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Leadership in the modern age requires adaptation to complex business environments, and it is key to be able to foster innovation, adaption, and high performance in various companies.
Modern leadership, or, contemporary leadership, involves understanding the importance of adapting to complex changes in numerous aspects of the world, from societal changes, technological changes to political changes. ‘Followers’ want to feel like they are part of something meaningful and huge social revolutions such as Black Lives Matter are shaping leaders to share power to enable change. Modern leaders should be sharing valuable information and investing time into their team’s wellbeing, goals, contributions and accomplishments. Building trust and promoting inclusivity and diversity is key in the modern business environment (Sturt, 2021).
A complex business environment can be defined as an environment “besieged with unpredictable changes or an environment which is dynamic” (Asonganyi, 2011). There are three key areas for modern leaders to consider when attempting to adapt to complex environments:
· Adaption – Leaders who can adapt to complex environments often take the edge against competitors. These leaders can read and act on signals, experiment with the unknown, manage complex multistakeholder systems and create fluid structures to adapt quickly and appropriately to new scenarios (Reeves & Deimler, 2011).
· Innovation – Leaders can encourage innovation amongst their team by giving the space and time for creativity, communication and networking, plus interaction among diverse groups of individuals (Pellissier, 2012). This allows for an innovative organisational culture that provides multiple levels of adaption throughout a company.
· High performance – Leaders who foster high performance often find they achieve sustainable competitive advantages, long-term individual and organisational developments, plus increased personal team performance, such as job satisfaction (Zhu, et al., 2018).
[bookmark: _Toc129806676]1.2 Case Study: Steve Jobs
Steve Jobs was a renowned entrepreneur and a pioneer of the technology industry. He co-founded Apple Inc. in 1976 and went on to transform the world of personal computing, mobile devices, and digital music. Steve Jobs helped the team at Apple to develop some of the most innovative and iconic products of the modern era, such as the iPhone, iPad and iMac. Job’s had a visionary approach to leadership, he regularly pursued excellence and his leadership style inspired and motivated his entire team. He strove for simplicity and was obsessed with pure ‘Zen’ focus, even when presented with legal issues or medical diagnoses. Despite his untimely death in 2011, Job’s legacy continues to inspire business leaders and entrepreneurs globally (Isaacson, 2012).

[bookmark: _Toc129806677]2.0 Analysis
[bookmark: _Toc129806678]2.1 The Role of Leaders
Leadership has been defined similarly by various individuals, Yukl (2013) defines leadership as “the process of influencing others … and the process of facilitating individual and collective efforts to accomplish shared objectives”. Rauch & Behling (1984) states leadership is “the process of influencing the activities of an organised group toward goal achievement” whilst Jacobs & Jaques (1990) define leadership as “a process of giving purpose … to collective effort, and causing willing effort to be expended to achieve purpose”. The most widely known definition, that encompasses the above statements, is from Northouse (2019) who states leadership “is a process whereby an individual influences a group of individuals to achieve a common goal”.
These definitions show that leadership is understood to be a process that requires influence from a leader and this process occurs in a group context with the entire group, including leader, working towards a common goal. Steve Jobs succeeded in being an excellent influencer and the company still bears the characteristics of an organisation that was led by the logic and justification that comes from the logic of inspiration (Boivin & Roch, 2006). Jobs was known to push his employees to do the impossible and involved them every step of the way, even preferring face-to-face meetings, his influence as a transformational leader led Apple and its employees to major success (Toma & Marinescu, 2013). Overall, Jobs embodies what it means to be a good leader following strict processes, influencing and inspiring his employees and helping the company reach its goals.
[bookmark: _Toc129806679]2.2 The Complex Environment
[bookmark: _Toc129806680]2.2.1 Overcoming Challenges in Leadership
There are many challenges that leaders may face and there are two frameworks that help demonstrate these challenges and how leaders can prepare to overcome them.
The first framework is VUCA which stands for volatility, uncertainty, complexity, and ambiguity. Each word defines a challenge that leaders face and the framework explains what they mean and how to overcome them.
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(Bennett & Lemoine, 2014a)
What this framework shows is that the business environment can be volatile, uncertain, complex and ambiguous and these are difficult challenges to deal with as they can often be unexpected, difficult to understand and have a lack of information for preparation. Whilst some are predictable like volatility and complexity, they are complicated as the duration of volatile moments is unknown and complexity can be overwhelming. On the other hand, uncertainty and ambiguity often have no preparation period as they lack information, but with the right leadership it is possible to overcome them in the moment and lessons can be learned from experience. Ambiguity is arguably the most difficult as it is “unknown unknowns,” but this is where trial and error, and experience is required.
It is important for leaders to not underestimate a VUCA world and to seize the opportunities when possible, however, to do this, leaders must be competent enough to identify each unique challenge and act appropriately before it is too late. All four unique challenges require very different and often difficult responses which only the most forward-thinking, optimistic leader can achieve (Bennett & Lemoine, 2014b). Steve Jobs has been able to grasp VUCA and be considered a ‘neo leader’ of the VUCA world through his visionary and creative approach to Apple, but also his ability to predict what will come, which is exactly what is required of a good leader in a VUCA world (Kumar, 2020). Apple almost failed as a business in 1997 because of failures of innovation that almost led to bankruptcy, when Steve Jobs returned to Apple he thought outside of the box, changed the rules and became an innovation leader which led to him creating iPhones, iPads and iMacs which brought Apple back from the brink of bankruptcy (Friedman, 2020). Jobs’s ability to function in a VUCA world and create a multitrillion dollar company (Nicas, 2022), shows the incredible leadership power he had, and his posthumous influence is just as great.
The second framework is Cynefin, which divides various environments into domains, that help leaders understand what the appropriate responses are to solve issues that reside in their domain (Snowden & Boone, 2007)
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The simple domain is described as ‘best practice’ and requires leaders to predict what is happening, categorise it and respond (Snowden & Boone, 2007). With the simple domain, much like the ‘uncertainty’ in VUCA, cause and effect is known. The complicated domain is like the simple domain except the cause and effect is not evident and requires an analytical approach, often using experts (Snowden & Boone, 2007). This domain is similar to the ‘volatility’ in VUCA as they both are difficult to understand and require some analysis of the environment to solve. The complex domain is very unpredictable and requires experimentation to overcome challenges, it is like the ‘ambiguity’ in VUCA as they are both ‘unknown unknowns’ (Snowden & Boone, 2007). Finally, the chaotic domain goes beyond anything the VUCA framework acknowledges because it is the “realm of unknowables” (Snowden & Boone, 2007), it requires rapid stabilisation and response. The chaotic domain is often in play during crises. The centre domain, ‘disorder’, is where most leaders fall and is the area in which leaders do not know which domain they’re in, this leads them to operate using personal preference which is not good for a company (CognitiveEdge, 2010). Leaders must be aware of the boundary between the simple and chaotic domains as asymmetric collapse can lead to the disastrous fall from the simple domain, into the chaotic domain (Kurtz & Snowden, 2003). Recovery from this fall is difficult and expensive (CognitiveEdge, 2010). All the other boundaries are transitional (CognitiveEdge, 2010) and when moving across domains it requires a change in leadership style (Kurtz & Snowden, 2003) as demonstrated by the framework. This framework is key for helping leaders understand how to respond in all domains, as many leaders climb the corporate ladders only functioning in simple or complicated domains, and without any practice or understanding of complex or chaotic domains, they fail (Dettmer, 2011). Having discussed the great rebirth of Apple after Steve Jobs changed the innovation of the company, it is possible to say that Jobs is the type of leader who considers his domains and environments and adapts well, plus encourages and nurtures the adaptation of his employees.
[bookmark: _Toc129806681]2.2.2 Contemporary Challenges
Leaders in the modern world face many contemporary challenges, some of these challenges can be defined by ‘megatrends.’ Environmental awareness, artificial intelligence and digitisation, and the next-gen workforce are some key megatrends affecting leadership and innovation in the technological business environment (Deloitte, 2017), especially for companies like Apple. Identifying the trends and formulating an appropriate response, but also capitalising off the opportunities, is important for the global economy as well as individual economies of specific companies (Pęciak, 2016). Vielmetter and Sell (2014) explain that leaders are under more pressure due to a “faster, more complex, more integrated and more transparent business world” because of converging megatrends. Furthermore, there is a push for leaders to have less of an ego and be more altruistic in their leadership, this means that good leaders will be at the centre of their employees, encouraging them for the good of everyone in the company, rather than the success of the leader themselves.
Steve Jobs was applauded for his achievements in making Apple a greener company. After being slammed by Greenpeace over concerns about toxic substances in Apple products, Jobs took a strong stance about climate change and acted immediately to phase out toxic substances such as mercury, arsenic, polyvinyl chloride (PVC) and brominated flame retardants (BFRs). Jobs even introduced an Apple webpage that tracked the company's carbon footprint and other environmental efforts (Lombardi, 2011). This immediate response and action from Jobs shows the type of leader he is, as he made no excuses and took action as soon as he was criticised for what was, and still is, a huge global megatrend. Many other leaders can learn from the response from Jobs.
In the world of technology there has been incredible progress made and some researchers have named the new innovations, and potential future innovations, as the ‘Fourth Industrial Revolution’. Some consider this revolution to be a positive thing that will raise global income levels, improve quality of life for populations, increase efficiency and pleasure in personal lives, plus lead to supply-side miracles with improvements in efficiency and productivity. Some have criticised the revolution stating it could bring about further inequality and loss of human workers (Schwab, 2016). Steve Jobs has had a massive involvement in the Fourth Industrial Revolution with his open innovation strategies that allowed him to be a step ahead of technological developments, and some research states that Jobs was the trigger for the revolution, being compared to the likes of James Watt, who was a key figure in the First Industrial Revolution. Both inventors used the unique open innovation method to become successful in their turbulent markets (Yun, et al., 2018), becoming true innovation leaders in their fields. Jobs has always had a very open view of the world and of innovation, in an interview from 1981 a young Jobs can be seen discussing the rise of computers and AI, and he praises the innovations. At this time there were many fears about the take-over of AI, but Jobs looked favourably upon the rise of this technology (ABC Nightline, 1981).
Another contemporary challenge facing leaders is the focus on inclusivity and diversity (I&D). McKinsey (2020) explains how I&D can be a powerful enabler for business performance, with diverse workforces increasing the innovation and crisis management within a company. This is because a focus on I&D helps to foster diverse talent. McKinsey (2020) states that “fostering a diverse and inclusive culture is a critical success factor: it enables individuals both to shine in their own right and to pull together as a team”, this demonstrates the importance of leadership implementing I&D for the success of reaching common goals, as well as improving workforce performance. McKinsey (2020) also explains that representation is not enough, and workforces must be able to perceive equality which can be achieved through leadership accountability and transparency, promoting openness, allowing for equality of opportunity and fostering a sense of belonging through support for multivariate diversity. Overall, I&D has been proven to be key in business success, especially with fostering innovation through diverse teams, fostering high performance through inclusivity and fostering adaptation from having diverse mindsets rather than a homogenous workforce.
Steve Jobs stated that “innovation has nothing to do with how many R&D dollars you have. … It’s not about money. It’s about the people you have, how you’re led and how much you get it” (Younes, 2020), this shows Jobs’s commitment to the workforce over anything. Apple have been continuously building a culture of diversity to promote innovation in the workplace. As of 2021, the company has had an 89% increase in female employees, 74% increase in employees from underrepresented communities (URCs), 71% increase in Black employees and 104% increase in Hispanic/Latinx employees. Within the leadership it has had an 87% increase in female leadership, 80% increase in URC leadership, 84% increase in Black leadership and 90% increase in Hispanic/Latinx leadership (Apple Inc., 2023). This culture of I&D can be attributed to the push from Steve Jobs as a leader who was committed to diversity in the company. This can be seen from the example of one of Apple’s ‘geniuses’ in store being legally blind (Kekeh, 2011), which shows Jobs’s ability to have an inclusive and diverse workforce no matter what.
[bookmark: _Toc129806682]2.3 Transformational Leadership
The transformational leadership model divides the leadership into four distinct brackets as explained by Bass and Riggio (2006):
Idealised Influence: This means that leaders lead by example and act as role models for employees, creating a positive influence through authenticity, trust, transparency and respect. This helps employees maintain high performance.
Intellectual Stimulation: This means that leaders should challenge longstanding beliefs and help employees to grow, explore new ideas and be prepared for anything. This is achieved through pushing the status quo and having a leader who encourages innovation, creativity, critical thinking and problem solving.
Inspirational Motivation: This means that leaders should be motivating employees to reach the common goals, this is achieved through providing meaning and encouraging enthusiasm. It is important for the leader to be able to communication expectations, not necessarily lead through fear.
Individual Consideration: This means that leaders should recognise the unique traits of employees and their specific needs, which is used then to support each employee through training or mentoring. This is achieved by giving employees some autonomy, clear two-way communication and delegating tasks to certain employees. This helps employees to have a sense of independence.
Transformational leadership can be beneficial for companies as it has strong links to follower satisfaction and performance (Bass & Riggio, 2010). However, it is not without faults as transformational leadership can lead to problems such as: not achieving short-term goals, employee burnout, slower decision-making processes, plus for this leadership to work it requires continuous, clear communication which many leaders fail on when they are overwhelmed with other responsibilities (Indeed, 2022).
Steve Jobs was an excellent example of a transformational leader as he had the key traits such as being creative, visionary and passionate. He was also described as an innovator (Steinwart & Ziegler, 2014) which is key in the bracket of intellectual stimulation. However, Jobs embodied many traits, including some that are not always associated with transformational leadership, and researchers like Valentine (2014), explain that Jobs also exhibited the traits of an authoritarian leader. From the research, it’s possible to say that Jobs primarily followed the transformational leadership model but with his strong passion he perhaps pushed employees harder than he should have.


[bookmark: _Toc129806683]3.0 Conclusion
In conclusion, Steve Jobs’s leadership is an example to everyone. By being a truly revolutionary, transformational leader, he has been able to drive Apple to major success. This is because of his commitment to authenticity and transparency as a leader, plus his ability to be accountable, all of which are megatrends. He was a true role model to his workforce, as well as other companies operating within a complex business environment. His attitude towards diversity and inclusion allowed his workforce to work at peak performance and be able to adapt well in crises. He has been a global influence through his transformational leadership which will inspire generations of businesses to come. He has proven himself to be a leader in the VUCA world and has shown outstanding capabilities to manoeuvre the domains of the Cynefin framework. Jobs has always been one step ahead of competition, crisis and emerging technology, able to innovate and adapt to any challenge. He has put innovation at the heart of Apple and led the workforce with a visionary mindset. His passion for creating and developing has led to him having a slight authoritarian nature, but his incredible dedication to his work, employees, and future of the Earth overshadows this flaw. Jobs is the epitome of fostering innovation, adaption and high performance.
Hopefully many others will lead in the same manner as Steve Jobs, but the world may never see a leader as dedicated and incredible again.
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