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ABSTRACT 

The success of any organization depends on leadership. Gone are the days when managerial 

tasks were enough to ensure that an organization thrives. Today, modern businesses and 

organizations are constantly affected by globalization, technological disruption, and evolving 

socio-economic landscapes. Therefore, impactful leaders are in a position of coming up with 

strategic structures that help in addressing such challenges while ensuring that organizations 

are fulfilling their missions. Based on this argument, this study aims to analyze the various 

structures that are employed by different organization to ensure their success.  

This paper examines how transformative leaders drive organizational success by integrating 

traditional leadership principles such as accountability, vision, ethical governance, and 

strategic planning with contemporary values like innovation, digital transformation, 

inclusivity, and sustainability. Through systematic literature review and case study analysis, 

this research investigates diverse organizations and nations demonstrating impactful 

leadership. They include, Safaricom, Naivas Supermarket, The Aga Khan Development 

Network, China, Dubai and Singapore.  

The findings reveal that structures such as strategic vision and adaptive planning, innovation 

as organizational DNA, governance structures and institutional integrity, stakeholder 

capitalism and social legitimacy, market positioning and competitive strategy, and talent 

development and organizational culture have resulted into the success of the organizations and 

nations that the study analyzed. 

This study concludes that each organization and nation has its own unique structure resulting 

into its success. Therefore, leadership is the most decisive factor in an organization as it 

determines whether it will thrive, stagnate or collapse. 

Keywords: Impactful leadership, organizational success, innovation, governance, 

sustainability, strategic vision, adaptability, and ethical management 

1.0 INTRODUCTION 

The difference between organizational success and failure is well illustrated through the 

experiences of Nokia and Safaricom. In the early years of mobile communication, Nokia 

dominated the global market and possessed the financial capacity, technical expertise, and 

brand strength to maintain its leading position. However, despite these advantages, the 

company’s management struggled to recognize and adapt to the disruptive shift brought about 

by the smartphone revolution. Its rigid structure and slow response to innovation led to a rapid 

loss of relevance and market share [1]. 
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In contrast, Safaricom in Kenya operated in a smaller and more competitive market with limited 

resources. Its leadership embraced an unconventional idea known as M Pesa, a mobile money 

transfer service that allowed users to send and receive funds through their phones. This single 

innovation transformed the company into one of Africa’s most profitable telecommunications 

firms and revolutionized financial inclusion across the continent [2]. The success of M Pesa 

was not a matter of technological superiority but a reflection of bold, visionary, and adaptive 

leadership. 

These contrasting stories demonstrate that leadership is the most decisive factor that determines 

whether an organization thrives or collapses. In modern days, effective leaders do more than 

managing the existing operations. They create systems that allow innovation to flourish, make 

decisions that anticipate future challenges, and inspire teams to pursue a shared vision [3].  

In the 21st century, leadership has transformed the way businesses, organizations, and nations 

operate. In the past, top officials focused mainly on enforcing strict rules and monitoring 

employees to ensure profits [4]. Today, the focus has shifted toward creating social impact 

through technology and innovation. Many organizations now seek leaders who can inspire 

progress, encourage creativity, and use digital tools to achieve lasting success [3,4]. Employers 

are now prefering individuals/ leaders with a proven record of developing effective strategies 

and structures that brought positive results in their previous roles. This proves that leadership 

today is defined by adaptability, innovation, and meaningful impact rather than control and 

profit alone.  

Recent research emphasizes that impactful leaders exhibit a consistent set of personal qualities 

that shape the way they influence people and design institutions. They combine vision with 

ethical conduct, adaptability with discipline, and innovation with social responsibility. These 

qualities allow them to guide their organizations through changing environments while 

maintaining credibility and trust. 

The figure below presents a summary of leadership qualities frequently identified in 

contemporary scholarship between 2021 and 2025. The analysis of literature shows that 

visionary thinking, ethical governance, and strategic decision-making are the most commonly 

cited characteristics of leaders who achieve lasting impact.  

Figure 1.1: A bar graph illustrating the characteristic of an impactful leader alongside 

the number of mentions by other scholars 

Characteristic Number of 

mentions 

Visionary thinking 12 

Adaptability and resilience 9 

Innovation and creativity 11 

Ethical governance and 

integrity 

14 

Emotional intelligence 7 
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Strategic decision making 13 

Empowerment and 

collaboration 

10 

Commitment to 

sustainability and social 

impact 

8 

 

 

The qualities outlined above form the foundation upon which effective leaders build successful 

institutions. Based on these arguments, this study examines how impactful leadership 

transforms vision into practice by creating enduring organizational systems that sustain 

innovation, accountability, and long-term growth. Such structures are those that promote 

strategic vision and adaptive planning, encourage innovation as an organizational habit, 

establish governance and institutional integrity, integrate stakeholder interests for social 
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legitimacy, strengthen market positioning through competitive strategy, and cultivate talent 

development supported by a constructive organizational culture. 

The study adopts literature review and case studies as the primary methods to collect data. The 

two methods played a huge role in giving the required findings that demonstrate impactful 

leadership in various organizations and nations.  

This study contains other sections such as material and methods, findings, discussion, 

conclusion and recommendations.  

2.0 MATERIAL AND METHODS 

This study adopted a systematic literature review combined with use of case studies. 

Employment of this research design was based on the assumption that leadership effectiveness 

can be identified through the structural systems and governance frameworks created by leaders 

rather than through personality alone. Therefore, this study focused on both corporate and 

national cases that demonstrate sustained performance under visionary and ethical leadership. 

An extensive search was conducted across academic databases including Business Source 

Complete, JSTOR, and Google Scholar. The search focused on literature published between 

2021 and 2025 to ensure that the discussion reflected contemporary perspectives on leadership 

and organizational transformation. Keywords were used to identify relevant materials.  

Additional data were drawn from organizational reports, policy documents, and strategic 

frameworks from the seven case studies. These included annual reports from Safaricom, the 

Dangote Group, and Naivas Supermarkets, as well as government development plans and 

official publications from Singapore, China, and Dubai. 

2.1 Findings 

The study employed thematic analysis to organize and interpret the data collected from 

scholarly and institutional sources. Through this process, six structural factors were identified 

as the key themes that consistently appeared across the reviewed materials. These factors were 

strategic vision and adaptive planning, innovation as an organizational habit, governance and 

institutional integrity, stakeholder engagement and social legitimacy, market positioning and 

competitive strategy, and talent development supported by a constructive organizational 

culture.  

The figure below presents the frequency with which these structural factors were mentioned in 

the reviewed literature.  

Table 1.2: A pie chart showing the frequency of mention of structural factors in reviewed 

literature  

Nation/ organization Total Mentions in Literature 

Strategic vision and adaptive planning 40 

Innovation as an organizational habit 30 

Governance and institutional integrity 45 
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Stakeholder engagement and social 

legitimacy 

28 

Market positioning and competitive strategy 32  

Talent development and organizational 

culture 

24 

 

3.0 DISCUSSION 

3.1 Strategic Vision and Adaptive Planning (The New Dubai) 

How did a small desert emirate with no manufacturing base, limited oil reserves, and a 

population smaller than many cities transform itself into a global hub for finance, tourism, and 

innovation? The answer lies in leadership that combined long-term vision with tactical 

flexibility. 

Dubai's transformation exemplifies strategic vision institutionalized through formal planning 

frameworks combined with adaptive implementation responding to global economic shifts. 

Sheikh Mohammed bin Rashid Al Maktoum launched Dubai Vision 2021 in 2010, articulating 

ambition to transform the emirate from regional trading hub into global city [5]. In his vision, 

he stated that he aimed to create a city which will be ranked among world's best places to live, 
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work, and visit [5]. As a result, he planned to use the vision to drive Dubai from oil dependency 

[6,7]. It was to become a centre of tourism, trade, finance, real estate, and knowledge economy 

[5,6]. The vision's power brought together dedicated government entities responsible for 

specific pillars, annual progress reviews, adjusting tactics based on performance data, and 

leadership accountability systems linking ministerial evaluations to vision achievement [7]. 

Unlike typical government strategies gathering dust on shelves, Dubai Vision 2021 became 

operational framework guiding investment priorities, regulatory reforms, and infrastructure 

development across the decade. 

The vision was later executed leading to expansion of sectors like tourism, real estate, aviation, 

technology, and finance [8]. This translated to global recognition of Dubai brands such as 

Emirates Airlines, Jumeirah Group, and Dubai World Trade Centre [9]. 

In addition, the project has improved the quality of life for residents, with world-class 

infrastructure, efficient transport systems like the Dubai Metro, and smart government services 

that make public interactions faster and more transparent [9]. Initiatives under Smart Dubai 

have made the city one of the most digitally connected in the world, increasing citizen 

engagement and government efficiency [8,9]. In terms of innovation, New Dubai has helped 

Dubai become a global technology and innovation hub, fostering entrepreneurship through 

initiatives such as Dubai Future Foundation, Dubai Silicon Oasis, and Expo 2020’s legacy, 

which continues to host startups and research centres [7]. 

This study reviewed annual reports, government documents, press releases, media interviews 

and available literatures to analyzes the advantages associated with the New Dubai as 

illustrated in the figure below.   

Table 1.3: A pie chart showing the frequency of mention of the advantages associated 

with the New Dubai project 

Advantages associated with the New Dubai 

project 

Number of mentions 

Expansion of key sectors (tourism, real estate, 

aviation, technology, finance) 

12 

Recognition of Dubai’s global brands 

(Emirates Airlines, Jumeirah Group, Dubai 

World Trade Centre) 

8 

Improved living standards and infrastructure 10 

Increased digital connectivity and smart 

governance 

9 

Emergence of Dubai as a global innovation and 

entrepreneurship hub 

11 

http://www.ijrehc.com/


International Journal of Research in Education Humanities and Commerce 

Volume 06, Issue 06 "November - December 2025" 

ISSN 2583-0333 

 

www.ijrehc.com                                Copyright © The Author, All rights reserved Page 189 
 

 

Despite these remarkable achievements, Dubai's model involves profound ethical and 

sustainability concerns. The emirate's rapid construction depended fundamentally on migrant 

labour with millions of workers from South Asia, Africa, and Southeast Asia working under 

kafala sponsorship system [9]. This system restricts mobility, enables wage theft, and creates 

conditions human rights organizations describe as modern slavery [9]. Also, the gleaming 

towers, luxury hotels, and efficient metro system that are celebrated as vision achievement 

were built by workers living in overcrowded labour camps, facing unsafe conditions, and 

unable to leave employment even when abused because visa sponsorship ties them to 

employers. 

3.2 Innovation as an Organizational Habit (Safaricom) 

How does a telecommunications company in an African market become more valuable than 

many regional banks by providing financial services to millions of unbanked people through 

simple mobile phones without internet connectivity or bank accounts? The answer lies in 

leadership that embedded innovation. 

Safaricom's M-Pesa shows how leadership structures enable innovation that transforms 

markets beyond organizational boundaries. The breakthrough emerged from observing 

Kenyans were transferring mobile airtime as informal currency, revealing unmet need for 
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secure, affordable money transfer that formal banking system failed to address for millions 

excluded by high account minimums, branch accessibility requirements, and complex 

documentation [10,12].  

Michael Joseph, CEO during M-Pesa development, created organizational conditions enabling 

this unconventional idea to proceed despite criticism from telecommunications professionals 

who saw that mobile money was challenging the formal banking system [12]. Joseph 

authorized M-Pesa as social innovation project with donor funding. This reduced the 

commercial risk associated with its implementation while regulators and banks attempted to 

block the service. His willingness to invest organizational capital while defending the 

unconventional innovation against powerful incumbents proved essential commitment to 

innovation [13].  

Bob Collymore (CEO 2010-2019) institutionalized innovation beyond individual projects, 

transforming M-Pesa further [12,13]. Under his leadership, Safaricom launched M-Shwari 

(mobile savings and loans partnering with banks), Fuliza (overdraft facility enabling 

transaction completion when funds insufficient), M-Pesa GlobalPay (international 

remittances), and Lipa na M-Pesa (merchant payments integrating M-Pesa into retail 

transactions). This evolution from single product to ecosystem illustrates how initial innovation 

success can be leveraged into sustained advantage when leadership systematically explores 

possibilities rather than resting on breakthrough achievement.  

The figure below illustrates the growth of M-PESA since it's launch in 2007.  

Figure 1.4: A bar graph illustrating the growth of M-PESA from 2007 to date based on 

the number of users. 

Years  Number of users 

2007 – 2010 5 M 

2011 – 2014 17 M 

2015 – 2018 22 M 

2019 – 2021 30 M 

2022 - Date 34.6 M 
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Today, Safaricom has crossed over the borders.  For instance, as of 2021, M-PESA was being 

used by more than 50 million people across African countries [11].  

However, behind this success lies a test that affects impactful leadership. Safaricom dominated 

over 60% market share in Kenya [14]. This has sparked debates about monopolistic practices 

and limited industry competition. Other telecommunication firms such as Airtel and Telecom 

have struggled to compete, leading regulators to question whether the company’s size inhibits 

broader sectoral growth. Moreover, while M-Pesa has been celebrated for driving financial 

inclusion, its high transaction costs unfavorable to low-income users, raising questions about 

affordability and equity [14]. 

3.3 Governance and Institutional Integrity (Singapore) 

Why did anti-corruption enforcement succeed in Singapore when similar efforts collapsed in 

Philippines, Indonesia, Kenya, and dozens of other developing nations that established anti-

corruption agencies, passed strict laws, and declared zero-tolerance policies yet saw corruption 

intensify rather than diminish? The answer lies not in laws but in governance structures that 

institutionalized accountability from top leadership downward. 

Singapore's has a unique governance model that does not tolerate corruption. Lee Kuan Yew's 

the founding leader established anti-corruption architecture with several interlocking 

components [15]. He started by formulating the Corrupt Practices Investigation Bureau (CPIB). 

It was an investigating agency that was reporting directly to Prime Minister rather than police. 

Sharing information with the prime minister ensured that it was independent from officials it 

investigates [16]. The second mechanism was the transparent procurement systems that 

enhanced competitive bidding, public contract disclosure, and regular audits to enhance 

transparency in government spending [15,16]. The government further ensured that its officials 

were receiving salaries equal to those in private sector.  

5

17

22

30

34.5

0

5

10

15

20

25

30

35

40

2007 -
2010

2011 -
2014

2015 -
2018

2019 -
2021

2022 -
Date

A bar graph on M-PESA 
growth

No of users (Millions)

http://www.ijrehc.com/


International Journal of Research in Education Humanities and Commerce 

Volume 06, Issue 06 "November - December 2025" 

ISSN 2583-0333 

 

www.ijrehc.com                                Copyright © The Author, All rights reserved Page 192 
 

Critically, Lee oversaw the prosecution of his own political allies and family members when 

evidence emerged. For example, his closest political associate was investigated and punished 

for corruption without his intervention [17].  

Such mechanism played a huge role in attracting top talent through transparent recruitment 

emphasizing academic performance, professional competence, and integrity [16,17]. The 

Economic Development Board (EDB), Housing and Development Board (HDB), and other 

statutory boards operated with professional autonomy and performance accountability [18]. 

Such bodies implemented policies effectively because the countries success depended on 

results rather than political patronage [18]. The success on fight against corruption led to 

educational investments which resulted in establishment of National University of Singapore 

and Nanyang Technological University as world-class institutions [17]. The Smart Nation 

Initiative (launched 2014) extended institutional effectiveness into digital realm, integrating 

technology into government services with efficiency and transparency that built citizen trust 

[15,17]. Digitization reduced corruption opportunities by automating processes previously 

requiring discretionary official decisions, while creating audit trails enabling detection of 

irregularities. 

The figure below illustrates various initiatives that have led to the growth of Singapore.  

Table 1.5: A pie chart showing the frequency of mention of various Singapore initiatives 

Singapore initiatives Number of mentions 

Industrialization and foreign investment (EDB) 11 

Good governance and anti-corruption measures 12 

Education and skills development 9 

Urban development and housing (HDB, URA) 10 

Smart Nation and digital transformation 8 
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Singapore’s success in fighting corruption also exposes complex trade-offs between control 

and openness. The same centralized leadership that has delivered integrity and order has been 

criticized for restricting political pluralism and freedom of expression [18]. The ruling People’s 

Action Party (PAP) has maintained power since independence, leading some scholars to 

describe Singapore as a “benevolent authoritarian state.” While the country’s strict regulations 

ensure accountability, they also limit public dissent and media independence, raising concerns 

about institutional flexibility in the long term [18].  

3.4 Stakeholder Engagement and Social Legitimacy (The Aga Khan Group) 

How does a family business survive and thrive for nearly seven decades across 30 countries 

while avoiding the corruption, nepotism, and wealth extraction that typically destroy multi-

generational enterprises within two generations? The answer lies in the Aga Khan 

Development Network (AKDN), which has pioneered a stakeholder capitalism model that 

balances profit-making with social mission. 

The Aga Khan Development Network represents a unique hybrid organizational model 

spanning for-profit enterprises and non-profit institutions. The network has been operating 

since 1957 across various sectors such as healthcare, education, financial services, hospitality, 

media, architecture, and culture [19]. This network serves populations regardless of religion, 

ethnicity, or gender in some of world's poorest and most fragile regions including Afghanistan, 

Pakistan, East Africa, and Central Asia [20]. For the past 68 years, they have consistently 

maintained a strategic vision aiming to improve the quality of life in developing societies while 

maintaining financial sustainability [21]. This has been fulfilled as they have been operating in 
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30 countries experiencing wars, coups, economic crises, and dramatic social transformations 

[19,20]. The network's stakeholder model functions through institutional integration. The profit 

entities generate revenues that cross-subsidize non-profit development institutions. This plays 

a huge role in creating self-sustaining ecosystem where commercial success funds is used in 

social mission rather than extracting wealth for family enrichment [22]. For instance, Serena 

Hotels operates luxury properties in difficult markets such as Kabul, Zanzibar, and Kigali. 

Despite the challenging environment, they generate profits while training local staff, preserving 

cultural heritage through architecture, and demonstrating high-quality hospitality [20]. Their 

investment on finance involves Diamond Trust Bank and Jubilee Insurance. The two provide 

financial services to underserved markets, earning returns while expanding access to banking 

and insurance for populations excluded from conventional finance due to poverty, informality, 

or geographic isolation [21]. 

Nation Media Group operates the print, broadcast and digital streams. While using various 

platforms, they are able to reach millions across East Africa [21,22]. This enabled then to make 

profit while upholding journalistic standards and editorial independence [21].  

In the health sector, Aga Khan hospital provides services at international standards while 

charging fees from wealthy patients to subsidize charity care for the poor [23]. In addition, the 

Aga Khan Academies and Universities offer international-standard education in developing 

countries, preparing students ready for job markets [20]. Aga Khan Trust for Culture restores 

historic sites and revitalizes urban communities from Cairo to Delhi, preserving cultural 

heritage while improving living conditions in deteriorated neighborhoods [21,22].  

Each AKDN entity operates with independent board including international experts, statutory 

audits and transparent financial reporting, and professional management recruited globally 

based on merit rather than family or community connections. The current Aga Khan takes no 

salary from the business [22]. Therefore, profits are reinvested rather than being extracted as 

personal wealth [23]. 

The figure below shows the Aga Khan Development Institutional portfolio and their reach.  

Table 1.1: Aga Khan Development Network institutional portfolio and reach 

SECTOR KEY 

INSITUTIONS 

COUNTRIES OF 

OPERATION 

ANNUAL 

BENEFICIARIES/ 

REACH 

REVENUE 

MODEL 

Healthcare Aga Khan 

University Hospital 

network 

8 countries (Pakistan, 

Kenya, Tanzania, 

Afghanistan, Uganda) 

2 million + 

patients treated 

annually 

Hybrid: paying 

patients subsidized 

charity care 

Education  Aga Khan 

University, Aga 

Khan Academies, 

Aga Khan 

Education Services 

15 countries 50,000 + students 

enrolled; 2 million 

through 

community 

schools 

Fees from able 

families, scholarship 

for poor 

Financial 

services 

Diamond Trust 

Bank, Jubilee 

Insurance, 

6 countries (Kenya, 

Tanzania, Uganda, 

Burundi) 

1 million+ 

customers 

Commercial 

banking profits fund 

development 
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Industrial 

Promotion Services 

Hospitality 

 

Serena Hotels & 

Resorts 

10 countries 

(Afghanistan, 

Pakistan, Kenya, 

Tanzania, 

Mozambique, 

Uganda, Rwanda) 

500,000+ guests 

annually 

Luxury hotel profits 

cross-subsidize 

social programs 

Media  Nation Media 

Group 

3 countries (Kenya, 

Uganda, Tanzania) 

10 million+ 

weekly audience 

Advertising 

revenue; editorial 

independence 

maintained 

Culture  Aga Khan Trust for 

Culture, Aga Khan 

Museum 

20+ heritage sites 

globally 

5 million+ annual 

visitors to restored 

sites 

Grants, 

endowments, 

government 

partnerships 

Despite impressive achievements, AKDN's effectiveness depends profoundly on hereditary 

succession. This raises key concerns on leadership. For instance, considering that the previous 

Aga Khan died at 87 years old and was succeeded by his son. It is not clear whether the son 

will maintain comparable vision, ethical commitment, and management competence that were 

stated by the previous Aga Khan [23]. 

3.5 Market Positioning and Competitive Strategy (Dangote Group and Naivas) 

(i) Dangote Group 

How did a small Nigerian trading company rise to dominate Africa's cement, sugar, and 

fertilizer markets while regional competitors remained small-scale importers or collapsed 

under competitive pressure and economic volatility? The answer lies in Aliko Dangote's 

strategic positioning that transformed trading firm into a manufacturing hub while utilizing the 

available market gaps to handle competition. 

The Dangote Group was founded 1977 by Aliko Dangote. Initially, it was a small trading firm 

in commodities like sugar, flour, rice, and cement. The urge to reduce imports made them to 

venture into cement production [24]. Later, it becomes a significant player in sugar refining, 

fertilizer production, and oil refining [25,26]. The cement production was the first initiative 

that stated in Nigeria and then expanded to 10+ African countries [24]. As a result, The Dangote 

Group became Africa's largest cement producer controlling 60% of Nigerian market [26]. 

There venture into cement production involves controlling limestone quarries, supplying raw 

materials, manufacturing plants producing cement, and monitoring networks reaching 

construction sites [24,27]. By doing so, this created cost advantages through eliminating 

intermediary margins while ensuring supply reliability in environments with infrastructure 

inadequacy and corruption [25]. In addition, scale economies from large plants operating near 

capacity enabled pricing that smaller competitors could not match while maintaining healthy 

margins. This created a deterrent to new entry requiring massive capital and years before 

achieving comparable efficiency [26,27].  
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The group replicated this positioning strategy in other sectors. Dangote Sugar Refinery 

processes raw sugar into refined product for West African markets, controlling supply chain 

from plantation partnerships through processing to distribution [24]. Dangote Fertilizer that 

incorporates urea and ammonia production has positioned Nigeria as regional fertilizer exporter 

rather than importer, supporting agricultural productivity while generating revenues [25]. The 

latest venture involves the $19 billion Dangote Refinery in Lagos representing the boldest 

positioning move. It is the Africa's largest oil refining complex designed to meet Nigeria's fuel 

needs and export surplus, potentially transforming Nigeria from refined product importer 

despite being crude oil exporter [27,28]. The group's positioning strength stems from Aliko 

Dangote's relationships with successive Nigerian governments, securing favourable policies 

including tariff protection shielding domestic cement from imports, foreign exchange 

allocation during scarcity enabling continued machinery imports when competitors struggle, 

and tax incentives reducing costs [28].  

This study reviewed annual reports, organization documents, press releases, media interviews 

and available literatures to analyzes various manufacturing sector as illustrated in the figure 

below.   

Table 1.6: A pie chart showing the frequency of mention of various manufacturing sectors 

in different literatures 

Sector Number of 

mentions 

Cement 45 

Sugar 30 

Oil and gas 60 

Fertilizer 35 

Agriculture 20 
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However, the Dangote success story also raises critical questions about economic 

concentration, sustainability, and governance. The company’s dominance in key sectors has 

sparked debate over monopolistic practices, with competitors and economists warning that 

excessive market control may stifle innovation and small enterprise growth [27]. Despite its 

vast profits, critics note that Nigeria still struggles with high unemployment and industrial 

inequality, suggesting that Dangote’s wealth has not translated into broad-based economic 

empowerment [26]. Environmentalists have also voiced concerns about the ecological footprint 

of Dangote’s cement plants and refinery operations, particularly regarding emissions and waste 

management [27]. Additionally, the close relationship between politicians and the Dangote 

proves that the organization enjoys favourable government policies unlike the competitors. 

(ii) Naivas Supermarket 

How does a family-owned supermarket chain compete and thrive against well-funded 

multinational retailers like Carrefour while local competitors such as Uchumi, Nakumatt, and 

Tuskys collapsed into bankruptcy despite once dominating Kenya's retail landscape? The 

answer lies in Naivas Supermarkets' strategic positioning built on business model innovation 

of venturing into food market.  

Naivas Supermarkets was founded 1990 by N.K. Kamau Mwangi as single grocery store in 

Rongai [28]. For the past three decades, it has grown to Kenya's largest indigenous supermarket 

chain with more than 100 outlets, achieving sustained profitability. It's competitors like 

Uchumi (once dominant), Nakumatt (formerly largest chain), and Tuskys (aggressive regional 

expander) collapsed due to debt, mismanagement, and overexpansion [29,30]. Naivas's 

positioning choices align with Kenyan consumer priorities while building capabilities 

competitors struggled to replicate. Today, they are one shop where you can get everything. 
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Recently, they have ventured into the food market offering quality and fresh vegetables, fruits, 

meat, and dairy [29].  

In addition, Naivas has played a role in real estate ownership. They own more than 70% of 

their locations rather than leasing premium spaces [30,31]. This mechanism has helped the 

business to accumulate more profit considering that they are not paying rent in many promises. 

Failed competitors aggressively leased expensive mall locations and prime streets, creating 

fixed costs that became unbearable when sales declined or expansion failed to generate 

projected revenues [30]. For instance, Uchumi, Nakumatt, and Tuskys' high rent obligations 

contributed directly to their collapses when operating challenges emerged [31].  

Naivas's ownership model provided cost stability, control over location modifications 

optimizing operations, and long-term asset appreciation creating balance sheet strength 

enabling gradual expansion funded internally rather than through external debt. However, 

considering that it is a family business, it's leadership is hereditary [31]. Therefore, it is not 

clear is the family relative who will take over will still uphold this model or abolish it. 

3.6 Talent Development and Organizational Culture (China) 

How did a nation where 88% of its population lived in absolute poverty in 1981 transform into 

global manufacturing powerhouse and infrastructure financier lending billions to developing 

nations within four decades? The answer lies in strategic leadership that prioritize human 

capital development through massive education investments and technology transfer.  

China's economic transformation relied on human capital investments and institutional reforms 

enabling systematic capability building rather than natural resource endowments or foreign aid 

that some development theories emphasize [32]. Deng Xiaoping's Reform and Opening-Up 

policy that was launched in 1978 transformed the economy into market-oriented system 

attracting foreign investment while protecting domestic firms [32,33]. This strategy created 

technology transfer mechanism. For instance, multinational corporations accessing Chinese 

market shared manufacturing techniques and management practices with local partners and 

suppliers, gradually building Chinese firms' capabilities from basic assembly to complex 

production [34]. Special economic zones such as Shenzhen and Shanghai Pudong served as 

learning laboratories where Chinese workers and managers absorbed international best 

practices before diffusing knowledge into the economy [35]. In addition, the government 

invested massively in education infrastructure by expanding universities, technical schools, and 

vocational training. This created a workforce capable of advancing the manufacturing industry 

[35, 36]. By 2024, China graduates more engineers annually than US, EU, and Japan combined. 

Such graduates’ support innovation and high-technology industry development in many China 

regions [34]. 

The Belt and Road Initiative (BRI) was launched in 2013 under President Xi Jinping. Though 

this initiative, Chinese firms now construct infrastructure projects such as railways, ports, 

highways, and airports in more than 140 countries in Africa, Asia, and Europe [35]. Such 

project includes Mombasa-Nairobi Standard Gauge Railway in Kenya, Addis Ababa-Djibouti 

Railway in Ethiopia, and Gwadar Port in Pakistan [34,35]. These projects showcase China's 

construction capabilities in developing nations by employing their own workers and engineers 

while host countries access infrastructure expertise [36].  
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State-owned enterprises (SOEs) serve as an instrument of industrial policy. Initially, they could 

sustain losses during capability-building phases that private firms facing shareholder pressure 

would abandon [36]. By taking a risk into the industrial sector, China enterprises delivered 

quality infrastructure in high-speed rail, renewable energy, and telecommunications. Their 

commitment makes them to leads globally after years of subsidized development [35]. 

The study focused on various projects that have been undertaken by the Chinese government 

across other countries. Across these projects, China has recorded over 30 mentions collectively 

in reviewed documents and international analyses. The highest-cited projects include the 

Gwadar Port, Mombasa–Nairobi Railway, and China–Laos Railway. The figure below 

illustrates these projects.  

Figure 1.7: A bar graph illustrating various projects that been undertaken by Chinese 

government 

Project Number of mentions 

Mombasa–Nairobi Standard Gauge Railway (SGR) 18 

Addis Ababa–Djibouti Railway 15 

Gwadar Port 21 

Port City Colombo 12 

Jakarta–Bandung High-Speed Railway 14 

China–Laos Railway 16 

Bagamoyo Port Project 10 

Belgrade–Budapest Railway 8 

Nigeria Hydro and Power Projects 13 
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Today, China’s combination of economic strength, advanced construction capacity, and 

strategic diplomacy has made it one of the largest global lenders especially to developing 

nations seeking infrastructure financing.  

The country’s leadership model is marked by centralization and tight political control. This has 

led to accusations of “debt-trap diplomacy,” where developing nations struggle to repay 

massive infrastructure loans tied to Chinese financing [37]. Domestically, China faces 

challenges of income inequality, environmental degradation, and overreliance on state-owned 

enterprises, which limit private sector dynamism.  

4.0 CONCLUSION 

This study establishes that impactful leadership is the cornerstone of organizational and 

national success. Across all the examined cases, from Safaricom, Naivas supermarket and 

Dangote Group to Dubai, Singapore, and China, it is evident that leadership is central to 

transformation. Effective leaders blend traditional values such as integrity, strategic vision, and 

accountability with modern principles like innovation, inclusivity, and sustainability. Through 

this combination, organizations and nations are able to navigate global competition, 

technological disruption, and socio-economic shifts while maintaining steady progress. 
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The findings further reveal that impactful leadership thrives where innovation is nurtured, 

institutions are strengthened, and people are empowered to participate in development. 

Nonetheless, the study acknowledges that even strong leadership models encounter challenges 

related to centralization of power, inequality, or reduced transparency. Therefore, the most 

sustainable form of leadership is one that balances ambition with responsibility and growth 

with ethical governance. Ultimately, the true measure of leadership success lies not only in 

financial or infrastructural achievements but also in its capacity to improve lives, build trust, 

and ensure the continuity of positive change across generations. 

4.1 Recommendations 

1. Innovations should be designed to address real societal challenges and improve 

citizens’ quality of life. 

2. Governments must strengthen legal and institutional frameworks to ensure 

transparency and prevent fund embezzlement in projects. 

3. Successful organizations and nations should reinvest in their communities through 

initiatives that promote social welfare and inclusive growth.  
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