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Executive Summary
The report starts with a contextualisation of the current business climate within which organisations are operating, reporting on factors that effect this climate and that have changed it over the last century. Following this is an analysis of leadership models that have been utilised by organisations with a specific look at transformational leadership and intent-based leadership. There is then a report of some leadership skills that have been identified by theorists as crucial to effective leadership and fostering innovation. The report finds that there is not one model or focus on any one skill that a business can focus on rather there is a need in a complex environment to harbour the use of different skills and practices that have proven effective but finding that intent-based leadership has been proven a particularly effective type of leadership with a new approach. 
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1.0 Introduction

Early leadership models can be traced back to the 19th century where Thomas Carlyle talked about the idea of the “Great man” (Carlyle, 1852). His model along with the “Trait theory” recognised the “leader” as the focus of effective leadership, identifying particular traits and qualities a leader should possess.
Features of traditional leadership models are still prevalent, however a volatile external climate and the comprehension of complexities in businesses have raised new challenges requiring new approaches. 
Businesses are now required to adapt to apparent megatrends that Naisbitt initially predicted which have affected and will continue to change the global macro-environment that businesses operate in, this includes rapid urbanisation, changing economics powers, demographic changes, climate change and technologic breakthroughs (Naisbitt, 1984) (Megatrends, 2020). More recently, Esposito and Tse add “volatility, scale, and complexity” to this list (Esposito and Tse, 2017).
Volatility is also referred to in describing a VUCA environment. Though initially describing the world climate following the cold war, VUCA, volatile, uncertain, complex, and ambiguous, now captures the chaos, turbulence and rapid changes in business that leaders face (Lawrence, 2013). Taking this landscape into account, leaders must attempt to adapt their leadership models to what is most effective and applicable today.
While the external environment has affected leadership, so too has changes in practices and understanding internally within businesses. Traditional leaders’ approach was to treat a business similar to a machine, to expect reactions to policies and incentives exactly as predicted in their conception and to be able to explicitly control outcome. Moving away from this understanding, organisations are now recognised to be complex adaptive systems (CAS) (McDaniel, 2007). This is due to complexities within businesses, described as greater levels of uncertainty, ambiguity, interdependencies and interrelatedness (Clarke, 2013). Employees are to be treated as individuals who are always learning and whose responses to interventions are not wholly predictable (McDaniel, 2007). McDaniel goes on to describe the characteristics of CAS consisting of diverse agents that learn, non-linear interactions between them, self-organising, have emergent properties through the development of patterns and finally co-evolution with the environment. 
Describing leadership approaches that adopt innovation, Uhl-Bien describes moving towards a structure where power is organisation-system based as opposed to the more typical approach of individual people having power (Uhl-Bien, Marion and McKelvey, 2007).


2.0 Literature Review

2.1 Leadership Approaches
2.1.1 Value Based Leadership
The need for adaptive leadership styles is emphasised by Kerr stating that a command and control approach is “increasingly uncompetitive” in the context of a VUCA world (Kerr, 2013). 
Copeland speaks in her paper about the emergence of value based leadership (VBL) and how failures in leadership in the 21st century have increased the focus on VBL (Copeland, 2014). She explains that this type of leadership is built upon three key constructs; authentic, ethical and transformation leadership behaviour. 
Authenticity in leadership has been identified as necessary in order to “restore confidence, hope and optimism” and relate to all stakeholders (Avolio and Gardner, 2005). Authentic leadership development is identified here as a “root construct” in positive forms of leadership. Research has suggested that leaders in the workplace should be a “central source” for ethical guidance (Brown, Treviño and Harrison, 2005). 
2.1.2 Transformational Leadership
VBL as a concept incorporates a number of different leadership styles as Copeland identifies including servant, authentic and transformational leadership (Copeland, 2014). The latter is a model which can be utilised in response to complexity. An early developer of transformational leadership is Bass who identified four key behaviours in the approach; idealised influence, inspirational motivation, intellectual stimulation and individualised consideration (Bass and Avolio, 1994). He describes that transformational leaders motivate others to do more than their original intentions and perform higher than they perceived as possible. In terms of idealised influence, leaders are described to be “admired, respected and trusted” and demonstrate high ethical and moral conduct standards. Inspirational motivation is achieved by incorporating in to work “meaning” and “challenge”, intellectual stimulation requires an encouragement of creativity and not criticising innovative problem solving ideas. Transformation leaders also recognise individuals’ needs for growth and achievement and are able to understand individual differences (Bass and Avolio, 1994).
Even in 1994, Bass and Avolio identified that this leadership approach was a good fit for organisations where individuals working interdependently toward common goals is highly valued. However they also recognise that an environment requiring highly structured planning and control may not suit transformational leadership in the short term. 
They also imply that transformational leadership is an effective way to cope with complexity by setting a direction, communicating the direction and motivating people towards the aspired direction as famously defined by John Kotter (Kotter, 1987)



2.1.3 Intent-Based Leadership
Another leadership style that has been growing in popularity is intent-based leadership. A key piece of literature for the model is by David Marquet who writes about his experience in leadership as a former Navy captain. Marquet writes about breaking down the traditional leader and follower dynamic and leaders instead focussing on creating other leaders (Marquet, 2015). This is based on the notion that we operate in a knowledge era rather than focus on physical work. Fundamental principles Marquet identifies include the idea that humans are in a natural state of empowerment from birth, task management is intellectually unfulfilling and leaders cannot be solely responsible for competence. He recognises that traditional models lead to workers focussing more on the process rather than achieving the objective of the process. The response is to have an environment where all workers are trying to achieve excellence and take it upon themselves to work towards a common objective by understanding all aspects of operations. 
Marquet adds further detail about the model explaining that all orders were replaced with “intent” (Leadership Academy, 2018). Rather than giving instructions, people should be encouraged to think and understand what is trying to be accomplished. This leads to “psychological ownership” being shifted to the other workers. In order for this to be effective Marquet details two pillars that must exist for this model; technical “competence” and organisational “clarity”. This style of leadership can be summarised as moving authority to where information is. 
Salvador et. al suggested the exploration of intent based leadership (IBL) in graduate medical education, identifying practices already in line with IBL such as work hour restrictions and surgical time-out where all people in operating rooms are able to voice patient safety concerns (Fernandez-Salvador, Oney, Song and Camacho, 2017). They outline that IBL can help achieve a common goal of optimal patient care and optimal trainee learning however identify that patient safety standards could be compromised if trainees weren’t aware of appropriate boundaries of their actions. this suggests that a limitation of the model is the risk that comes from giving workers the full freedom to take responsibility of their actions. 
Marquet himself talks about the success of this model in its conception with his navy crew, detailing that all members were engaged and contributing their full intellectual capacity as well as general better satisfaction amongst the crew due to having more control over their work (Marquet, 2015).

2.2 Leadership Skills that foster innovation
2.2.1 Networking 
In the context of complexity, theorists have also identified specific leadership skills that are important for effective leadership.  
One emerging practice is that of networks and networking. Clarke writes about the concept of “ensembles” within complex adaptive systems defined as “sets of individuals and workgroups possessing shared interrelationships and interests” (Clarke, 2013). Referring to ensembles that interact with each other in the context of innovation, he also defines aggregates. Interactions between ensembles can lead an outcome of a common understanding which can then lead to self-generative behavior (Marion and Uhl-Bien, 2001). They also talk about “autocatalytic interaction” where different units within an organization communicate with each other within “broad networks”. Clarke (2013) argues that leadership should be aiming to “facilitate and capitalize” on such interactions and seek to influence situations that can lead to such networks. 
Networking, defined as “creating a fabric of personal contacts who will provide support, feedback, insight, resources, and information”, is a core part of leaders aiming to strategize and distinctly involves relational actions, while identified as “the heart” of leadership roles (Ibarra and Hunter, 2007). 
Cross and Thomas state that an employee’s networks “quality and scope” will effect their ability to solve problems and to learn while moving into new roles as well as carrying out effective plans (Cross and Thomas, 2008). They also found in their research however that bigger networks could actually diminish performance and productivity of employees and there should rather be an aim to build targeted networks that “extended their abilities”.  
Qualities of a good network that have been identified include a network that is “open”, “diverse” and “deep” (Willburn and Cullen, 2014). An open and diverse  network described as one where people are not all connected with each other, consisting of structural diversity and where connections cross critical organizational boundaries and demographics allowing  the inclusion of new information and an ability to better adapt to change. 
Another important consideration in networks is the concept of “network perspective”. Defined as the “ability to look beyond formal, designated relationships” and recognize the complex web of connections within and beyond the organization (Cullen, Palus and Appaneal, 2014). In this publication it is explained that this quality is necessary for implementing ideas across organizational boundaries and without it leaders may be operating in a way that goes against natural currents within their organizations. 
2.2.2 Emotional Intelligence
Another important skill is emotional intelligence. First introduced by Goleman (1996), it has been argued to be an important concept for effective leadership. 
Described as a person’s ability to “perceive, identify and manage emotion”, Cherniss argues that this ability is important with change arising at a growing pace in the professional world climate (Cherniss, 2000).
It has also been defined as the “ability to monitor one’s own and others’ feelings and emotions” and crucially “to use this information to guide one’s thinking and action” (Salovey and Mayer, 1990).
An advantage of this skill is that it is measurable and also learnable. This has meant that many organizations are incorporating it into their practices from development to selection. Arguing the business case, benefits include increased sales performance from emotionally intelligent salespeople, “superior leadership performance” and better team performance (Freedman and Stillman, 2016). In this publication it is argued that an organisations overall mood are effected by a leaders emotional intelligence skills as a leaders positive mood can positively influence group members and effect “group coordination and effort”. 
Related to this skill is what Goleman went on to identify as “social intelligence”, where “interpersonal competencies, inspire others to be effective” (Goleman and Boyatzis, 2008). Here it is argued that basic social skills are required for effective leadership and a lack of this can be “self-defeating” for a leader. Goleman and Boyatzis (2008) also present biological findings of reactions from interactions between followers and leaders and how followers mirror leaders even within their neural circuits. 

3.0 Conclusion

It is clear that the recognition of complexity within organisation and recognising business as CAS has changed approaches to leadership dramatically. What is firstly apparent is the changing landscape to a knowledge age moving away from the age of physical work, which is a crucial introduction that means organisations can not be viewed as machines. With the realisation of this concept it seems that leadership models that break down and move away from traditional approaches are more successful. Leaders are now not expected to simply give commands which should be followed but rather harbour environments that allow creative problem solving. While transformational leadership allows this it seems that intent-based leadership has the added value of encouraging workers to take responsibility for their work and output and this also builds an aim to achieve excellence in work. However it is clear that emotional intelligence is crucial in order to create a healthy work environment where employees will be comfortable to express their approaches and work positively. 

4.0 Recommendations 

My recommendations for the organisation would be to employ an intent-based leadership model to allow workers taking responsibility for their work and to aim for excellence and also incorporate emotional intelligence in their recruitment practices. 
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