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THE term VUCA- Volatility,
Uncertainty, Complexity and

Ambiguity has almost become
synonymous to the Organizational
leadership where leaders are
expected to combat all types of
crisis situations with wits and
guts. In this “disruptive”, world
where technology, political
conditions and economic scenario
changes in a speck of a second, it
has become increasingly
important for the organizational
leaders to understand “VUCA” in
business environment. VUCA is
an acronym which was first used

in 1987 — to describe or to reflect
the  volatility, uncertainty,
complexity and ambiguity of
general conditions and situations
drawing on the leadership
theories of Warren Bennis and
Burt Nanus. The US Army War
College introduced the concept of
VUCA to describe the volatile,
uncertain, complex and
ambiguous multilateral world. A
comprehensive description of the
four terms is given below
(Rodriguez and Rodriguez 2013;
Kraijeenbrink, 2018; Horney et al.,
2010; Bennett and Lemoine, 2014).

(1) Volatility - Volatility refers to
the speed of change in an
industry, market or the world
in general. The challenge is

unexpected or unstable and
may be of unknown duration.

(2) Uncertainty - Uncertainty refers
to the extent to which we
can confidently predict the
future.

(3) Complexity - Complexity refers
to the number of factors that we
need to take into account, their
variety and the relationships
between them. The situation
has many interconnected
variables and factors and it
becomes difficult to decipher
the causal link.

(4) Ambiguity - Ambiguity refers to
a lack of clarity about causal
relationships.

The term VUCA- Volatility, Uncertainty, Complexity and Ambiguity has become almost
synonymous to the Organizational leadership where leaders are expected to combat all
types of crisis situations with wits and guts. In this “disruptive” world where technology,
political conditions and economic scenario changes in a speck of a second, it has become
increasingly important for the organizational leaders to be able to fray “VUCA” situations in
business environment. This article will throw light on all the aspects that could be identified
and associated with business leadership to make Organizational leadership much easier
and humane in its qualities.This paper will highlight how leaders can attain Level 5 leadership
as described by Jim Collins by building enduring greatness through paradoxical blind of
personal humility and professional will. Learned optimism as defined by Martin R. Selignman,
will be reflected upon to get through ambiguous, volatile and complex situations. Integrating
organizational spirituality with leadership for creating service and welfare oriented leaders,
and hiring the right person so that organizational commitment and performance efficiency
is maintained will be discussed. Creating a legacy through a sustained leadership which
not just creates an ambitious organization, but also uplifts employees in their economic,
mental and physical capacity, will be examined. The article will also try to examine how
these factors reinforce each other and facilitate one other.

Keywords: VUCA, Organizational Leadership, Level-5 Leadership, Leader’s Legacy,
Organizational spirituality.
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In the VUCA world it has
become immensely important for
the leaders to opt for a dynamic
stance rather than having rigid
mindset. The possibilities of
Responsible leadership, Cloud
leadership, Transformational
leadership in VUCA World has been
illustrated in an elaborate way in
the previous literature (Sarkar,
2016; Rodriguez and Rodriguez,
2015). There has been enormous
discussion about how a leader in
VUCA world needs to have Vision,
Understanding, Agility,
Cooperation, Collaboration
(Horney 2010), but in this article, I
would like to highlight concepts
which have been existing or
developed in the domain of
organizational behaviour, and how
they can be juxtaposed in
leadership to bring out the best of
leader and help him face situations
in VUCA World.

Level 5 Leadership
The concept of Level 5

Leadership was propounded by
Jim Collins in his book “Good to
Great”. Level 1 can be said as
highly capable individuals who
make productive contributions
through talent, knowledge skills
and good work habits. Level 2 is
contributing team member who
works productively in a team.
Level 3 is a competent manager
who organizes people and
resources towards achievement of
objectives. Level 4 is effective
leader possessing clear vision and
set high performance standards.
Level 5 leaders are those who
build enduring greatness through
paradoxical blind of personal
humility and professional will.
For instance, Jim Collins quote
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Darwin Smith of Kimberly Clark
as Level 5 Leader (Collins, 2001).
Level 5 Leaders have some
eminent qualities. They turn the
mirror inside when things go bad
and try to decipher the reason.
They do not work for fame, fortune
and power. Now if we observe
how Level 5 Leadership can be
used in VUCA world, the Level 5
leaders would be the initiators
who would confront the risk and
the brutal facts. They will give
credit to the other people and will
not play the blame game. They
will hear everyone around and
take along everyone with them
which will help them to bear the
storm in the sea of VUCA World.
“Rinsing the cottage cheese” is a
phrase used often by Jim Collins in
the book. Meaning Super
discipline, it will help leaders to
evolve in VUCA world.

Hiring the Right
The companies always chase

to hire the best, the most talented.
But key to the hiring the

appropriate person is hiring the
right, not just hiring the best. Now
how will we decipher who is the
right person for the position. The
below framework given by
Abhijeet Bhaduri in his book
“Don’t Hire the Best” can solve the
aforementioned question.
Education and experience
happens to affect at entry level, but
at the leadership level the facet
which affects the most is
Personality. While hiring people
in senior level roles, focus should
be on assessing personality fit
with the role and organizational
culture (Bhaduri, 2012). Throwing
light in context of VUCA world,
the employee who is being
selected, must be seen is right
rather than being best, and most
importantly has personality traits
to take up leadership positions in
future. An appropriate
application of the framework
given below will help to select the
“right” employee who will be able
to confront situations in VUCA
World.

Legacy Culture
In their book “A Leader’s

Legacy” James M. Kouzes and
Barry Z. Posner talk about how
leaders need to create a legacy of
their own by possessing and
displaying certain characteristics
to their colleagues and
subordinates. They talk about
many qualities that the leaders
can inculcate. They examine that
a leader can create his legacy by
being the one who is passionate
and is willing to suffer for the
purpose of the organization.They
are forward looking and are ready
to take the risk. They believe in
constructive criticism and are
followers too. (Kouzes and
Posner, 2006) Practicing such
qualities, they are able to set up a
legacy culture and this legacy is
inherited by the upcoming
leaders. Such a culture makes it
easy to redress any situations that
arise in the VUCA World. The
qualities possessed and practiced
in such a culture evolves the
leader and makes him strong to
face counter situations.

Learned Optimism
In his book “Learned

Optimism” Martin Selignman
describes how optimism could be
learned and practiced and can be
especially applied by an
individual employee and the
organization as a whole. Learned
Optimism certainly means where
the person observes life situations
with certain positivity, looking at
the brighter side of the situation.
Learned optimism bases itself on
the explanatory style of a person
regarding a situation. The way,
the situation is being perceived
makes all the difference. The
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explanatory style theory of success
says that in order to choose people
for success in a challenging job,
three characteristics should be
considered - aptitude, motivation
and optimism (Selignman, 1991).

Hiring such individuals who
possess a certain optimism will lay
the foundations of the leaders who
will productively solve the
situations in VUCA environment.
The person can be gauged for his
optimism towards a situation by
testing his optimism levels with
certain psychometric test. Such
individuals if hired will propagate
a culture of learned optimism thus
creating a positive organization.

Organizational Spirituality
and Spirituality Based
Leadership

Donde P. Ashmos and Dennis
Duchon have attempted to define
spirituality in terms of inner life
of an individual, meaning and

purpose and sense of connection
and community at workplace
(Ashmos and Duchon, 2000).
Giacolone and Jurkiewicz in their
breakthrough book “Handbook of
Workplace Spirituality and
Organizational Performance”
define workplace spirituality as a
framework of organizational
values evidenced in the culture
that promotes employees’
experience of transcendence
through the work process,
facilitating their sense of
compassion and joy (Saxena, 2011).
Spirituality practiced in
organization and spirituality based
leadership can help organization
and the leader to sail through VUCA
World. A leadership that integrates
individiual’s spirituality and
rationality is the spirituality based
leadership (Pruzan, 2011). Stephen
Covey, renowned corporate leader
and authority on leadership
supports the notion of spirituality
based leadership. He states that

spirituality based leaders respect
others and are guided by the
fundamental ethic of service to
others (Sengupta, 2011). And
Spirituality in organization leads to
enhanced performance by the
employees which can be a
motivation for organizations to
engage in spirituality and promote
spirituality based leadership (Rego
et al. 2007).

Conclusion
Organizations need to

understand this fact that they
cannot live in silo, they will be
affected by external factors. An
organization possessing growth
mindset can pass through the
storm, and a growth mindset is
instilled in organization by its
leaders. The above mentioned are
some ways in which organizations
can evolve. Level 5 Leadership and
Hiring the right person will happen
at individual level. Legacy culture
and spirituality will take place as
group behaviour in organization.
Learned optimism can take place at
both organizational and individual
level. An interesting fact to be noted
here is that all these concepts are
inter related with each other and
reinforce each other in one way or
the other. For instance, Spirituality
throughout the organization brings
optimism in the organization and
such an environment helps in
building legacy culture. In same
way, Level 5 Leadership and
Spirituality and Learned Optimism,
all these three factors reinforce each
other. The company can pick the
most appropriate ones and
company can blend a perfect
concoction which it can use to
confront the situations in the VUCA
World.
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