



[bookmark: _Toc34678563]EXECUTIVE SUMMARY 
The purpose of this report is to critically analyse leadership within the 21st Century, focusing on the threats and opportunities that are presented as a result of the constantly shifting trends and dynamics. The main theme within the report is the need for leadership to adapt and change, instigators of which can be put down to VUCA, megatrends and the shift in perception that organisations are machine-like to complex adaptive systems. Each factor has resulted in a highly uncertain and complex environment that can be challenging to navigate and as such leadership in recent years has been failing. In order to better understand the complexity presented by the fluctuating environment, megatrends have been explored and clarity has been provided on what the megatrends are and how this can impact leadership. Moreover, VUCA has been studied and a tool to help leaders readdress it has been suggested so to better assist a leader in driving innovation. Organisations are no longer seen as machines, instead they are complex adaptive systems, it is important that a leader understands what this means and how leadership within a complex adaptive system requires a new way of thinking. Furthermore, the report will investigate the literature surrounding leadership, pertaining to leadership approaches, three of which are explored at length, distributed, transformational and servant. Leadership skills have also changed with the times and the skills that are necessary within a more complex business environment have been discussed which will simultaneously assist in the deliverance of the strategy – to be the leading technology company in innovation. The literature will provide a basis of understanding and a grounds for recommendations on what could be the best approach. Based on the literature discussed recommendations have been made as to how to implement the change in leadership approach, by first conducting a micro-experiment as well as the recommendation for additional training in order for leaders to harness the skills, emotional intelligence and networking, that are necessary to foster innovation. 
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Leadership, a phenomenon interpreted in a multitude of ways, can be defined as a process of social influence in which, an individual encourages a team in order to maximise efforts so to achieve a common goal (Northouse, 2016; Kruse, 2013). Leaders can be described as loyal, enthusiastic, emotionally intelligent, decisive and confident communicators (Fries, 2018). Though it should be noted that, leadership does not necessarily equate to seniority within the workplace (Kruse, 2013). It is a process which is becoming increasingly more difficult within this highly complex environment, as a result of increased levels of uncertainty, ambiguity, interdependencies and interrelatedness that distinguishes the 21st century (Clarke, 2013). This complexity is brought about by megatrends reshaping the world (PWC, 2020; Snowdon & Boone, 2007) such as, technological breakthroughs, climate change, demographic changes and changing social behaviour (PWC, 2020; WEF, 2017; CIPD, 2013). Along with the VUCA, volatile, uncertain, complex and ambiguous environment (Bennett & Lemoine, 2014), that is forcing organisations to constantly adapt to changes, seek new orientations and a fresh approach to management and leadership (Gläser, 2018). The perception that organisations are machine like (Suchman, 2011; McLoughlin, 2002) has long been left behind as an outmoded model (Suchman, 2011) and are instead viewed as complex adaptive systems (Howell, 2019) (Clarke, 2013; Snowdon & Boone, 2007). Systems that are faced with complexity whilst also being integrated (Howell, 2019) learning and adapting as they interact (Holland, 2006). Therefore, traditional leadership has been broadened based upon complexity science (Snowdon & Boone, 2007) using tools like the Cynefin framework to gain a different perspective and address problems that arise (Snowdon & Boone, 2007). The following report seeks to address how leadership can be exercised in this highly complex and interdependent world so to generate high performance and innovation. 
[bookmark: _Toc34678565]2.0 LITERATURE REVIEW
The business environment is one renowned for complexity and revolution; however, in the 21st century this complexity has heightened at an accelerated rate due to several factors. As a result of this ever-changing business environment it is important to consider where this leaves organisations and how they will paddle through the murky waters of uncertainty and unpredictability, the hallmark characteristics of complexity (Giles, 2018). Particularly how leaders within organisation will rally their troops to success in these volatile times, what made for successful leaders in the Industrial Era will not illicit success in the VUCA environment (Giles, 2018). 
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We as individuals and organisations face continual disruption that is changing and reshaping the way the world works (Singh, 2018). PWC (2020) gives an overview on the five megatrends that are shaping businesses and society; these are, rapid urbanisation, climate change and resource scarcity, shift in global economic power, demographic and social change and technological breakthroughs. 
The future is urban, with 1.5 million people added to the global urban population every week urbanisation is growing at a staggering rate (PWC, 2020; PWC, 2014). Though this increases complexity globally with a varying degree of impact, significant opportunities are presented; for example, the emerging cities have the potential to act as influential and comprehensive development tools (PWC, 2020). For leaders within business, this urbanisation contributes to a certain degree of complexity and uncertainty particularly as development can lead to a more global network thereby creating the necessity that leaders harness the skill of networking, thus increasing innovation through sharing knowledge, ideas and opening up of talent pools not previously tapped (PWC, 2020).
One of the biggest issues that businesses are starting to face is the shifts in demographic and social change. It is forecasted that by 2030 the world’s population is projected to increase by more than 1 billion (United Nations, 2015). It is anticipated that by 2020 the workforce will see significant changes as a result of globalisation and micro economic shifts seeing a wider range of ages and nationalities making up the workforce (PMP Recruitment, 2015). Having a multigenerational workforce presents perhaps one of the harder challenges for a leader. As a result of the differences in behaviour between age groups; however, the hardest challenge of all may be implementing change in the leadership approach in the first place. As the older generational workforce are likely to have become comfortable with how things are and resistant to change which is why conducting micro experiments would be beneficial. 
Technology is a force that has accelerated at a phenomenal rate, there have been considerable technological breakthroughs and several of which have reshaped the business environment completely. Technology has brought about ease and complexity making businesses more globalised which has meant leaders have had to readdress how they lead given not all members of the workforce will be physically in one place. Therefore, being able to hone into all the talent available to foster innovation and high performance requires a new leadership approach that is better equipped to tackle the VUCA environment. 
VUCA is a popular acronym used by leaders and businesses alike, nothing is spared in today’s VUCA world not leadership nor an organisations’ strategies (Gläser, 2018). Taking new approaches to management and leadership is the only way an organisation can see positive results in the changing environment (Gläser, 2018). Gläser (2018), proposes what VUCA means for leadership and strategies and in turn advocates a play on the VUCA acronym to adopt. Vision, Understanding, Clarity and Adaptability. Vision, finding the common goal and using this for direction (Gläser, 2018). Understanding, make interconnections transparent and work backward from the goal, embracing and exploiting behaviours (Gläser, 2018). Clarity, refining what really counts, applying energy where it can yield the most success (Gläser, 2018). Finally, adaptability, dissect hierarchical management techniques and instead promote a culture for accepting mistakes and decisiveness whilst being more agile (Gläser, 2018). This is a tool that could be used in conjunction with a new leadership approach in order to better deliver on the strategy. 
[bookmark: _Toc34678567]2.2 COMPLEX ADAPTIVE SYSTEMS
The notion that organisations are machine-like systems was commonly upheld in the 20th century (Suchman, 2011; Stacey, 2010)  although this metaphor no longer functions in a world of non-linear, dynamic, and global complexity that came into place in the mid 1990’s (Bennet & Bennet, 2004) . However, this perception has been replaced, it has become evident that organisations are not alike machines (Suchman, 2011) and are instead Complex Adaptive Systems (CAS) (Clarke, 2013; Snowdon & Boone, 2007; Bennet & Bennet, 2004). CAS is a conceptual model established in order to be able to elucidate the vital capabilities that are more prudent in this unpredictable dynamic, complex society (Bennet & Bennet, 2004). The theory surrounding complex adaptive systems is still largely considered a work in progress (Bennet & Bennet, 2004) and as such there is no one definition. However, for the purpose of this report the following characterisation of complex adaptive systems will be referred to.
Complex adaptive system generally describes a system which incorporates several interrelated facets with non-linear relationships that are integrated and are therefore, self-organised (Howell, 2019; McDaniel, 2007; Bennet & Bennet, 2004). CAS have the capabilities to study, analyse, learn and adapt to the complexity faced so to influence their environment allowing their organisations to succeed (Kovacs & Corrie, 2017; Holland, 2006; Bennet & Bennet, 2004). It has been identified that complex adaptive systems have the ability to operate within an environment that is characterised by stability and contrarily complete instability, while operating in this environment an organisation is able to innovate and create whilst concurrently maintaining its harmony (Stacey, 1996). 
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[image: ]The time has come to readdress leadership forming a new perspective based on complexity science (Snowdon & Boone, 2007). Change and leadership correlate in some ways, as change accelerates, the need for effective leadership intensifies (Stephenson, 2011). Leaders are known to adopt different approaches and can operate at any level within a hierarchical structure, as such identifying and developing leaders can present quite the challenge especially when faced with the complex nature of businesses now (CIPD, 2019). A leader within a CAS is faced with having to maneuverer through the constantly changing environment, as a result of the aforementioned megatrends and VUCA; therefore, having the ability to navigate the complexity is essential (Cameron & Green, 2017). It is far more prudent to adopt a leadership style in which learning, influence and perspective is key (Griffiths & Inman, 2016; Stephenson, 2011; McDaniel, 2007) integrating the engagement and involvement of human talent in order to flexibly anticipate and respond to the changing environment (Griffiths & Inman, 2016). In other words, amalgamating the non-linear, interdependent relationship, capturing and distributing value throughout the network so to nurture success (Stephenson, 2011). 
There is a variety of leadership approaches that can be adopted to better approach the fluctuating VUCA world, in conjunction with these there are also leadership frameworks that have been developed in order to assist with the ease of dealing with complexity. A common leadership tool is the Cynefin framework, as seen in figure 2.1, developed by Dave Snowdon. The purpose of which, is to allow leaders to gain a new perspective, comprehend complex concepts and tackle real-world problems and opportunities that may arise (Snowdon & Boone, 2007). Within this framework issues can be sorted into one of five contexts, complex, complicated, chaos, simple and disorder (Snowdon & Boone, 2007). By doing so leaders are able to understand which context they are in and the best course of action. Figure 2.1 The Cynefin Framework.
Source: (Research Gate, 2015)

Through extensive research that has been conducted, one striking theme has emerged, employees are unhappy with leadership as they do not trust them (Comaford, 2017; Copeland, 2014), more specifically 63% of employees do not trust their leader (Comaford, 2017) which over the past two decades has amounted to continually decreasing levels of distrust (Copeland, 2014). This dissatisfaction introduces the need to readdress leadership through suitable approaches and strategies. As skilfully executed leadership, generates positive outcomes that can be reaped (CIPD, 2019).
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Innovation, the development and conceptualisation of new ideas, products or designs (Cambridge Dictionary, 2020), is something that all businesses strive for. Barsh et al, (2008) discovered that more than 70% of senior executives held innovation accountable as one of the top three driving forces of growth within their organisation. Therefore, it is vital to understand the best ways in which innovation can be nurtured within an organisation. It should be noted that there is no one best practice solution that can be adopted to cultivate innovation and although the structures and processes employed by leaders to encourage innovation are important, it is not sufficient. Rather it has been identified that 94% of senior executives say the biggest cultivator of innovation is people and corporate culture (Barsh, et al., 2008). That is not to say that leadership approach and skill is unimportant, as leadership has a strong correlation with corporate culture and people within the organisation. Previous studies have elucidated that innovative behaviour depends greatly on the interactions between their colleagues, leaders and managers (Anderson, et al., 2004; Zhou & Shalley, 2003) as supported by Yukl (2002) who states that work behaviours, specifically innovation is influenced strongly by their leaders; therefore, this report seeks to suggest leadership approaches and skills that can foster innovation within an organisation. 
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Leadership styles are rapidly adapting to fit the needs of this more complex working environment as it has brought about extensive leadership failures (Copeland, 2014). The old hierarchical model simply does not work (Gleeson, 2017; George, 2010) meaning the traditional command and control leadership style has been left in the past (Griffiths & Inman, 2016), as a result of the new challenges that leaders face (Volini, et al., 2019). Consequently, in response theorists have identified new leadership models to bring about more dynamic and transformational leaders, which are as follows; authentic, servant, transformational, distributed, adaptive and intent based. 
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Distributed leadership which is fast becoming a preferred model (Bush, 2013) with an ‘accelerating amount of scholarly and practitioner attention’ (Gronn, 2010). Distributed leadership is a fundamental re-conceptualisation of leadership and organisations that are seeking this style of collective capability must move beyond the perception that leadership comes from the top as an individualised achievement and instead towards a socially distributed capability (University of Hertfordshire, 2016; Bush, 2013; Harris, 2008). The instrumental motive for this phenomenon can be put down to senior leaders’ heavy workloads; though, it goes beyond this and encompasses the need for recognition within the organisation (Bush, 2013). Harris (2008), states that it is instead the interaction between people than the nature of leadership that is more precise supported by the findings of Barsh et al, (2008) in that people and corporate culture are the biggest drivers of innovation. By scraping the formal leadership and distributing it across the organisation there are several benefits, one being that innovation can be fostered from anywhere as individuals will feel more valued within their roles. The benefits of distributed leadership can be drawn from the fact that the model reaps benefits from engaging all talent, skills, background and expertise from within the organisation (Gronn, 2002). 
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Transformational leadership can be described as an approach that sparks change in individuals and social systems (Roberts, 1985) it inspires individuals to achieve goals (Burns, 1978). When executed successfully, transformational leadership should cultivate valuable and positive changes with the aim of transforming followers into leaders (Roberts, 1985). In this 21st century transactional leadership is insufficient and instead should be more transformational (Pradhan & Lalatendu, 2019). This form of transformational leadership encourages out the box thinking, offers an appealing vision and entices followers to adopt new perspectives when dealing with problems (Eisenbeiss, et al., 2008; Bass & Riggio, 2006; Gardner & Avolio, 1998) stimulating intellect and experience urging individuals to innovate better solutions (Eisenbeiss, et al., 2008; Bass & Riggio, 2006). It is a model that generates a heightened level of morale and motivation (Burns & Rechy, 2004; Roberts, 1985). By doing so transformational leadership, gives individuals the chance to accept ownership for their work, it allows leaders to align followers with the most suitable tasks in order to optimise work performance (Roberts, 1985).  Transformational leadership is one which has become successful in cultivating a better work behaviour among employees and thereby increasing innovation as a result of its motivational properties (Lowe, et al., 1996).
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Servant leadership is one that remains in the early stages of theoretical development despite being a dated approach (Liden, et al., 2014). The philosophy of servant leadership was developed by Robert Greenleaf (1977; 1970) the focus of which is the needs of followers and stakeholders. Servant leadership is one that is considered to be ethical, practical and meanignful (Keith, 2008) encompassing the following characteristics, ‘listening, empathy, healing, awareness, persuasion, conceptualisation, foresight, stewardship, commitment to the growth of others and building community’ (Spears, 2010). It has been highlighted that there are parrallels between servant leadership and transformational leadership (Bass, 2000) particularly the inspiraional motivation and individualised consideration features of transformational leadership (Bass, et al., 2003). However the difference in the two is that transformational leadership focuses more on the leaders and influencing followers to achieve goals; whereas, servant leadership places the principle focus on followers, facilitiating the development and well-being of them (Hoch, et al., 2018).
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Each leadership approach is different in its own merits. Similarly though, each approach is far more suitable for the 21st century work enivornemnt than the traditional leadership styles. Servant leadership is an approach that places the focus heavily on the follower, esentially being follower driven will ellicit increased workforce engagement and improve organisational performance (Gandolfi & Stone, 2016). Transformational leadership is again quite follower driven however the focus is on the organisational goal and the rest stems from there. Lastly distributed leadership essentially erradicates the leadership role and opens it up to everyone, allowing for far more creativitiy and innovation as noone is confined to a position, information is much more free flowing. As such, based on the literature review of the above approaches, transformational leadership is an approach that fits the 21st century well. Inspiring followers to achieve goals and encoruaging followers to reimagine their thinking and challenge the norm creates a more creative and innovative workforce. There is still the position of a leader; however, this leader is much more a role model. This leadership model has been successful in cultivating success and enticing workforces to be more productive and innovative. 
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It is a fair assumption to say that some individuals are born leaders, though that is not to say that leadership skills cannot be learnt and developed (Forbes, 2017). As such the leadership skills essential for nurturing innovation will be explored. 
First and foremost, the future of leadership is Emotional Intelligence (EI) (Forbes, 2017), the measurable and learnable skills of EI significantly impacts organisational performance but may also be essential in the increasingly complex marketplace (Freedman & Stillman, 2004). As stated by Freedman and Stillman (2004), ‘research has provided clear evidence that emotionally intelligent leaders are more successful’ and are more effective, fostering a higher performing workplace yielding ‘significantly higher productivity, retention and profitability and emotional intelligence appears key to this competitive advantage’ (Freedman & Stillman, 2004). An emotionally intelligent leader is one that can meet the needs of employees and as such, create an environment that motivates and drives individuals thereby, contributing to a more innovative workforce (Njoroge & Yazdanifard, 2014). Emotional intelligence contributes to a leaders’ ability to network, another key leadership skill for effective innovation leadership (Cullen, et al., 2014).
As a result of the complex business environment it is necessary for leaders to effectively manage and develop networks (Clarke, 2013). It is essential that leaders are able to foster good relationships with individuals who can assist them in their jobs by providing support, feedback, insight, resources and information (Ibarra & Hunter, 2007). It is these networks built by leaders that can impact the sharing of ideas and knowledge within an organisation, it is a map of untapped talent and potential that a leader needs to be able to take advantage of (Willburn & Cullen, 2014). This network can open up the potential of innovation by building and promoting relationships both internally and externally to the organisation as personal connections are necessary in order to achieve goals, influence others and build partnerships (Willburn & Cullen, 2014). 
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[bookmark: _GoBack]In order to excel in the deliverance of the strategy, to become the world leader in innovation and excellence in the sector, it is evident that changes should be made. A technology organisation is one which is modern and constantly trying to get ahead of the curb so why should its’ leadership approach not do the same. There is a need for change that much is clear, the environment is so different now to what it was even a couple of years ago and the world is constantly shifting and fluctuating bringing in and eradicating trends constantly. Better, more dynamic leaders are essential. Throughout the report there have been two suggested tools that can better assist a leader when faced with complexity; however, the most pressing matter is the leadership approach. From findings it’s clear that the traditional methods are no longer warranted, as a result a new approach should be considered and trailed. Though it is important to note that careful consideration should be taken to decide on which is the best, most suitable approach for the organisation. Alongside the reimagined leadership approach, it is important that leaders are able to navigate the turbulent environment, this means ensuring leaders have the aforementioned skills, emotional intelligence and networking that have become vital in this 21st century environment. Though the macro environment is much more complex and uncertain, it is not impossible to ensure that an organisation thrives through effective leadership given the right approach and skills are adopted. 
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It is important that before implementing full scale organisation change, a micro-experiment is conducted. A micro-experiment is a well-designed and thought out process that allows an organisation to trial run something, it is a fully documented process which allows for reflection and means it can be learnt from (Marquet, 2020). The recommended approach for the organisation to consider is transformational leadership, on the basis that it is very much a follower-based approach. It is one that generates high morale and motivation (Burns & Rechy, 2004; Lowe, et al., 1996; Roberts, 1985) amongst a team and strives to encourage and drive followers to develop new perspective and employ out the box thinking (Eisenbeiss, et al., 2008; Bass & Riggio, 2006; Gardner & Avolio, 1998) something that is key for a technology company. A micro-experiment should be conducted in order to see how successful the above leadership approach would be within the organisation and test whether it would be beneficial to implement in regard to the effect that it has on performance and innovation. A small but diverse group should be selected, the group should be given a task with a clear goal this could be creating a mini project or trying to solve a problem; however, the dynamics here should mimic those of a transformational leadership approach. The process should be documented so that results can be evaluated by the organisation to see if the different approach to leadership has enticed better productivity and innovation. By conducting this type of small experiment, it remains relatively low cost and should be marginally disruptive. It should be noted that doing nothing would far out way any cost as findings have indicated that the current 21st century environment has welcomed in widespread leadership failures (Copeland, 2014). 
In addition, it is clear that emotional intelligence and networking are two skills that are crucial; as such it should be deemed a priority that leaders are given the necessary training and practice to facilitate and strengthen these skills so to see the advantages, one of which being heightened innovation. 
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