Understanding more about the leadership approach required to deliver strategy and become the world leader in innovation and excellence
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What is Leadership?

Jago (1982) defined leadership as ‘is a property or set of properties possessed in varying degrees by different people.’ Kotter (1990) and Zaccaro et al (2004) defined leaders as ‘certain individuals that have special innate characteristics or qualities that differentiate them from non-leaders.’  This implies that leaders are born with these characteristics, and there are preset biological traits that set individuals on a path toward leadership roles. Contrasting this, Kotter (1990) believed there are the other individuals who are destined to be in a non-leader role, a typical red and blue work, as found in Griffiths (2020).
Judge et al (2002) shows how early trait-based research resulted in great man theory. Studies concluded that there were determining factors that an individual would possess signaling them to be a great leader. However, criticism of these lists is that there is not enough correlation between all lists to create a definitive list, and lists became ‘endless,’ and were highly subjective, without taking in to account differing job roles (Northouse, 2016). One thing that can be considered a success is that there would be enough characteristics for employers to be aware of when looking for potential candidates.
Kotter (1990) outlines two distinctive definitions in leadership, using the previous acclaimed ‘trait’ leadership, supported by Jago (1982), and introducing ‘process.’ Process style leadership is based upon interaction with the followers to inspire a cohesive, all included leadership style that would inspire individuals to rise in the ranks.
The trait-based leadership usually affords power to the leader, whereas process-based leadership moves away from placing power solely within a certain individual and allows for more ideas to be introduced. Northouse (2016) uses assigned and emergent leadership and uses these to differentiate between individuals occupying an assigned position of power and an individual who ‘emerges’ within an organisation believed to be the ‘most influential,’ regardless of position.
The correlation between position and power are broken down by French and Raven (1962) and Raven (1965). The bases of power are split in to six: referent, expert, legitimate, reward, coercive and information. Kotter (1990) splits these into types of power with legitimate, reward, coercive and information belonging to position power and referent and expert belonging to personal power. With the typical control and command style of leadership, typically seen within industrial era business, power is a determining factor for leaders. Kellerman (2012) shows how power is no longer a determining factor and leadership is facing a shift away from power as a focus.
Leaders differ from managers but both elements to be essential for organisations to ‘prosper’ (Kotter, 1990). Leaders tend to be more motivational and emotionally involved, whereas managers focus on more admin related positions (Northouse, 2016). Through time the skill sets for leaders have evolved and it is critical for leaders to adapt or face being left behind.

The evolution of Leadership.

The skills required for competent and successful leaders are changing as society and the business world evolves. Katz (1955) outlines technical, human and conceptual skills as key skills needed by leaders with ‘relative importance’ changing based on position within an organisation. Technical skill relates to knowledge regarding proficiency in a ‘specific type of work or activity,’ and is more ‘important at lower levels of management.’ Human skill is people knowledge and is important at all levels. Conceptual skill is a top-level management skill related to organisational skill and policy requiring vision and strategy.
	Mumford et al (2000) explore capabilities that make effective leaders and focus on potential as opposed to what an individual’s role is within the organisation, believing that certain attributes and competencies can generate great leaders. By focusing on skills, leadership models are open to everyone within an organisation, providing that the organisation nurtures the required skills (Northouse, 2016). A key weakness of this approach is that it again focuses on required traits, as opposed to fostering talent through process.
	It is not only skills that create effective leaders. Northouse (2016) shows how behaviours of leaders also need to be included as a factor in determining a leader’s quality. Stogdill (1963) outlined two behaviours that leaders display in the workplace: initiating structure and consideration. 
Initiating structure is the framework required to create an effective and efficient workplace and consideration is the human element like human skill found in Katz (1955). Behavioural considerations provide a stark contrast to solely trait focused leadership research and provides a human element when considering individuals for leadership roles. Relationships between leaders and subordinates plays a role here, creating a higher morale-based environment in which employees can flourish. Criticism of this consideration is that extensive research has not concluded that leadership styles of this element have a definitive impact on performance (Northouse, 2016).
Leadership is undergoing change due to the emerging VUCA environment. VUCA environment. VUCA, originally used by the military to describe the theatre of war, stands for volatile, uncertain, complex and ambiguous.
Volatility means the speed, volume and magnitude of an unpredictable event. (Sullivan, 2012) Volatility is a phenomenon, a turbulent force that is happening more often now, with a BCG study concluding that more than half of the worst financial quarters in the last 30 years has happened since 2002. Sullivan (2012) shows how these volatile times are lasting longer and are increasing in intensity. Reeves and Love (2012) outline the key drivers of volatility being ‘digitisation, connectivity, trade liberalisation, global competition and business model innovation.’
Innovation is a focus point for leaders to adapt to survive. Minnar (2018) shows how corporations are able to innovate the business model and builds upon the servant leadership model. Gandolfini and Stone (2018) describe the servant leadership as being able to answer the questions that arise regarding what type of leader would be best to move forward.
Greenleaf (1970) coined the term of servant leadership, and this model flips the typical top down ‘pyramid’ style of leadership so that the leaders now ‘serve’ the employees, generating higher employee engagement and performance. Minnar (2019) shows how performance measurement is a key driver within today’s business environment with Drucker (1999) stating that ‘if you can not measure it, forget it.’
Servant leadership is associated as a leadership style that ‘emphasises morale and ethics (Hoch et al, 2018; Dinh et al, 2014). These leadership qualities are a stark contrast to the unethical nature and behaviours that have plagued senior management within organisations (Woods and West, 2010). Hannah et al (2014) shows how positive leadership contributes to a higher engagement from employees by building an environment with higher morale. Hoch et al (2018) shows how servant leadership is a positive leadership method and is closely tied to another model, authentic leadership.
Riggio et al (2010) concluded that there are ‘distinctive differences between authentic leadership and the tradition transformational leadership, accounting for the ‘presence’ or ‘absence’ of ethics and morale. Forsey (2019) outlines authentic leaders as leading with heart and openness, providing an opposite to the typical selfish leaders found in Woods and West (2010). These methods, while classed as ‘emerging,’ still find roots within the typical traditional leadership model, and despite the fresh spin on the model, still suffers from the weaknesses.
The traditional leadership models are becoming outdated and Belasco and Stayer (1993) show examples on how organisations have moved away from central teams to create micro-organisations that self-manage and are subject to peer-review as opposed to performance management. There are still elements of performance management, with individuals ‘receiving notification’ if they are below expected standard, but other than that they are free to manage themselves.
By creating these micro-organisations, competition appears to be amongst each other. The organisations have set up performance league tables that are accessible by all members. By establishing accountability to each individual, evidence suggests an engagement increase and subsequently, individual performance should correlate, and drive the overall performance of the whole organisation (Minnar, 2018).
Millar et al (2012) describe uncertainty as ‘lack of predictability.’ With the landscape of business shifting in ways that haven never been seen before and at a faster rate, past events can no longer be counted on to gather information (Sullivan, 2012). The micro-organisation framework works well in this environment. By breaking down the management chain, individual branches of the organisation would be able to react quicker to change. By moving to a flat organisational structure, employees who develop ideas that could overcome challenges would not have to ‘wade through’ management levels to be heard (Sullivan, 2018).
The complex nature of a changing world contributes to the VUCA framework. When data and experience from the past can not contribute toward decision making, further turbulence can be seen for leaders.  It is not only the macroenvironment that is considered complex, as overcomplicating the management within organisations can also lead to complexity. Layers upon layers of managers, combined with volatile and uncertainty can lead to ambiguous circumstances.
	Lawrence (2013) defines ambiguity as ‘the inability’ to ascertain threats and capitalise on opportunities before they become ‘lethal.’ Organisational ambiguity is derived from compartmentalised success failing to add up to overall success (Lawrence, 2013) it is therefore imperative that if organisations start to adopt to micro-organisational framework, they need to share successes and failures to ensure other branches can benefit and not repeat the same mistakes.



Future of leadership
External factors.
	The question arises as to who will lead the future of successful organisations. With the traditional leadership models now facing the VUCA threat, the traditional leadership model needs to be adapted to survive.
	Kok (2019) outlines agility and complex thinking as two of the critical skills employers now need to assess in order to employ successful future leaders. To do this recruitment interviews could adopt tests for complex thinking and ask questions surrounding past experiences where candidates have demonstrated agility on the job. The prime intention being to attract leaders who already display the needed traits.
	The principles of VUCA need not be considers completely negative. By adapting individuals training to include scenarios in a safe to fail environment, organisations can unlock the required knowledge to combat the situations when they arise in real time. Simulations such as these could be introduced more frequently to introduce a ‘muscle memory’ and increase a leader’s confidence in their abilities to tackle the VUCA environment (Sullivan, 2012).
	Lanik and Eurick (2012) support the simulation aspect as they give a real time feedback model on participants skill gaps, in a ‘safe environment.’ By stress testing individual within safe environments more creative ideas can emerge, as evidence suggests creative thoughts are more prominent in times of scarcity (Omar, 2017; Vossoughi, 2012)
	The next step in creating an organisation that is prepared for and can succeed in a VUCA environment, is to continuously nurture the framework. VUCA values and principles need to be hard wired into the foundation with rewards for individual that cultivate an environment based on innovation, agile behaviours and calculated risk taking. Rewards need to be tailored to the wants of individual to drive engagement and return performance in exchange for the investment of their service, in essence a reward service that is as agile and adaptable as the culture it is trying to produce.
	By creating the foundation to succeed within the VUCA environment, an organisation will itself become VUCA to competitors, with the ability to adapt with agility, and if they adapt the micro-organisational structure, they can become more reactive to oncoming threats. While VUCA provide leaders with an understanding of the external environment, the internal factors must also be considered.





Internal factors for consideration.
	McDaniel (2007) outlines an internal framework for dealing with complexity called Complex Adaptive Systems (CAS). CAS show how the internal systems are adapting and characteristics that are emerging support self-organised agents that can co-evolve with the environment. Kovacs and Corrie (2017) show how these agents are able to ‘modify their behaviours, and that by being diverse from each other’s resources, creativity emerges. CAS supports the idea of organisations breaking down the larger whole into smaller subsections, as long as the smaller sections can self-manage and adapt, as failure to do so would result in a stagnant cut off which would eventually fail.
	The Cynefin framework supports practices that leaders can follow when faced with challenges. Cynefin breaks down in to four main areas of complex, complicated, chaos and obvious and if none of these are achievable the fifth element of disorder is witnessed (Snowden and Boone, 2007). Snowden and Boone (2007) address the issue that that traditional leadership has become too narrow and rigid, and requires leaders to move from the realm of relying solely on successful methods, as one day these could fail and go from simple to chaos. 
	The Cynefin framework allows understanding and has undergone evolution after every application. Applicable to a wide array of organisations, the framework has been employed by military and private sectors to make sense of the changing world. Leaders need to be able to understand the four main aspects of the framework to avoid falling in to disorder. By being able to apply the framework, leaders can improvise, adapt and overcome any challenges that may arise.
	While business agility is required for leaders to adapt to the external environment, emotional intelligence is a skill that must be adopted for leaders to excel to internal factors (Cherniss, 2000). Goleman (1995, 1998) and Shankman and Allen (2002) both list emotional intelligence as required trait for success among emerging leaders.
Cherniss (2000) shows how IQ would have been a determining factor of whether an individual would be able to acquire a degree and relevant job, and higher IQ would be required to adopt to the environment inside the organisation. What can be drawn from this is that intelligence is a key factor in whether individuals could be successful within an organisation’s management structure.




	
	
	
Conclusion.
	Leadership has started to move from the traditional trait-based theories that believed that there are pre-determined requisites that leaders possess biologically. While this may be true in some cases, a new breed of leader is emerging, one from within the ranks of the organisations themselves.
	Organisations can develop these leaders by stepping back form the traditional top-down management structures and allow safe to fail environments, with scarcity in resources to spark creativity. 
	The environment in which businesses operate are different today from the industrial era thanks to the VUCA environment. This framework allows leaders to understand the changing environment and adapt to the various elements. Organisations can minimise risk by employing leaders that have developed the required skills, but this is not essential as there are ways to develop leaders through methods such as simulations. One of the key skills that leaders must develop to succeed in a VUCA environment is agility, as leaders must be able to react effectively or risk losing time.
	VUCA provides the external understanding, and Complex Adaptive Systems provide the internal element. CAS support the heart of the organisation by understanding and adapting the emergent leader theory. Various examples of this theory have been seen already, with micro-organisations being one of these. Micro organisations allow the safe to fail environment required for organisations to break the whole down and as long as the micro organisations share successes and failures, each can benefit from the others.
 Cynefin allows for leaders to escape disorder by providing simple steps which can be taken, providing leaders can understand the stage in which they find themselves. If they fail to do this, the wrong steps will be taken, and they will once again find themselves in disorder. One of the Key skills that must be adapted by leaders internally is emotional intelligence. By understanding the employees and the environment in which they operate emotionally, leaders are able to engage each individual employee to foster a more productive organisation.
Minnar (2019) shows how important human management skills are becoming. Productivity levels in the past have suffered due to disengagement from employees, led by a class-based disagreement between the ‘soldiers’ and management. The modern dilemma is that leaders need emotional intelligence to be able to adapt and engage employees on their levels to drive engagement and performance, and in turn drive their hunger and passion for the organisation. By doing this current leader can inspire future ones, building the foundation for the future from the inside, instead of having to hire externally potentially alienating internal workers.

	
Recommendations.
	The recommendation made by this report is to create a safe to fail environment, whether it be on a small controlled scale to determine its effectiveness, or to rely on the evidence supplied and believe in the success. 
	By detaching from head office, and using head office solely in a supporting role, management as a resource could be defined as scarce and hopefully spark creativity. Management can innovate scenarios in which employees can compete for the best possible outcomes. These could then be shared across regions, so that managers can understand problems that they could one day face.
	By creating a league leader board, including and viewable by each employee, competitiveness should spark engagement to increase one’s standing within the organisation and drive performance across the board, as evidenced in Minnar (2018).
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