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[bookmark: _Toc35017210]Executive Summary 
This report aims to provide a critical analysis of leadership, innovation, and complexity to determine an appropriate leadership approach and to provide relevant recommendations for developing a leader through this approach. Leadership is changing and as a result of this, the characteristics of leadership are also being re-evaluated, for example, the traditional leadership approach has changed to make it compatible within the 21st century. The challenges leaders are currently facing are more complex in comparison with those set in the last decade. Numerous factors are currently influencing the context of leadership, the first is VUCA which consists of four acronyms known as volatility, uncertainty, complexity, and ambiguity. Megatrends are impacting organisations due to the volatile and uncertain environments of organisations that have been impacted due to globalisation.  Complexity is used to assist leaders with the adaption of the megatrends. The complex adaptive system is a complex system that consists of elements that interact to develop connections that react to the behaviour of other agents. The skills that are influencing the need for leaders to adapt to innovation are emotional and social intelligence, networking and innovation leadership. The three leadership theories that have been deemed relevant for leaders in the 21st century are servant leadership, distributed leadership, and authentic leadership. To conclude the leadership styles that have been identified as being suitable for 21st-century leadership all have differentiating qualities. The recommendation was to introduce networking events such as a coffee morning with professionals from other organisations where employees can improve their network and connections.
[bookmark: _Toc35017211]Introduction:
Leadership has been defined by Northouse (2016), as a “process whereby an individual influence’s a group of individuals to achieve a common goal". The context of leadership is undergoing a constant change and as a result of this various characteristics of leadership are being re-evaluated, a traditional approach to leadership is a requirement within the current organisational environment, but adjustments are required to determine how leadership can be defined within the 21st century (Deloitte, 2019). This report aims to provide a critical analysis of leadership, innovation, and complexity to determine an appropriate leadership approach for an organisation, and to provide relevant recommendations for an organisation to develop its leader through the approach that has been identified.
Numerous factors are influencing leadership, the first concept is the VUCA environment which consists of four elements, along with four responses. The second element is megatrends which include globalisation and demographical trends that have a current impact on leadership. The third element is complexity where a major change in management can introduce unpredictability into an organisation and can contribute towards a complex nature in the organisation. The final influence is CAS, where if an organisation is viewed as having a complex adaptive system the leadership level in the organisation will change and can impact its approach to leadership.
[bookmark: _Toc35017212]What is Leadership?
Leadership has been defined by Northouse (2016), as a “process whereby an individual influences a group of individuals to achieve a common goal”, but has also been defined by Mullins & Christy (2016), as a “relationship through which one person influences the behaviour or actions of other people”. The definitions that have been provided for leadership are deemed relevant as both authors are professionals within the field of leadership studies, due to the wide variety of academic publications that were published by the authors. It can be considered to be a challenge to define leadership as a whole, as there are a variety of differentiating definitions that have been provided from numerous individuals who have a personal viewpoint of how leadership should be implemented.  Leadership is a crucial element to management as it can assist with maximizing efficiency and to achieve various goals within the organisation (Management Study Guide, 2020).
[bookmark: _Toc35017213]Leadership in the 21st Century: 
The challenges that leaders are encountering are much more complex in today’s society in comparison with challenges that were set within the past ten years (Barton & Kumra, 2013), and as a result of this, it is clear that organisations will have new leadership requirements and challenges, for example, an ongoing challenge would be the continuous development of technology, along with various economic and social changes within the organisation.  According to a survey that was conducted by Deloitte (2019), 80% of participants had agreed that leadership in the 21st century will require new and unique requirements that are important to an organisations success.
The dawning of the 21st century has brought a need for innovation that is driven due to the current digital revolution and the continuous expansion of the global markets (Horney, et al., 2010). There are a variety of factors that have created a new context to leadership within the 21st century, such as, the constant changes to consumer expectations, the pace of change in organisations and the continuous development of technology. These factors are changing both the organisational and social expectations as to how organisational leaders should act within their organisations. 
[bookmark: _Toc35017214]VUCA:
[image: ]The term VUCA consists of four main acronyms that are volatility, uncertainty, complexity, and ambiguity, and is used to assist organisations to understand the environment in which its corporation operates. Volatility means that an organisation is liable to be able to change quite rapidly, uncertainty comes from a variety of elements with nonlinear interactions and its ability to adapt to events, the third element is complexity where leaders will need to use alternative ways to managing complexity in the organisation, and the final element is ambiguity which is a lack of clarity to interpret various issues (Vuca World, 2020; Systems Innovation, 2019). The increase in a VUCA business environment can provide organisations with the opportunity to consider a new approach to its management and the possibility to seek new forms of orientation (Vuca World, 2020). According to Lawrence (2013), adaptability and leadership agility are the current skills required if leaders and their organisations desire to succeed in a VUCA world.  The term VUCA is linked to leadership and innovation, and has gained relevance as the current environment for businesses has changed and became more VUCA orientated. VUCA is a contributor to the constant changes in workplace trends which can have an impact on organisational megatrends (Vuca World, 2020).[bookmark: _Toc35010364]Figure 1 The VUCA Framework (Harvard Business Review, 2014)

[bookmark: _Toc35017215]Megatrends: 
The megatrends that are currently having an impact on the nature of organisations and that have been caused by the volatile and uncertain environment of organisations are the constant shift in economic power, globalisation, changing social and demographics, technological advancement, and climate change.  An example of a megatrend having an impact on leadership innovation is globalisation, where recent technological developments worldwide have constantly made changes to the landscape of global innovation (Canuto, 2018).  The megatrends such as globalisation and changing demographics can contribute towards a complex nature within an organisation, especially as globalisation is driving a need for complexity in an organisation.
[bookmark: _Toc35017216]Complex Nature of the organisation:
Birkinshaw & Heywood (2010) have expressed that “not all complexity Is bad for business”, and to be able to manage complexity appropriately, leaders will need to recognise how employees will view complexity and learn what is driving complexity. Complexity has the potential to assist current and future leaders with the adaption of advanced technology, various changes in culture and globalisation. Many decisions that are made within organisations are considered to be complex due to amajor changes such as, changes in the management of an organisation, and this change can introduce unpredictability into an organisation (Snowden & Boone, 2007).  The current environment of organisations is complex, and innovation can be used as a strategy that can assist organisations with coping in the complex organisational environment when an organisation and its leader can identify the correct balance, both innovation and complexity can improve current organisational operations and can improve its relationships with employees (Fonseca, 2002). 
[image: ]The Cynefin framework is a model that is used to provide leaders with the opportunity to view things from different viewpoints, to be able to comprehend any complex concepts within an organisation, to address issues and new opportunities but also to improve a leaders decision making process (Snowden & Boone, 2007; Cognitive Edge, 2020). The concept of a complex leadership will seek to foster the dynamics of a complex adaptive system whilst producing appropriate outcomes for the organisations main mission (Bien, et al., 2007).[bookmark: _Toc35010365]Figure 2: The Cynefin Framework (Snowden & Boone, 2007)

[bookmark: _Toc35017217]Complex Adaptive System:
A complex adaptive system has been defined by Bien, et al. (2007), as an “open, evolutionary aggregates whose components are dynamically interrelated”, and can be an intensely innovative and adaptive process for organisations.  A complex adaptive system is a type of complex system that has the capacity for adaptation and consists of elements known as agents that interact to develop a network of connections that can react to the behaviour of other agents (Systems Innovation, 2020). Organisations that are recognised as being a complex adaptive system can provide an insight that employees tend to learn continuously and tend to not be as predictably responsive to interventions (Reuben & Jr, 2007). 
[bookmark: _Toc35017218]Leadership Skills Which Foster Innovation: 
McKinsey & Company (2008), have argued that there are “no best practice solutions to cultivate innovation”, but the main drivers of innovation for organisations are its people and corporate culture. Three main skills are currently influencing innovation, these skills are innovation leadership, emotional and social intelligence and networking. 
[bookmark: _Toc35017219]Emotional and Social Intelligence:
Emotional intelligence has been defined by Salovey & Mayer (1990), as "a form of social intelligence that involves the ability to monitor one’s own and others’ feelings and emotions” (Cherniss, 2000). Emotional intelligence is an important aspect within leadership, especially as many organisations have used emotional intelligence to assist with promoting and developing its employees, but it can also create a positive working environment that can attract talent and can improve employee engagement (Moore, 2019).  Many believe that the main strategy that can be used to improve emotional intelligence is through the use of various training and development programmes and schemes (Goleman, et al., 2013).
Goleman (1996), has explained that there are five main competencies to emotional intelligence that are known as self-awareness, social skills, self-regulation, motivation and empathy, and that these five competencies are crucial for a leader to be successful and can be demonstrated through the behaviours of a leader.  
Social intelligence has been defined by Goleman & Boyatzis (2008), as a  “set of interpersonal competencies built on specific neutral circuits that inspire others to be effective”, a study that was conducted by Goleman & Boyatzis (2008), had shown that a socially intelligent leader would provide numerous benefits to its organisations, for example, employees would be happier within the workplace, but it can also increase employee productivity.  
[bookmark: _Toc35017220]Networking:
The second skill that is influencing the need for innovation leadership is networking. The concept of networking is an important element for leaders, as the networks that leaders build can have an impact on how ideas are generated but also on how new ideas are being shared and received. Networking can provide numerous opportunities for leaders, such as locating information and resources from a variety of sources from outside the organisation (Willburn & Cullen, 2014).  
The three main forms of networking are operational, personal and strategic networking. The purpose of operational networking is to ensure that there are cooperation and coordination amongst leaders who must know the information to complete the immediate goals and tasks that have been allocated. This kind of networking occurs within the organisation itself and any network interactions are determined by short-term demands (Ibarra & Hunter, 2007).  The second main form of networking is personal networking, where leaders can use this form as an opportunity for personal development which can, in turn, provide them with a foundation to network strategically.  The final form of networking is strategic networking, where leaders can develop a networking strategy that can assist with capitalising on various new opportunities and experiences for its organisation (Ibarra & Hunter, 2007). Numerous organisations are now recognising that both networks and networking are crucial to developing innovation. An example of an organisation that recognises this is Procter and Gamble,  who have developed an open innovation programme called “Connect + Develop”, where external partners of P&G can connect with other innovators to develop new strategies, solutions and ideas for the corporation, this programme was based on P&G’s belief that collaboration can accelerate the process of innovation (Procter & Gamble, 2020).
[bookmark: _Toc35017221]Innovation Leadership:
Leadership is the main element that sets the scene for innovation within the workplace (PWC NL, 2020), especially as innovative leadership can assist leaders operating in unpredictable and challenging circumstances (Horth & Buchner, 2014). The concept of leaders leading the need for innovation within the workplace no longer depends on leaders encouraging its colleagues to follow their lead to the future of the workplace, in the current leadership environment it is about employees being able to co-create the future with the leader (World Economic Forum, 2016).
[bookmark: _Toc35017222]Leadership Styles in the 21st Century: 
[bookmark: _Toc35017223]Servant Leadership:
The first example of a leadership theory that is currently being embraced by organisations within the 21st century is servant leadership. The concept of servant leadership was firstly proposed by Robert Greenleaf in 1970, and has been defined as “ the servant-leader is servant first, beginning with the natural feeling that one wants to serve, to serve first” (Greenleaf, et al., 2002).  This leadership style focuses on growth along with the well-being of individuals and their communities, by providing the opportunity for leaders to consider prioritising the needs of others and encouraging employees to develop and perform at the highest potential (Robert K Greenleaf Centre For Servant Leadership, 2020). The main purpose of this model is to provide leaders with the opportunity to become a servant first and to lead from the desire to serve others better and can be applied to all levels of organisational management. 
Many organisations have adapted their leadership style and organisational culture to servant leadership, an example of an organisation that has adapted is Starbucks. Howard Behar was the president of Starbucks from 1995 until 2003, and during his time at the organisation he had redeveloped the culture of Starbucks after realising that there was fear between employees of speaking their opinion. After this realisation Behar had developed an Open Forums strategy where baristas were invited to ask any questions and could talk about any concerns, the result of this strategy had "opened up the organisation", and had correlated with his beliefs of the importance surrounding employee engagement in developing a successful and long-lasting organisation (Robert K Greenleaf: Centre For Servant Leadership, 2015).
There are various factors that differentiate servant leadership from other styles of leadership, for example, the concept of the follower being first. The majority of leadership styles tend to direct its focus onto the organisations primary mission and secondly by empowering its employees to achieve the mission, but servant leadership mainly directs its focus on the ability of individuals being able to succeed rather than the success of the mission itself (Stone, et al., 2004, pp. 349-361). The servant leadership strategy can provide numerous advantages and disadvantages to organisations, for example, the advantages include the improvement in communication with team members, it can enhance employee engagement and influence productivity and innovation within the organisation. An example of a disadvantage for servant leadership is that it can be a lengthy process, especially as servant leaders engage with  colleagues to understand how to motivate them, and depending on the organisation it cannot be completed within a short time frame (People Matters, 2018). 
[bookmark: _Toc35017224]Distributed Leadership:
According to Bush (2013), distributed leadership is recognised as being the “preferred leadership model” for leaders in the 21st century and mainly concentrates on the engaging expertise where it exists within an organisation (Bush, 2016), however, Harris (2015), has described that the main concern of distributed leadership is to engage a various amount of people in leadership activities. According to Spillane (2006), distributed leadership is about leadership practice rather than the leaders themselves and their roles, routines, structures, and functions.  The main purpose of distributed leadership is to improve leadership capacity so that leaders can authentically improve their organisation. The motivation behind distributed leadership arises mainly from the acknowledgement that senior leaders are overworked and overloaded (Bush, 2013).
An example of an advantage for leaders adapting to the distributed leadership style is that this style can help leaders focus on providing valuable career development opportunities for its employees, and it can establish an organisational environment where team members can share knowledge with other colleagues which can improve progress towards goals. An example of a disadvantage for the distributed leadership style is that if many individuals have responsibility roles it may be a struggle to maintain who is held accountable when something doesn't go according to plan. Another example of a disadvantage is if a leader follows this leadership style, the current roles of the employees will change and become more demanding as the external environment of the organisation is changing, which can cause uncertainty within the workplace (Bain Insights, 2016). 
 Regarding leadership, distributed leadership is the style of leadership that has been described by Harris (2015), as the way of being an effective leader, as this style of leadership encourages leaders  to lead within their domain of expertise and this style can provide employees with the benefit of a development process that is being supported by the organistion on the task that is being completed (Ancona & Issacs, 2019).
[bookmark: _Toc35017225]Authentic Leadership: 
[bookmark: _Hlk34985727]Authentic Leadership has been defined by George (2003, p. 14), as “someone who is genuine and true to what they believe in” and that a leader with this style of leadership can “understand the purpose of leadership and lead with consistent values”.  Authentic leaders are described as being “ genuine people" with the independence to not let the expectations of others guide them and are prepared to follow their path, along with being known for developing a “passion for their purpose, practice their values and lead with their hearts as well as their heads” (Avolio & Luthans, 2006). As an authentic leader, leaders become more concerned with serving and assisting others in comparison with their success (George, et al., 2007).  Regarding leadership in the 21st century, this leadership has proved to be popular with current leaders as authentic leadership is increasing due to employees longing for trustworthy leaders (Northouse, 2016). 
A study that was conducted by Jensen & Luthans (2006), revealed that the employees perspective of authentic leadership was served as a strong predictor of improving job satisfaction for employees and to encourage a positive workplace attitude which in turn provides numerous benefits for the working environment, such as, an increase in employee productivity and improve the level of trust from employees, (Harvard Business School, 2019; Pereira, 2015).  
An example of an advantage to authentic leadership style in the 21st century is that it complies with an employee’s desire to have a trustworthy leader and this leadership style improves the relationship between the leader and its employee as it maintains trust within the organisation. An example of a disadvantage for authentic leadership is if a process has to be changed and the leader doesn’t agree with the changes it can cause a rift between the leader and its team as it can prevent and restrict employees from improving and becoming more productive (Gruenfeld & Zander, 2011).
[bookmark: _Toc35017226]Conclusion:
To conclude, the three styles of leadership that have been deemed relevant for leaders within the 21st century are servant leadership, distributed leadership, and authentic leadership. All three leadership styles that have been identified are all different yet suitable for leadership in the 21st century but all have numerous differentiating qualities as to why they are relevant, for example, authentic leadership is relevant as employees want a leader that is trustworthy and being trustworthy is a trend that was developed upon entering the 21st century. 
[bookmark: _Toc35017227]Recommendations: 
The theory that was deemed suitable for the recommendation was nudge theory, which works based on the principle where small actions can have a vital impact on how people behave, which then can create a ‘choice architecture’ for the actions through encouraging people to improve the decisions made (Burt, 2019).
The recommendation that was decided upon was to introduce networking events such as, coffee mornings for employees with  influencers from other organisations, this recommendation will provide employees with the opportunity to network and to gain knowledge and experience that may not have been considered before. Following the coffee morning, the event will alternate weekly with another activity, and employees are then required to connect with as many individuals as possible on professional networks such as LinkedIn, within a limited time frame, e.g a week.  This will be monitored through the employee's connections to individuals that are deemed relevant to their cause, for example, an accounting employee connecting to an accountancy firm on LinkedIn, this strategy will prompt employees to connect with a wide variety of individuals that may not have an influence to them personally, and therefore HR and management professionals will monitor the employees progress continuously.  There is a cost to this recommendation, for example, the coffee morning and other similar events, for example, the cost of beverages such as coffee, tea and other items such as a change in venue may be required. 
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ers had to work with large volumes of data
from which it was critical o identify small
trends or weak signals. They discovered that
there was little difference between, say,
handling outgoing disaffected customers and
anticipating incoming ballistic missiles. The
exercise helped the marketing group learn
how to detect a potential loss of loyalty
and take action before a valued customer
switched to a competitor. By improving their
strategy, the marketers were able to retain
far more high-volume business,

Games, too, can encourage novel thinking.
We created a game played on a fictional
‘planet that was based on the culture of a real
client organization. When  the executives
“landed” on the alien planet, they were asked
to address problems and opportunities facing
the inhabitants. The issues they encountered
were disguised but designed to mirror real
situations, many of which were controversial
or sensitive. Because the environment seemed
50 foreign and remote, however, the players
found it much easier to come up with fresh
ideas than they otherwise might have done.
Playing a metaphorical game increases man-
agers’ willingness to experiment, allows them
to resolve issues or problems more casily
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A Leader’s Framework for Decision Making





image1.png
complexity

wolatility

e i

.
retoected o nstaie 13 may e of

e ot v b
oo serwhstming o roces.

‘ambiguity

R beretans, Anemiadis seont i
sty

Empte ices ustuste e st
pretariteypmitiag

wuncertainty

ack oot
Complealycrces Noprecedents . mormaton, o eends bask covsesnd
et g

Erample: Yu deice o move et =

immatue o emergng marketsor o Crample conpescs oo st
L prodses v s cre i e of e e
Competenies. e

Approseh: (spenmant. indersinding. Approsch ent i fermation—cotct.
e ind et e grer i gt rd s . s ks e
Iytheses 1o e Pn Doy Coopreton i skt cangen o
s eicang

beroudyspplec. hat can rodece oo certay.





