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1. Introduction

This paper attempts to undertake a case study analysis on change leadership of Steve Jobs; Apple’s co-founder, president and chief executive officer.  He left behind an empire that transforms the world we all live and work in, having a major influence on technology, business, and marketing, (Ahmed, 2017).  However, he was also known for being a controversial leader for his harsh and frequently challenging handling of his workforce and associates (Burke, 2008).

The study of his leadership through the four transformational management influences of Bass and Avolio (1994) and the closely connected five practices of exemplary leaders of Kouzes and Posner (2012), offers an opportunity to address Steve Jobs' transformational leadership.  The paper will explore several aspects of Jobs’ leadership style; Did he maximise his follower’s full potential? Was he a charismatic leader as well as a transformational leader and also a pseudo-transformational leader?  The paper shall explore these questions in more depth.






















2. Case study analysis

1. Did Steve Jobs maximise his follower’s full potential?

Transformational leadership (TL) is when leaders lead by example and use their style to connect people with relationships, motivation and empathy (St. Thomas University Online, 2018).  They are considered to be courageous, trustworthy and able to sacrifice for the common good.  Burns (1978) notes that TL’s are connected to their supporters and generate intrinsic motivation to enable their followers to reach their maximum capability.  Bass (2003) considers that TL’s inspire their followers to do more than they initially wanted or even planned, to shift their followers beyond their self-interests for the benefit of the organisation, and to make their followers into leaders.   There is no doubt that Steve Jobs maximised his follower’s full potential but also at a cost of damaging relationships along the way.  He pushed one in particular to reach their full potential and boosting his confidence to succeed in all aspects was Steve Wozniak; Jobs’ co-worker and close friend.  Whilst Jobs worked at Atari, the founder Nolan Bushnell (Stuart, 2018) asked him to design a single player of Pong.   Although Bushnell knew Jobs was not the greatest engineer, he correctly assumed Jobs would ask Wozniak; the better engineer to help him.  Wozniak was delighted at this opportunity but stated that there was no way he would be able to complete the job within the four day deadline and said that Jobs reassured him that he could (Isaacson, 2011, p53).  Another occasion in the early years of Apple, Jobs persuaded Wozniak to stop giving away his inventions for free, rather, why not sell them making profit? Wozniak further stated that every time he constructed something tremendous, Jobs would turn it into money for them and they succeeded in pooling their capital and forming Apple Computer (Isaacson, 2011, p62).  This in itself shows that Jobs had a knack to bring the best out of people and in situations.  Ann Bowers who joined Apple in 1980, turned into a specialist in managing Jobs' immaculateness, spitefulness and grumpiness during the Macintosh Development Program.  She understood why Jobs would get very upset and frustrated at workers when they did not meet his expectations because he was usually right.  While this formed a fear factor and had a damaging impact, individuals who were not crushed ended up becoming stronger;  producing enhanced work through apprehension and a willingness to please (Isaacson, 2011, p121).  Jobs was able to look at the bigger picture ahead, he intrinsically motivated Larry Kenyon; the design engineer for Macintosh to shave twenty eight seconds off the boot up time.  Initially, Kenyon objected to this, but Jobs asked whether Kenyon would do it if it meant saving someone’s life?  This impressed Kenyon and he was able to actually do more of what was asked of him (Locke, 2014).
Jobs style, although demonising, was ultimately inspiring as Apple workers had the drive to create ground-breaking products with the belief that the impossible were actually possible (BBC News, 2012).  Jobs contended "Everyone with whom I work is clever, and some of them would get a top job in another position if they really were brutalised but they are not" (Isaacson, 2012).  Ultimately, Apple, even today is a global phenomenon, without Jobs being able to push and encourage his workers to achieve more, Apple would just be another ordinary name brushed under the carpet.  However, what Jobs had originally started, just became more bigger as time went on, starting off with Apple I, leading through to Apple III and much more.





























Was Steve Jobs charismatic? Is charisma necessary for transformational leadership?

Max Weber's work (1947) is the basis of charismatic leadership theory (Javidan and Waldman, 2003).  Charisma is a gift given to a few along with a magnificent capability to captivate an audience (Dailymirror.lk, 2015).  Steve Jobs did just that, he fascinated audiences worldwide with his introduction of the iPhone in 2007, he was humorous and was able to illustrate his vision of exceptional products.  He was generally known in the technology and entertainment industries as a strong charismatic leader (Harvey, 2001; Heracleous and Klaering, 2014).  Additionally, Isaacson (2011, p37) also revealed that Jobs adopted his good friend Friedland's charismatic attributes through spending a lot of time with him.  Most scholars widely believe that charismatic leaders are notable by certain abilities and behaviours, for instance, they are innovative, vigorous, revolutionary and exceptional (Harvey, 2001).  According to Ndoro and Van Niekerk (2019), Jobs was seen as an outstanding visionary who revolutionised many sectors through his passion for excellence.  He earned praise for his products, the culture he generated in Apple and his continuous growth and profitability in his organisations.  He displayed charisma in his speeches and interviews which are widely available online, gaining millions of views which in itself says a lot.  In one online interview in particular, he discusses his strong beliefs on vision saying, “leadership is having a common vision and being able to articulate it so that people around can understand it and gain a consensus on it” (Hertzfield, 1984).

Academic articles have stated that charisma is necessary for TL (Bass and Avolio, 1994; Burns, 1978).  Williams Jr, Raffo, and Clark (2018, cited in Levine et al., 2010) contend that a leader will find it challenging to transform followers without charismatic leadership abilities to accept and encourage the mission, vision and values of an organisation.   Both charisma and TL are identical like twins (Conger, 1999).  Charisma was one of three elements of TL and the other two were intellectual stimulation and individualized consideration (Williams Jr, Raffo, and Clark, 2018 cited in Bass and Avolio, 1994).  The writer believes that Steve Jobs was as successful as he was due to his charisma being incorporated with his TL.  This gift, his passion and drive for excellence, innovation and ability to instil a culture of dedication and vision in his colleagues, is what made him the icon he is today.  According to researchers, charismatic leaders were more successful than non-charismatic leaders (Copeland, 2014).  




Was Steve Jobs a transformational leader according to Bass and Avolio’s (1994) four factors of transformational leadership?

Bass and Avolio’s (1994) four factors of TL: 
Idealised influence ensures that the leader is viewed as a role model by his supporters and encourages them to express the inspiring and empowering vision of the future (Zacher et al. 2014).  Indeed, Steve Jobs was seen as a role model, who lead his team with inspiration and setting an example to his followers.  A core part of his leadership ideology was to appoint subordinates who share his insistence and love for the company (Lohr, 2011; Flurry, 2012).  He had a passion in creating a thriving business in which people were inspired to deliver quality goods and anything else was secondary (Isaacson, 2011, 2012).  Yarow, (2011) noted Jobs told his biographer; Walter Isaacson, “He loved doing things right. He even cared about the look of the parts you couldn’t see.”  His perfectionism did not stop there, like when he was not happy with 2000 different colours of beige for a product, so he insisted in creating his own beige colour (Flurry, 2012).  

Inspirational Motivation:

Furthermore, he encouraged and inspired his workers to act like artists and not workers.  Once circuit boards were redesigned, he had the engineers and other members of the Macintosh team sign their names so that they could be engraved inside the case. “Real artists sign their work,” he said (Issacson, 2012).

Intellectual Stimulation:
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