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[bookmark: _Toc34247119]Executive Summary 

Within the introduction of this report the topics Mega-trends, VUCA and Complex Adaptive Systems are discussed. The Mega trend of artificial intelligence is discussed and as a result of technology advancing this has brought rise to a fourth industrial revolution. This revolution has caused VUCA environments within organisation which have given rise for the complex adaptive systems. 
The main body of this report discusses a range of leadership approaches including Servant leadership, Transformational leadership, Authentic leadership, Distributive leadership and Intent based Leadership. Within Authentic leadership the importance of a successful leader developing their emotional intelligence is examined. Design thinking is also reviewed alongside Distributive leadership approach discussing how applying this method of problem solving to this leadership approach can enhance a team’s innovative vision. The Cynefin Framework is also advised to use in addition to Intent Based leadership to help develop a team’s perspective on a problem within a complex environment allowing them to take multiple viewpoints towards a problem in order to think of a solution. 
The conclusion finds that more traditional leadership approaches are leader focused where as 21st Century approaches take a follower focused approach. This has given rise for a new set of skills for leaders to develop as they take a more decentralised approach to leadership. These skills identified are innovation, emotional intelligence and improved networking.
Recommendations sought to improve networking relations between leaders and employees by using Nudge Theory. The “nudge” suggested was too remove individual tables from the canteen and instead replace them with one large table which forces employees and leaders to communicate during breaks, therefore increasing networking throughout the company. This was suggested as it is inexpensive and can be implemented at all levels of the organisation. 








1.0 [bookmark: _Toc34247120]Report remit 

The intention of this report to seek to achieve an understanding of leadership approaches that will enhance a business strategy of increased innovation, focusing on a technology company.  The report will cover the VUCA environment, the complex nature of organisations, several leadership approaches considered useful in navigating these complex environments and which foster innovation. The report will make recommendations for micro experiments the organisation could run to foster the leadership approach the company needs to develop in becoming a world leader in innovation and excellence within its sector.

2.0 [bookmark: _Toc34247121]Introduction

“Leadership has become increasingly more difficult, complex and multi-faceted for organisations of all types globally, thereby bringing new questions and challenges regarding the “best” type of leader, which ironically has done little more than cloud the overarching discussion on leadership” - (Gandolfi and Seth, 2018)
There have been numerous attempts at defining leadership throughout history, one definition is; “Leadership is the interpersonal influence, exercised in a situation, and directed, through the communications process, toward the attainment of a specified goal or goals”, (Johns and Moser, 1989). Professor Peter Northouse defines it as “A process whereby an individual influence a group of individuals to achieve a common goal”, (Lang, 1999). However, leaders and managers now face a whole new set of challenges within the 21st century, (Dess and Picken, 2000) which changes the way that leadership can be defined. The effect of Globalisation has led to an increasingly culturally diverse workforce and advancements in technology, that have therefore shaped an unpredictable working environment creating a need for effective and adaptable leadership, (Stephenson, 2011); “In the twenty-first century, effective leadership is about serving others as the Digital Revolution is transforming a transaction-based world into a relationship-based world”, (Strock, 2018).                                         
Organisations that want successful leadership for the 21st century need to invest in practises that contribute to a culture where leaders are encouraged to embrace change and recognise opportunities to innovate, (Volini et al, 2019). Innovative leadership means introducing a new process, product or service to solve current problems and to satisfy peoples needs today and in the future, (Sen and Eren, 2012).


[bookmark: _Toc34247122]2.1 Mega-trends

Megatrends develop over an extensive period and are patterns and processes of transformation which are ongoing, they are described as “Global Forces” which shape our world and our future, (Haijkowicz et al, 2012).   					                                  	               In the 21st century, new technologies are the driving force of the Fourth Industrial Revolution, (Schwab, 2017).  These new technologies are being identified as megatrends as they are impacting business, societies, economies, cultures and personal lives.  One megatrend which was a result of digitalisation is Artificial Intelligence (AI), (Jari et al, 2019).                                      AI is shaping the workplace and therefore changing the role of leaders. AI is creating higher productivity, efficiency and accuracy within the workplace, (Marria, 2019).                                                                    Many criticise the introduction of AI as they trigger an issue with job security. It is predicted that within the first wave of automation 3% of jobs will be displaced but this is estimated to reach 30% by the mid-2030s, (Marria, 2019).  
As such, leaders will have to invest in a new strategy as they embrace technology. The tech industry specifically is a combination of “high-velocity competition, complexity, global talent, and interdependence among rivals, requiring a distinct set of leadership skills”, (Grenny and Maxfield, 2016).

[bookmark: _Toc34247123]2.2 VUCA 

VUCA has been adopted by organisations to be able to deal with megatrends, VUCA is a concept created in the United States Army war college to describe the world after the cold war. VUCA is an acronym for Volatility, Uncertainty, Ambiguity and Complexity, (Lawrence, 2013). The model has become a tool for leaders to use to assess and navigate challenging working environments. Authors of “Leadership Agility; A Business Imperative for a VUCA World” detailed leaders working in a VUCA environment will have to make continuous shifts in people, process, technology and structure which requires flexibility and swift decision making, (Lawrence, 2013). In 2001 McDonalds adapted VUCA into its leadership development programme as the company recognised that the expectations and challenges of today’s environment had changed drastically in comparison to the previous decade.  As McDonalds decentralised they faced new challenges including; increased challenge of a growing market share, increased job autonomy and increased expectation for regional managers to act strategically, (Lawrence, 2013). The figure below gives examples of VUCA environments and advises the leader how to approach the situation which will guarantee positive results.  

[image: https://hbr.org/resources/images/article_assets/hbr/1401/F1401C_A.gif]
Figure 2.2. VUCA Table, (Bennett and Lemoine, 2014)

Reviewing the VUCA world web page its states that as a VUCA leader they are responsible for a large majority of decisions being made and to be able to navigate a VUCA environment new approaches should be implemented. As leader they must also show concern for their team by developing an empathetic behaviour, (VUCA-WORLD, 2020).
[bookmark: _Toc34247124]2.3 Complex Adaptive Systems (CAS)

The VUCA environment is influencing organisations as internal environments have become more complex, unlike in the 20th Century where organisations were compared to as “running like machines”, now in the 21st Century, businesses are being recognised as Complex Adaptive Systems (CAS). This approach means organisations are moving away from reductionist thinking and encouraging environments which interact with each other in non-linear ways, (McDaniel, 2007). Complex theory changes how leadership is seen, (Keene, 2000) as the organisation has evolved from a bureaucracy with internal areas of authority to now fluid and flexible external and internal boundaries, (Schneider and Somers, 2006).                                                                  
"Complex adaptive systems are made up of agents that are information processors with the capacity to modify their behaviour based on the information they receive. These agents are diverse from each other, and this diversity is the source of the creativity required for survival", (McDaniel, 2007).

3.0 [bookmark: _Toc34247125]Leadership for the 21st century

This section will review traditional and current leadership approaches in order to determine the approach to leadership most appropriate to the 21st Century and which will foster an innovation culture. 

[bookmark: _Toc34247126]3.1 Servant Leadership

Servant Leadership focuses on the needs of others, particularly team members before considering their own, it is behaviour which can be adopted.  Robert Greenleaf conceptualised Servant leadership and believed that most people have the innate desire to serve others, (Dittmar, 2006). Larry Spears president and CEO of the Robert Greenleaf centre in 1990 identified a set of characteristics that were required by an individual to be classed as a “Servant Leader”. These were; Listening, Empathy, Healing, Awareness, persuasion, Conceptualisation, Foresight, Stewardship, commitment to the growth of people and Building Community, (Spears, 2010).  Starbucks is an example where this type of leadership can be observed. Starbucks believes that leaders should lead from their heart to be able to provide a unique and high-quality service, (Elizondo, 2011).  
An advantage of incorporating this type of leadership is decisions are made in the interest of the whole organisation not just the senior levels as the characteristics identified mean that leaders view situations from the perspective of their workers, this allows leaders to refuse decisions if it not beneficial to everyone in the organisation, this results in workers feeling valued and part of a team. This consideration for the team encourages employee creativity and team innovation as it promotes meaningful work, (Yoshida et al., 2014). 
However, as decisions must benefit all workers within the organisation this means that the decision-making process becomes more complex which could be costly, (Page and Wong, 2000). An organisation implementing this approach may need to invest in training for their leaders as they need to become more of a support role instead of a leadership role which will require a change in how they were trained to think. 
 
[bookmark: _Toc34247127]3.2 Transformational leadership 

Transformational leadership was defined as “A leadership approach that causes a change in individuals and social systems. It creates value and positive change in the followers with the end goal of developing followers into leaders", (Roberts, 1985).
James MacGregor Burns conceptualised transformational leadership theory in 1978. The approach was said to “appeal to and influence the moral values of the followers and inspire them to reform and revamp their organisations”, (Copeland, 2014). Bass reviewed Burns leadership theory and outlined how a leader can encourage their followers to increase their performance through re-evaluating their job role, (Bass and Avalio, 1994). The employee's outlook on their job role alters as they understand the importance and the contributing part that their job role plays in the organisation's vision, this prompts innovative work behaviour, (Pradhan and Jena, 2019). This model is widely used within the tech industry, companies which are known for using this approach include Apple, Microsoft, IBM and Intel.                                               This approach contrasts the transactional style of leadership, where the leader will motivate their workers by using rewards and punish poor behaviour, (Antonakis and House, 2014). 
This approach focuses on the needs of others, rather than the needs of the leader and so incorporating this theory into an organisation lowers staff turnover as employees feel valued as they are working towards a purpose as well as leaders aiming to satisfy their needs to meet the needs of the company. Leaders satisfying and recognising the needs of the employee leads to an increased level of productivity and creativity as employees are being given new ways which will overcome problems, therefore, enhancing their ability to perform their job role, (Chen et al., 2012). As employees are working towards goals this assists in fostering innovation through motivating and stimulating individual effort towards the targets, these efforts are also recognised and praised by this leadership. This reward of recognition encourages employees to continue working innovatively, (Gumusluoglu and llsev, 2009).  Although this type of leadership works well in a small organisation, attempting to carry out this leadership approach in a large company can become difficult as decisions are made as a committee being able to have all members opinions and concerns voiced can become challenging. More importantly, a true transformational leader will have the traits previously discussed, trying to gain these traits and behaviours will be difficult as it can take years to develop if the leader does not already possess them, (Dvir et al., 2002). 
This theory is associated with Authentic leadership (refer to 3.4), (Walumbwa and Wensing, 2013). 

[bookmark: _Toc305165507][bookmark: _Toc34247128]3.2.1  Authentic Leadership 

Authentic Leadership recognises to impact and to benefit individuals, corporations and societies, transformational leaders need to possess inner qualities beyond characteristics of effective appeal, (Copeland, 2014). Many academics believe that the rise in corporate scandals mean a new perspective on leadership is necessary. To address these negative societal trends, authentic leadership is key and is a crucial attribute of 21st- century leaders, (Cooper et al, 2005). Terry L. Price argues that transformational leaders are inauthentic which results in weakening the group's trust in the leader meaning a decrease in job satisfaction and diminishing the ability to meet the organisation's objectives, (Price, 2003). Whereas authentic leaders act congruent to their values when creating a leader persona. Characteristics which are perceived to be authentic include, Demonstrating honesty and integrity, taking accountability for mistakes, understand the importance of a positive and healthy relationship as well as having a high level of emotional intelligence and self-awareness, (Pereira, 2015). These result in increased employee trust and emotional safety and unconventional idea proposition (increased innovation), (Walumbwa and Wensing, 2013) 

3.2.1.1 Emotional Intelligence 

The relationship between emotional intelligence and leadership is a key factor in motivating employees. Salovey and Mayer were the first to establish the term "emotional intelligence" in 1990 stating;" relevant to the expression of emotion in oneself and others, the effective regulation of emotion in self and others, and the use of feeling to motivate, plan, and achieve in one's life (Salovey and Mayer, 1990). They established that the processes of thinking and feeling are linked. This relationship has been widely researched and it has been shown that these skills aid leaders in developing an environment which better suit the needs of their followers which assists in motivating and developing employees, (Njoroge and Yazdanifard, 2014).                                                                                                                                                                                                For leaders who are lacking emotional intelligence, there are many techniques which are thought to be an effective way of developing emotional intelligence as unlike IQ emotional intelligence can be learnt. One tool Is the Emotional Competence Inventory. This is a questionnaire designed to assess and develop Emotional Intelligence in organisations (Goleman and Boyatzis, 2001).
It is estimated that 70% of all mergers/acquisitions fail due to lack of emotional intelligence as people focus is neglected. Developing managers, leaders and employees in emotional intelligence can enhance greater shareholder value and sustainable competitive advantage, (Watkin, 2000).

[bookmark: _Toc34247129]3.3 Distributive Leadership 

Distributed leadership has become the preferred leadership model in the 21st century, (Gordon, 2010). This takes a systematic approach towards leadership, unlike more traditional leadership methods where there is an individual leader, here, the actions of all individuals within each level of the organisation are recognised as integral to the success of the company; Distributive leadership is not something “done” by an individual “to” others, or a set of individual actions through which people contribute to a group or organisation… It Is a group activity that works through and within relationships, rather than individual action” (Bennett et al., 2003).
Good networking skills are imperative to the success of this approach as the company needs a united team to be able to carry out the company’s strategies and objectives. This method also encourages innovation as groups work together and share thoughts generating ideas. Although, this leadership method can cause role confusion and cause delay in making decisions due to the fluidity of the approach, (Gosling et al.,2013). 
One framework which could be implemented to encourage groups to understand a complex problem and to come up with innovative solutions is the exercise, design thinking.

[bookmark: _Toc34247130]3.3.1 Design thinking

Design thinking is a problem-solving framework which leaders can use, which enhances innovative thinking for new problems in a systematic way. Design Thinking can be defined as “an iterative process in which we seek to understand the user, challenge assumptions we might have, and redefine problems in an attempt to identify alternative strategies and solutions that might not be instantly apparent with our initial level of understanding” (Hasso Plattner Institute of Design Stanford, 2017). The term "Design leadership" describes a strategic level related to the vision for how design can be used within an organisation to generate innovative ideas to achieve company goals, (Horth and Bucher, 2014). Organisations including Apple, Google and General Electric have implemented this approach. The process for design thinking can be observed below in figure 2.3.1.

[image: ]
Figure 2.3.1. Design Thinking Process, (Besharat et al, 2016)


[bookmark: _Toc34247131]3.4 Intent-Based Leadership 

Intent based leadership is based on developing an environment where people feel valued within the organisation through understanding and motivation, for work by giving control, (Marquet, D.L., 2012). This approach is follower focused as it is described that the “organization’s success be on the shoulders of all people and not simply the “leaders” (Dennis, et al., 2010; Marquet, 2020).
[bookmark: _GoBack]David Marquet emphasises how communication and using language which encourages employees to take authority is a key element in creating leaders and creative teams, (David Marquet, 2020). Having good communication through the leader and the team will build on relations. These relationships create environments where innovation can grow as employees feel comfortable discussing ideas and opinions. However, an organisation which consists of employees all taking on a leader’s role can add strain to the already complex environment and adversely affect innovation as employees are self-focused and have minimum interest in cooperating with the rest of the team. In order to respond effectively to a continuously changing complex environment a model which incorporate complexity theory should be implemented, (Fitch, 2009).  A model such as the Cynefin Framework.

[bookmark: _Toc34247132]3.4.1 Cynefin Framework

Complexity theory is concerned with leadership which is adaptive and dynamic, (Lichtenstein et al, 2006). This framework is divided into four categories; Complex, Complicated, Chaos and Obvious. As seen below.

[image: ]
Figure 2.4. Cynefin Framework, (Van Beurden et al, 2013)
This framework allows management to contextualise a problem from multiple viewpoints by breaking down the situation and assigning them to one of the four groups, Leaders then are able to make decisions and intervene in contextually appropriate ways, (Snowdon, 2007).  
However, research shows that 15% of managers have readily access to the cognitive and emotional capacity to function effectively in complex and chaotic environments, suggesting models like Cynefin must be added with individual and organisational developmental capacity, to be able to effectively address the demands on today’s organisations, (Fitch, 2009).  

4.0 [bookmark: _Toc34247133]Conclusion 

In conclusion there has been evident change in leadership. In the 20th century leadership models were leader focused, however, moving forward in to the 21st century models have become follower focused. Developing models which are follower focused have assisted in meeting the demands of a chaotic and complex organisational environment and have facilitated in improving innovation as people are working together sharing and developing ideas. Although, as models have developed into becoming follower focused this has seen the need for leaders to improve relationships between themselves and the employee evolving the critical skills of emotional intelligence and networking in order to achieve an organisation which teams are generating innovative solutions and ideas. 

5.0 [bookmark: _Toc34247134]Recommendations 

As an international technology company that wishes to deliver a strategy to become the world leader in innovation and excellence in the sector. The report recommends that the company adapts the Distributive leadership approach as well as implementing Design thinking.  As good relations are key the success of this approach and increases innovative thinking, networking needs to be strengthened. Nudge theory can be used to help achieve this. “Nudges” have a potential for low cost and broad applications to help guide the choices that people make and shape behaviour, (Arno and Thomas, 2016; Kosters and Van der Heijden, 2015). One example of nudge theory is  workplace pensions schemes; “traditionally, require an opt-in,  In companies that enrolled their employees automatically, while giving them the opportunity to opt out, the probability of participation in a workplace pension scheme ticked up by 37 percentage points”, (Tams, 2020).
Applying this to improving networking, the organisation could remove small tables from their lunch rooms and instead replace them with one big table. This forces employees to sit at the same table together at lunch encouraging them to talk and build relationships. This is very simple and can be done throughout the whole organisation at every level and requires minimum cost. 
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The five stages of Design Thinking are not always sequential — they do not have to follow any specific
order, and you will find they can often occur in parallel and you can repeat them iteratively. As such, the
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Figure 22. PUCA Table. (Bennett and Lemoine, 2014)

23 Cynefin

Similar to VUCA, Complexity theory is concerned with sifuations which are unpredictable
and dynamic. Through understanding complexity theory, the Cynefin framework was

developed. This is a useful framework which allows management to contextualise a problem

from multiple viewpoints and leaders to leam from the organisation past to prepare them for

future circumstances, (Snowdon, 2007)

The frame work is divided in to four afsrzoriss: Complex, Complicated, Chaos and Qbyios,
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