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Abstract 
The purpose of this paper is to investigate the role that leaders play during organisational change caused by the Covid-
19 pandemic and digitalisation. This is a conceptual paper and research findings are based on information gathered 
from previously researched topics of varying sources. A qualitative approach was taken in this study which is 
compatible with the interpretivist paradigm. An exploratory research design was used to understand the general idea 
of past research on Covid-19, change management, digitalisation, and leadership. 313 articles were considered. The 
authors have reviewed relevant literature and the research findings identified four main variables that influence 
leadership which are the context of change, change processes, leadership intelligence, and leadership support. 
Furthermore, findings suggest that leadership is more than just the behaviour of an individual, it is also a function that 
is distributed across the entire organisation during change management implementations. Leaders need to act as 
change agents and consultants during times of continuous transformation, they need to create and develop a culture 
that is conducive to continuous learning, constant innovation, and ongoing change as well as be supportive of 
employees during major digital transformations. The prevalence of Covid-19 has increased the need for more 
knowledge on how to lead and build effective virtual teams. Understanding the digital landscape and its strategic 
positioning will help in achieving effective results. The value of this paper is related to improving the understanding 
of how to effectively lead and manage complexities brought by change during times of digitalisation and Covid-19. 
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1. Introduction
The Coronavirus pandemic (Covid-19) has forced organisations to adopt new strategies and procedures to stay afloat 
(Kinnunen & Georgescu, 2020). The impact of the pandemic may have long-term negative effects on the growth 
prospects of various industries and global economies (Apedo-Amah et al, 2020). Covid-19 demands that organisations 
adopt radical change measures such as innovation, decisiveness, and adaptability to address the challenges caused by 
the pandemic (Lateef et al., 2020). Change is inevitable; therefore, organisations must adopt a strategy to manage it. 
Leadership is becoming a highly complex managerial skill that requires extensive training and continuous 
improvement (Senior, 2002; Lautenbach et al., 2017; Al-Tahitah et al., 2018, Apedo-Amah et al., 2020), as new 
knowledge and technologies have significantly altered the way people work and live. This is evidenced by how 
digitalisation has affected society and businesses. The Digital revolution is expected to have a major impact on the 
way businesses operate globally and has been compared to the Fourth Industrial Revolution (4IR) on many accounts 
(Gous, 2021; International Trade Centre, 2020; Tihinen & Kääriäinen, 2016; Degryse, 2016; Schwab, 2015; Tihinen 
et al, 2016 & the Economist, 2012). In this study, the terms digitalisation and 4IR will be used. 

Due to the Covid-19 pandemic, change has become more prevalent in our lives and the need for leaders to adopt a 
strong culture of flexibility and agility has become increasingly important. This may assist organisations in achieving 
effective change management (Hussain et al., 2016). The rapid emergence of digitalisation has intensified competition 
and organisations need to keep up with these changes to stay afloat (Velikova, 2019). According to Mansara (2019), 
leadership is perceived to be an integral component of successful organisational change. Given the challenges imposed 
by Covid-19 and the need for increased digitalisation in organisations, this claim needs to be revisited and requires a 
more comprehensive research approach. 
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There is little empirical evidence supporting the impact of change leadership. The evidence that exists shows a variety 
of approaches and measures used to consider leadership. Although the literature has shown that leadership can 
influence the implementation of change, it has been difficult to analyse the findings in a way that can provide precise 
conclusions (Ford & Ford, 2012, Battilana et al., 2010; Gilley et al., 2009; Herold et al., 2008; Higgs & Rowland, 
2005, Denis et al., 1996; Denis et al., 2001; Gioia & Chittipeddi, 1991; Oreg & Berson, 2011, Oreg & Berson, 2019). 
 
1.1 Problem Statement 
According to the researchers’ knowledge, there is insufficient empirical research surrounding the role of leaders during 
organisational change caused by covid-19 and digitalisation. According to Al-Tahitah et al., (2018), change directly 
affects employees within an organisation and how leadership is perceived. Managing change effectively is the main 
concern of every organisation, especially during an era of digitalisation and the Covid-19 pandemic. This presents the 
following research question: 

 What role do leaders play in the implementation of organisational change caused by Covid-19 and 
digitalisation? 

To address the research question, a set of primary and secondary objectives have been formulated. 
 
1.2 Objectives 
Primary objective 

 To investigate the role of leaders during organisational change caused by Covid-19 and digitalisation. 
 
Secondary Objectives 

 Examine how Covid-19 forced a shift to digitalisation 
 Explore the concepts of digitalisation and what it means for businesses 
 Evaluate current digitalisation change management processes 
 Determine leadership styles and traits required to lead change brought about by Covid-19 and digitalisation 
 Determine the role leaders play during change management 

 
2. Literature Review 
The literature review for this study will focus on the effect of the Covid-19 pandemic and digitalisation on 
organisations and the role leadership plays in the implementation of organisational change that has become prevalent 
in recent months. 
 
2.1 Covid-19 pandemic 
The Covid-19 pandemic has dramatically forced change in the way people conduct themselves i.e., work, 
communicate, and socialise. The depth of change brought about by the pandemic varies widely across different 
countries and organisations (Sulkowski, 2020; Li et al., 2020). Li, Ghosh, & Nachmias (2020) in their research paper 
examined three challenges brought by the pandemic which relate to this study: 

 The sudden change in the workplace and the possibility to work from home under flexible work policies 
which companies will use to attract new talents. 

 The potential feeling of isolation and disconnectedness. Social distancing policies are important to 
minimising the spread of the Covid-19 virus. 

 The increase in the speed of change and the reshaping of the future of the workplace. The rise of artificial 
intelligence (AI) and the surge in automation and machine learning amplified the speed of change prior 
Covid-19 pandemic (Li et al., 2020). 

 
Organisations are now faced with this new wave of changes. The literature revealed that before the pandemic a 
different approach was already required for remote working and virtual teams. This approach is known as digitalisation 
(Lee, 2014). However, the pandemic has highlighted various limitations in current digitalisation implementation 
efforts. Most organisations, including tech pioneers, have failed to implement effective digital strategies due to the 
environment's complexities (Faraj et al., 2021). The next section will look into the literature on digitalisation. 
 
2.2 Digitalisation 
The idea of organisations changing drastically to accommodate for and leverage the potential of digital technologies 
has become predominant in various research areas and knowledge domains including, healthcare, information 
technology, and organisational and management studies. The term more commonly used in recent years is digital 
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transformation or digitalisation (Sebastian et al., 2017; Vial, 2019; Wessel et al., 2020). According to literature, digital 
transformation or digitalisation is defined as “the changes associated with the application of digital technology in all 
aspects of human society” (Stolterman & Fors, 2004). Brennen and Kreiss (2014) refer to digitalisation as "the 
adoption or increase in the use of digital or computer technology by an organisation, industry, country, etc”. 
 
Literature on digitalisation is mostly derived from insights relating to episodic change management therefore it is 
considered a type of episodic change that plays a key role in change management. Digitalisation is viewed as an 
extremely challenging process that requires organisations to undergo radical operational changes (Madsen et al., 
2020). Although the exact role of digital technology in shaping the future of organisations is not yet clear, their 
influence is already present in the transformation process. Various frameworks that explore digitalisation and 
disruptive technologies (Vial, 2019; Skog et al., 2018) evidence this. How digital technologies are used is more 
important than the types of digital technology used. Successful organisations should be able to adapt to changing 
conditions and adopt relevant technologies effectively to achieve their goals and objectives (Andriole, 2017; Orlandi, 
2016; Pandza & Thorpe, 2009; Warner & Wager, 2019). 
 
The literature on change management focuses on the various roles that organisations and leadership can play in 
supporting digital transformation, this includes (Bharadwaj et al., 2013; Hess, Matt, Benlian & Wiesbock, 2016), 
driving the digital journey (Weill & Woerner, 2013; Singh & Hess, 2017), developing an experimental mindset among 
all employees within the organisation (Kane, 2019), managing resistance to change, (Karimi & Walther, 2015; 
Selander & Jarvenpaa, 2016; Wessel et. al., 2020), and developing a plan that considers the different phases of digital 
transformation (Valdez-de-Leon, 2016). 
 
Despite the advantages of implementing digital transformation initiatives, many companies fail due to the complexity 
of their operations and difficulties in letting go of existing structures and practices (Klaus & Blanton, 2010; Svahn et. 
al., 2017; Bhattacherjee et al., 2018). Digitalisation is a crucial component of organisations. This research focuses on 
how to use digital technologies for long-term organisational change processes to accelerate the digital transformation 
journey following unforeseen events such as Covid-19 (Bunduchi et al., 2019). Digital transformation can greatly 
improve a company's bottom line and cut costs by 90 percent. It can also significantly improve operations, turnaround 
time and address problems quickly before they worsen (Markovitch & Willmott, 2014). According to Sabbagh et al., 
(2012) digitalisation could boost economic growth by up to 20 percent in developed countries. However, digitalisation 
is expected to have a lesser impact on the economic growth of developing countries than in developed nations 
(Sabbagh et al., 2012). The next section will review change management. 
 
2.2 Change Management 
Kurt Lewin is regarded by many researchers to be a well-known and respected researcher on this topic. He described 
organisational change as a process with three phases (i) unfreezing, (ii) moving, and (iii) refreezing (Anderson, 2017). 
According to Anderson (2017), change can occur only when forces of change are greater than forces maintaining 
existing conditions. Change can happen in two ways: when forces promoting change increase or when forces 
maintaining existing conditions decrease (Anderson, 2017). 
 
Green and Baron (2002) refers to organisational change as “the planned or unplanned transformations in the structure, 
technology and/or people in the organisation”. Planned change refers to strategies that involve altering the behaviour 
of individuals and an organisation at a set time, while unplanned change refers to strategies that are unpredictable and 
can arise from anywhere (Liebhart & Lorenzo, 2014). It is advantageous if organisations focus on adapting to rapid 
changes in the external environment and prioritise improving their performance as it will reduce stress, improve 
communication and collaboration as well as increase employee acceptance of the change (Pardo del Val and Fuentes, 
2003). 
 
There are a variety of reasons why organisations need to change, such as changing laws and regulations, increasing 
competition, and changing customer requirements. Change management advises organisations on how to implement 
and achieve various types of changes (Eggers & Park, 2018). Literature on change management can be divided into 
two main streams of research, episodic change, and continuous change. The former focuses on the subtle shifts that 
happen during a given period, while the latter refers to the changes that happen over time (Weick & Quinn, 1999).  
 
The Covid-19 pandemic has resulted in organisations experiencing unexpected, episodic change and therefore, more 
attention will be placed on this type of change. 
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Literature on episodic change management prioritises strategic change initiated by top management. This type of 
change involves planning and implementing actions designed to improve an organisation’s performance. Although 
numerous models and methods exist, implementing this type of change can be challenging and time-consuming 
(Caldwell, 2003, Weick & Quinn, 1999). Extensive episodic change forces people to alter the way they work and 
interact. This is not an easy task and leads to high levels of resistance as people are not convinced that change is 
necessary (Koutsikouri et al., 2020; Ford et al., 2008, Del Val & Fuentes, 2003). 
 
Although it is possible to plan for rapid transformation, most change managers cannot seem to get it right. This is 
largely due to the complexity of the environment and the lack of urgency (Wheeler & Holmes, 2017; Besson & Rowe, 
2012). Understanding the factors that make a change succeed or fail can help leaders make informed decisions about 
how to implement it (Nielsen et al., 2020). Change leaders differ according to how they perceive the world. Their 
ideologies will influence their decisions (Anderson, 2017, Brunes et al., 2016). The next section will review leadership. 
 
2.3 Leadership 
2.3.1 What are leaders and leadership? 
A leader is someone in a position of power overseeing how things can be improved and then rallying people to move 
towards a better vision. To be successful, leaders need to be sympathetic and connect with the people (Morgan, 2020). 
Leadership is the act of being a leader. Definitions of leadership are many and vary among different researchers. 
Demirtas & Karaca (2020), argue that the reason for these plenty definitions lies in the individual perspective of 
researchers and the characteristics of the phenomena that interest them. 
 
Rost (1991) provided a definition for leadership as follows “Leadership is an influence of relationship among leaders 
and collaborators who intend significant changes that reflect their mutual purposes” (Rost, 1991). Army Doctrine 
Publication (ADP) 6-22, Army Leadership and the Profession (2019) defines leadership as “the activity of influencing 
people by providing purpose, direction, and motivation to accomplish the mission and improve the organisation”. 
McNitt (2021) summed up leadership as an activity and something that needs to be done. The definitions and summary 
of leadership stipulated above provide key elements to leadership activities. Table 1 below outlines keywords of 
leadership by various authors. 
 

Table 1. Key Elements of leadership 
Author(s) Title Year Keywords of leadership 
Joseph Clarance Rost Leadership for the 

Twenty-first Century 
1991 - influence relationship 

- leaders and collaborators 
- intend significant changes 
- mutual process 

Army Doctrine 
Publication (ADP) 6-
22 Department of 
Army 

Army Leadership 
and the Profession 

2019 - Influencing people 
- Providing purpose 
- Providing direction 
- Providing motivation 
- Accomplishing mission & 
- Improving organisation 

Allyson McNitt Leadership and 
Military Writing 

2021 - An activity 
- A thing to be done 

Source: Authors' construction 
 
From the keywords provided on table 1 above, the concept of leadership can be summarised as the relationship 
between leaders and collaborators who are committed to making changes that reflect their mutual goals and intentions. 
A multitude of sources acknowledges that leadership is vital to the success of any change undertaking (Kotter, 1996; 
Tyler & Cremer, 2005; Kavanagh & Ashkanasy, 2006; Furst & Cable, 2008). Leaders are known as “Champions of 
Change”- as it is their responsibility to smoothly maintain an organisation's operations through continuous change 
processes (Nadler & Nadler, 1998). According to Reeves- Ellington (1998) leaders are the drivers of visualising and 
developing dynamic products and services in an organisation. To be successful, leaders must have a broad view of the 
organisation to be able to articulate a high level of change, take on risks, and motivate employees to support the 
transition (Stobierski, 2020). 
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2.4 Leadership Change Intelligence 
Leadership Change intelligence (LCQ) refers to the ability of leaders to adapt their style to effectively lead change in 
various situations (Trautlein & Trowbridge, 2013). In today's world of 4IR where complexity and uncertainty arise, 
leaders must possess LCQ to effectively lead (Schwab, 2017; Oosthuizen, 2017; Oosthuizen, 2016). Schwab (2017) 
focuses on the four-type intelligence framework that assists leaders during 4IR change namely, contextual, emotional, 
inspired, and physical intelligence. However, Oosthuizen (2016) expanded the concept to include entrepreneurial 
intelligence in hopes of creating valuable and meaningful solutions toward realising 4IR’s potential. Figure 1 below 
depicts a ten key LCQs. 
 
 

 
Figure 1. The Fourth Industrial Revolution Intelligence 
Source: (Oosthuizen, 2017) 
 
A more comprehensive 4IR-leadership intelligence framework, as shown in Figure 1 above was later developed by 
Oosthuizen (2017) to include ten key LCQs (Contextual, Emotional, Inspired, Physical, Entrepreneurial, Strategic, 
Transdisciplinary, Ecosystem, Socratic, and Ethical intelligence) which was designed to assist all types of leaders in 
various fields. The ten LCQs as depicted on figure 1above are discussed as follows starting from Contextual 
intelligence: 

 Contextual intelligence (CI): Tarun (2014) defines CI as “the ability to understand the limits of our 
knowledge and to adapt that knowledge to an environment different from the one in which it was developed.” 
Schwab (2016) further defines CI as “the ability and willingness to anticipate emerging trends and connect 
the dots.” This LCQ is essential for adaptation and survival during 4IR. 

 Emotional intelligence (EI): Salovey and Mayer (1990) define EI as the "ability to monitor one's own and 
other's feelings and emotions, to discriminate among them and to use this information to guide one’s thinking 
and actions." Goleman (2004) suggests that EI is a significant trait that is shared by only the most effective 
leaders. Emotional intelligence consists of five components, Self-awareness, Self-regulation, Motivation, 
Empathy, and Social skill. Schwab (2017) suggests that these skills are critical to succeed in the 4IR era as it 
equips leaders with creativity and agility. 

 Inspired intelligence (II): Schwab (2017) refers to II as a continued search for purpose and meaning. Leaders 
should have forward-thinking and constantly concerned with envisioning new possibilities and must be able 
to engage with and inspire the team toward achieving common goals (Kouzes & Posner, 2009, Horwitch & 
Whipple, 2014). 

 Physical intelligence (PI): According to Schwab (2017) PI involves “supporting and nourishing personal 
health and well-being.” The rapid changes in the external environment urge leaders to keep themselves in 
good shape. 
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 Entrepreneurial intelligence (EntI): EntI is defined as “the ability to recognise opportunity through the 
synthesis of the whole and creatively combining resources that result in the creation or renewal of value that 
makes economic and/or social meaning” (Oosthuizen, 2017). Entrepreneurial Intelligent leaders can realise 
value creating opportunities. 

 Strategic intelligence (SI): Wells (2012) refers to SI as “the ability and capacity to adapt to changing 
conditions and environments.” Leaders who possess SI can understand the environment and context in which 
they lead (Maccoby & Scudder, 2011). 

 Transdisciplinary intelligence (TI): Oosthuizen (2017) refers to TI as one’s perspective and how we 
understand a system concerning its larger environment and relationships. TI integrates information from 
separate disciplines. 

 Ecosystem intelligence (EcoI): Oosthuizen (2017) views EcoI as how we grow and develop within the 
complexities that form our relationships and environment as well as the impact the environment has on us 
and how we impact one another and our environment. 

 Socratic intelligence (SocI): SocI is associated with the philosophy of how we analyse ideas in terms of their 
opposites to create more coalescence (Oosthuizen, 2017). 

 Ethical intelligence (EthI): EthI refers to how individuals differentiate between what is right and what is 
wrong when making important decisions (Oosthuizen, 2017). 
 

2.5 Change Leadership styles 
Change leadership styles are influenced by the relationship between leaders and followers therefore many leadership 
styles were formulated based on these relationships (Antonakis & Day, 2017; Bass & Bass, 2009; Çelik et al., 2016). 
The research conducted shows that leaders are classified into one of the following categories: autocratic, democratic, 
transactional, transformational, charismatic, and strategic. The change leadership styles that were developed by Traut 
& Trowbridge (2013) are the most attractive since it shows the willingness of leaders to change their behaviour to 
accommodate different situations. Leaders are expected to have various roles in leading change such as coach, 
champion, visionary, driver, executor, facilitator, and adapter shown in figure 2 below and the discussion will follow 
thereafter. 

 
Figure 2. The Seven Change Leader Styles  

                            Source: (Trautlein & Trowbridge, 2013) 
 
As depicted on figure 2, Trautlein & Trowbridge, (2013) posit that adapter is a crucial variable that all other variables 
that are depicted should embrace. Adapter simply means that both the follower and the leader should be flexible when 
dealing with change. They argue that a driver should be a coach, a facilitator should be a visionary and a champion 
should be an executor when facilitating change. Below is further discussions that start with adapter then followed by 
driver, coach, champion, executor, facilitator and visionary. 

 Adaptor: The Adaptor is flexible, adaptable in all situations, and collaborates with all employees to ensure 
a smooth transition during change (Trautlein & Trowbridge, 2013). 
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 Driver: The driver uses their skills and abilities to formulate a strategic plan towards realising an 
organisation’s vision and goals (Trautlein & Trowbridge, 2013). 

 Coach: The Coach engages with and supports employees through the change process using their skills to 
improve employee performance and motivation (Trautlein & Trowbridge, 2013). 

 Champion: The Champion focuses on new and innovative ways of performing tasks, acquiring new skills, 
and keeping employees excited during change (Trautlein & Trowbridge, 2013). 

 Executor: The Executor is responsible for implementing the strategic plans and is concerned with getting 
things done (Trautlein & Trowbridge, 2013). 

 Facilitator: The Facilitator focuses on monitoring specific tasks that need to be performed on a day-to-day 
basis and motivating employees to complete these tasks (Trautlein & Trowbridge, 2013). 

 Visionary: The Visionary is constantly looking forward, seeking new possibilities and opportunities 
(Trautlein & Trowbridge, 2013). 

 
3. Methods 
The nature of this study requires an interpretivist approach. Interpretivism focuses on in-depth and rich information 
that has been gathered rather than attempting to provide a definite answer that is generalised to everyone (Myers, 
2008; Saunders et al., 2012; Bhattacherjee, 2012). The interpretive approach is suited for this study because it provides 
a holistic view of how Covid-19 has brought about a change in businesses which has resulted in increased digitalisation 
as well as impacted the role of leaders. 
 
A qualitative approach was taken in this study which is compatible with the interpretivist paradigm. An exploratory 
research design was used to understand the general idea of past research on Covid-19, change management, 
digitalisation, and leadership and identify issues that can be focused on for future research. A desk review was 
conducted for this research and studies were located using electronic databases Google scholar, Emerald, and 
EbscoHost to gather a multitude of journals, articles, and conference papers. Literature on Change management, 
Leadership, Digitalisation, and Covid-19 were reviewed and explored to gain a deeper understanding of the concept. 
Various Leadership and Change management books were also consulted to validate the reliability of the information 
being used. 
 
A total of 313 articles were considered for review. The articles were then delimited to research areas in Covid-19, 
change management, digitalisation, and leadership based on the purpose of this study. This delimitation resulted in a 
total of 99 articles with a distribution of 4 in Covid-19, 28 in change management, 37 in digitalisation, and 31 in 
leadership. The knowledge obtained through the literature review was used to define digitalisation, leadership, leaders, 
and change management. It was further compiled to focus on only the most important aspects of each category. 
 
4. Data Collection 
Table 2 below outline the databases that were used and the number of articles that are related to the study appeared. 
As has been discussed earlier, Google scholar, EbschoHost, and Emerald were databases that were used. 
 

Table 2. Database sources 
Search string Google Scholar EBSCOhost Emerald 
Change Management 25 16 21 
Leadership Styles 15 14 12 
Role of Leaders 25 15 9 
Covid-19 Implications for 
businesses 

11 5 2 

Digitalisation 23 16 13 
4IR 12 11 21 
Leaders and Leadership 19 13 15 

Source: Authors’ construction 
(Note: Database search for academic articles, research papers, and conference papers that were relevant and taken 
into consideration for this study. Duplicates were removed.) 
 
Table 3 outlines books that were consulted in this study. Four books were consulted in this study. 
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Table 3: Books referenced 
Books consulted Author(s) Publisher Year 
A Handbook of 
Leadership Style 

Ozgur Demirtas & 
Mustafa Karaca 

Free Press 2020 

Changing Organisational 
Culture 2nd Edition 

Mats Alvesson & Stefan 
Sveningsson 

Prentice 
Hall 

2016 

Globalisation and 
Leadership in 
Africa Developments and 
Challenges for the Future 

Okechukwu Ethelbert 
Amah 

Palgrave 
Macmillan 

2019 

Leadership - The Key 
Concepts 

Antonio Marturano & 
Jonathan Goslig 

Rouledge 2007 

Source: Authors construction 
 
The articles and books that were used in the paper were grouped into the following categories: 
1) Covid-19: This section covered the significant social and economic impact of 
Covid-19 and the implications for businesses. 
2) Change management: This section defined change and change perspectives. It also showed the impact of change 
on organisations. Two main streams of change research were explored episodic and continuous change. As Covid-19 
is a type of episodic change, greater attention was placed on it. 
3) Digitalisation: The definition, role, and importance of digitalisation within organisations were explored in the 
section. 
4) Leadership: The definition of Leaders and Leadership was explored to understand its true meaning. Two other 
subcategories were discussed, namely leadership change intelligence (LCQ) and leadership styles. 
 
5. Results and Discussion 
From the literature reviewed, it is evident that leadership is more than just the behaviour of an individual. It is also a 
function that is distributed across the entire organisation during change implementations. Therefore, the issue is not 
how well individuals can perform functions of leadership but rather how appropriately they can regardless of 
circumstances. 
 
Context of change: leaders must first understand the context in which change occurs and the objectives that it aims to 
achieve. Organisations often neglect the foundation that supports their success. Most of the time, leaders fail to 
understand the goals of their organisations change implementation and the complexity of the task at hand. 
 
Change process: research has shown that most recommendations given to leaders when dealing with change processes 
go back to Kurt Lewin's three stages of unfreezing, moving, and refreezing. Other suggestions that have been built on 
previous research originated from Kotter (1996) who outlined steps to follow during change. These include developing 
a compelling reason for the change, communicating the plan for the change implementation, building a coalition, and 
providing support. 
 
Leadership intelligence: it is evident that leaders responsible for driving digitalisation and 4IR initiatives will need to 
have a combination of change leadership intelligence, change leadership styles, and 4IR leadership traits to effectively 
implement changes. 
 
Support: successful leaders make sure that their behaviour supports the changes they are willing to make. They devote 
more of their time and effort to seeing the big picture. Unsuccessful leaders are often focused on the “what” behind a 
change, while successful leaders communicate the “why” and the “what” to their team to facilitate a smoother 
transition. 
 
5.1 Graphical Results  
 
Based on the results and discussion on the previous section, figure 3 below graphically illustrate the relationship 
between the 
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Figure 3. Change management  
 
Figure 3 above illustrates the relationship between the context of change, process, intelligence, and support by leaders. 
This states that change starts with its context that dictates the change process that needs to be followed by employees. 
However, their leaders in the organisation must fully support them so that change can take place. Leaders must use 
the relevant intelligence for change management caused by digitalisation brought by 4IR and Covid-19. Leaders’ role 
is that of support, choosing the relevant leadership intelligence, to understand the change context and to build a good 
change process. 
 
5.2 Proposed Improvements  
First: Leaders need to act as change agents and consultants during times of continuous transformation. 
Second: Leaders need to create and develop a culture that is conducive to continuous learning, constant innovation, 
and ongoing change. Third: They must be supportive of employees during major digital transformations. 
 
The prevalence of Covid-19 has increased the need for more knowledge on how to lead and build effective virtual 
teams. Organisations should start taking a proactive approach to digitalise their business instead of waiting for the 
inevitable changes to happen. It is strongly suggested that digitalisation can translate to success. 
 
Digitalisation and 4IR are expected to bring about profound changes in society, and leaders must prepare themselves 
to lead in this new environment. Leaders must develop their capacity to engage with all stakeholder groups to 
successfully lead their organisations. 
 
During change implementations, leaders must have the capacity to maintain their emotional intelligence. This will 
allow them to cope with the challenges that arise amid rapid change. Leaders need to shift their focus from the self to 
a common purpose to tackle challenges and secure the benefits of digitalisation. How leaders act and think about 
creating value in the workplace could affect the longevity of their organisations. Developing and reflecting on the 

Context of 
change 

Change 
process 

Leadership 
intelligence 

Support 
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various intelligence constructs could help leaders and teams build a stronger foundation for influencing an 
unconstrained future. 
 
Subsequently, leaders should focus on how they will influence others and build relationships with team members who 
will be affected by the 4IR changes. Being supportive and engaging employees will help the team members develop 
and adopt a 4IR-driven culture. This will also encourage smooth collaborations with other organisations. Leaders 
should also use evaluation tools and implement performance improvement activities or initiatives to promote 
efficiency within 4IR teams. 
 
Change leaders should give individuals and opportunity to give their input and suggestions. Furthermore, leaders 
should inspire through vision and empower individuals by getting involved and having a more hands-on approach 
during change implementation. 
 
Lastly, change leadership involves the participation of individuals from various levels of the organisation. Leadership 
will be able to increase participation and commitment from employees through open and transparent communication. 
Goals and visions must be clearly defined and understood throughout the entire organisation to facilitate effective 
communication and successful change implementation. 
 
6. Conclusion 
Recent work has revealed that to understand organisational changes one must first understand the dynamics of change, 
its content, and its interdependencies. Most organisations have people who are already adjusting to the changes 
brought about by the new environment. The challenge for them is to gain the acceptance of continuous change so that 
these isolated ideas can be widely used. With change comes a very high degree of uncertainty. The effectiveness of 
change is contingent on the degree to which it is planned. Understanding the digital landscape and its strategic 
positioning will help in achieving effective results. Leaders are expected to influence and drive employees through 
changes brought about by digitalisation as a team. A firm’s awareness of other change leadership styles will assist in 
adapting to various situations. The effectiveness of digitalisation initiatives must be reflected in the decisions and 
actions of organisations. The right leadership can help manage the complexity of the situation and position the 
company for the future. 
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