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[bookmark: _Toc506566191]Abstract
The company that I currently work for has historically had issues involving staffing levels.  The company as an organisation appears top heavy and unstructured.  As a business, part of this issue was realised a few years ago.  In 2014 QinetiQ launched an initiative called “Transform”.  This initiative was in response to the unstructured way that the company was working at that time.  The perception was that some areas of the organisation were understaffed and overworked while other areas were the polar opposite with plentiful resources and not a lot going on.
“Transform” was the response to this where the company would be reorganised from the original Ministry of Defence (MoD) days where each department had a unit manager and a clean line of authority up to and including the Chief Executive.  This new vision would have Delivery Teams of compatible skill sets reporting to Team Leaders.  Each project of work would have a Resource Team Leader who would coordinate with the Delivery Team Leaders to ensure that resource allocation for task completion would not be a problem.	Comment by John Rees: OK, some introductory material and background.  A good abstract tells the reader why s/he should continue with the material, which this doesn’t quite do.



[bookmark: _Toc506566192]Introduction
Leadership is defined as “the action of leading a group of people or an organization, or the ability to do this.”[footnoteRef:1] [1:  Online Dictionary, www.dictionary.com – accessed 11:00 3rd February 2018.] 

QinetiQ as a company have over the past couple of years been in the process of moving away from traditional line management to the concept of virtual project teams with individuals having a group leader to report to.
As such, QinetiQ has restructured the company with several layers of “leadership” being present.  The company itself due to the nature of the work involved is split by work function as well as geographic location.  The traditional matrix was such that each department had a line manager reporting to a head site at each geographic location.  They in turn reported to a Managing Director of a business division who reported to the Board of Directors.  The new concept has meant that the departments are now grouped together creating virtual teams across the company with groups of team leaders reporting to several other team leaders depending on what the task(s) taking place.
Instead of being Managers, the hierarchy are becoming “Leaders”.  But what is the difference?  What are the modern theories behind leadership and what has QinetiQ done?  Is QinetiQ doing the right thing, has QinetiQ’s implementation been a success?	Comment by John Rees: This last paragraph would nicely complete the abstract.
To be fair, it also adds value to the introduction.



[bookmark: _Toc506566193]What is Leadership?
Historically the term “Leader” stood for an outstanding individual at the forefront of a group or event.  For example:
· A political leader, pursuing a cause.
· An explorer, cutting a path through the jungle for the others to follow.
Recent texts however suggest that leadership is not just an aspect of the examples cited above but more materialistic in its implementation within business.
One definition of leadership is to have “the foresight to envision the future and the drive to move the business forward.”[footnoteRef:2] [2:  Leading for Success: Unleash Your Leadership Potential to Achieve Extraordinary Results, Cook. S, IT Governance, 2009, ISBN:  9781905356935.] 

In other words, the ability to influence staff to achieve organisational goals.  This follows on from the examples above where although they are specific to an event (such as walking through a jungle), the principles of leadership still apply in an organisation.  This simply has a more long term focus.  In this context, leaders “establish direction by developing a vision of the future; then they align people by communicating this vision and inspiring them to overcome hurdles.”[footnoteRef:3] [3:  Organizational Behaviour, Robbins. S. P, Pearson Education International, 2003, ISBN:  0131202030.] 

Leadership is about change and direction with the removal of inequalities to improve organisational dynamics.
Many organisations are moving away from management towards an empowered leadership style where employees are gaining full control of their work.  Stephen Robbins states that businesses are using “self-managed teams, in which workers operate largely without bosses”.	Comment by John Rees: Needs a citation (as you are quoting Robbins directly).
In terms of defining what leadership is, “Leadership is a function of knowing yourself, having a vision that is well communicated, building trust among colleagues, and taking effective action to realise your own leadership potential.”[footnoteRef:4]	Comment by John Rees: Oddly enough, the footnotes style of referencing you have adopted here is probably more common in the business and law journals than the standard end references list we customarily use. [4:  On Becoming a Leader, Bennis. W, Arrow, 1998, ISBN:  0201080591.] 

Leadership can be summarised into four basic skill elements:[footnoteRef:5] [5:  The leadership skills strataplex: Leadership skill requirements across organizational levels, Mumford. T, Campion. M, Morgeson. F, The Leadership Quarterly 18 (2007) 154–166, available online:  https://msu.edu/~morgeson/mumford_campion_morgeson_2007.pdf - accessed 16:30 14th February 2018.] 

1. Cognitive Skills.
2. Interpersonal Skills.
3. Business Skills.
4. Strategic Skills.


This is different to the role of the Manager whose skill are:
· Leadership.
· Self-Objectivity.
· Analytical thinking.
· Behavioural flexibility.
· Oral and written communication.
· Personal impact.
· Resistance to stress.
· Tolerance for uncertainty.
One of the skills to being a manager is Leadership whereas managerial techniques are not defined within the role of a leader.	Comment by John Rees: It’s a good point.  Are they then simply assumed to be present, a necessary sine qua non?


[bookmark: _Toc506566194]How does QinetiQ define Leadership?
QinetiQ’s emphasis on leadership is in summary one that “Empowers” the individual and “Delegates” tasks to a lower level.  However, at some point that delegation cannot go any further – at the end of the day there still needs to be someone to carry out the task.
QinetiQ have an internal Leadership training scheme which is designed to allow individuals who are in a leadership role to carry out that function effectively.  It also provides aspiring leaders with the guidance to progress within the organisation.  The online course (presented through QinetiQ’s Intranet Learning Zone) endeavours to answer the following questions:
· What is a leader?
· What makes leadership different from management?
· Why is it that some leaders are better than others?
Peter Drucker defines the difference between Management and Leadership as:  “Management is doing things right, leadership is doing the right things.”[footnoteRef:6] [6:  The Essential Drucker, Drucker. P, ReganBooks, 2003, ISBN:  9780060935740.] 

QinetiQ in their training material follow on from this theme:
“The main difference between leaders and managers is that leaders have people follow them while managers have people who work for them.”[footnoteRef:7] [7:  QinetiQ Learning Zone:  https://learning.qinetiq.com/mod/scorm/player.php?a=110&currentorg=Inspirational_Leadership_ORG&scoid=271 – accessed 08:00 5th February 2018.] 

In other words, a leader may also have to be a manager.  A manager may also have to be a leader.
Leaders set the direction and inspire people to follow.  “To be a leader you do not need to be a manager or a person in a position of power.”
QinetiQ defines the following criteria for a great leader:
· Enthusiastic.
· Confident.
· Empowers.
· Inspiring.



For QinetiQ employees to become aspiring leaders, it is critical they take the time to reflect and assess their own capabilities and habits.  By modelling the common characteristics of inspirational leaders a person can develop their own leadership skills.
“Managers tell people what to do.  Leaders inspire them to do it.”
QinetiQ also defines the following styles of leadership:
· Authoritarian.  This style of leadership is strongly focused on both command by the leader and control of the followers.
· Provide clear expectations.
· Timelines.
· How something should be done.
· Democratic.
· Offers guidance.
· Actively participate.
· Allow input from others.
· Laissez-fair
· Least productive.
· Little cooperation.
· Blame each other for their mistakes.
· Lack of progress.
To conclude the training that has been provided, the summary of this explains that a leader’s mood will impact on their own productivity as well as the performance of the team.  A leader needs to make work a positive experience for all.  A leader should always control their emotions, not their employees.
Employees are most motivated when they see the meaning of their work.  People can be genuinely inspired if a leader creates a compelling vision.  Often the best way to spread a company’s vision is through stories.
QinetiQ in their Code of Conduct defines “Integrity, Collaboration, and Performance must always be at the heart of what we do.”
Steve Wadey, QinetiQ CEO.
In addition, the Code of Conduct also states “Leaders and managers are role models for our values and standards at all times.  They are responsible for promoting and upholding our standards, providing advice and guidance and ensuring employees have the right knowledge and resources to follow our standards and meet legal requirements.  Managers are also responsible for monitoring their team’s compliance (for example, annual mandatory business ethics training).  This aim is far from what is being enforced in practice.	Comment by John Rees: OK.  The work gives a decent appreciation of the current thinking on leadership within the Qinetiq businesses.
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The concept of having the right skill sets in the right place and the workforce being effectively utilised at all times is a sound methodology.  However, here we are in 2018.  The reality is somewhat different.	Comment by John Rees: Nicely sets up what follows as a personal appreciation.
The division of the traditional structure into teams based on skill set has created an emphasis on the fact that resources within the teams are unlimited.  QinetiQ has in fact caused a bottle neck within its own organisation.  Support and accountability have been lost with individual team leaders being “empowered” to make a difference and to “explore the art of the possible” when it comes down to resolving issues.
Rather than having a defined hierarchy of control, there is now chaos.  Rather than clear definable lines of communication through management hierarchy, authority has now become delegative with team leaders absolving themselves from responsibility.  Feedback to the effect of “this is no longer under my control, you need to speak to the relevant Delivery Team Leader” have become common place.  Likewise, now that there is no definitive line bordering each responsible area, team leaders are overlapping.  This results in members of staff having to fulfil requests and demands from more than one authority.	Comment by John Rees: Very interesting insight – and always a risk from the changes you have described.
QinetiQ have migrated from a “Product” related organisational structure (where Line management controls staff of many disciplines associated with a process or product) to one more in line with a “Functional” organisational structure (with resources and authority structured on the basis of recognised industrial and professional skills).
The QinetiQ Code of Conduct states “Our business is focused on delivering the right outcomes for customers; to meet current needs and identify and recommend solutions to help them tomorrow.  With every customer contact, we have to live our values and apply the highest ethical standards.  The marketplace expects nothing less.”  This implies that as a business the direction QinetiQ is striving towards becoming a company focused on Research and Development – moving away from Test and Evaluation.	Comment by John Rees: Strategically, the margins might be higher on R&D work – but good management takes the run-time lower margin business as well (see the Boston Consulting Group strategic matrix discussions in most management textbooks).



[bookmark: _Toc506566196]Conclusion	Comment by John Rees: Nice conclusion, and quite balanced.  Adds a good weight to the work.
In theory the idea of delivery teams with team leaders and project leaders working together to complete a task or goal is a good one.
Maybe QinetiQ were right to adopt this principle.  Leadership is about coping with change and as a company change is certainly what is needed within QinetiQ.  So while strong leadership is needed to change an organisation and push it in the right direction, management is still needed in order to implement and deliver.
However, QinetiQ have perhaps pushed the idea of leadership too far.  Not everyone can be a leader and a situation or circumstance perhaps does not need more than one leader but persons to carry out and implement “the plan”.  By introducing leadership down to the lower echelons of the corporate hierarchy QinetiQ has lost the ability to manage and control its flow of work.
As stated, the idea of delivery teams is a sound methodology however, there still needs to be management and accountability at local site level in order to maintain control.  In the implementation of the delivery teams for project control, there should still be in the background a formal management hierarchy of control.
Perhaps QinetiQ should be striving towards a “Matrix” organisational structure where both line authority and functional authority are established.
This is because the concept of a strong approach to leadership with little management is best suited towards a company focused on research and development which is what QinetiQ are aspiring to be.  The core component of QinetiQ as a business is its Long Term Partnering Agreement (LTPA) with the MoD.  A part of this is to manage test and evaluation within several range locations throughout the UK.  The work involved within this is more process driven than developmental and as such requires strong management rather than leadership as there is little change required in the day to day running of such an operation.  Therefore, as QinetiQ have lost the vision of their core value, they are perhaps either willing to give up this aspect of the business or have simply forgotten where the origins of their main income are coming from.	Comment by John Rees: Good.  Your thinking has moved to include the idea of core skills and the value proposition.
QinetiQ has a Vision to be the chosen partner around the world for mission critical solutions, innovating for our customers’ advantage.  In response to this, I would affirm that “Management is efficiency in climbing the ladder of success; leadership determines whether the ladder is leaning against the right wall.”[footnoteRef:8] [8:  The Seven Habits of Highly Effective People, Covey. S. R, The Free Press, 2004, ISBN:  0743269519] 

At the moment, I would describe the QinetiQ ladder as being left leaning against not only the wrong wall, but one that has lost its foundation and is ready for someone to provide new support.
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