The Context
The context of Leadership in the 21st Century
It is commonly accepted the 21st-century economic environment is highly complex, characterised by rapidly evolving demands of globalisation, huge advances in technologies (affecting the quantity and quality of work), shifting customer expectations and new attitudes to work, driven by a multigenerational workforce (CIPD, 2017; Press & Goh, 2018; WEF, 2018). In order to deal with this, organisations such as ICC must learn quickly and adapt rapidly to these new levels of complexity (Marion and Uhl-Bien, 2011; WEF, 2016).  The term complexity refers to the “greater levels of uncertainty, ambiguity, interdependencies and interrelatedness that now characterise the environments in which organisations operate” (Clarke, 2013, p. 135). Rapid social, economic and technological shifts that are taking place as we enter the next decade are producing greater complexity, resulting in increasing dynamics of instability (Uhl-Bien, et al., 2007). Traditionally, complexity in business was seen as a negative aspect or difficulty to be overcome (Dyson, et al., 2007; Hammer, et al., 2012).  However, advances in the field of complexity science present opportunities to make sense of and gain advantage from complexities existing in the external environment (Snowdon & Boone, 2007). 
During the 20th century, organisations were viewed as ‘machine-like’ systems that could be directed towards more efficient and effective performance by applying principles successfully developed to improve machine performance (Stacey, 2004). As a result, a command and control style of leadership was adopted: the role of executives was to set the direction and managers assumed workers would behave predictably, without deviation from these organisational aims (Jackson, 2003). Today, both scholars and practising managers understand organisations do not behave like machines but are Complex Adaptive Systems (CAS), plagued with uncertainty (Clarke, 2013; Hammer, et al., 2012; Marion & Uhl-Bien, 2011; McDaniel, 2007; Snowdon & Boone, 2007). 
[bookmark: _Toc522452088]1.2. Characteristics of Complexity and Complex adaptive systems
There is no agreed upon definition of either complexity or CAS and the scope of this report does not allow for a detailed discussion of the various possibilities. From a complexity science perspective and in the context of organisations, complexity can be said to have a number of recognisable characteristics. For the purpose of this report, the characteristics which will be applied are those described by Snowden & Boone (2007) as:
· Consisting of a large number of interacting elements.
· Nonlinear, minor changes can produce disproportionately major consequences.
· Dynamic, the whole is greater than the sum of its parts and solutions cannot be imposed: they arise from circumstances, often referred to as emergence.
· The system has a memory, the past is integrated with the present and elements evolve with one another and with the environment. 
· Complex systems may appear to be ordered and predictable but hindsight does not lead to foresight because the external conditions and systems constantly change.
· The agents[footnoteRef:1] and the system constrain one another, especially over time; we cannot predict what will happen. [1:  With reference to Actor Network Theory (ANT), agents can be defined as any entity (including humans, animals, materials, ideas and concepts) which participate in and shape the influence of a network related relationship (Dwiartama & Rosin, 2014).
] 

In its application to management, complexity theory recommends organisations should develop a level of complexity equal to that of the environment (Boisot & McKelvey, 2011; Cilliers, 2001; Stacey, 2004; Uhl-Bien, et al., 2007), referred to by Ashby (1960) as the law of requisite variety. 
CAS are characterised by diverse agents that learn, interact with each other in non-linear ways, and therefore self-organise, have emergent properties and co-evolve with the environment (McDaniel, 2007).  These interacting agents produce complex and adaptive behaviours (Kovacs & Corrie, 2017).
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In a CAS, leaders have to navigate a rising tide of rapidly emerging circumstances, in addition to dealing with the constant pressure to do more with less, shifting psychological contracts and flexing organisational boundaries (Goh, 2018; Center for Creative Leadership, 2018).  When an organisation is viewed as a CAS, the role of management changes from one of command and control (Griffiths & Inman, 2016) to one of sensemaking, learning and improvisation (McDaniel, 2007). A type of leadership that can accommodate complexity and interdependence is required (Cameron & Green, 2017), along with the ability to cultivate an environment which allows innovative solutions to emerge from interactions between a variety of agents in the organisation (Griffiths & Inman, 2016; Marion & Uhl-Bien, 2011). 
However, recent reports suggest there is a commonly held perception that organisations have shortages of quality leadership (APQC, 2014; Hagemann et al., 2016; Jacobson, 2014), with employees expressing dissatisfaction with the state of leadership (CIPD, 2015; Hagemann & Bawany, 2016), including decreasing levels of trust over the past two decades (Copeland, 2014). In fact, according to a recent report by Deloitte (2017), only about one-third of executives are considered to have excellent leadership skills and capabilities. 
Today’s executives operate in a Volatile, Uncertain, Complex and Ambiguous (VUCA) world but do not necessarily regard themselves as equipped to deal with the levels of complexity they encounter (Kovacs & Corrie, 2017).  This leadership deficit can be attributed to the lack of recognition that a different type of leadership is required to adapt to the complexities of a VUCA world, as the traditional command and control style of leadership is “unwieldy and increasingly uncompetitive” (Kerr, 2013, p. 56). Moreover, an absence of appropriate leadership development exists (APQC, 2014; Harvard Business Publishing, 2016; Passmore, 2014). Carefully shaped strategies that account for the changing context of business are required to close this leadership gap (Wilson, et al., 2011). 
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The construction industry consists of a diverse combination of localised needs: various crafts, services products and their professional providers. Different suppliers and other stakeholders are brought together around temporary projects in different stages of development (Kahkonen, 2015). As a result, it is axiomatic that construction projects are one of the most complex operations and as such, an understanding of complexity and how it might be managed is of significant importance (Wood & Gidado, 2008). The industry is also currently facing significant challenges, including increasing project complexity and scope requirements (but shorter deadlines), economic uncertainty and rising competition with a subsequent squeeze on profit margins (Antunes & Gonzalez, 2015).
The ability of leaders to remain flexible and adaptable in the face of this disruptive business environment will be essential to ICC maintaining competitive advantage (Goh, 2018). However, if a flexible approach to leadership is expected, this will have implications for leadership development in the industry, as this degree of flexibility does not currently exist (Walker, 2015). 
In order for ICC to deliver its mission to become the world leader in innovation and excellence, the leadership of the organisation needs to adopt a complexity approach. Complexity requires leadership to “engage and involve their people, in order to rapidly anticipate, sense and respond to ever-increasing changes in the organisation environment” (Griffiths & Inman, 2016, p. 18). Leaders must develop capability in areas such as building and understanding networks (Clarke, 2013), sensemaking, (Ancona, 2012), innovation (Dodge, et al., 2017) and, emotional and social intelligence (Goleman, et al., 2002). With the right leadership development strategy in place to grow these capabilities, there is a far better chance ICC will achieve success in achieving its mission (Dinwoodie, et al., 2014).
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