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Introduction to the portfolio
This portfolio includes seven parts and the contents of these 7 parts include but are not limited to different leadership dilemmas, CAS, different decisions making frameworks and leadership approaches. I have used different methods, such as analyzing frameworks, reflective cycle and social media to show my understanding, application and innovation to this knowledge. I hope what I can do will help leaders to face their complexity in organization. 
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1. [bookmark: _Toc1381][bookmark: _Toc14112]Interview Questions (main parts)

	Numbers 
	Main Questions 

	1
	First of all, I would like to discuss several points with you. The first one is Innovation, which is very important for the promotion and improvement of a company (Brimhall, 2019), what do you think about it? 

	2
	What about future job opportunities? Some experts hold the view that AI will replace low-tech jobs and could even replace high-tech jobs in the future (Rainie and Anderson, 2017). Do you think AI will replace jobs in your company? And if yes, how will that affect your company? 

	3
	What do you think of the Universal basic income? It has been a relatively heated debate for a long time (Fouksman and Klein, 2019). I hope you can talk about its impact on the organization from the perspective of leaders. 

	4
	Next is the topic of leadership resilience. I would like to ask you, in addition to the role of leadership resilience in guiding the organization when the it is in chaos (Lintz, 2020), what other roles do you think leadership resilience can bring to the organization? 

	5
	In a globalized and dynamic market, enterprises will use every resource to gain competitive advantages for themselves (Anwar, 2018). From your perspective, what are the resources that can bring competitive advantages? 

	6
	The last topic is complexity. Complexity entails not only having different influencing factors but also means rich interconnectedness (Uhl-Bien and Arena, 2017). From your experience, what do you think complexity is? 

	7
	In the second part of the interview, I would like to ask you about your feelings as a leader of the company: what do you think is the leadership dilemma that the company needs to pay attention to most now? 

	8
	Why do you think XXX is the most important leadership dilemma to pay attention to? 

	9
	From your point of view as a leader, what negative effects will this XXX bring to the company? 

	10
	Based on your experience and the challenges you have faced, what tips do you have that can help your company improve or even get out of this leadership dilemma? 

	11
	OK, thank you. Is there anything you would like to add to the question about XXX? 
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2. [bookmark: _Toc23011][bookmark: _Toc28756]Blog: Let’s face the leadership dilemmas from complexity in organization
“All organizations are complex adaptive systems because they are made up of individuals (agents) adapting to their environment”
(Cabrera and Cabrera, 2020).
[image: IMG_256]
[bookmark: OLE_LINK17]Figure 1: All Organizations Are Complex Adaptive Systems (sources from Cabrera and Cabrera, 2020)

[bookmark: OLE_LINK5]On 25th June, I had an interview with one leader who works in an energy group at present. At the beginning of this interview, we discussed and explored some concepts from my modules. For instance, in relation to the concept of innovation, not only innovation is a promotion and improvement of a company (Brimhall, 2019), but also more specifically, innovation will relate to many factors in an organization, such as objectives, mission, vision, knowledge, organizational culture and capabilities (Kahn, 2018; Chatzoglou and Chatzoudes, 2018). For the concept of a future job, we discussed the possibility of human jobs being replaced by AI (Rainie and Anderson, 2017) and my interviewee agreed that some people’s jobs will be replaced by AI or machines because new technology will control and decrease the cost while improving and increasing the efficiency of the company (Ionescu and Andronie, 2019). Regarding the concept of the redistribution of wealth, we discussed another relevant topic: Universal basic income, which has been much debated lately (Fouksman and Klein, 2019). From my interviewee, in a company, the question of redistribution of wealth may be salaried design, and every corporation needs to face this management question, relating it to relevant fairness and motivation, and what we need to do is consider the background of society and economy, to build some rules for redistribution of wealth (Lacey, 2017). Concerning the view that resilience will play a role in guiding the organization when the organization is in chaos (Lintz, 2020), my interviewee also agreed that resilience is one way to deal with risk events, and it is the ability to face the challenges in the future (Teo et al, 2017). With resilience, one leader can transform risk into an opportunity to bring a change or even a revolution for the company. On the concepts of competitive advantage, Except thinking competitive advantages are different resources (Anwar, 2018), my interviewee stated that competitive advantage is one capability, which is used to identify competitors, understand competitors and even perform better than our competitors (Gareche et al, 2019). Concerning the last concept complexity, my interviewee agreed that complexity will bring rich interconnectivity (Uhl-Bien and Arena, 2017), and provided an example of project complexity. Because of the complexity of the projects’ requirements, such as unknown labour and unknown detail information, although we already know that this project is supported by policy, we still cannot make a decision to do it because of uncertainty and unpredictability (Marle and Vidal, 2016).  
[bookmark: OLE_LINK22]After discussing six concepts from my module, we discussed what the current and most significant leadership dilemma is, from my interviewee’s perspective. He proposed that the current and most significant leadership dilemma is how to face a complex environment in an organization. Such an article will be considered to be complex when it has many different factors like subplots, characters and scenes, etc. (Gell-Mann, 2002). The organization also has different influence factors and this influence mainly comes from internal and external factors (Backx et al, 2017). For the internal environment, relevant questions will appear such as conflicting rules, staff turnover and complex operations (Ansell and Trondal, 2018). My interviewee provided several reasons that bring a complex internal environment in his company: firstly, the system and rules. Because the rigid system and inflexible rules make it difficult to accurately and effectively control market opportunities. Secondly, core competitiveness. Internal management and technical power are not strong, which will lead to less competitiveness and a low ability to resist risks. Moreover, the reasons that bring a complex external environment match the VUCA framework, which is close to the characteristics of Volatility and Uncertainty (Millar and Mahon, 2018). According to my interviewee, the first reason is the competitor. Outside competitors are increasing and some of them are becoming strong, which caused more pressure to obtain more market. Secondly, regarding both internal market and international market, the internal market (Chinese market) has become more complex than before, which caused one uncertainty to make a decision. The international market will also meet some outside turbulence, such as Covid19 and will present a barrier for business development in the international market.  
Both my interviewee and I hold the view that people need to take action to face complexity in our organization. Мy interviewee provide three suggestions: the first one is to understand enterprise strategy, the second one is to empathize with employees, understand what they know, encourage them and let them know they are one part of the enterprise and how everyone makes progress with enterprise (Bekker, 2018). The third one concerns the leader who needs to understand different leadership approaches and use them to adapt to different situations, such as adaptive leadership (Northouse, 2016), and then achieve team goals and demonstrate personal value through collaborative efforts. From my own perspective, combining my module’s knowledge and my interviewee’s opinion what we should do is understand CAS influence and its effects and what types of specific considerations it can bring to the organization (McDaniel Jr, 2007). Also, using relevant useful methods to adapt to a complex environment, such as sense-making to collect information for organization complex questions (Ancona, 2012) or applying adaptive leadership to overcome organization or team difficulties and uncertainties (Wang and Chan, 2018).  
Face complexity and improve our organization today!
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3. [bookmark: _Toc31533][bookmark: _Toc3529]Leadership dilemma: Complexity in Organization
	Numbers
	Post Pictures

	1
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[bookmark: OLE_LINK14]Figure2: Table for post pictures

After having an interview with the leader, we identify one leadership dilemma and that is complexity in our organization. We wish that leaders could concentrate more on this kind of leadership dilemma. I will combine what I learnt and discussed from the module of LDMCE, and pick three concepts to explore how we could use them to face complexity in an organization.  
Firstly, leadership. Before I studied this module, I thought leadership is one ability of leaders. But after this module, leadership will have different explanations (Western, 2019): it is not only a personal characteristic but also a practical skill (Heifetz et al., 2009). It is not a personal influential act but one interaction in one organization, which will create a new mode (Uhl-Bien et al., 2007), which will help leaders to face complex organizations. If leaders can have good use of leadership, they will know leadership could be a good method to manage internal organization complexity, because it will help leaders to encourage multiple people to focus on the target (Chin, 2015). 
Secondly, it is about leadership approaches and frameworks. We may explain leadership dilemmas such as complexity in the organization by VUCA (Millar and Mahon, 2018) and CAS (Preiser, 2018), and acknowledge that leadership may help leaders to have a general feeling about how to face it. Some good leadership approaches and frameworks will let us know how to do it in detail. For instance, Adaptive leadership is focusing on people adaptations in a changing environment, using it as a means to help individuals and organizations to find out the types of challenges, and then set up strategies to face them (Northouse, 2016). Just as one of my classmates said, adaptive leadership has great significance in this world because it masters complicated and continuously changing situations. Leaders can also use different frameworks such as the Cynefin framework which was created by Dave Snowden and has been described as one sense-making device (Kurtz and Snowden, 2003) to aid leaders to find out types of environment and provide a solution for them. The Cyfin framework is going to simplify the situations, letting things become relatively more predictable. Therefore, different leadership approaches and frameworks can help leaders to face complexity in the organization by using some specific steps. 
Thirdly, it is about actor-network, comparing to a social network that always uses humans as network nodes (Borgatti et al., 2018). Actor-network theory adds non-human nodes into a network map which made me feel strange at first and can be seen in my posts with my classmates. If I have no social media like Teams and other methods, my post will be limited by my own perspective and I will stay in an echo chamber with my own bias. The same opinion can also behold for complexity in organization. Because now humans are surrounded by non-humans (Michael, 2017), we should think highly of non-humans’ influence on our lives, which is the same as Latour (2005) proposed, all actants (including both human and nonhuman actants) should be the same and equal important participants. In other words, actor-network theory helps us to be sensitive to terms and assumptions that are undetected (Mol, 2010) such as some non-human actants. For complex organizations, some non-humans actants may not be detected, but now leaders should sense and feel them, because the former may play a mediator role and bring an active effect for our facing process, finding them may bring an improvement for the organization.  
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4. [bookmark: _Toc19380][bookmark: _Toc31935]Network analysis and development plan.
[image: 207dbf45e6221b28d002fa971dc5252]
Figure3: Personal Network Map
According to my personal network map, what makes me feel surprised is not only that I can build my personal relationship from a map, but also that I can find out if there will be potential networks (latent networks) while I complete this map. Those potential networks may be the person that has a low level of trust with Sporadic contact (Willburn and Cullen, 2014) in my network. However, once I can bring them into my active network or close to my network, they will be one type of my social capital and help me to obtain advantages to achieve different objectives (Baker, 1990). For example, in an organization, it can help me to know the improvement of managing performance, extend the supply chain and development of an organization (Moran, 2005; McGrath and Sparks, 2005; Stam et al, 2014) from a new perspective. But for now, it will help me to achieve my research objectives.   

	SWOT ANALYSIS FOR NETWORK MAP 
	May be helpful for my research objectives 
	May be harmful for my research objectives 

	INTERNAL  
(Active Network) 
	Strength 
The stable and fixed active network may help dig out an understanding of my research from it. 
	Weakness: 
No social media active networks on the map. 

	External 
(Latent network) 
	Opportunity: 
There are at least two methods to makes latent networks become my Social capital 
	Threat: 
Negative influence such as the influence of bias 


Figure4: SWOT analysis model for Personal Network Map
According to the SWOT analysis model that is used for my network map what I would like to change is to put the active network into the internal area and put latent into the external network. According to Figure4, the strengthening of my network is my active network is fixed and stable because most of them are real in my daily life. The weakness of my network is that I almost have no latent networks from social media, but this is also one of my opportunities because I can start to use social media to find out more latent networks and try to make them close or become one of my active networks. Another opportunity is getting in touch with new latent networks introduced from active networks. For instance, I can contact one of my best friends in the UK, and he can introduce some of his international friends, who I do not know before, but we can start to communicate and then they may help my research objectives in the future. The threat is if I cannot have more latent networks and try to contact them, I may be influenced by bias because perhaps my fixed networks will let me stay in an echo chamber.  
	What do I want/need to learn?  
	What will I do to achieve this?  
	What resources or support will I need?  
	What will my success criteria be?  
	Target dates for review and completion  

	  
Make a high quality exist active network   
	Try to find a way to make a deep active network  
	Existing active network and more investment  
	More experience and knowledge for my research topic   
	Obtain a chance when I need a deep interview  

	  
  
Make open and diverse networks (or latent networks)  
  
	1. Try to be a boundary spanner and know its characteristics (William, 2002)  
2. Using social media.  
	1. Social media such as Twitter.  
2. Existing active network   
	To make latent networks become close to my active network  
	Obtain a different perspective across the boundary (or latent networks) when I need a survey result 


Figure 5: Development form for Personal Network Map
According to the development plan form, I have two conclusions; the first one is for my existing active networks, what I need to do is improve the quality of it. Compared to a latent network, an active network is more convenient to improve a deep and high network, because active networks have a good relationship at present. And high-quality networks will not only bring social support for me (Willburn and Cullen, 2014) but also one such network may report back four times more performance than a normal network (Cross and Parker, 2004). For instance, building a high-quality network with one international leader in my active network will let him show more personal experience and knowledge during a cultural distance interview. The second conclusion is about latent networks. What I wish to do at first is have a more open network, which means I should think to obtain more potential people in my network. (Willburn and Cullen, 2014). I can use a stage like social media to obtain more new perspectives and improve my personal network (Ibarra and Hunter, 2007), and I will feel more effective to adapt the change of environment (Cross and Thomas, 2008), and improve my research objectives. The second part is making my networks become diverse. What I wish to do is to be a boundary spanner, using openness, honesty, listen actively and build a common ground (Williams, 2002; Cross et al, 2013) because building a connection across boundaries will lead to advantages of diversity and open advantages (Willburn and Cullen, 2014), which will entail a success of network organization (Yip et al., 2011). For my research, diversity of networks will bring a different perspective for my survey and improve the objectivity of my research.  
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5. [bookmark: _Toc15623][bookmark: _Toc22207]Debate reflection: Using Gibbs' Reflective Cycle
“Reflective practice is the ability to reflect on one's actions so as to engage in a process of continuous learning”
(Schon, 1983)
[image: ]
Figure 6: Gibbs' Reflective Cycle (sources from Dye, 2011, p230)

Description: On 17th June, our group held one debate on the topic of the gig economy. Before this debate, as a teammate who supports the gig economy, I planned to use Design thinking, which was first put by Herb Simon (1969) and popularized by David M. Kelley and Tim Brown (Brown, 2008). The Design thinking processes is to find out a new method in an unknown, uncertain and complex environment (Black et al., 2019), which can be used in business, environment and process analysis (Elsbach and Stigliani, 2018). Therefore, Design thinking is a good method for me to use at that time since it is an area I know and understand. In the empathy process, the purpose that I wish to do is make everyone believe we should support gig economy. In the defined process, I find the most important question is that I have no evidence to prove that we need to support the gig economy. Therefore, in the ideate process I keep a mind of quantity over quality, to collect enough information, such a first, the definition of gig economy (Allon et al., 2018; Gov.Uk, 2018). Secondly, the advantages of the gig economy are that it enhances entrepreneurship and innovation (Kalleberg and Dunn, 2016), increasse income when the traditional full-time job cannot achieve a higher salary in the future (Donovan et al., 2016) and increases job opportunities. Thirdly, I also prepared some disadvantages of gig economy such as lacking employment protection and one-sided contracts (Wood et al., 2019) and the possibility of setting up unfair competition between gig workers by employers (Hill, 2015). In the process of prototype, I chose one of the most influential advantages: increase job opportunities and then find out some data support from Statista (2020) to enforce my idea that we need to support gig economy in the future. 
[image: 99023a5ce265425c612b8ccec5d6f84]
Figure 7: Number of freelance workers in the United States from 2014 to 2020 (sources from Statista, 2020)
[image: 1ed9d50c673d50b8bb12b9938e1bdf9]
Figure 8:Share of freelance workers in the United States from 2014 to 2020 (sources from Statista, 2020)
Feeling: During the process of debate, what makes me feel most confident is that gig economy will increase job opportunities proved by enough reference and data. But what makes me feel surprised is, when a member of our group, Alex, who is managing a company in the real-world and does not support gig economy provided some evidence from his real-life experience to prove that gig economy cannot achieve a real increase for the job opportunity. I could not provide an argument against his claims, because I lack experience in this part.   
Evaluation: From my own perspective, what I have done well in this debate is I started to use Design thinking, which is a good method to use for innovation and problem-solving (Micheli, 2019). On the other hand, what I think is not good is that I demonstrated a bias.  
Analysis and conclusion: Bias can be considered to do something in a way that is unfair. From my own questions, I think that I have been involved in a cognitive bias, which means that I would like to stick to my preferences and beliefs rather than consider more about contrary information (Chegg, 2016). Because I really wish people will support my opinion that we need to support gig economy and when I obtain enough information, I think people will agree with it, which also fits into the“We think what we know what other people thinking”in Cognitive bias codex (Heick, 2019). And that is the reason why I cannot refute Alex because I am involved  in an echo chamber and cannot see more from other perspectives.[image: 2]
Figure 9: Cognitive bias codex (Sources from Heick, 2019)

Action Plan: In the future, when I face leadership dilemmas, I should avoid being too subjective and biased in an organization. When we are considering some questions, we need to think of more perspectives and be objective to change the way we think. For instance, when collecting information by using sense-making, we need to collect information from different people and using this information to challenge our own ideas (Ancona, 2012), which is a process to change our way of seeing things. Therefore, when we face leadership dilemmas in the future such as complexity in the organization, we can use different methods and thinking to lead us to make decisions and avoid bias influence. 
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6. [bookmark: _Toc9405][bookmark: _Toc19303]Design thinking slides for complexity in organization
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Hello, in this slide, I would like to use the method of Design Thinking that I learnt from this module to face complex contexts in the organization. In detail, all slides will assist leaders to know what complexity is in VUCA, Cynefin Framework and organization. And then, I will introduce Design thinking and how to use it in a complex problem in the organization. 

[image: ]
Firstly, let’s find out what is complex in VUCA. VUCA is an acronym, first created by Warren Bennis and Burt Nanus (1985), which describes four types of reflection on the volatility, uncertainty, complexity and ambiguity and is used by the US army to describe the multilateral world at present (Heritage and Center, 2018). In VUCA, complexity describes that this system or organization are related to many different interconnected factors and multiple decision factors. The complex description from VUCA also fits into the complexity in the organization, because in an organization, what caused complexity may come from different factors: multiple stakeholders, such as different customers, suppliers and investors. Multiple people: such as different people involved in the same job. Multiple organization structures, such as joint ventures and divisions. Multiple steps: Completing a job need different process steps. (Study, 2018). Of course, there should be more factors that will influence the organization to become complex.
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After that we have a discussion of how complexity is described in the VUCA and identify the complex factors that may happen in an organization. Let’s see what the Cynefin framework suggests we to do in a complex context. Cynefin framework is a conceptual framework created by Dace Snowden and can be used in different contexts (Snowden, 2010). It will assist leaders to make decisions in a different context by judging context casual-relationship. In a complex context, a leader meets a complex problem which answers only can review from results. Then what the Cynefin framework suggests is probe-sense-respond to have an emergent practice.       [image: ]
I wish to introduce Design thinking as a pro method for complex context and complex problems. Design thinking was first put forth by Herb Simon (1969) in his “The Sciences of the Artificial”, and popularized by David M. Kelley and Tim Brown (Brown, 2008). In detail, it is a good method which seeks to solve complex problems by approaching problems (Interaction Design Foundation, 2020) and it is a useful concept for identifying solutions to problems. 
Design thinking has five steps: Empathy, which has been described as an understanding bridge between users and designers (Wang and Liou, 2018), or we can say it aims to find out the purpose of the problem. Define, which is going to find out problems to achieve users’ needs (Dan and Siang, 2019), or we can consider it aims to elicit the problem statement. Ideate means creating multiple ideas, and these ideas may bring a good solution (Steinke et al., 2018). In this step, we need quantity over quality to find out enough ideas. Prototype, which is a process that could help objectives or goals (Shapira et al., 2017), which means we need to pick up a method from Ideate that can be tested by people. The last step is Test, which means we should finally test the method chosen. 
[image: ]
Finally, I would like to use one example about how to apply Design thinking to a real complex problem that may happen in the organization. That is creating a performance evaluation. When we need to create a new performance evaluation, what we need to know at first is why we need to create it. What our leaders need for it (Empathy), and then we need to find out problems that may stop us create it, which may come from the internal department or outside the project department (Define). After finding out problems, we need to collect enough information from others who may come from the HR department or a project manager about what they think about it (Ideate). Then we can use our knowledge and information to create a new method that may be tested by us (Prototype). Finally, we can test it in a project department to find out whether it works as we wish (Test). 
[image: ]
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I hope that these slides will help you to face complexity in the organization in the future. Thank you for your attention. 
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7. [bookmark: _Toc9659][bookmark: _Toc21196]New model for complexity in organization
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Figure 10 : 4 Factors model
According to the interview, the current and most significant leadership dilemma is complex in an organization. Therefore, Combining what I learnt from the module and the suggestions from my interviewee, I made this 4 factors model (Internal factors, External factors, human factors and non-human factors) that aims to provide some suggestions for leaders to face their different complex problems in an organization. The four factors model refers to Cynefin framework’s (Snowden, 2010) five domains, and change it from five to four domains for clarity. Internal and external factors originate from my interviewee and Backx et al. (2017). Human factors and non-human factors are inspired by the Actor-network theory (Latour, 2005), that we should accord non-human the same importance as human actants. Therefore, I wish to put non-human factors here to let leaders know and feel something that may not be detected in our life. 
If the complex problem relates to human factors and happened in the internal environment such as employee problems, what my interviewee suggested is building a most suitable organisational culture to lead people to focus on the same target and leaders should also have  encourage staff. Moreover, leaders could also learn one characteristic from simplification, change their mind from control and command to improvisation and learning (McDaniel, 2007), listen more to their staff and change their old management style when they meet internal-human factors questions. 
If the complex problem relates to non-human factors and happened in the internal environments such as system and rules problems leaders should consider simplification for their organization. Netflix is one good example who used simplification to bring them back from the edge of chaos (Benjamin, 2020). Therefore, for structure, what leaders could do is break barriers between different levels and facilitate collaboration and innovation (Backx, et al., 2017). For process and system, leaders should set up a wide organization process and bring fewer limitations for staff, which may lead to an improvement for their organization.     
If the complex problem relates to human factors and happened in the external environments such as questions from competitors and lack of co-operators what leaders need to do is build an outsider network framework to find out their active network and latent network. Reinforce active network friends and decrease conflict with competitors. And leaders also need to communicate more with their active network to build ties with latent network actors, because they may be leaders of social capital and help leaders to solve this type of complex problems in the future.  
If the complex problem relates to non-human factors and happened in an external environment such as exploring a new and unknown market what leaders should do at first is adapt to the new environment, using sense-making (Ancona, 2012) and then act to improve effectiveness in a complex environment. And leaders can also use adaptive leadership (Northouse, 2020) to observe before drawing a conclusion, learning from personal experience and using situations as points rather than their own ideas. And they will find their direction to face this type of complex problem after using adaptation.  
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