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Introduction
The aim of this research is to analyse how the concept of leadership has developed over the past decade in the light of the increasing demands of what has been termed as the VUCA environment and how it has been applied in the real world.
 
To meet this aim, the following objectives will be looked at:

1. A literature review that suggests what kind of leadership is needed to meet the demands of agility. It will establish a difference between traditional theories of leadership and the more current theories that are suggested to support an agile environment in association with VUCA. 
 
2. The primary research will involve interviews with organisational CEOs and managers as well as employees.  This research will seek to identify how leaders in real terms are evolving with the current recommendations for agile leadership as well as enquire from interviewees what for them are their ideas, experience and beliefs in regard to “effective” and “ineffective” leadership. 

3. The results will be analysed and compared with what business experts and theorists have suggested from the literature review. Can we say that the modern ideas of “leadership” have been applied generally or more specifically to different industries because of the demand for agility in order to remain competitive?

4. Finally, we will make recommendations about theories of leadership that can be effectively translated to assist organisations in establishing appropriate models of leadership and development in a complex environment whilst harnessing competitive edge for the current era and immediate future.

It has been found in this analysis that organisations have shifted from a hierarchical structure toward a more flat organisation where collaboration is key in maximising creativity and innovation in order for organisations to remain competitive in the VUCA environment (Caprino, 2015).   Also this has been termed generally other than the business world and an evolution of thought has taken place over “ages”.  Hegel first termed the “master/ slave dialectic” in his phenomenology of Spirit in 1807, characterized by dominators and dominated.  The slave relinquishes his autonomy and becomes something shaped by the master.
Due to that dominance, the master coerces the slave and forces them to work for them. However, the master ends up depending on the slave to be able to survive. However, it could be argued that we are in the current age at a point where this idealogy is no longer relevant.    In principle, very few in the West believe in slavery any more. Technology and a revised view of human value has rendered slavery obsolete and perhaps we can conclude from this that the “Master-Slave” drama is over, due to the rigorous growth of technology as well as a new egalitarian consciousness that this technological development has itself facilitated (Duncan, 2011).
McKinsey (2018) postulated that this age known as the fourth industrial revolution where rapid technological and social change has occurred, has demanded that companies must become agile to compete and survive.  Organizations that are agile can develop products five times faster, make decisions three times faster, and reallocate resources to fit demand (Smet et al 2018).  It's with this understanding that it is suggested that leadership although evolving must embrace a more collaborative approach where leaders are essentially equipped to facilitate rather than dictate, themselves need to be agile as well as skilled communicators (Aghina et al, 2018).


THE TRADITIONAL ORGANISATION
The traditional organization which is assumed here to be firmly in the past and lost relevance was based on an environment of stability; the idea that the world is predictable. Therefore an organisation can be likened to a machine, tending to favor a static, structural hierarchy that operates through linear planning in order to achieve one or a few business models (Sherman, 2019).
However in a world that is becoming increasingly more complex, organisations such as Nokia, Kodak and Motorala, once at the cutting edge of innovation have paid the penalty for not being able to sustain the traditional model against agile demands (Sherman, 2019) and essentially the "digital revolution" expressed by McKinsey in four distinct trends: Quickly evolving environment where all stakeholders have pressing needs; investors demanding growth and competitors and collaborators demanding action to accommodate fast-changing priorities. Secondly, the ongoing introduction of new technology. Established businesses and industries are sometimes being replaced through digitization, innovation and automation. Examples of these include the Internet of Things, and robotics. Thirdly, because of accelerating digitization, there is call for increased volume, transparency, and distribution of information requiring multidirectional communication and collaboration in complex systems with customers, partners, and colleagues. The last trend Mckinsey mentions is the new war for talent. In the light of the other three trends, the pressure is on organisations to acquire and retain the best talent. These employees often have more diverse origins, thoughts and experience and may have different desires.  Much has been researched on "Millenials" in this area. (Deloitte, 2019)
AN AGILE ORGANISATION DEFINED
Within the new agile paradigm, it has been suggested that organizations can be likened to living organisms They mobilize quickly, are nimble, empowered to act, and make it easy to act (Aghina et al, 2018).  There is a question whether organisations have to choose between the models of "stability" and "flexibility". Aghina and DeSmet (2015) suggest that truly agile organizations have the ability to be resilient, reliable, and efficient as well as fast, nimble, and adaptive. Companies can have these characteristics by designing structures and processes that have a set of core elements that allow structure and a framework or safe place to work from. Alongside this, they can create looser, more dynamic characteristics that can be adapt quickly to new and changing challenges and opportunities (Aghina et al, 2018).   De Smet et al (2018) consider that as a result of this "middle ground", organisations no longer look like archetypal command hierarchies, but they are not yet agile. In order to become fully functioning agile organizations,  the five trademarks are recommended to be applied; Strategy, Structure of networking empowered teams, Process - rapid decision and learning cycles, dynamic people that model passion and next generation enabling technology (Aghina et al, 2018).  Holocracy is a term adopted to describe the practice of developing flat organizations.  Coy (2015) describes the concept of the holocratic organization.  It has been adopted by companies such as:  Zappos, GitHub, Medium.  Whirlpool although not completely holocratic have chosen to get rid of all titles.  The holocratic organisation has a fluid and democratic organisational “structure” that focuses on task completion rather than a reporting to the CEO structure.  In the holacratic organisation, decision making and authority is distributed across the team.  This kind of system hinges on hiring the right kind of employee.  Highly organized and translating tasks into action.

The focal point is that agile organisations have evolved to thrive in an unpredictable, fast and changing environment, working through a network of small teams that use rapid decision and learning cycles, small task orientated chunks of work that execute in short focused periods of time whilst frequently reviewing and adjusting based on carefully tracked goals and achievability. It is becoming more apparent that leadership models are also needing to evolve to meet the new ethos of promoting engagement and empowering everyone in the teams and organization to work creatively, quickly and effectively with the enabling power of technology and innovative practices and tools (DeSmet et al, 2018).

LEADERSHIP
In the light of our understanding of how organizational structure is changing and bringing with it many new demands in the area of human resources, we might ask questions here about what is traditional leadership theory and how do more contemporary models of leadership compare in their application to the current age.
The term “Leadership” can be defined as the capacity to influence people to achieve a common goal. Leaders may adopt many different approaches and may operate at any level and therefore, identifying and developing leaders can be challenging. However, when leadership is skilfully demonstrated, it can bring about positive outcomes for individuals, teams, organisations and wider communities (CIPD, 2019). The functions of a leader are to achieve a consensus within the group about its goal, maintain a structure that facilitates accomplishing the goal, supply necessary information that helps to provide direction and clarification, and maintain group satisfaction, cohesion, and performance (Sullivan &Decker, 2010) It is important to adapt approaches that develop leaders to fit the current needs of an organisation, as well as invest in environments that enable leaders to be effective (CIPD 2019). 
Established theoretical frameworks
The trait theories approach toward leadership mostly popularized before and shortly after the Second World War focused on personal qualities that were required mostly for leaders.  However, although traits theory is still used to identify leadership qualities and characteristics, it has been found that there is little to assess the efficacy or potential development of leaders.  Therefore other tests and development tools are probably needed in the modern workplace to work alongside traits theory (Rees and French, 2016; Brocato et al, 2011; Gronn, 2010). 
Tannenbaum and Schmidt (1973) considered the “style” of leadership in their synopsis of a continuum of leadership between autocratic and democratic style.  The model has the benefit of recognizing that there is a need to relate from leader and follower perspectives as well as take into account situation and circumstantial factors. . In this regard, the model has a bearing on “contingency theories” which we will discuss next.  It recognizes that some flexibility is required in regard to leadership style as well identifying a range of successful leadership styles, however although informing us about styles it does not explain how leadership skills can be developed and potentialised (Rees and French, 2016; Rost, 1993). However, in relation to training techniques such as role play, these styles can be utilized and contribute to experiential learning (Sogunro, 2004).
Contingency or situational theories ask what leadership behaviours and actions are appropriate given a specific set of circumstances.  An example of these would be Hersey and Blanchard’s model (Hersey et al, 2001). This model would recognize that there are varying stages or requirements for followers according to their own development or their aptitude toward a task that they need to fulfill.  Leadership style would need to be adjusted to suit the followers needs (Rees and French, 2016, Boss, 2015; McCleskey, 2014; Goleman, 2000; Fiedler, 1975).  Nye (2008) stressed that there is a relationship that needs to be acknowledged by leaders in regard to contextual knowledge in order to help the leader attain the correct balance in “hard” skills and “soft” skills, or when to recognize that a more command approach of leadership is necessary as to when a more relational approach is necessary.  Contingency theories remain highly relevant in the modern organization (Rees and French, 2016; Fiedler, 2006; Goleman, 2000).  Although criticism includes that there is inadequate literature, it is difficult to empirically test and is reactive rather than proactive (Uslu, 2019).  
Although considered somewhat idealistic by some, it would seem remiss to omit the theory of Servant Leadership here as it is believed to have some contribution to the ethos of modern leadership  (Hannah et al, 2014).  First proposed as a term by Greenleaf (1977), Servant Leadership has relevance to modern views of leadership because there is more emphasis on followers with the role of the leader being a steward to draw out followers potential, supporting, exercising empathy and generally putting the needs of the organisation before personal ambition and opposing the idea and often times reality of the narcissistic leader.  Think in terms of the opposite to the Master / slave dialectic (Hegel, 1807; Schyns and Hansbrough, 2010; Duncan, 2011; Rees and French, 2016).  
Finally in this particular review of established Leadership framework, the idea of Distributed Leadership is a shift away from the leader-centric or individualistic idealogy to a more collaborative model where there is an emphasis on working groups majoring and completing tasks through relationship (Bennett et al, 2003).  Distributed Leadership does not identify one leader per se but suggests that leadership can be shared across groups of people or even across organizations (Rees and French, 2016). Although a distributed leadership through democratization, connectivity and collaboration can have the advantages of a more alive, adaptive and energized organisation, the disadvantages could be that the organisation can be more conflicted with leader voices competing.  Also, to distribute power and influence can feel extremely risky for leaders; a higher level of trust and a developed belief in shared goals is necessary (Western, 2019).
Because of the nature of Distributed Leadership, it is more akin to an agile environment as there is a high degree of fluidity and response to circumstantial factors rather than being a fixed entity  (Gronn, 2000).
In summary, established theories of leadership appear to have something to contribute to current concepts of what leadership needs are required even though, ideas and perceptions vary over time.  

Current leadership in an agile environment
Current demands on leaders call for a more advanced level of leadership agility. This leadership agility includes that ability for leaders to bring in new perspectives, be curious, be interested in involving others, allow details to be taken care of by employees without the need for control, be less focused on power due to hierarchical position, present inspiring long-term goals, be visionary and handle uncertainty and change (Norman Brandt et al, 2015).
Joiner and Josephs (2006) suggested three most common leadership styles: the expert, the achiever and the catalyst Expert leaders are most effective in stable organisational environments, relying on authority and expertise. The focus is tactical with a strong problem-solving orientation and are strongly motivated to develop their own technical and functional expertise. Achiever leaders have a strategic focus and excel at cross-functional problem-solving. They are motivated to develop the competencies needed for management and leadership. Catalyst leaders are most effective in rapidly changing organizations. They provide visionary leadership while engaging various stakeholders in collaborative dialogues and creative problem-solving. Focus is on developing empowered organisations and teams capable of sustaining success, which fosters both professional and personal growth.  
Western (2019) claims that in order to face the growing social, economic and environmental challenges of our times, leadership needs to be rethought.  Mainly that the shape of leadership needs to change form hierarchical pyramid to leadership and followership working as “a fluid interchangeable network”; this he refers to as “Eco Leadership”.  This is rather fitting to Castells (2000) concept of a necessary leadership that harnesses creativity and inspiration in exchange for the more bureaucratic management which cannot adapt to the brave new world of globalization and an already networked society.  Western (2019) embellishes this idea by drawing attention to the recent practice of teaching leadership to the masses (everyone is a leader).  Western argues that this approach is merely a set of competencies, behaviours that people learn rather than the adaptive and agile leader that Castells refers to. 
Comparisons can be made and similarities drawn between the achiever and catalyst leadership styles and what is emphasised in transformational leadership. Transformational leadership aims at shifting the followers’ beliefs, needs and values, not just creating compliance (Kuhnert & Lewis,1987).

 A more in depth discussion of current leadership theories will be discussed in the Literature Review.

HAS LEADERSHIP/ ORGANISATION EVOLVED TO THE SPEED OF AGILITY- Research Rationale
Research carried out by McKinsey across a range of industries, including technology, found that just 4 percent of 2,500 companies surveyed, had reached enterprise agility. Such considerations must be addressed in all aspects as the political and economic spheres, environmental issues, sociological and demographic changes as well as radical technological advancement. The value of soft skills and people empowerment as management capability as opposed to out dated hierarchy and a master slave management model (Johnston, 2013) must be recognised for businesses to have sustainability in the present.  The time of change is here rather than some time in the future (Gleeson, 2017).  There is a need for leaders with an interest in personal development, a more advanced leadership agility or transformational leadership approach.  Valcea et al (2011) found that business schools encourage personal development to a small extent.
Research Methodology
The research design will take the form of case study where interviews will take place with 15 local company directors, managers and  employees in equal distribution of 5s  in order to capture real time perceptions and experiences of leadership preferences relating to the research question (Creswell, 1998 pp 65 & 113).  The purpose of this is “Triangulation” in order to control and validate if the 3 different groups of people yield similar findings (Arksey & Knight, 1999; Bloor, 1997; Holloway, 1997).  
A qualitative approach has been favoured as it has been termed;  “an inquiry process of understanding a social or human problem, based on building a complex, holistic picture, formed with words, reporting detailed views of informants, and conducted in a natural setting” (Creswell, 1998 p. 1-2).   Likewise,  Merriam (1998) has defined qualitative research as “an umbrella concept covering several forms of inquiry that help us understand and explain the meaning of social phenomena with as little disruption of the natural setting as possible” (p. 5).  Therefore questions during interviews will be “directed to the participants feelings, beliefs and connections about the theme in question” (Welman & Kruger, 1999 p. 196).
A phenomenological study such as this, focuses on a concept or phenomenon and “seeks to understand the meaning of experiences of individuals about the phenomenon” (Creswell, 1998;p. 38); based upon phenomenology, a school of philosophical thought. Case studies focus on a case within a defined boundary. It involves “situating the case within its setting, which may be a physical setting or the social, historical, and/or economic setting….The focus may be on the case that, because of its uniqueness, requires study (intrinsic case study), or it may be on an issue or issues, with the case used instrumentally to illustrate the issue” (Creswell, 1998 pp. 61-62)
A discourse analysis will evaluate social and historical contexts in which policies and attitudes have been created considering relationship between political ideaologies and business, values and popular opinion of our time.  Content will be analysed for themes and patterns to the end of concluding with a rationale that illustrates why leadership needs have evolved with the shifting political context and shaped communication strategies of national business. In this study discourse analysis is used to analyse communication to shed some light on the language strategies used by businesses and leaders to construct meaning in their leadership values.  It adopts the Interpretivism philosophy also known as constructivism, emphasising study in natural settings by attempting to make sense of the meanings people bring to them by searching for pattern embedded in the data source itself (Creswell, 2007). Constructivists tend to generate or develop a theory or pattern of meanings as a result of their study (Creswell, 2003: 9 cited by Starks & Trinidad, 2007). 

Starks and Trinidad (2007) summarised that the objective of a phenomenological approach is to study how people make meaning of their lived experience (Greene, 1997; Holloway, 1997; Kruger, 1998, Krale, 1996; Maypole & Davies, 2001; Robinson & Reid, 1998)  “…understanding the social and psychological phenomena from the perspectives of the people involved” (Welman and Kruger, 1999:  189).  Discourse analysis scrutinizes how language is used to accomplish interpersonal and social interaction; and grounded theory develops explanatory theories of basic social processes studied in context.
Sampling of participants will be made via researchers network and “snowball sampling” where participants will be able to recommend others (Babbie, 1995; Crabtree and Miller, 1992).  The participants will be located by looking for those who have had experiences relevant to the research topic (Kruger, 1988: 150).  The researcher will make use of networks and internet searches as well as telephone enquiries to arrange interviews.  Therefore, interviews will be the primary unit of analysis (Bless, Higon-Smith, 2000; Arksey & Wright, 1999; Street, 1998).  Limitations include that findings will be limited to a specific geography and researcher network, people base and experiences.
As another data source of qualitative importance will be “memoing” (Miles & Huberman, 1984:69) where the researcher’s notes recording what is heard, observed and experienced as well as thought during the course of collecting and reflecting on the process.  The balance between the descriptive and the reflective notes will be dated so that this can be correlated with the primary data (Groenewald, 2004).
Ethical Considerations 
Ethical considerations are applied throughout the research as guidelined (Saunders, 2019).  In regard to interviewees, their anonymity, confidentiality and privacy is of utmost priority.  To ensure GDPR compliance,  notes and audio recordings are to be identified by numbering system.  Added to this, the interviewees will be briefed before hand on methods for protecting anonymity as well as the voluntary nature of participation along with the right to withdraw or disengage at any point.  A consent form with this understanding will be signed before interview by the participants.  Any data extracted from interviews will be number coded as to protect confidentiality of participants.  Objectivity and openness to discussion will be encouraged throughout interviews and will be evidenced by transcripts and recordings both of which, the participants will have access to along with the request to sign off following listening of, reading of to ensure a true interpretation of the interview and the themes extracted by summary following.
Generally, the aims and objectives of the research are to be made transparent without exaggeration or deception.  Acknowledgement of work by other authors throughout the research will be made clear in referencing and in the Bibilography.
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