most 

suitable/who would most benefit from support in developing those skills. Providing tie and 

opportunities for developing those skills and feedback on how well the person has done, as 

well as listening to feedback from them. Putting in place SMART targets for completion. 

Always based, if at all possible, on the individual’s strengths and interests. 
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The question participant 4 asked the AI algorithm: What stages are there for developing 

other people's skills in a job? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, ChatGPT provides a general overview of 

what I have done.  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Firstly, it’s important for the team to understand the reason behind the change and the 

benefits of that change – they must see that the upheaval is worth it. Then, it is important 

that the team see you leading the implementation of the change –leading from the front. 

Then it’s the case of following change implementation models, making sure that throughout 

the team have opportunities to feedback, give opinions and feel listened to, with these 

points being incorporated wherever possible. In this way, you are more likely to get team 

buy in. Review by the team of the process will also be needed after a bedding in period, to 

see if the change has had the desired results. If not, it is important for the leader to 

acknowledge issues.   

 

The question participant 4 asked the AI algorithm: How to lead change in a team? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? There’s nothing new in the information that 

would make me change but it is helpful to see it stress the importance of buy in by team 

members and of providing support during what may be a stressful experience potentially.   

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

Identifying someone who would like to upskill in an area and putting in place a suitable 

coach/mentor. There would need to be a set ‘contract’ with appropriate outcomes that both 

parties agree on. Targets would be SMART. Feedback during and after the coaching, to 

check that it was completed satisfactorily on both sides. Demonstration of how the member 

had developed.   

 

The question participant 4 asked the AI algorithm: What are effective coaching skills? How 

do you identify the best person to act as a coach or mentor? Why is it important to coach 

team members? 
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Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, the answers seemed quite generic for this 

topic and not inspiring. 

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

As with previous questions, it is about identifying the issue, (and this may not be the most 

apparent issue), then determining what you want the end point to be. It needs to be 

prepared for but not going in with set ideas. Active listening to the team member and trying 

to remain unbiased and be factual. Identifying what is best for moving forward, and coming 

up with an action plan, which needs to verify to ensure it is done. Drawing a line under the 

issue after this.  

 

The question participant 4 asked the AI algorithm: How do you lead a difficult conversation 

in the workplace? 

 

Participant 4 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, though I might use it as a basis for the 

process, as it provides a useful overview of the stages. However, the do seem standard 

stages rather than anything radical.  

  

Other observations: N/A 
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Appendix 13. Participant 5- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 5. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Would depend on the problem. In general, would explore what has caused/led to the 

problem to try to understand the problem.  From here, I would seek suggestions for solutions 

based on intranet searches (internal) and conversations with colleagues. From here I would 

develop a solution. Depending on the problem, I may monitor the solution to and reflect the 

solution in and on action.  I would not jump straight in to with a/my first thoughts of a 

solution to the problem.  

 

The question participant 5 asked the AI algorithm: Identify the stages of problem solving? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? In essence I would approach problem solving 

through the stages identified by ChatGPT. Although I have not identified the 7 stages 

suggested by GenAI, the general approach is similar.  I would not seek out how to solve a 

problem before tackling the problem. 

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Through openness, being authentic and approachable.  Taking this into more detail, I would 

use the principles of form, storm, norm and perform – with activities, communication, 

information, and other approaches as appropriate. Reflecting as I went to see how the team 

is developing and if more interventions (soft) are required.  

 

The question participant 5 asked the AI algorithm: Identify the stages of building an 

effective team? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Use the same four stages as ChatGPT – 

interesting to see the Adjourning/mourning; I would think about this but not as a fifth stage 

more returning to stages one and two form/storm as new members join or others leave – 

hopefully because of their personal development. 
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Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Not sure I can describe them as actions, for me, active listening is being attentive, not being 

distractive (focusing on the individual – important point with online listening) positive body 

language, showing appropriate responses when listening, recognising appropriate pauses 

to respond and/or to ask for more clarity. 

 

The question participant 5 asked the AI algorithm: Identify what active listening skills are? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Not far off – I did write non-judgemental then 

changed my mind.  Like Question 1, I feel my principles are like ChatGPT answer, just in more 

detail and the stages.  This comes from my opening sentence; not sure I can list the 

actions.  This reflection came from feeling active listening s more implicit.   

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Conflict management skills are working with colleagues (or family and friends) to work 

through conflict through understanding the problem, active listening, working through, 

perhaps with mentoring or coaching, solutions, trying solutions, reflecting, and amending 

solutions.  

 

The question participant 5 asked the AI algorithm: Identify what conflict management 

skills are? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Interesting list from ChatGPT – some of the 

stages listed are integral in day-to-day work/live and would not single these out in conflict 

management, such as cultural sensitivity.  Again, ChatGPT has given more depth and 

broken-down elements of my approach – solutions would come from problem solving.  The 

couple of sentences from my answer is not giving the depth provided by ChatGPT.  

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  
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Delegation skills from the leader point of view, for me has various levels.  Firstly – being able 

to see the big picture and being to identify what is needed to deliver – identifying relevant 

structures to enable delegation.  Secondly – developing teams with different skill sets to 

ensure delivery.  Thirdly, recognising as a leader how to make the best use of time/strengths 

and develop an environment where others can and will do relevant tasks based on their 

strengths.  Links to good team building.  Added to this, is developing others through 

delegation.  Building their skills.  With delegation there needs to be clarity of the end goal, 

clear communication of what, why, where why and how and supportive communication to 

enable clarity and help to sort whenever needed.  

 

The question participant 5 asked the AI algorithm: Identify what delegation skills are? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Again, interesting to see the stages broken 

down.  Expanding into some of the stages suggested would depend on the task. Some 

delegated tasks do not need reflection. Again, some of the stages are implicit to me and I 

would not think of them in a task such as this – recognition for example, I would always say 

thank you. 

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

As a leader I would know what skills are needed for delivery as well as asking colleagues/my 

team what skills they would like to develop.  I would prioritise the relevant skills for delivery 

of success.  Discuss options for developing these skills, support where I can, discuss progress, 

look for opportunities to apply the skills and reflect on progress.  

 

The question participant 5 asked the AI algorithm: Identify how to develop other people’s 

skills? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No changes to the approach – the stages are 

implicit in my answer within a couple of sentences.  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  
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Honesty, openness, approachable, communication.  Ensure the change is communicated, 

the why, when where and how. Ensure communication is maintained, be supportive to 

answer questions/queries/concerns, reflect on progress and reflect on the changes.  

 

The question participant 5 asked the AI algorithm: Identify how to lead change? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Think the ChatGPT was considering at top level 

organisation change/stages of change – whereas my answer is reflecting more middle 

management – but principles are not dissimilar.  

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

Mentoring and coaching are different.  First stage would be through active listening identify 

coaching / mentoring is an appropriate approach.  Whether coaching or mentoring I would 

have agreed this is the approach the other person wanted, with pre-communication, set out 

at the start of the session(s) the contract, the though active listening and respond with 

why/what/how/when/how do you. delving questions in coaching or examples from 

experience in mentoring help the other person work through their issue(s). This would be 

followed with checking on progress and reflections and bringing the session(s) to a close.  

 

The question participant 5 asked the AI algorithm: Identify how to coach or mentor others? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I would not change my approach because I do 

not agree with ChatGPT on the stages – for me mentoring/coaching does have feedback – 

the other person reflects.  Other than that, similar stages – albeit summarised in my Initial 

answer.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

I approach difficult conversations using the principle of coaching with a focus on reflection 

and a conversation, with identifying the problem, active listening, coaching questions, 

reflection, plan, future reflection on progress, and be supportive. 
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The question participant 5 asked the AI algorithm: Identify approaches to leading difficult 

conversations? 

 

Participant 5 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? ChatGPT set out some of the principles of 

coaching and detailed the stages.  My approach would not change. 

 

Other observations: 

Reflections added at the end of the task by participant: 

The couple of sentences from my answer is not giving the depth provided by ChatGPT.  Had 

I been provided more time with my answers then more depth would have been provided – 

and less implicit within my initial sentences and more explicit. 
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Appendix 14. Participant 6- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 6. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

I tend to use “route-cause-analysis. Creating a problem tree, then a solution tree. On the 

Problem tree “What is the problem we are trying to solve” (get a consensus statement 

from the group) then brainstorm the causes and the effects. On the solution tree flip the 

problem statement “what does the future look like with the problem solved” then for each 

cause come up with a strategy or approach, for each effect – flip to a positive and make 

SMART – these are the benefits of solving the problem.  

 

The question participant 6 asked the AI algorithm: Can you identify the stages of problem 

solving? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? AI went further – with the implementation and 

reflecting and learning – I did not interpret the original questions as from solving to 

implementing – I use working back from the benefits to create a plan and then during 

execution would monitor and evaluate progress. So, I think AI gave a generic approach 

(good) and mine was a technique that has the same approach. 

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Getting to know them, understand what drives them and what their concerns are, ensure 

they understand the common goals/strategy - I understand 

forming/norming/storming/performing and the mourning (Tuckman?). Ensure that there 

are team sessions (daily standups, breakfast meetings etc non formal as well as formal – 

treat as individual, listen, coach mentor, set performance standards and enforce them, 

praise, and reward, train and support when off target.  

 

The question participant 6 asked the AI algorithm: Can you identify the stages of building 

an effective team? 
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Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? It just gave me Tuckman verses examples of how 

that translates into action. 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Ensuring that you understand what has been communicated i.e. repeating back the 

question in your own words to the person who has asked the question. Also ensuring you 

are understood (own the receipt of the communication not just the transmission) i.e. look 

for non-verbale communications, and if in doubt – rephrase your question of sentence. 

Basically – check understanding.  

 

The question participant 6 asked the AI algorithm: Can you identify what active listening 

skills are? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? A good checklist – perhaps when read the 

question I am not reflecting on the wider range of skills that I might take for granted – so 

Everything on the AI list I agree with and I should reflect in future if I am assuming I do all 

of this (learned behaviour) or perhaps I think I do – but don’t - note to self – seek feedback.  

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

I am assuming that this is when I identify that there might be a situation that will lead to 

conflict verses finding myself in a conflict situation. - The first step is to acknowledge that 

there is a possible conflict, then it is about trying to reduce the likelihood – ie if there is a 

trigger at a meeting where a decision is needed and there are opposing views. Acknowledge 

to the group that this is not an easy situation, set some ground rules so that everyone's 

voice can be heard and try to get everyone to see from the others point of view. - Ultimately 

it must be resolved before the team/individuals can move on – it can’t be ignored. (active 

listening etc). 

 

The question participant 6 asked the AI algorithm: Can you identify what conflict 

management skills are? 
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Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why?  

A useful aide-memoir, I can’t disagree with the list, many of these behaviours need to be 

embedded in the leader/individual, what the AI response is not giving is example how to 

deploy these skills. - For me it is the Emotional Intelligence that must be honed down and 

become natural vs. A list to be studied before the “potential conflict”. I might be biased – I 

think I have deployed all the suggestions from AI, but not all at the same time.  

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

Delegation is up/down/sideways, First identify the need to delegate, understand why you 

are delegating (someone better, more senior, expert, to develop someone, to create room 

to take on a more appropriate challenge. Ensure the individual understand and has agreed 

to do it (I know now I am describing process vs. Skills) so much that has come out already, 

listening, etc, monitoring performance – coaching etc. Having the courage to ask others to 

do more/additional.  

 

The question participant 6 asked the AI algorithm: Can you identify what delegation skills 

are? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Again – I am starting to see a pattern – I agree 

with the lists being produced by AI, I see these as behaviours vs. Skills and I think what I am 

putting down are probably the process or steps verses skills or behaviours. Delegating can 

be done with poor behaviour (skills), yet they will get the work done by others simply using 

power. In the military I could command my soldiers and at time I could get them to do tasks 

through my skills/behaviours'. So, the list is a good checklist – but many of these should be 

embedded (authentically) within the leader vs. A skill only used to do this. 

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

In a work environment, it is for me a question of “do they need this skill to do their job” or 

do they need this skill to develop their future capability – I tend to call the 1st “training” and 

the 2nd “Development”. First step is to understand their role and expected performance and 

then try and assess (including 360 & self-assessment) to discover the gap (current level vs. 

Future/current need) 
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and devise a plan, including coaching/mentoring, secondment, training, on the job etc 

Delegating with stretch targets etc.  

 

The question participant 6 asked the AI algorithm: Can you identify how to develop other 

people’s skills? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Some great tips, I have created development 

centres, which included using actors etc to simulate, the feedback loop tends to be 

automated in the performance management system, I fun a development programme with 

the government that uses reflective learning. Learning partners/journals - all of these are 

useful as a check list of options, balance with time/cost and return on investment.  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Leading change, there are many models that come to mind, J’curve, transition 

management, my core profession is delivering change, there are two broad areas, the 

delivery of the change and then its transition to use. All of this must be managed around 

people’s ability to cope with change. Change Management (vs. Project Management) is 

focused on the human dynamic and ensuring that those affected by the change have the 

most appropriate support. Many of the “Skills” that AI has generated on emotional 

intelligence, softer skills, “tough love” must be in the tool bag. Doing a change programme 

that results in making people redundant has to be seen to be fair a respectful, staff need to 

understand the vision and see how leaders are being authentic to the behaviours that need 

to be adopted. Clarity of vision, communicated at the correct level and then a plan that can 

be understood and handholding during the transition if need be. 

 

The question participant 6 asked the AI algorithm: Can you identify how to lead change? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Again, a generic set of steps – the first one – I 

would call “Pace”, not all change is “urgent”, telling staff in advance may cause anxiety, this 

can be managed vs. Urgency to change can send signals of “why didn’t they see this 

coming”. Of course, reacting to the pandemic, it is a burning platform that enable the pace 

to change. Short term wins are not always available and “consolidate gain and produce 

more change” again, I see this all under “pace of change”. 
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Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

I do blur between these two definitions; coaching is when I am guiding other to help them 

figure out what the correct solution is for them, and mentoring is more directive in that I 

can suggest ways of working that directly supports the goal. The first is to establish a 

relationship, get permission from each other – agree goals and boundaries, review periods 

and objectives. Active listening, monitoring, and reviewing progress. The use of other soft 

skills to be supportive as well as encouraging.  

 

The question participant 6 asked the AI algorithm: Can you identify how to coach or mentor 

others? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? This was a useful set of checklists – as I stated I 

don’t know the difference between the two sometimes. As I read through them, again I 

reflect and can think of examples – but I do admit, prior to formal coaching &/or mentoring 

I do look up what the differences and then modify my approach to suit. In a non-formal way 

(by this I mean day to day feedback and support of co-workers, I can move between this 

without realising it – as sometimes in the moment, you start to coach – but what you realise 

they need a mentor, and the reverse as well can be true.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

In the military – this is “moral courage” the ability to do the right thing – even if it is 

unpopular. Perhaps being “Authentic” or being “ethical”. I have found that this is like 

managing conflict – but with steroids. It is being clear on why the conversation is happening, 

doing it in an appropriate setting (with a witness but in a private location) laying out clearly 

what the issue is and what must be done to resolve it. Reaching a resolution and following 

up to ensure that the “solution” is producing the right behaviour. Never avoid this, it won’t 

go away – in Tuckman’s this might be a “storm” and if resolved may lead to a better working 

relationship.  

 

The question participant 6 asked the AI algorithm: Can you identify approaches to leading 

difficult conversations? 

 

Participant 6 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 
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this in the future? If yes, how? If no, why? Again, a useful checklist, I do think some of these 

are behaviours verse a skill. Remember a difficult situation might be sacking someone for 

theft, making their role redundant, or that the staff have all complained that one of the 

team has bad Body-Odor. Starting with empathy might not be the correct start for theft!  

 

Other observations: N/A 
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Appendix 15. Participant 7- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 7. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

I would try to identify the cause of the problem, discuss with colleagues, and explore 

possible solutions.  

The question participant 7 asked the AI algorithm: How would you solve a problem? Can 

you identify the stages of problem solving? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI algorithm gave a far more detailed 

answer, which I expected, but essentially the core answer was identify and find solutions, 

which was my original answer, but brief. I think if I had a big problem, I would potentially 

use more of the detail in the AI answer.  

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Recruitment of staff with a wide variety of skills and good communication skills. Identifying 

the needs of the service and how they're going to be met, when considering the number of 

staff required and the skill mix needed.  

 

The question participant 7 asked the AI algorithm: Can you identify the stages of building 

an effective team? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, I would adopt some of the stages the AI 

identified, as I am very new to team building, so this was helpful.  

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Active listening skills require concentration and an ability to empathise with the person 

talking. One needs to be interested in what is being said, be able to keep eye contact with 
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just short breaks so as not to stare and make the person feel uncomfortable. The listener 

should add in brief comments throughout the discussion to show they are still engaged in 

the conversation.  

 

The question participant 7 asked the AI algorithm: Can you identify what active listening 

skills are? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI algorithm provided more detail, which I 

would incorporate into my active listening skills in the future.  

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Conflict management skills would require a person to be able to see each perspective in a 

situation. This means understanding people's ideas and why they may differ from another 

team member. The team leader needs to be able to understand all the issues that contribute 

to the conflict and try to resolve them. Mostly comes down to communication skills every 

time.   

 

The question participant 7 asked the AI algorithm: Can you identify what conflict 

management skills are? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI gave far more detail again, which I would 

use if I was struggling with a conflict resolution. It’s very systematic, and so I would probably 

only use it, if things didn’t improve with a basic approach.  

 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

Delegation skills are a person's ability to issue tasks to team members based on their ability 

and qualifications. It requires fairness and assertiveness from the team leader.   

 

The question participant 7 asked the AI algorithm: Can you identify what delegation skills 

are? 
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Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The AI response is incredibly detailed, it offers 

some very good pointers to consider, and I would probably use them in the future for my 

own personal development, as delegation is not my strongest leadership skill. 

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

My approach to develop other people's skills is to encourage learning through experience, 

pair people up that complement each other even if that involves working alongside me but 

also offer any learning/training events to the team. I would also conduct an annual progress 

development review to each of the team members where we can discuss their learning 

needs, and anything they wish to achieve, but also review what they have achieved so far.   

 

The question participant 7 asked the AI algorithm: Can you identify how to develop other 

people’s skills? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I feel like I would use some of the AI response as 

points of reference, it’s very structured and concise, but it would only change my approach 

if I was struggling with a particular team member.  

 

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Leading change requires the team leader to be dynamic, and confident in the change they 

are trying to introduce. One needs to identify the barriers to the change and start to work 

on trying to minimise the damage from these. It also requires a lot of dedication and time 

investment to keep the momentum going with the change, so people can see the effect it 

has. I would look for ‘buddies’ or ‘champions’ of the change to keep the work in progress. 

The process requires continuous assessment and evaluation, to measure the difference the 

change is making.   

 

The question participant 7 asked the AI algorithm: Can you identify how to lead change? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 
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this in the future? If yes, how? If no, why? I like the AI response to this question, I feel like 

it would really help me in leading change, as it provides a more structured approach. Again, 

I would use for a reference. 

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

I’m a very positive and enthusiastic mentor, I am passionate about my job, and I think that 

is reflected in my approach when mentoring other team members. My approach is to show 

my enthusiasm for the job, so they see the rewards that gives. I share my knowledge and 

skills with interesting experiences to keep it relevant and valid to the individual.  

The question participant 7 asked the AI algorithm: Can you identify how to coach or mentor 

others? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I think the AI response helps to de-personalise 

from the task, the task is much more than just the mentors' personal attributes, which I find 

I would rely heavily on. So yes, I would adopt some of these points in my approach to 

coaching and mentoring others. 

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

My approach starts first with compassion and empathy. One is required to be sensitive to 

the situation, and choose words carefully, so as not to cause worry or distress. To always 

have open body language, encouraging the person(s) to be able to talk, and ask questions 

if needed. I would show calmness in being able to deal with people's emotions, without 

being too emotional myself.   

 

The question participant 7 asked the AI algorithm: Can you identify approaches to leading 

difficult conversations? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I feel this is one of my strongest skills as a team 

leader, and while the AI response is helpful with some good points to consider, I feel I already 

do this in dealing with difficult conversations, so don’t think it would change my approach.   

 

Other observations: 
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Further request: Participant asked the AI algorithm to summarise a model they are aligned 

with. They latterly deleted the content, but the title of the search was stored. Demonstrates 

interest in the participants research/ professional area.  
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Appendix 16. Participant 8- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 8. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Identify the end goal or state and what the gap is. Look for any conjoined problems. Identify 

what tools are needed to solve the problem. Identify how long I must solve it. Select the 

most appropriate solution and begin working towards it. Re-evaluate the approach part 

way through (or if any new info comes to light).  

 

The question participant 8 asked the AI algorithm: What is the best way to solve a 

problem? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Like my approach – it mentioned lessons 

learned/debrief at the end which is a good point that I forgot. Overall, the prompt and I 

largely agreed.  

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Identify an end objective and the skills needed to achieve it. Compare that to the current 

skills in the team – stand up hiring or team expansion where needed. Work with individual 

members to understand how they can develop and set targets with them if needed. Ensure 

there is strong communication and cohesion throughout. Set clear goals and lead by 

example. Constantly re-evaluate performance. Look for opportunities to challenge and 

develop individuals (ZPD approach).    

 

The question participant 8 asked the AI algorithm: What are some of the common factors 

of effective teams? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No – it was like my summary. I delivered a team 

session on collaboration using the T7 model yesterday so I’m comfortable with the 

response.  
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Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Acknowledgement of the core point or principle being communicated. Attention to both the 

verbal and non-verbal prompts being used by the communicator. Presence in the 

conversation (no distractions). Re-affirmation of key points (repetition, eye contact, 

nodding, agreement, or requests for clarification). Summarisation and clarification of the 

key points once the communication has finished.  

 

The question participant 8 asked the AI algorithm: What is active listening? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? It mentioned empathy, which I should have 

included. Apart from that, I’m happy it was close to what I said.  

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Concentrating on achieving mutually agreeable solutions whilst minimising personal or 

professional discomfort. Managing conflict includes looking for opportunities before and 

during communication to ensure all parties can get the best outcome possible, without 

taking on undue harm along the way. Conflict isn’t always avoidable but can work to have 

harm minimised.  

 

The question participant 8 asked the AI algorithm: What is conflict management? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I liked the AI response much more than mine. It 

used better wording and a more thought-out approach – ultimately, it was more eloquent.  

 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

Using the resources available to you – usually people – to achieve the end goal. This is 

especially important in avoiding bottlenecks in productivity. Delegation includes setting a 

clear objective, selecting a person with the right skillset, and providing suitable time and 



 

 

258 

 

resources to complete the task. It’s usually a good idea to check in along the way. 

Ultimately, delegating a task doesn’t move the responsibility for its completion away from 

the delegator – they are still putting their name to the outcome. 

 

The question participant 8 asked the AI algorithm: How do I delegate effectively? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The feedback and recognition piece were nice. 

Ultimately, I’m happy our responses were similar.  

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

Audit their current skills and work with them to identify any gaps in either their desired 

skillset, or the skillset required by their role. Find a suitable scaffold for building the skills – 

training, experience or just self-development. Identify the end goal and set targets, as well 

as milestones along the way. Set a challenge project or task to show that they have 

developed skills. Consider getting them to coach or train others in the new skill.   

 

The question participant 8 asked the AI algorithm: What are some approaches to skill 

development? Why would you develop skills? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The prompt took a very method-based approach, 

detailing the ways in which skills could be developed. It required a follow up request to get 

more information on why skill development was useful. This may have been due to my 

questioning. I think mixing both responses would be required but largely aligns with my 

approach. I don’t think I’d do it differently in the future.  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Identify the end goal and the current gaps. Set a structured plan in place to bridge the gap, 

including the resources and people requirements. Pay particular attention to culture and 

behavioural change. Corral change champions to show what the future state should look 

like and take opportunities to exhibit the change. Be aware that setbacks will happen.  

 

The question participant 8 asked the AI algorithm: How can I lead change? 



 

 

259 

 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Like earlier, I think the prompt was more 

eloquent in its response. It largely aligns with mine but gives much more detail. I don’t think 

there’s anything I’d do differently per-se, but the prompt was certainly more 

comprehensive.  

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

Very similar to skills development – identify the desired end state and the gaps, set a 

structured plan to inch the person closer across a period. Make constant checks to ensure 

learning has happened. Work with the individual to identify traits or habits they’d like to 

develop. Give them ownership of their own learning.   

 

The question participant 8 asked the AI algorithm: How should I coach or mentor 

someone? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The prompt was comprehensive and gave good 

advice regarding respect. I think our approaches are very similar.  

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

Stick to the facts. Use empathy sparingly and keep a larger end goal in sight. Not all 

conversations are pleasant, but most are necessary. Trust in yourself and the recipient that 

ultimately the outcome is better for everyone. Use humility and humanity. Communicate 

clearly and avoid leaving room for interpretation.   

 

The question participant 8 asked the AI algorithm: How should I lead a difficult 

conversation? 

 

Participant 8 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Preparation and setting the tone were nice 

touches for inclusion, as well as seeking support. Apart from that, I think our approaches 

were aligned.  

Other observations: N/A 
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Appendix 17. Participant 9- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 9. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Consider what the problem is, so define it first. Maybe look at what those impacts, then 

consider what resources could be used to mitigate those impacts.  

 

The question participant 9 asked the AI algorithm: Can you identify the stages of problem 

solving? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No - I struggled to identify how I would solve a 

problem and really the AI just put into words the feeling I had.   

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Choose individuals with traits that match the purpose of the team and try to ensure they 

get along. Not every individual needs to have every trait if all necessary traits are covered 

by the team.   

 

The question participant 9 asked the AI algorithm: Can you identify the stages of building 

an effective team? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Interesting that AI took an approach from social 

psychology and applied it to work teams. I would perhaps follow some of those steps, but 

there are steps that happen on their own, like building trust and fostering unity.  

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  
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Listening to understand the other person’s viewpoint, rather than just waiting for an 

opportunity to speak.   

The question participant 9 asked the AI algorithm: Can you identify what active listening 

skills are? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, that’s pretty much what I had in mind, but 

I think describing (my task) and identifying (the AI task) are two different things. Oh, AI gave 

two responses, but these are similar. 

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Essentially the ability to manage conflict. I suspect this has something to do with taking 

emotion out of the situation and actively listening to both sides.   

 

The question participant 9 asked the AI algorithm: Can you identify what conflict 

management skills are? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I tend to avoid conflict, but I would look to 

incorporate the skills the AI mentions when this arises next.  

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

The ability to delegate tasks and trust the person they are delegated to do a good job. They 

were likely selected based on having appropriate skills anyway. 

   

The question participant 9 asked the AI algorithm: Can you identify what delegation skills 

are? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, I think some of the information provided 

gives a good structure from which to delegate and I will be less afraid to delegate certain 

tasks in the future.   
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Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

I really have no idea, other than to give them tasks of increasing complexity in that skill 

area.   

 

The question participant 9 asked the AI algorithm: Can you identify how to develop other 

people’s skills? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes – there are some interesting ways to help 

to do this that I had not thought of, but with 12 steps it looks like a daunting process.   

 

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

Ensure that change is introduced iteratively and that those I am leading can see clear 

benefits to those changes.  

 

The question participant 9 asked the AI algorithm: Can you identify how to lead change? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? The steps laid out by AI seem like a lot of effort, 

I probably wouldn’t bother.   

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

I don’t think that I really have one. Maybe take a skills audit, see where they are now and 

what it is they want to achieve and why they want to achieve it. Provide friendly iterative 

encouragement as they progress along the path.  

 

The question participant 9 asked the AI algorithm: Can you identify how to coach or mentor 

others? 

 

Participant 7 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 
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this in the future? If yes, how? If no, why? This seems very similar to skill development. 

Yes, I would probably take a more structured approach, as highlighted by the AI.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

Probably start with what my understanding of a situation is and then ask what their 

understanding is, then build a constructive conversation towards whatever the goal is.   

 

The question participant 9 asked the AI algorithm: Can you identify approaches to leading 

difficult conversations? 

 

Participant 9 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I would likely seek further training on this and 

consider taking an approach that incorporates the structure that AI suggests.   

 

Other observations: 

Disclosed on starting the activity that as an individual they did not believe the use of AI in 

education and life was a good idea.  

The participant was surprised with the experience as they thought that on participating in 

the research it might impact on their responses in a negative persuasion towards AI. 
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Appendix 18. Participant 10- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 10. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

Don’t rush in. Take some time to understand the problem from different perspectives. 

Having done this, decide on the most appropriate course of action. Implement the action. 

Reflect on how it worked and any changes that might be required. 

 

The question participant 10 asked the AI algorithm: Can you identify the stages of problem 

solving? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No – ChatGPT covered what I would do, albeit 

in more detail. It emphasised the importance of focusing on creativity and open-mindedness 

in approaching a problem. 

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

Take time to work with the team to establish a sense of purpose and identity. This would 

include activities as a whole group (e.g. meetings, team-building activities) and working 

with individuals to establish the sense of purpose and identity. Ensure there are 

opportunities to reflect on how things are going to tease out strengths to build on and any 

areas that might need to be addressed. It’s important to provide autonomy for the team to 

make decisions and overcome their own challenges, so that they are not always coming to 

me as a manager for solutions but instead learning to work effectively with each other too.  

 

The question participant 10 asked the AI algorithm: Can you identify the stages of building 

an effective team? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, ChapGPT has outlined Tuckman’s model 

which is what I was thinking about in my response (based on a recent team leadership 

training course I attended that’s accredited by the CMI).  
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Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Active listening is real listening. I think we can often be quite passive in our approach to 

listening meaning we hear what people are saying but we don’t always take in the implicit 

points they are making. To actively listen, we need to give our full attention to the task and 

avoid getting distracted by other issues. This is difficult to do, as there are always competing 

demands, and it is hard to stay focused for an extended period.  

 

The question participant 10 asked the AI algorithm: Can you identify what active listening 

skills are? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, the output focuses on strategies to 

implement my focus on being fully focused in the moment. I think the strategies focusing on 

letting someone finish their point and not interrupting, using appropriate body language, 

and summarising what someone has said to make sure you’ve understood are good 

strategies to demonstrate evidence of active listening.  

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

Conflict management skills are the ability to deal effectively with difficult or challenging 

situations. It is often necessary to take a step back to identify the root cause of a conflict, as 

the surface issue might not be the root cause. In doing so, it is important to stay calm and 

avoid making an emotional or rash decision that could inflame a situation.  

 

The question participant 10 asked the AI algorithm: Can you identify what conflict 

management skills are? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? Yes, the focus on stress management and 

maintaining a healthy work-life balance is important. I think my response focuses more on 

managing the situation for the conflicted parties, whereas it is also important to take time 

for my own wellbeing and to not let the situation have a negative impact on me.  

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  
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Participant response before utilising AI algorithm:  

Delegation skills are crucial to effective leadership. It is important to think about what tasks 

could be performed by others. These might be tasks that someone is more skilled at 

completing or tasks where someone needs to develop these skills. In delegating it is 

important that the person has a clear sense of the parameters of a task and within that they 

also need the scope to perform the task in their own way, i.e. a focus should be on outcomes 

not the process to get there. Delegation is key for a manager to avoid burnout and to also 

provide meaningful opportunities for others to develop and use their expertise.    

 

The question participant 10 asked the AI algorithm: Can you identify what delegation skills 

are? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, the AI output expanded on the key points 

I’ve made above, e.g. making sure the task is appropriate and has clear parameters, 

providing scope for autonomy, and the value of delegation for productivity/performance. 

Its focus on constructive feedback and celebrating successful is important as part of 

delegation.  

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

I think it is key that individuals are given the tools to undertake tasks for themselves and 

that they are encouraged to do this. For example, if someone comes to me with an issue, I 

will ask them to identify what steps they have already taken to resolve the problem. This 

approach is designed to avoid an assumption that I can solve all their problems for them.   

 

The question participant 10 asked the AI algorithm: Can you identify how to develop other 

people’s skills? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, the AI output emphasises the importance of 

creating opportunities for the individual to practice developing their skills, which I focused 

on above. The AI output is general. 

  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 
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Participant response before utilising AI algorithm:  

I think the key to successfully leading change its clear communication focusing on what the 

change is and what the rationale is behind the change. Clear communication can help to 

minimise the potential for gossip and rumours, as these can cause unnecessary worry and 

panic. It is important that individuals affected by the change are consulted to see how their 

views may shape the approaches adopted. In doing so, it’s important to make it clear which 

options are not possible to pursue, so that individuals don’t invest time in these.  

 

The question participant 10 asked the AI algorithm: Can you identify how to lead change? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, the focus on urgency doesn’t seem relevant 

to me in my role. I think focusing on urgency would cause more stress rather than support 

an effective change management process. The rest of the output focuses on the importance 

of communication and consultation, which I’ve covered above. That said, the focus on 

creating sub-goals is important to keep in time to avoid the overall change feeling too 

daunting.  

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

In developing a coaching or mentoring approach, the key for me is working with the specific 

individual to see what their expectations of the approach would be and what they want to 

get out of it. This would help me to see if I’m suitable to act in this capacity, as it might be 

that other individuals are more appropriately placed to work with them. The key would be 

to set clearly measurable targets that are broken down into manageable chunks. These 

could be revisited throughout the working relationship to see how the person is getting on 

and to set new targets based on this. A coaching/mentoring relationship should be 

underpinned by the needs of the person at that time. 

 

The question participant 10 asked the AI algorithm: Can you identify how to coach or 

mentor others? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, the AI output focuses on strategies that 

would support with the general description I’ve provided above. It focuses on the 

importance of tailoring the approach to the individual, which I think is key. I do like the focus 



 

 

268 

 

on encouraging independent, recognising that the coaching/mentoring relationship should 

come to an end at some point.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

I think it is important to take some time before having the conversation to prepare for the 

approach. This should include making a list of key points that I want to raise and thinking 

about the order in which to raise them (if there are several and/or they are interconnected). 

It is also important to make sure that there is an appropriate amount of time set asides for 

the conversation so that it doesn’t feel rushed. I’d also make sure I had time immediately 

before and after it for my own reflections (and to let the other person reflect too) before 

starting another task. It’s important to stay calm and professional during these 

conversations. If the other person becomes emotional (e.g. upset, angry etc.), it may be 

worth pausing the conversation to pick up at another time. I would provide a summary of 

what was said during the conversation so that there was a record. The person could 

comment on this with anything they wanted to add from their perspective. If the 

conversation meant the person needed to change their approach, it would be important to 

set targets and timescales that could be revisited to make sure the necessary changes were 

happening. It might be that the person needs to be provided with access to training and 

support to help with these changes.  

 

The question participant 10 asked the AI algorithm: Can you identify approaches to leading 

difficult conversations? 

 

Participant 10 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No, I think my summary covers the key points. 

The voice on maintaining a steady tone of voice and body language is important, as is the 

focus on providing specific examples to illustrate points. That said, again the focus on my 

own self-care is important to keep in mind as part of my approach to avoid the conversation 

having a negative impact on my own wellbeing. I like the focus on seeking to understand, 

rather than seeking to win. I will keep that phrase in mind in the future.  

 

Other observations: N/A 
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Appendix 19. Participant 11- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 11. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

I would think about what the issues was, perhaps list the different issues. Try to identify 

different options for solving it and weigh up which ones gave the best outcome.  

 

The question participant 11 asked the AI algorithm: What is the best way to solve a 

problem? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I quite like the ten-step approach so I might use 

this as a good reminder to think through each part systematically. I hadn’t thought about 

implementing a solution so that part of the answer was a useful guide to following through 

with it.  

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

I would want to start by getting to know each member of the team and what their strengths 

and weaknesses are. Then looking for opportunities for different members to work together 

on different tasks and gathering the team together regularly to communicate priorities 

would be important.  

 

The question participant 11 asked the AI algorithm: I need to build an effective team at 

work. Can you suggest ways of doing that? What would be the first steps to get started with 

building a team? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? ChatGPT likes a 10-step approach!! It’s useful 

for giving pointers to what different aspects need to be addressed. However, it would feel a 

bit too structured to follow the advice rigidly and I would want to focus more on the 

relational aspects.  
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Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

Active listening involves focussing on what is being said. Asking for clarification and 

prompting for further information when appropriate and regularly reflecting to check that 

you have understand what has been said correctly.  

 

The question participant 11 asked the AI algorithm: What are active listening skills? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? No response 

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

No response. 

 

The question participant 11 asked the AI algorithm: How would you describe what conflict 

management skills are?  

 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I’m not sure that I would change my approach. 

I probably do use most of the advice already. However, I do like it perhaps as a checklist for 

preparing e.g. a reminder to use positive body language.  

 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

Being able to identify tasks that could be given to others so that as a leader you can focus 

on the priorities that need your attention. Good delegation means being able to identify 

suitable tasks and who in the team could take them on. Monitoring that things are getting 

done without ‘micromanaging’ i.e. allowing individuals to get on with the task in their own 

way.  

 

The question participant 11 asked the AI algorithm: I'm not very good at delegating tasks 

at work. Can you give me some advice? How do I determine which tasks I could delegate? 
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Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I’m not used to having to delegate tasks regularly 

and a bit of a perfectionist so I might use some of the advice to help me identify suitable 

tasks. The categorisation of tasks and setting expectations will be useful advice when 

working with project students.  

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

I would start by finding out what skills someone has already then discussed what tasks they 

need to do and perhaps what aspects of the work they find particularly daunting. I would 

discuss what the priorities might be and work with the person to identify appropriate 

training.  

 

The question participant 11 asked the AI algorithm: I want to help a work colleague 

develop their skills? What is the best approach? Can you summarise this advice in a couple 

of key points? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I might use some of the advice in a more formal 

setting, but most of the opportunities that I must develop other people’s skills require a less 

formal, more relational approach.  

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

The most important thing is to set out a clear vision for why the change is needed and what 

benefits it will bring, whilst at the same time acknowledging what has already been 

achieved and the core values of the team. Team members will adapt to change at different 

rates so providing opportunities to engage and communicate with team members is key.  

 

The question participant 11 asked the AI algorithm: What are the pitfalls in leading change 

and how can I avoid them? How can I maintain good relationships in a team when leading 

change? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I think the AI information offers some good 
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frameworks. It’s less good at the ‘how’, especially of relationships so I think I would still feel 

quite daunted by that.  

 

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

Firstly, establishing a good relationship with someone, setting clear expectations and 

boundaries on what the coaching or mentoring might involve and what I could or couldn’t 

offer. Then meeting to catch up regularly to discuss what the person has been doing what 

the issues are and what the solutions could be.  

 

The question participant 11 asked the AI algorithm: How does coaching and mentoring 

work? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I’m not sure I would change my approach as 

that is quite personal, but I did find it helpful to think about the difference between coaching 

and mentoring and how that might apply in different situations. 

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

I would always think carefully beforehand about what the issue is, what I want to say and 

how I want to say it. I need to have dealt with my emotions so that I can approach the 

conversation in a calm and non-judgemental way.   

 

The question participant 11 asked the AI algorithm: I need to have a difficult conversation 

with a work colleague. I'm worried about how to go about it. What can you suggest? 

 

Participant 11 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I’m not sure I would change my overall approach 

based on this information, but it is useful to have a reminder of some key points as part of 

the preparation.  

 

Other observations: N/A 
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Appendix 20. Participant 12- observations and primary qualitative data 

 

Observations on approach and application of the task, and qualitative reflections and 

feedback from the participant. 

Participant 12. 

Q1. Posed information sheet question: How would you solve a problem? 

Participant response before utilising AI algorithm:  

• Understand what the problem is – evidence which could be written or verbal from 

colleagues or research.  

• Identify the options.  

• Consult with others, as appropriate about the options.  

• Act,  

• Reflect – potentially during as well as after problem solving.  

The question participant 12 asked the AI algorithm: Can you identify the stages of problem 

solving? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I think it confirmed the stages to me – so 

potentially was reassuring.   

 

Q2. Posed information sheet question: How would you build an effective team?  

Participant response before utilising AI algorithm:  

• Identify what the team needed to achieve – so what skills and knowledge were required.  

• Identify if helpful to have members bringing different skills and knowledge or whether 

team needed to be consistent in skills and knowledge they bring.  

• Categorise skills and knowledge.  

• Recruit based on skills and knowledge.  

• Have clear outcomes and dates for achieving things.  

• Ensure team members knew their role and expectations.  

• Hold meetings where progress but also alternative ideas etc could be discussed.  

 

The question participant 12 asked the AI algorithm: Can you identify the stages of building 

an effective team? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 
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this in the future? If yes, how? If no, why? No – because it was more of a theory of how 

teams develop rather than actions that you would take to build an effective team.   

 

Q3. Posed information sheet question: How would you describe what active listening skills 

are? 

Participant response before utilising AI algorithm:  

• Active listening skills to me are about giving the person you are listening to the time and 

space to say what they need to say.  

• It involves asking open ended questions and not making assumptions about what they are 

saying.  

• It also involves using body language and verbal clues to show you are listening.  

• Finally, it may involve summarising back understanding.   

The question participant 12 asked the AI algorithm: Can you identify what active listening 

skills are? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I’m not sure I would change my approach, but I 

did not mention judging which I would also want to include. 

 

Q4. Posed information sheet question: How would you describe what conflict 

management skills are?  

Participant response before utilising AI algorithm:  

• I am not sure I know what conflict management skills are.  

• I think it would be about making sure people feel heard and understood and an agreement 

is reached about how to move forward.  

• It would also involve trying to understand the source of the conflict in the first place – so it 

could be avoided or included in training or definition of roles.   

 

The question participant 12 asked the AI algorithm: Can you identify what conflict 

management skills are? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why?  

• I think on reading the information from chat GPT it again reassured me that I was on the 

right lines, but I think the way it was headed may be helpful if I was dealing with this 
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situation. For example, I had not included the idea of being assertive when moving 

forward. 

 

Q5. Posed information sheet question: How would you describe what delegation skills 

are?  

Participant response before utilising AI algorithm:  

• Delegation skills are the ability to use a team’s strengths but also be aware of their 

development wants so about opportunities.  

• I think it is important to either be clear that it is a person’s role to be delegated certain 

tasks – or to check this is something would like to do and then support them, so it 

becomes an opportunity.   

• Make sure delegation instructions are clear and fair – and that the person being delegated 

to feels about to check in and ask for support as appropriate.   

The question participant 12 asked the AI algorithm: Can you identify what delegation skills 

are? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? I don’t think I would change my approach, but I 

would ensure that the monitoring as well as supporting was going on.   

 

Q6. Posed information sheet question: How would you describe your approach to develop 

other people’s skills? 

Participant response before utilising AI algorithm:  

• Identify during formal and informal meetings with the person where they want to go and 

what skills and knowledge are missing for them to progress.  

• Also here identify opportunities for them to do tasks relating to this development.  

• Identify if there are any skills and knowledge that either they or you identify as missing or 

needing development.  

• Use this information to inform training plans but also opportunities within the workplace. 

The question participant 12 asked the AI algorithm: Can you identify how to develop other 

people’s skills? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why?  
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• I think I would add certain things – such as being a role model and developing the idea of 

mentoring and coaching.   

• There are also things which I would not do identified by AI – such as offering rewards. 

Q7. Posed information sheet question: How would you describe your approach to leading 

change? 

Participant response before utilising AI algorithm:  

• By being transparent about why the change is happening and what the change is.  

• If possible, involve the team at the start about the change.  

• Link the change to their own development or position in the business.   

• Keep the team informed.   

The question participant 12 asked the AI algorithm: Can you identify how to lead change? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? 

• Yes, I think I would change an approach to leading change. There is detail in the 

information form AI which is useful.  

• This is also something I have never done before so having the information summarised 

was useful.   

Q8. Posed information sheet question: How would you describe your approach to coaching 

or mentoring others? 

Participant response before utilising AI algorithm:  

• Coaching and mentoring are two different things. I think there is a quote about mentoring 

being about asking questions and coaching being more about being asked questions.  

• So, to mentor I think you are working on developing an employee by giving them time and 

space to reflect on their development and identify what they need to do to help 

themselves going forward.  

• Coaching, is more about working with an employee on specific skills and knowledge 

related to a job which you have specialist knowledge and skills in.   

• In both cases you would have meetings with agendas and outcomes – but the way those 

outcomes and agendas were identified would vary.   

The question participant 12 asked the AI algorithm: Can you identify how to coach or 

mentor others? 
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Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? 

• I’m not sure I would change the approach, but I think I would always clarify what the 

purpose of the coaching and mentoring is having read the AI response.  

 

Q9. Posed information sheet question: How would you describe your approach to leading 

difficult conversations? 

Participant response before utilising AI algorithm: 

• My approach to difficult conversations is to give the person time to be heard as well.  

• I also think it is important to be honest and clear as to what you are discussing and why.  

• To relate the conversation to a behaviour or event rather than make it a general comment 

about them if it is to do with this.  

The question participant 12 asked the AI algorithm: Can you identify approaches to leading 

difficult conversations? 

 

Participant 12 reflections and feedback on this question: On reading/ scanning the AI 

algorithm information in relation to problem solving would you change your approach to 

this in the future? If yes, how? If no, why? 

• Yes, to come out with a solution.   

• Ensure that the person has the time and is in a space where they feel comfortable – to 

include privacy.   

Other observations: 

This participant approached the task in a very structured approach through the utilisation 

of bullet points and listing. Worth noting. 
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Appendix 21. Reflections on artificial Intelligence experience positive and negative/ 

concerns. 

A table to demonstrate participants positive reflections on using AI for leadership 

development and training. 

Provides detail for planning, 

actions, and procedures (1) 

Use for problem solving (1) 

 

It has quicker response 

times (1) 

Help understand complex 

processes (1) 

To generate ideas and 

content (1) 

Could be used as a 

springboard/ supportive 

tool (1) 

Detailed breakdowns (1) 

 

As a replacement search 

engine (1) 

Interesting (1) 

 

Provides structured 

guidelines (1) 

Provides reassurance (1) 

 

 

Use for systematic task or 

project (2) 

AI has been around for a 

while (1) 

 

A table to demonstrate participants negative reflections/ concerns on using AI for leadership 

development and training. 

Did not trust the responses 

(2) 

Lacks human elements such 

as body language (1) 

Recognised this impacts 

their responses within this 

research (1) 

No added value (1) 

 

Questions judgement of 

validity and reliability (1) 

 

Impact on environment- 

extra electricity and water 

(1) 

Wants to know the source 

of the information (1) 

 

Not confident and 

comfortable with info 

provided (1) 

Ethics of AI (1) 

 

Just a search engine (2) 

 

Likes to know where 

sources come from (1) 

 

Better to discuss with a real 

person (human) (1) 

Difficult to change habits (1) 

 

 

  



 

 

279 

 

Appendix 22. Using AI as a learning method in the future 

A table to demonstrate participant reflections on using AI as a learning tool and method in 

the future. 

Blended usage -AI and traditional methods 

(6) 

 

Traditional methods (2) 

 

AI usage as supportive tool (2) 

 

Undecided (2) 

 

Participants responses 

• Once there is confidence that it is returning "the latest" verses what it knows and that there 

is faith that the information is not just a collect of the obvious. 

• Yes, I think it's very useful for providing summaries and breaking things down into its 

disparate elements. This is invaluable for teaching and planning as it would take me much 

longer to do it myself. 

• It depends on the advantages of the AI algorithm. 

• I think I might be wary of using AI alone to aid learning. It seems reasonable for general 

information and principles, but I would need a more blended approach to learn how to do 

things, particularly in respect of building relationships and dealing with different 

personalities in a team. 

• I'd prefer traditional methods. I think AI's advice is rather general. Traditional methods give 

more opportunities to see things from different perspectives and to also consider the 

specifics of the workplace context. 

• Looking forward, for now, I would prefer to continue using traditional methods of learning. I 

feel more comfortable being able to evaluate the sources I use. 

• We already use Gen AI in learning - using it for google searches predictive texts.  I am not 

sure if I would use it as it would depend on what I am learning. 

• I can see using it as a starting point - but I would not yet feel confident to rely on the 

information given - again because I do not know the source of the information. I have not 

been able to make a judgement about the validity or reliability of the source. 

• I think a blended approach is best. 

• A blended approach 

• Yes absolutely. 

• Blended 
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Appendix 23. Participant reflections on artificial Intelligence experience 

 

A table to demonstrate participants general reflections on using AI for leadership 

development and training. 

Advanced search engine (1) 

 

Concerns about validating 

the information (1) 

 

Informative (1) 

 

Easy to use (2) 

 

Very interesting (2) 

 

Helpful (2) 

 

lacked insight into how to 

action (1) 

 

Surprised at the speed of 

responses (1) 

 

Prioritise information (1) 

 

A lot of information to 

absorb (2) 

 

Good tool (1) 

 

Organise thoughts (1) 

 

Straightforward (2) 

 

Easy and simple to use (1) 

 

Good for first drafts (1) 

 

 

Participant reflections on using AI for leadership development and training. 

• I am only using AI as an advance search engine - and then I verify any outputs - once I am 

satisfied that what I have as an output then I use AI to provide summaries and find related 

data. 

• I think when you engage with platforms such as ChatGPT on skills development the 

responses are very much action focussed which makes sense, and I'm guessing this will only 

become more nuanced and sophisticated as the technology develops. I find it was very 

useful for providing detailed breakdowns of complex processes. It can also help with 

fleshing out detail when it comes to planning actions and procedures, which I could see 

being useful in leadership positions. 

• It was easy, but the information provided could just have been Googled, with much the 

same results. I don't see how AI added anything to the exercise. 

• It was quite easy to use, although it would probably be helpful to have more knowledge of 

how to phrase questions. The information was interesting though a bit over dependent on 

the 10 steps and bullet point approach. I thought it was good on the principles but lacked a 

lot on the 'how' to do it. To effectively develop my skills, it would be useful to also have case 

studies of other people's experience. 

• It was easy to use, but a lot of the information seemed to be unnecessarily long-winded in 

how it was written. 

• Straightforward to use, although it didn't work the first time the interview was scheduled - 

the ChatGPT servers were down. Using standard prompts, the algorithm provided standard 
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answers. It seemed to me that it provided a similar service to what I might use Google for, 

but without any idea of where the information was sources from. So, whilst the information 

appeared valid, I couldn't validate it by knowing where it was drawn from. This seems a 

disadvantage to me. 

• In terms of this project - straight forward.  Although some of the ChatGPT responses needed 

reviewing as the reliability was based on my exiting knowledge.  This is a difficult question to 

answer as I am not sure what I compare my experiences with. 

• I found it very interesting. The speed of the response was unexpected. 

• It is best when you understand it's limitations and not just believe everything it produces at 

face value. It is a good tool when used correctly. 

• Easy and simple. Very informative and helpful 

• Really good to clarify my own thoughts and to order and prioritise information. 

• Quite strong - we use it to write initial copy in my current marketing and bid teams. 

 


