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Executive summary
By Jeremy Blain and Paul Marks, January 2023

In January 2021, we launched our Enlightened Leader© research and accompanying self-penned eBook. It illustrates
key leadership trends from across the world, case studies, interviews and more. You can access that here and
download it for free: https://performanceworks.global/the-enlightened-leader/ / https://www.changeworksltd.co.th/the-
enlightened-leader/

What a difference two years makes. We’ve had a global pandemic, wars and geopolitical instability, energy and food
crises, and continuing challenges for businesses and leaders to address.

We’ve been through the Great Resignation, the Great Retrenchment, Quiet Quitting, the Great Reshuffle, the Great
Regret and most recently the Great Rehire. That's a lot of jargon to wade through. If you are wondering what is next,
then we would suggest getting back to just plain Great.

• Great society
• Great workplaces
• Great leaders
• Great workforces
• Great businesses

How do we get back to great?

Following our research two years ago, we worked with clients and leaders all over the world to develop the new
knowledge, skills and behaviours required for success in the modern workplace. What has become clear is that the
catalyst for success or route to failure is the executive leadership themselves, their board advisors, and how the wider
management structure is enabled to support growth.

If that isn’t right, then people will not be engaged, motivated and mobilised effectively. They will not be empowered,
and they will vote with their feet: choosing to leave their leaders and managers, in most cases, rather than leaving the
‘company’.

In many organisations there is a more pressing need to rethink leadership practices, structures, and approaches for the
demands of the modern workplace; both internally speaking and externally when considering customers and other
stakeholders.

The Great Leadership Rethink
To accelerate the rethinking of leadership practices, we decided to invest in a wider leadership research project,
building on our survey from two years ago. This again brings the voice of the leaders together with the voice of the
employees.

Our aim has been to refresh the data and track how leadership principles have evolved in these fast-paced times, to
then inform the areas of most importance for executive board and senior leadership focus between 2023 and 2025.

The data demonstrates that the next two years are crucial to transformational success in 
both business and leadership development terms 

Our new, broader research project across the last quarter of 2022 and into the beginning of 2023 has captured data

from across 4 regions, 29 countries and almost 3,500 executive leaders, senior directors, middle management
and employees.

Our aim: To understand how things have evolved since our Enlightened Leader© research, and bring out the current
leadership outlook, must dos, watch outs and next steps for leaders everywhere, as we look to the near 2023-2025
future.
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The results have been surprising, clear and directive for organisations,
executive boards and senior leaders. Ten findings of note demonstrate the
need for accelerated leadershift: A Great Rethink in leadership practices.

These are practices that are more suited to modern times, the modern
workforce, new ways of working, evolving business models, digitalisation, the
speed of change, increased uncertainty and unpredictability, and the
balancing act between purpose, people and profit.

The Great Leadership Rethink 
The 10 most important messages for boards and leaders following our 2023 research:

Leadership readiness is declining according to leaders themselves

Leaders are less confident in their ability to navigate the way forward, whereas
employees are more confident in their leaders when compared with research feedback
two years ago.

When going deeper, it is clear this is a short-term reaction from employees to how many
leaders dealt with and emerged from the pandemic. How the next phase of change and
growth is navigated will most certainly define great leadership going forward, and
whether employees will continue to be along for the ride.

Leadership learning has stalled

The steep learning curve that many leaders are required to embrace is not happening
enough across leadership teams. This may indicate a mindset issue and/or an
immobilisation in action terms. Some leaders may simply not know what they don’t
know. For others, the sheer scope and scale of the new knowledge and skills needed to
steer the course for modern businesses can be overwhelming. The immobilisation may
simply be about knowing where to start.

Narrowing capability gap between boards, executive leaders, and
the rest of the organisation

While leadership development slows or even stalls, the rest of the organisation is learning
more rapidly. Especially where digital know-how and new ways of working are
concerned. However, it is not exclusively a digital divide. New-normal human-centred
interpersonal skills, cross-team collaboration and more open communications are being
championed and practiced from the bottom up. This is narrowing the capability gap
between leaders and the wider employee population, at all levels.

However, we must note that a narrowing capability also provides new opportunity (As
an enabler of flatter management structures, a more empowered workforce, agility-
fuelled collaborative work teams and cross-level co-working as examples. There are
many more).
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Leadership wellbeing is a growing concern

Greater anxieties and mental health concerns at leadership level are now more common
and in the open. Human Capital leaders, health experts and learning professionals can
take ownership of the situation and more proactively support executive leaders. The cost
of not tackling the situation links to point 5, below

Executive leadership drain risk is doubled

More leaders and senior management than ever are considering their position and could
check out completely. Of particular concern would be the leaders who are feeling
overwhelmed, under unreasonable stress and those who seem to be distancing
themselves from the rest of the organisation. Those leaders who will make their own
decision to leave.

This issue is compounded further by those leaders will not make the decision to leave
but should. For example, those leaders not leading change, not adapting to the 21st
Century workplace, and those not even willing to embrace a steeper learning curve.
These leaders are more likely to fail in strategic and operational performance terms, and
may be forced to leave the company.

One leader is not enough

Strategically and operationally, greater empowerment is a 'need to do' not a 'nice to do'.
The age of distributed leadership is now, with many organisations already restructuring
to unleash the potential of the many, rather than the few. Creating true leaders at all
levels, supported by coaching-centred management to experiment, innovate, collaborate
and contribute to the wider growth ambitions of the organisation.

A need to break down traditional management systems

The rise of flatter, decentralised, horizontal leadership will underpin and fast-track true
empowerment and take operational pressure off executive leaders. This fuels the adage
of being ‘stronger together’ and adds a new one for the modern workplace: ‘Faster
together to win together’.
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Fast-track the adoption and embedding of digitalisation to fuel
leadership at all levels

Digital era working methods accelerate the need to further support more empowered,
efficient, productive and collaborative working for all levels. For example, all-level data-
driven decision making and empowered working; Agile working methods and
collaborative work-teams; cloud-based innovation at all levels, that is geography free and
that uses virtual environments to fuel creation in real time.

N.B. This is an urgent need to fast-track as the next digital transformation is just around
the corner: Web3 and the economic possibilities of the Metaverse.

Leaders underestimate the human touch at their peril

Human-centred leadership and management practices are more important than ever
when considering ongoing digitalisation, business transformation and the business
growth pressures in the short- to medium-term. These are no longer soft skills. These are
the power skills that make the difference between great leaders, managers and
individual contributors; and those who are not so great.

Culture will eat everything else for breakfast, lunch and dinner

Culture-building for many transformational organisations is now urgent and important to
underpin the new normal, with its evolving business models and structures, and hybrid
and distributed working practices.

Culture evolution is the red thread that will supercharge the nine points above, and
inform how the organisation will build and grow into the future. With everyone on board –
Internally and externally.

Read on to go deeper into the data and our further conclusions, key messages and recommendations.

This research has directly informed our own leadership development suite. This is now completely upgraded as our
Transformational Leadership Acceleration (TLA) Programme, picking up the most important traits and trends in
modern leadership learning. Each of our programmes has been modified to reflect findings from this research, brand
new emerging business and leadershift case studies, new interviews, emerging next leadership practices and more.

You can find out more and download our summary here:

• https://performanceworks.global/the-enlightened-leader/

• https://www.changeworksltd.co.th/the-enlightened-leader/
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The TLA programme represents a research-backed, fully modernised leadership development journey for
unpredictable, accelerating and challenging times.

Please connect with us both through LinkedIn and DM us for a conversation about the research, our keynote
presentations, leadership briefings, and our modern leadership development programmes.

Thank you.

Jeremy and Paul

Paul Marks Jeremy Blain
info@performanceworks.global
www.linkedin.com/in/jeremyblain/
www.performanceworks.global

info@changeworksltd.com
www.linkedin.com/in/pauldavidmarks/
www.changeworksltd.com
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Total surveys 
completed:

3,436 

4 regions 
29 countries

in Q4 2022 and 
January 2023

Australia China India Indonesia

Malaysia Philippines Singapore Thailand

United Kingdom

France Germany

United States

Italy

Poland

Canada

Japan

Greece

Sweden

Finland

Emirates RSAMoroccoGhana Saudi ArabiaAlgeria

Asia Pacific

Americas 

Europe 

Brazil Chile Mexico

Middle East and Africa 

Executive leadership 
and senior 
management 

Employees and 
junior / mid 

management 

36% 
C-Suite

42% 
Senior 
Leaders

22% 
Directors  

61% 
Employee 
level 

39% 
Junior / mid 
management

48% 51% 

Level Split Company size representation 
Large enterprise + multinationals

Medium sized enterprise + multinationals 

Small / start-ups 

43%   (251 employees or more) 

34%   (101-250 employees) 

23%   (1-100 employees) 

32%

24%

23% 

21% 
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How prepared do you feel 
as a leader to take your 
organisation forward in the 
next 3 years? 

LEADER 
RESPONDERS

Well prepared 21%

Making progress 41%

Not sure 28%

Not really prepared 8%

Definitely not prepared 2%

27%

40%

16%

15%

2%

2021 
survey

2023
survey

How prepared do you feel 
your leaders are to take 
your organisation forward 
in the next 3 years?

?
EMPLOYEE

RESPONDERS

Well prepared 

Making progress 

Not sure 

Not really prepared 

Definitely not prepared 

2021 
survey

2023
survey

22%

29%

8%

35%

6%

14%

25%

19%

30%

12%

MORE LEADERS ARE STRUGGLING 
WITH THE DEMANDS OF MODERN 
BUSINESS
• Employees are more confident in their leaders compared to

2021 survey

• Leaders are less confident in themselves when compared to
the 2021 survey as they cite the true scope and scale of
transformational challenges they are facing

• For the first time in our research, executive leaders are openly
referring to increased anxiety and mental health challenges

• The leader / employee capability gap is narrowing when
considering news ways of working, adopting digital and more.
The time is right for businesses to explore distributed leadership
models, supported by horizontal management structures.

Comparative research results 2023 -
Leader and Employee respondents
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From customer experiences to creating customer 
journeys through enhanced collaboration and 
community building 

Balancing the needs of employees, shareholders / 
stakeholders, customers and partners

Culture building and embedding the changes across 
a more distributed workplace and workforce

Upskilling myself

Learning led organisation which will invest in the new 
skills for the workforce and the leaders

Adopting digital while retaining a strong human touch

Empowering our people to create leaders at all 
levels, while breaking down traditional management 
structures

Attracting and retaining  permanent and independent 
talent

Mindset and action shift to embrace a steeper 
digital-era leadership learning curve

The top 5 leadership transformation 
challenges now and then

According to leaders, which of the following represent 
the biggest transformational leadership challenges or 
opportunities when we consider the 3 years ahead

Keeping up with the pace of change  and continuing 
uncertainty

?
2020-2022 2023-2025

4 HEADLINES FOR LEADERS 
TO CONSIDER
• Mindset shift remains the number one barrier to learning

progress for leaders.

• Learning and development is central to success particularly
for leaders and teams in the 3 years ahead.

• An empowering culture to unleash all-level leaders is a
systemic power-play for 2023 and beyond.

• the customer needs to be at the heart of how leaders
operate and build communities externally and internally.
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Top 5 transformational actions that will fuel 
meaningful, sustainable growth

LEADERS 

2021
LEADERS 

2023
EMPLOYEES  

2021
EMPLOYEES 

2023

Business Model Change

Strategy Implementation 

Adopting Agile With 
Enabling Tech

Deconstruct Vertical 
Leadership to Truly 

Empower Employees

Culture Building

Digital Skills

Digital Transformation

Data Driven 
Decision Making 

Contingency Planning

Strategic Thinking

Culture Building

Broader Digitalisation 
(Incl. Agile) 

Human-centred
Orientation

Flatter Structure

Greater Empowerment

Strategy Implementation

Digital Transformation

Strategic Thinking

Data Driven Decision 
Making

Human Centred 
Leadership Skills

KEY CONCLUSIONS
• The combination of leaders’ and employees’

inputs provide 10 powerful transformation
plays as we consider the journey 2023-2025.

• Yet leaders and employees continue to see the
current and future organisation differently.

• Opportunity for greater communication and
collaboration at all levels to clarify, confirm,
align and agree.
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Hierarchical / vertical management structure 

Organisation and leaders not transforming fast enough

Lack of clarity around vision, purpose and mission

Culture toxicity

Short term numbers driven leaders & managers vs balance of 
short / long term focus

Leadership and line management behaviours

The top 6 factors currently driving 
accelerated resignations or quiet quitting 
across organisations, according to 
employees and line managers surveyed

3 TAKE-OUTS FOR LEADERS: 
• Leaders focus on how best to lead, not what to lead:

Human-centred leadership is a need to do not a nice to do –
regardless of the business situation, challenges,
opportunities and pressures.

• Greater clarity of direction and purpose will benefit
employees and leaders through accelerating personal
learning journeys, engagement and belief.

• Adopt horizontal leadership practices and encourage
decentralised, empowered, closely supported co-working.
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The factors of most importance to employees when 
committing their short or longer term future to their 
leaders and organisations (Ranking order)

Supporting growth through coaching, mentoring and 
compassion

Learning led organisation who will invest in the new skills 
for the workforce and the leaders

Being empowered to contribute more in role and / or 
outside it

Active culture building to reflect the new normal 

A belief in business purpose, direction and company 
leadership

The top 6 factors that will have a positive 
impact on employee engagement and 
commitment

Focus on community building internally and with 
customers

Line managers as coaches Vs ‘supervisors and 
administrators’

Flatter management structure and truly empowered 
employees at all levels

Improved leadership capability to transform the business 
and themselves, to navigate the future 

Greater culture building for the new normal (ie hybrid 
working)

Re-engineered recognition and rewards to reflect 
modern workplace transformation

Employee sentiment and 
understanding reinforces data 
throughout this survey. Their voice 
needs to be heard.  
 Employees want to get behind 

clear purpose and direction 
 Employees are clear that culture 

needs to adapt for the modern 
workplace

 Employees know that learning 
and coaching is key to growth

 Employees are ready, willing 
and wanting to be empowered 
in or outside of their job role –
With support from their leaders 
and line managers
 Employees know that to 

do this effectively, it 
means systemic change, 
distributed leadership 
know how and a 
horizontal management 
structure to enable it  

KEY MESSAGES 
FOR LEADERS
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LEADERS 

2021
LEADERS 

2023-25
EMPLOYEES  

2021
EMPLOYEES 

2023-25

Communicator

Empathy

Courage

Coaching led

Supportive

Personality

Communicator

High EQ

Collaborator

Coaching led

Empathy

Empowering

Vulnerability 

Coaching led

Community centred

Empathy

Relationship builder

Empowering

High EQ

Collaborator

3 TAKE-OUTS FOR LEADERS: 
• Empathy and being coaching led are the common

attributes both leaders and employees agree that leaders
and managers need to model for 2023 and beyond.

• Leaders feel they need to demonstrate more courage –
employees feel leaders need to demonstrate greater
vulnerability – Two sides of the same coin?

• Employees have an increasing need to be empowered.
Leaders need to empower more people and support them,
as they embrace the opportunity.

5 human-centred attributes the best leaders 
globally need to model
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Executive leader-only 
research for 2023 –
Challenges, opportunities and personal 
development requirements at the very top

The top 6 leadership fears - 2023-2025

We asked leaders to articulate their greatest fears and worries when considering the
ability to steer success over the years ahead

Burnout at leadership and line 
management level

Increasing anxiety and stress levels

Mental and physical health challenges

Leading and managing all the moving 
parts of ongoing business model 
transformation 

The speed of change and ability to 
build the most appropriate knowledge 
and skills

Employees and managers at all levels 
quitting and not being able to attract 
new Talent

N.B. Watch out for organisations and leaders
See question 1 of this research. There appears to be a link between leaders’ own belief in themselves and a decline in
confidence to navigate the challenges for the near future. The fact that leaders are now openly citing anxieties and
wellbeing issues, personally, is cause for great concern. And this is despite increasing employee confidence in their
leaders.

So, we asked leaders what support they felt they need to build resilience and readiness for the
challenges and opportunities ahead. This is how they responded in ranking order:

Mental and physical wellbeing counselling 
/ advice 

Personal coaching support 

Upgraded learning journey 

Greater empowerment across the 
organisation to share the growth load 

Upgraded capabilities at line 
management levels 

Two-way empathy – Greater 
understanding of what leaders are 
dealing with 

Organisations, boards and human capital professionals need to support executive leaders and management in
these respects as much as employees. That said, leaders can also help themselves and it can relate to another
point in this survey. The path to leadership courage may be to demonstrate greater vulnerability. This starts through
open, clear communications and helping the rest of the organisation understand the specific challenges, pressures,
opportunities and more that senior leaders and the core management of the company are dealing with.
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Considering this last point, we then asked leaders to
prioritise the specific leadership and learning development
that would be of greatest importance when considering the
immediate journey from 2023-2025. This is what they told is
in ranking order:

These are top 10 ranked

Customer experiences to customer journeys and how 
that builds community externally and internally

Digitalisation skills (Agile, Data driven, AI adoption, 
automation, cyber security etc)

Culture building and leading change

Resilience and stress management toolkits

Leading & managing hybrid or fully distributed teams

Building capability to enable empowered innovation at 
all levels

Empathy centred leadership and management 
behaviours and skillsets 

Future readiness (ie Web3, Metaverse, New economic 
models, ongoing transformation)

Critical structured strategic thinking / Cognitive Flexibility

Creating a flatter organisation to fuel empowered 
leadership at all levels
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The outputs indicate a greater understanding of the scope and scale
of the transformation and business challenges facing many leaders.

It appears that leaders are more willing to put themselves first to
protect their mental and physical well-being. In parallel with this,
leaders appear ready to fundamentally change the way the business
is led and managed to distribute leadership practices to the many,
rather than the few or the one.

• More empowered leaders at all levels

• Horizontal leadership and management practices

• Decision making at all levels

• Powered-up learning and development for all to support the shift

This is what leaders told us when asked to consider their
own personal trajectory should current challenges and
pressures remain unchanged, or even build further

I may think of quitting to protect myself if things don’t improve 
within 2 years

I need to be more empowering and focus more strategically, 
allowing greater operational decision making through the 
organisation 

I will try to embrace more work / life balance to look after my 
physical and mental wellbeing 

I will embrace a steep learning curve and prepare myself as 
much as possible for the modern workplace

All Others 

The cost of doing nothing? We asked leaders to 
consider their own actions if they had to take 
things into their own hands: ?

17



info@performanceworks.global 
www.performanceworks.global 

info@changeworksltd.com
www.changeworksltd.com


	Slide Number 1
	Slide Number 2
	Slide Number 3
	Slide Number 4
	Slide Number 5
	Slide Number 6
	Slide Number 7
	Slide Number 8
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13
	Slide Number 14
	Slide Number 15
	Slide Number 16
	Slide Number 17
	Slide Number 18

