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Executive summary

The objective of this report is to explore new approaches to leadership, as the technological organisation in question wishes to adapt its strategy in order to better reflect its mission statement.  In order to do this, we examined the context of leadership within the 21st century which establishes the basis of the report.  It was discovered organisations must monitor global megatrends, influences which continuously evolve impacting all aspects of a business.  The concept of Complex Adaptive systems delves into the notion that organisations should no longer be perceived as machines, that they are these complex systems with interconnecting patterns and relationships.  VUCA expands on this concept, a framework which is used to gain a better understanding of complex situations.  The report then proceeds to discuss approaches to leadership, focusing on transformational and distributed.  Transformational leadership is identified as the most suited to the organisation’s needs, as it fosters innovation.  Distributed will also benefit the organisation, as the approach emphasises the importance of varying perspectives.  Subsequently this report analyses leadership skills which promote innovation, fixating on emotional intelligence and networking.  Once concluding the report offers recommendations to the organisation in question, advocating for the use of micro experiments.  These examinations will provide the company with a suitable approach, which they can then implement slowly.  
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1. Introduction


The purpose of this report is to explore new approaches to leadership, as the technological organisation in question wishes to adapt its strategy in order to better reflect its mission statement.  Its mission statement is to become a world leader in innovation and excellence, complete systematic change is required for the organisation.  In order to do this the context of leadership within the 21st century must be examined, in order to justify the leadership methods chosen.  These practices will then be analysed, in order to deduce which approach is suitable.  We will then investigate which skills are essential to leaders, recognising their utility within an organisational context.  Then concluding the report, offering recommendations as to how the organisation in question can begin to attain their strategy.  



































2. Context 


The 21st century is an everchanging landscape, full of complexity.  The organisation that succeeds is the one which can navigate this complexity; seeking opportunities where others see difficulty.  Many factors exist which can create a minefield for modern businesses and successful leadership can navigate an organisation.   An example would be megatrends as characterised by John Naisbitt (1982).  These consist of global influences which continuously evolve over time, impacting all aspects of an organisation.  

Leo Johnson, a consulting firm partner of PwC, highlights 5 current megatrends which influence the current business landscape (PwC, 2015).  The first trend is shifting economic power. Implications from this trend derive from politics and consist largely of tax rates and legislations.   The organisation must be aware of the political landscapes in which they operate as a change in government could create significant opportunities or consequences. Taxes and regulations are variables. The tax rate is likely to fluctuate with the changing of the political party to reflect a new agenda while regulations are typically under constant review in order to update obsolete laws.  

The next trend highlighted is climate change and resource scarcity, creating an emphasis on utilising renewable sources.  Climate change is having an unprecedented effect on the Earth and the way consumers behave, with an increasing demand for sustainability worldwide (Sussman and Freed, 2008).  This particular trend imposes an extreme amount of pressure on many organisations. Within the technological sector, for example, there will be an emphasis on renewable sources for materials.  This trend directly corelates with another; namely demographics and social change.  As aforementioned, many factors will influence social change. With climate change existing as the current, most considerable, issue, the demand for sustainability will only escalate. Seeking to become a world leader in innovation and excellence, the organisation must aim to be at the forefront of sustainability. Therefore, they should be adopting any method which will reduce their footprint such as relying solely on renewable energy.  
Lancefield identifies technological breakthroughs as a global megatrend. These are vital for the organisation as the company should not only monitor any potential developments but must also seek to play a part in them.  As they strive to be a world leader in innovation, their R&D budget must have the ability to support the statement.  Although, as we will discuss later in the report, the approach to leadership can decide an organisation’s success.  The penultimate megatrend is social change & demographics, relating to the evolving challenge of understanding the current market.  The organisation must be aware of any changes within consumer behaviour, such as a shift in customer spending.  Once attaining a reliable insight into the market, opportunities such as expansion can be discovered.  Rapid urbanisation is the final megatrend which will be considered as it can creates opportunities for expansion.  Developing cities provide the organisation with the prospect of growth as they bring jobs to a community which will evolve with the company (Dahan eta al, 2010).  

Chidiac (2018) discusses the two perceptions of organisations, as machines or living systems.  Each concept differs drastically, particularly within the management and leadership methods.  The machine-like approach to an organisation can make adapting to change difficult and is not recommended.  The contrasting perception views organisations as CAS (Complex Adaptive systems), in Layman’s terms, CAS are a method of understanding complexity through analysing interconnected patterns and relationships. In contrast, the aforementioned traditional approach would focus on the beginning of a problem and its effect in order to gain an understanding.  These systems are comprised of components, often referred to as agents.  These components that interact with one another to adapt and learn (Holland, 2006).  Chan (2001) describes how these components will continuously evolve within the environment in which they exist in order to survive.  Holland (1992) defines three characteristics which CAS share: evolution, aggregate behavior, and anticipation.  In 2007 McDaniels expanded this list of properties, listing that CAS can be identified by:

- Diverse agents that learn 
- That interact with one another in non-linear methods 

VUCA is an acronym used to describe environments which endure high levels of Volatility, Uncertainty, Complexity, and Ambiguity (Bennett and Lemoine, 2014).  VUCA can be utilised to give organisations a better understanding of their situation when operating within complexity.  When operating within complex situations, VUCA can provide organisations with a greater understanding of their surroundings.  

Volatility begins the acronym, describing the unpredictable nature of complex systems.  Change may occur on a regular basis, creating a challenge for leaders within the organisation.  Due to the unpredictable qualities of said change, leadership theories are required to be flexible so they may adapt rapidly.  Uncertainty is next within the acronym, describing the aforementioned unstable nature of change.  Due to this fact, it is impossible for leaders to gain a full understanding of their environment thus creating the necessity for evolving methods of leadership.  Complexity refers to the perplexing nature that surrounds the organisation which evidences that traditional methods of leadership will not be adequate to navigate this landscape.  This is a result of many components being interconnected, or independent.  Finally, we have Ambiguity, which emphasises the importance of different perspectives.  When complex situations arise, simple definitions of cause and effect cease to adequately define the problem.  In order to gain an insightful perspective into the situation, businesses must employ a diverse range of employees in order to gain unique outlooks.  











3.   Approaches to leadership


3.1 Transformational Leadership

Burns (1978) first coined the phrase transformational leadership in his book titled ‘Leadership’.  The term originated from the study of political leaders but is also apt when discussing organisations.  Burns defines transformational leadership as “leaders and followers helping each other to advance to a higher level of morale and motivation.”  Bass (1985) expanded on this concept, providing the characteristics for transformational leaders.  Examples of these characteristics would be:

· Encourages others 

· Has high expectations 

· Sets clear goals

· Provides support and recognition

Due to these characteristics, transformational leaders thrive within organisations which continuously evolve as they maintain composure within high risk situations.  Steve Jobs is an appropriate example of this form of leadership as he possesses many of said characteristics.  Jobs held employees to an extremely high standard, which often caused tension within work environment (Eadicicco, 2015).  These high expectations were his method of encouraging others to be innovative as they were operating within the deeply competitive market of technology (Milliou and Petrakis, 2011).  However, Jobs’ status as a transformational leader is often challenged as critics state that the transformational aspect refers to his impact on the industry, not his employees.  A posthumous study was undertaken in 2014 by Steinwart and Zeigler with the aim of understanding whether the media viewed Jobs as a transformational leader (Steinwart and Ziegler, 2014).  The authors amassed words synonymous with leadership from obituary articles, displayed in the below figure.  It is evident that Jobs was regarded as an idealistic leader; the use of ‘visionary’ and ‘revolutionary’ attest to this. Notably, there was a lack of words or phrases suggesting possession of an empathic character. This is somewhat of an anomaly as absence of said character trait is not commonly associated with transformational leaders.  
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Figure 1 – Data collected by Steinwart and Ziegler, 2014






3.2 Distributed Leadership

(Bennett et al., 2003) define distributed leadership as “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.”  This method of leadership is a drastic change from the traditional hierarchy form as it retreats from the notion of formal leaders (Bush, 2013).  This approach does not reinvent itself entirely as conventional aspects, such as the chain of command, are retained.  It provides opportunities for leadership throughout the organisation, alleviating the reliance on a single person (Regoli, 2020).  Spillane emphasises three elements which are essential to distributed leadership, as seen in the figure below (Spillane, 2014).   Communication is imperative within this method and continuous interactions between employees are emphasised.  A lack of clear correspondence can cause significant problems within the organisation such as confusion as to employee’s roles, will reduce efficiency.  Silo mentality is another threat to this practice, which is the reluctance to share information with employees from separate departments Cilliers and Greyvenstein, 2012).  Though there are pitfalls to the method, when operating successfully it possesses the ability to navigate organisations through high risk situations.  As aforementioned in VUCA, ambiguity highlights the importance of contrasting perspectives.  Distributed Leadership encourages intercommunication as employees with varying backgrounds and skills are given an opportunity to present their solutions (Gronn, 2002).  
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Figure 2 – Spillane’s essential elements to distributed leadership


















4. Leadership skills 


4.1 Emotional Intelligence

Emotional Intelligence is a fundamental skill when considering successful leaders; it is a necessity to functioning within an organisational context.  Salovey and Mayer (1990) characterised emotional intelligence as "a form of social intelligence that involves the ability to monitor one’s own and others’ feelings and emotions, to discriminate among them, and to use this information to guide one’s thinking and action".  A high emotional intelligence allows a leader to create and strengthen networks, developing the communication of their followers (Clarke, 2013).  Traditionally, employees were typically motivated by monetary incentives (Njoroge and Yazdanifard, 2014). Although this still remains a factor, there is also a strong desire amongst people to work for an organisation they believe in.  

Emotional intelligence is a common trait within transformational leaders as they are able to get people to look beyond their own self interests.  As previously discussed, this form of leader is innovative, stirring the emotions of people and inspiring them to reach for the improbable.  Emotional Intelligence is a skill that can be developed (Goleman and Boyatzis, 2008). Coaching is considered to be an effective tool in said development as, through coaching, a leader will garner the ability to identify emotions which may hinder performance.  Gaining this understanding will improve their capacity to lead within the workplace due to the fact that demonstrating empathy to associates will only strengthen relations.  



















4.2 Networking

It is a requirement of complexity leadership that leaders possess skills to effectively manage and develop networks, both pre-existing and new (Clarke, 2013).  A study by Ibarra & Hunter (2007) identified that networking is a primary developmental challenge which all hopeful leaders must address.  Organisations actively seek effective collaboration which can often be found across many boundaries.  Efficient leaders must be able to identify these possible collaborations, seeking out the invisible informal networks that may provide support (Cross et al, 2013).  These individuals are examples of boundary spanners who possess networking skills which allow them to bridge interests with diverging sections of the organisation (Cullen et al, 2014).  

Williams (2002) identified that boundary spanners possess some of the following traits:

· Can communicate effectively without jargon and listen actively.
· Influencing and negotiating skills.
· Empathy and the ability to disagree and move on without harming the relationship.
· Is a trusted colleague.
As is evident from these characteristics, experience is a prerequisite to becoming a boundary spanner.  These traits will develop as the leader matures as they will need time to establish connections within the organisation.  The Organisational Network Analysis (ONA) is a method used to identify boundary spanners, providing insight as to how and where social capital is distributed across the organisation (Cullen, 2014).  This analysis assists in the development of boundary spanners as it is able to determine the gaps within the boundaries they are spanning.  











5. Conclusion

The modern business landscape is perilous, complex problems require organisations to adapt continuously to new scenarios.  Theories such as VUCA have been created in order to gain a better understanding of these environments, as the traditional cause and effect of problems is no longer adequate.  Organisations must be perceived as Complex Adaptive Systems, comprised of many interconnected components interacting in order to evolve.  Two methods of leadership were analysed, of which transformational is most suited to the organisation’s needs.  Transformational leaders are innovative, their ability to set clear aims and goals within complex situation makes them invaluable within the technology industry.  Additionally, two essential skills to leadership were also outlined.  These are emotional intelligence and networking, it may be difficult to employ leaders who display these qualities.  However, these characteristics are obtainable through training.  

























6. Recommendations

In order to deliver its strategy to become a world leader in excellence and innovation, the technological organisation in question must adapt its leadership methods to reflect its mission.  It is recommended that the organisation experiment with the transformational and distributed leadership methods, as they are able to facilitate the organisations goals.  In order to conduct a micro experiment, the organisation could create an entirely new team constructed with employees from separate departments.  No overlap of preexisting relationships will provide involved employees with an entirely new experience, also creating networking opportunities in the process.  
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‘Table2

Countof Most Freguent Leadership Related Words of Five or More Leters

Word Count_Similar Words.

novations 32 innovate, Inovaiing, Inovation, Tnovations, Tnovative,
nnovator, nnovators

crated 25 create, crestd, creaes, crating

leadersip 15 leadership

vision 14 vision

inspied 12 inspration, inspire,inspird, nspiring

passion 11 pssion, passiona

leader 10 leader,leaders,leaders’

visionary 8 visionarics, visionary

wansformed 7 transform, transformation, transformatie, ransformed,
“transformed, transforming.

imvened S invent, invented, nvention, inventions

comection 5 connee,conneced, connecing, connection, connections

coatvity 5 creative,creatively,creativity

revolutionary 4 revolutionary

pioncering 4 pionee, pioncered, ioneering

charismatic 4 charismatic

focus 3 focus, focused, focuses,focusing

impact 3

imsgine 3 imaginaton, imagintiv, imagine

creations 3 creaton, creatons

champion 3 champion, championcd

charisma 3 charisma

influence 3 influence, inflenced

ivemor 3 inventor

reshaped 3 reshape, reshaped, reshaping

imolved 2 invalve, involved,involves

iowition 2 initon, intitive,intitvely
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e Leadership practice is the central and anchoring concern.

Leadership practice is generated in the interactions of leaders, followers,
and their situation; each element is essential for leadership practice.
The situation both defines leadership practice and is defined through
leadership practice.




