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Many believe that leaders in the 21

Abstract 

st

This research project involved interviews with leaders from more than fifty companies in 
the United States, United Kingdom, China and India in conjunction with a Fortune 20 company’s 
research into “21

 Century face unprecedented challenges due to 
changes in globalization, diversity, the pace of organizations, systemic impatience, workforce 
trends and the advances in technology. These challenges are changing the workplace and demand 
new leadership competencies or at least an evolution of traditional competencies.  

st

Emerging from the research was the notion of Leaderocity

 Century Leadership” and an extensive review of contemporary research of 
leadership trends. 

TM

 

. It explores the intersections 
of leadership and the “speed of now” (velocity) to offer a set of competencies needed by leaders 
in this environment. 

Introduction 
 

LeaderocityTM

Leaderocity

 is a concept developed by the author, which combines leadership and 
velocity in an exploration of the competencies needed by leaders to lead effectively in this 
chaotic environment.   

TM

The Leaderocity

 resulted from extensive interviews conducted with operating leaders of 
more than 50 companies from the United States, Europe, China and India.  This was combined 
with an extensive literature review from a variety of sources, exploring both the macro 
environmental factors occurring today and likely for the next decade, along with contemporary 
thoughts on the skills and competencies needed by leaders to effectively lead given these 
conditions. 

TM 

 

competencies presented in this research include:  the Leader as 
Visionary & Strategist, the Leader as Executor & Simplicist, the Leader as Communicator, the 
Leader as Collaborist & Connector, the Leader as Change Agent, the Leader as Multiculturalist, 
the Leader as Exemplar, the Leader as Talent Agent and the Leader as Coach, Teacher & 
Mentor. Each of these competencies was explored and supported through the literature research 
and field research. 

The “Speed of Now” 
 

“Turbulence is occurring at a blistering pace, leaving many businesses unprepared and 
vulnerable to the chaos it brings.”  Kotler & Caslione [1]. 

 
Leaders today face a macro-environment filled with an unprecedented level of active 
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“stressors” (e.g. technological advancement, increased globalization, nomadic workforce, 
economic shifts, increased competition, increase in overall pace, increased diversity) (Hamel, 
Bienhocker, Voelpel) [2,3,4]. It is being routinely argued that the rate of change is increasing 
(Axtell, Wall, Stride & Pepper) [5]. The overall pace of this environment creates a constant 
feeling of being rushed and having to be “on” for longer periods. Many of the challenges 
organizational leaders face today are the same as in past decades but the pace and complexity of 
changes are of a magnitude never before experienced (Beckard &Pritchard) [6].  

In times of ceaseless change, organizations that do not adapt, that do not challenge the 
status quo, are in danger of irrelevancy — or worse, extinction. Change is accelerating, 
uniformity is giving way to diversity, and complexity has become every leader‘s biggest 
concern. As for businesses, globalization and a rapidly evolving workforce is redefining 
how we think about competence, creativity, productivity, and the structuring of 
organizations.  (Cisco) [7]. 
Kotler & Casilone, in “Chaotics” [1] argued for the need to manage differently in what 

Alan Greenspan referred to as the “Age of Turbulence.”  They noted; “Change is new status quo, 
leaving managers without firm ground from which to gaze at the onrushing future as markets, 
technologies, governments, consumers and products undergo constant change with blinding 
rapidity” (p. 1). 

The LeaderocityTM 

 

 research project, conducted in 2010 and 2011, explored drivers of the 
current and foreseen environment including: the emergence of chaotics, systemic impatience, 
turbulence as the “new normal,”  the impact of globalization and the compression of time and 
space, workforce trends,  the digital workplace, the “just in time” workforce, the need to 
“superstruct” and the culture of connectivity.   

Drivers for the Speed of Now 
 

The emergence of chaotics  
Leaders need to create “Chaotics Management Systems” that allow for “triple planning” 

(short, mid and long term), as well as early warning systems, active performance metrics, risk 
analysis and information filtration systems.  Our traditional strategy lifecycles are most likely 
obsolete and at least under attack. The shelf-life of a strategy is certainly shorter for most 
organizations and leaders must be more vigilant in seizing opportunities or confronting threats. 
(Kotler & Caslione) [1]. Leaders in the 21st

 

 century need to lead three dimensionally across 
multiple time horizons in what Jeff Immelt, CEO of General Electric has called a “multi-speed” 
world (Renaud) [8]. 

Systemic impatience 
We are in an era of “now.”  We are surrounded by “instant” access and response. 

Examples abound from texting, self-service checkouts, online bill paying and debit systems. 
Time is a prized asset and is clearly worth more to an array of both internal and external 
stakeholders. There is a systemic expectation of “now.” 

Organizations and leaders as a result are under intense scrutiny from a variety of 
stakeholders including: customers, suppliers, employees, regulators, community activists and 
governance officials. Lombardi [9] dubbed this “The Spotlight Era” (p. 1). There 
seems to be a general impatience in both management and its stakeholders and a constant 
demand for results.  
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Agility and flexibility have become critical leader and organizational competencies.  To 
become truly agile, an organization must embrace speed as a reality and infuse their operations 
with speed and dexterity with a strong dose of constant vigilance to changes in the eco-system. 
Companies need to be “aerodynamic” (Poscente) [10]. 
 
Turbulence as the new normal  

Cap Gemini [11] has noted that managers today must lead in an environment of 
“permanent volatility.” Reilly, Brett and Stroh [12] described the environment in which 
managers must perform as “turbulent,” characterized by changes that are, “non-trivial, rapid and 
discontinuous (p. 167).  
 
Time and space revised 

“At the most basic level, globalization is the long term trend toward greater exchanges 
and integration across geographic borders.” (Institute for the Future) [13]. Time and space seem 
smaller due to the increased reach and access fueled by technology.  A 24x7 orientation has 
become entrenched as stakeholders reach across times and borders to engage on a social or 
transaction level. Davis noted that “factors of time, space and mass are destroying traditional 
business solutions. What worked in the industrial world will not work tomorrow.” Speed and 
connectivity will be at the center of new business solutions.  Davis refers to this as the “blur” 
economy – an economy in continual motion [14].  
 
Inter-locking Fragility 

Kotler & Caslione [1], noted that technology and markets are interacting in such a way as 
to create “interlocking fragility.” The actions of players in the market will affect many others 
which some call the “butterfly effect” – “The interconnected fragility of corporations, markets, 
banking systems, and nations means that turbulence in one sector creates shocks or changes in 
another.”  
 
Demographics Pentathlon:  multi-culturalism becomes the norm, the rise of the “she economy,” 
five generations at work, nomadic workers, and the “just in time” workforce 

The US workforce is already one of the most diverse and will become even more so. By 
2050, for example, 30% of the US workforce will be Latino.  By 2020, 40% of US workers will 
come from a minority background (Meister and Willyerd) [15]. 

Overall, women made up 46.5 percent of the total U.S. labor force in 2008, according to 
the Bureau of Labor Statistics (BLS) [16], and are projected to account for 47 percent of the 
labor force by 2016. The BLS forecasts that women will account for 49 percent of the increase in 
total labor force growth from now until 2016. 

The growing number of women who hold college degrees and have attained influential 
positions in a variety of organizations is altering the dynamic within formerly male-
dominated workplaces. This process will continue as more women attain leadership 
positions and societies throughout the world realize the economic and competitive 
advantages of educating girls and making greater use of their talents as working adults. 
(Cisco) [7]. 
We now have five generations at work – 20s, 30s, 40s, 50s and 60s. We may even see 70s 

if the aging trends continue. By 2025, the number of Americans over 60 will increase by 70% 
(Institute for the Future, 2011).  The generation entering work in general is smaller than the one 
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retiring due to declining birth rates.  In the 1950’s. the US had 16 workers for every retiree, now 
there are only 3.3 workers for every retiree (Price and Spriggs) [17].  

BLS economist Chuck Pierret has been conducting a study to better assess U.S. worker’s 
job stability over time, interviewing 10,000 individuals, first surveyed in 1979, when group 
members were between 14 and 22 years old. So far, members of the group have held 10.8 jobs, 
on average, between ages 18 and 42, using the latest data available (Bureau of Labor Statistics) 
[16]. 

“Independent” workers according to a study by MBO Partners (2011) [18] will grow 
from 16M to 20M in 2013, and by 2020 could reach as much as 50% of the US workforce.  
“Independent” workers are freelancers, consultants, temporaries, contractors or project workers 
who are deployed on a “just in time” basis as needed.   
 
Informationalization: the digital workplace 

Davis [14] noted that today’s economy centers around information technology and all 
businesses must “informationalize” above all else.  Economic value increase faster through the 
leverage of information assets and more often today companies are making more returns from 
information-based operations than traditional operations.  
 
To “SuperStruct” 

“New technologies and social media platforms are driving an unprecedented 
reorganization of how we produce and create value” (Institute for the Future) [13].  To 
superstruct means to create structures that go beyond the basic forms and processes with which 
we are familiar. It means we have to be willing to collaborate and perform at extreme scales from 
the micro to the massive. A new generation of organizational concepts and ways of working are 
emerging (e.g. hoteling, networked & decentralized structures). 
 
Accelerating Interconnections:  the culture of connectivity, everyone is a networker 

Most workers, especially those under 40, are “hyperconnected” -  constantly in touch. 
This is blurring the lines between work and home. Social media networks and platforms will 
become the primary way workers communicate, connect and collaborate. We will also see a rise 
in the use of “corporate social networks” (Meister and Willyerd) [15]. 

People almost everywhere are expecting instant access to information and immediate 
responses to their messages. Human contact is pervasive and conversations never really end. 
Attention spans seem to be shortening, while tolerance for interruptions is increasing.  
 

LeaderocityTM

 
 Competencies 

The LeaderocityTM 

The Leader as Visionary & Strategist 

competencies presented in this research include:  the Leader as 
Visionary & Strategist, the Leader as Executor & Simplicist, the Leader as Communicator, the 
Leader as Collaborist & Connector, the Leader as Change Agent, the Leader as Multiculturalist, 
the Leader as Exemplar, the Leader as Talent Agent and the Leader as Coach, Teacher & 
Mentor. Each of these competencies was explored and supported through the literature research 
and field research. 

Lacking vision and mission, the organization wanders without clear destination or 
purpose, without an effective beacon to guide through the turbulent and stressful change that 
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characterizes today's marketplace. In the comprehensive studies of Kouzes & Posner [19] 
"forward-looking" was one of the top traits of leaders. Other studies cited "vision of the future" 
and "long-term vision.” 

Vision and mission are supported simultaneously by values and ethics, which are the 
"benchmarks" of behavior and expectations for performance and largely energized by leaders.  

Strategic visions have value when they become embedded in the “DNA” of the  
organization and have meaning to its members. Leaders down the organization translate the 
Vision into tangible actions and behaviors towards meeting specific strategic goals. Leaders 
must be able to devise and communicate compelling Visions and strategies that can achieve the 
expected outcomes. They have to be able to create “buy-in” down and across the organization 
to create coherence. 

The Leader as Executor & Simplicist  
 

"Great leaders are almost always great simplifiers, 
who can cut through argument, debate and doubt, 

to offer a solution everybody can understand." 
Colin Powell (Harari) [20] 

 
Leaders must be adept at both the formulation and development of the Vision and 

Strategy as well as able to lead its execution. A strategic plan, no matter how elegant, bold or 
ground-breaking, is of little value if it cannot be successfully executed. 

A good strategy requires anticipation of barriers and creating a proactive way to address 
these barriers. Leaders must be consistently and persistently engaged in execution. They must 
lead the way past barriers as well as seize new opportunities when they arise. 

Leaders must develop an agile strategy that is built on a vision and values that are not 
only enduring but also flexible enough to adjust to the conditions that may evolve. Organizations 
need leaders who listen and who learn to respond to the ever-changing environment. Great 
leaders excel at realignment. Success depends on continual realignment and taking advantage of 
new opportunities while solving problems in a proactive manner. Execution leaders

Execution leaders set clear goals and priorities. The logic of business thinking is to focus 
on three or four clear priorities. A leader who has 10 priorities does not know himself what the 
most important things are. Execution leaders align a few clear goals across the organization and 
simplifies things so that others can understand, evaluate and act on them 

 are in regular 
touch with the day-to-day realities of business and people. They use that information to craft and 
re-craft their strategy. They live in reality and do not shade it to make a good appearance. 
Embracing reality is about keeping the view of global trends and measuring your own progress, 
not internally but externally.   

(

The Leader as Communicator  

Chandramowly) [21]. 

"The most important thing in communication  is hearing what isn't said." 
Peter Drucker [22] 

 
Leaders today must be adept at one to one, one to many and all forms of “e” 

communication. Effective communication, in real time, is now not only expected it is critical to 
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organizational success and the leader-follower dynamic. Leaders must be adept at both verbal 
and written communication as well as the “softer” skills – listening, observing and the use of 
questions.  Today’s employees demand a more coaching or mentoring leadership style and this is 
highly dependent on interpersonal skills. Effective leaders focus on the “moment” and to create 
meaningful interactions with employees. 

Leaders must be able to connect with employees, create buy-in and affect behaviors. The 
best leadership currency to do this is being an effective communicator. Gary Hamel [23] notes: 
“It’s not enough to have an ideology; you have to be able to pass it on, to infect others with your 
ideas.” 
 
The Leader as Collaborist & Connector - leading by nurturing a collaborative culture  

Throughout the coming decade, leaders will concentrate much more of their energy on 
cultivating a culture that functions as the organization‘s collective consciousness and underlying 
value system. Such a culture maximizes human potential by providing workers with the 
supportive, enticing environment they need to collaborate, make decisions, and take action 
without the intervention of a command-and-control management structure. The new-style leader 
will act as ― chief catalyst responsible for creating and propagating a strong culture — 
essentially an intangible infrastructure that parallels the organization‘s tangible infrastructure — 
that is aligned closely with strategic goals. And the leader will also serve as an ambassador, 
championing the culture both inside and outside the organization.  

“One core attribute of leadership in the future will be to bring smart people together to 
think in more fluid, dynamic ways, and to solve problems that have never been solved before. 
Leaders will need to architect creative cultures that can constantly produce new ideas and new 
skills.” —Annemarie Neal, VP of Talent Management and Development, Cisco. (Cisco) [7]. 
 
The Leader as Change Agent  
 

“The art of progress is to preserve order amid change, and to preserve change amid order.” —
Alfred North Whitehead, (Cisco) [7]. 

 
Stensaker, Meyer, Falkenberg and Haueng [24], noted that one consequence of 

continuous change is that many organizations feel compelled to carry out several change 
initiatives simultaneously or will initiate new programs before previous programs were 
completed. 

Clearly, one way to reduce the negative effects of serial change is to reduce the number 
of change initiatives launched by the organization. If recent history is a guide, this seems 
unlikely. The systemic impatience between organizational leaders and their stakeholders, as well 
as the volatility in the environment, indicates depending on a reduction in change initiatives is 
not a reasonable position.  

An alternative to reducing the number of change initiatives, is to reframe the notion of 
“change” and to create a change management framework that encourages a more adaptive 
organization.  This is not a new idea but this study indicates that something must be done to 
reduce the impact of the inevitable change initiatives that will be launched. The research into the 
“adaptive enterprise” may offer a template for a new change management approach. A key to 
becoming an adaptive enterprise is to reframe the notion of change. Instead of treating change as 
an unusual organizational response, change is re-framed as a natural part of the organization’s 
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fabric. Change is repositioned as an organizational asset allowing the firm to seamlessly adapt to 
changing conditions. Sikora et al. [25] argue that change should be re-positioned as an active 
verb instead of a noun. 

The point of the re-framing of change is to create an environment where change becomes 
part of the organizational DNA and often takes place unintentionally as employees go about 
doing their jobs.  This view of change also reshapes the impact of stress because change becomes 
more “natural.”  

Challenging the process

 

 and creating change is a challenge for any leader. The successful 
“change agent” leader is able to encourage action, create commitment and utilize trust as a 
catalyst for progressive organizational change.  

The Leader as Multiculturalist  
Given the demographic and globalization trends, leaders must be able to effectively lead 

across cultures. This applies across actual borders but also within the United States itself given 
that almost 40% of the U.S. workforce will be minorities and many of these immigrants. It starts 
with the belief that “difference” can be an organizational asset that can be leveraged to create 
competitive advantages. Leaders must be culturally aware, knowledgeable and sensitive and able 
to attract, recruit and retain talent from non-traditional sources.  Leaders will also have to 
understand the cultural differences as they relate to day to day practices that will impact 
organizational dynamics such as differing understanding of “time” and authority. Even 
differences in approaches to teaming, problem solving, conflict management, debate, 
communication and innovation must be understood and blended in a way to create advantages 
without diluting distinct differences.  Leveraging diversity is a leader-led process that requires 
consistent and persistent focus by senior leaders. 
 
The Leader as Exemplar  

To be effective, leaders must lead from the front and through consistent example. 
Followers will only believe in a leader’s message if they believe in the leader himself.  It does 
seem that some leaders do not get this basic point and follow a path of “do as I say, not as I do.”  
We have seen numerous examples of ethical leadership failures in the last decade (e.g. Enron, 
WorldCom). 

Leaders must consistently and persistently espouse and live a set of core values and 
ethical standards that can serve as a touchstone for the organization. There can be no 
inconsistency in leader’s words and action.  
 
The Leader as Talent Agent 

PricewaterhouseCoopers found that by 2020, people supply will be the most critical 
driving factor for business success. Companies may go to extreme lengths in their search for 
talent, and once they have it, they will take measures to keep people locked into their 
organizations. Without this talent, they will be unable to compete. (Cisco) [7]. 

Leaders will also have to segment their talent investments and ensure that the top 
performers are leveraged while devoting time to the “middle” segment of performers,which is 
usually the largest segment. Researchers at the Corporate Executive Board who studied 20,000 
employees in 100 organizations deemed ― emerging stars found that a third of them felt 
disengaged from their companies, 40 percent lacked confidence in co-workers and senior 
managers, and 12 percent were looking for new jobs. According to a summary of the research in 



 8 

Harvard Business Review, ―nearly 40 percent of internal job moves made by people identified 
by their companies as high potentials end in failure (Cisco) [7]. The key to success for leaders 
may be in engaging the top performers and the upper strata of the middle performers to create 
momentum, promote a meritocracy and to create upward mobility. 
 
The Leader as Coach, Teacher & Mentor 

The ability to cognitively assimilate diverse human and organizational elements will be 
as critical, if not more critical, than traditional managerial or supervisory skills. The new-style 
manager will value team building and coaching as much as, or more than, taking charge, 
commanding loyalty, and inspiring the troops (Cisco) [7]. 

Mentoring and coaching will play a critical role in tomorrow‘s workforce, mostly in the 
form of situational, short-term mentoring relationships but also as part of formal mentoring 
programs. These mentors need not be managers, nor even fellow employees. With youthful 
employees more comfortable with new technology than older workers, bottom-up mentoring in 
which junior employees share what they know with more senior co-workers may also become 
common. (Cisco) [7]. 
 

Conclusion and Managerial Implications 
 

The LeaderocityTM concept is not meant to suggest that the listed competencies are the 
definitive list of leadership competencies needed for success in the 21st Century nor it is 
suggested that leaders must be equally competent in all of them.  LeaderocityTM captures the 
thinking of many current organizational leaders and contemporary researchers in an attempt to 
create dialogue about what is needed in 21st

It is clear from the interviews and research that leaders are under enormous scrutiny and 
pressure from the macro-environmental factors, maybe in ways unprecedented.  Traditional 
competencies must evolve and new ways may need to be mastered for leaders to be effective in 
the foreseeable future. Leaders have to balance speed and reflection, reactivity and proactivity, 
the “now” and the future, and strategy and tactics. They have to be able to seamlessly perform at 
one moment in crafting strategy and in the next executing it. They have to seize the moments of 
interaction with employees and other stakeholders and leverage them. The have to be adept and 
effective communicators across multiple mediums. They have to see around corners, be 
thoughtful risk takers, willing to go first and to lead in three time horizons (near, middle and long 
term) almost simultaneously. 

 century leaders and to suggest a core set of 
competencies that leaders should consider as they evolve their leadership brand and values. 

Leaders have to be consistent exemplars and must remember that they are always on 
stage.  There can be no divergence between words and actions.  

They must master “in-sight” and “out-sight” and have a finger on the pulse of the 
organization (“in-sight) as well as the external environment (“out-sight”). They can not be too 
much in love with their own voice and ideas and be willing to reset based on internal and 
external data. They have to be willing to confront the brutal reality and to continually assess 
performance. They have to balance confidence and ego, positivism and reality, risk taking and 
conservatism, and short and long term focus. 

They have to embrace difference and learn to leverage diversity in thought, insights, 
communication, problem solving, teaming, conflict management and negotiations to create a 
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whole that is greater than the sum of the parts. To do this, they must be willing to find and 
deploy talent from non-traditional sources and “packages.” 

Leaders must understand they can not do it alone. They have to be adept at creating a 
“supply chain” of support and engagement. They must create both informal and formal networks 
and engaged feedback channels. They must be willing to listen and to take action based on the 
continual scanning they will do internally and externally. They must be consummate 
collaborators, adept at a managing a fluid set of “partners” both internally and externally. 

Finally, leaders must be effective change agents. They can no longer view change as an 
event or noun. They must build flexibility and agility into the organizational DNA so that 
“change” becomes a natural daily process. 
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